
1 
 

 
 

 
 
 
 
 
 
 
 
 
 

 
 
 

American Nurses Association 
8515 Georgia Avenue 

Ste. 400 
Silver Spring, MD 20910-3492 

Phone: 1-800-274-4ANA (4262) 
Fax: 301-628-5001 

www.nursingworld.org 
 
 
 
 

© 1998-2019 Maryland Association of Nonprofit Organizations, dba Standards for Excellence Institute®, offered 
under licensing agreement through the American Nurses Association.  No part of these materials may be 
reproduced or transmitted in any form, or by any means, electronic or mechanical, including photocopying, 
recording, or by any other information storage retrieval system without written permission from the Standards for 
Excellence Institute of the Maryland Association of Nonprofit Organizations and the American Nurses Association.  
Organizations affiliated with the American Nurses Association should contact the American Nurses Association at 
8515 Georgia Avenue, Suite 400, Silver Spring, MD 20910-3492 Phone: 1-800-274-4262, www.nursingworld.org .  
Other organizations should contact The Standards for Excellence Institute at 1500 Union Avenue, Suite 2500, 
Baltimore, MD 21211 phone: 410-727-1726, www.standardsforexcellenceeinstitute.org. 

 

Organizational Sustainability and 
Sustainability Planning 

http://www.nursingworld.org/
http://www.standardsforexcellenc.org/


2 
 

PREAMBLE  
America’s nonprofit sector serves the public interest and plays an essential role in our society and economy. Hard at 
work strengthening communities across the nation, nonprofits enrich our lives in a variety of ways by creating a 
broad array of benefits to society in fields such as charitable, religious, scientific, economic, health, cultural, civil 
rights, environment, and education.  
 
Public investment and confidence drive the success of nonprofit organizations.  Individuals, corporations, 
foundations, and federal, state, and local governments add value to the services that nonprofits provide by investing 
time, resources, and funds.   
 
The Standards for Excellence Institute aims to raise the level of accountability, transparency, and effectiveness of all 
nonprofit organizations to foster excellence and inspire trust.  The Standards for Excellence code (Standards, or 
code) provides a framework and step-by-step guidelines to achieve a well-managed and responsibly governed 
organization.  
 
The code builds upon the legal foundations of nonprofit management, governance, and operations to embrace 
fundamental values such as honesty, integrity, fairness, respect, trust, compassion, responsibility, and transparency.  
The code consists of six Guiding Principles in 27 topic areas with specific performance benchmarks that 
characterize effective, ethical, and accountable organizations. The Institute helps the nonprofit sector operate in 
accordance with the Standards for Excellence code by providing educational resources, assistance, and a voluntary 
accreditation process.   
 
The Standards for Excellence Institute encourages all nonprofit organizations to adopt the Guiding Principles of the 
Standards for Excellence code. By implementing the performance benchmarks in the code, nonprofit organizations 
will meet the highest ethical standards for effective service in the public interest. 
 
STANDARDS FOR EXCELLENCE - GUIDING PRINCIPLES  
 
I.      MISSION, STRATEGY and EVALUATION 
Guiding Principle: Nonprofits are founded for the public good and operate to accomplish a stated purpose through 
specific program activities. A nonprofit should have a well-defined mission, and its programs should effectively and 
efficiently work toward achieving that mission. Nonprofits have an obligation to ensure program effectiveness and 
to devote the resources of the organization to achieving its stated purpose. 
 
II.     LEADERSHIP: BOARD, STAFF, and VOLUNTEERS 
Guiding Principle: Nonprofits depend upon effective leadership to successfully enact their missions and programs.  
Effective leadership consists of a partnership between the board and management, each of which plays an essential 
role. Understanding and negotiating these shared and complex elements of leadership is essential to the 
organization’s success. A nonprofit's employees and volunteers are fundamental to its ability to achieve its mission. 
 
Board members are in a position of trust to ensure that resources are used to carry out the mission of the 
organization. An organization’s board leadership should consist of volunteers who are committed to the mission and 
who demonstrate an understanding of the community served. An effective nonprofit board should determine the 
mission of the organization, establish management policies and procedures, assure that adequate human and 
financial resources are available, and actively monitor the organization's allocation of resources to effectively and 
efficiently fulfill its mission.   
 
Nonprofits should also have executive leadership which carries out the day-to-day operations of the organization, 
ensures financial and organizational sustainability, and provides adequate information to the board of directors. An 
organization's human resource policies should address both paid employees and volunteers and should be fair, 
establish clear expectations, and provide meaningful and effective performance evaluation. 
 
III.    LEGAL COMPLIANCE and ETHICS 
Guiding Principle: Nonprofits enjoy the public’s trust, and therefore must comply with a diverse array of legal and 
regulatory requirements.  Organizations should conduct periodic reviews to address regulatory and fiduciary 
concerns. One of a leadership’s fundamental responsibilities is to ensure that the organization governs and operates 
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in an ethical and legal manner. Fostering exemplary conduct is one of the most effective means of developing 
internal and external trust as well as preventing misconduct.  Moreover, to honor the trust that the public has given 
them, nonprofits have an obligation to go beyond legal requirements and embrace the highest ethical practices. 
Nonprofit board, staff, and volunteers must act in the best interest of the organization, rather than in furtherance of 
personal interests or the interests of third parties. A nonprofit should have policies in place, and should routinely and 
systematically implement those policies, to prevent actual, potential, or perceived conflicts of interest.  Ethics and 
compliance reinforce each other. 
 
IV.     FINANCE AND OPERATIONS 
Guiding Principle: Nonprofits should have sound financial and operational systems in place and should ensure that 
accurate records are kept. The organization's financial and nonfinancial resources must be used in furtherance of tax-
exempt purposes. Organizations should conduct periodic reviews to address accuracy and transparency of financial 
and operational reporting, and safeguards to protect the integrity of the reporting systems. 
 
V.      RESOURCE DEVELOPMENT 
Guiding Principle: The responsibility for resource development is shared by the board and staff.  Nonprofit 
organizations depend on an array of sources of financial support. An organization's resource development program 
should be maintained on a foundation of truthfulness and responsible stewardship. Its resource development policies 
should be consistent with its mission, compatible with its organizational capacity, and respectful of the interests of 
donors, prospective donors, and others providing resources to the organization. 
 
VI.     PUBLIC AWARENESS, ENGAGEMENT, and ADVOCACY 
Guiding Principle: Nonprofits should represent the interests of the people they serve through public education and 
public policy advocacy, as well as by encouraging board members, staff, volunteers, and stakeholders to participate 
in the public affairs of the community. When appropriate to advance the organization’s mission, nonprofits should 
engage in promoting public participation in community affairs and elections.  As such, they should communicate in 
an effective manner to educate, inform, and engage the public. 
 
 
ABOUT THE STANDARDS FOR EXCELLENCE INSTITUTE 
The Standards for Excellence Institute is a national initiative established to promote the highest standards of ethics 
and accountability in nonprofit governance, management, and operations, and to facilitate adherence to those 
standards by all nonprofit organizations. The Institute uses as a vehicle the Standards for Excellence program, a 
system of nonprofit sector industry self-regulation originated by the Maryland Association of Nonprofit 
Organizations and currently replicated by licensed partners in Alabama, Delaware, the District of Columbia, Eastern 
Tennessee, Ohio, Oklahoma, Memphis, Pennsylvania, and Virginia. The program is also being offered to chapters of 
The Arc nationwide through The Arc of the United States, to the American Nurses Association, to the Sacred Sector 
program of the Center for Public Justice, to Catholic nonprofit organizations nationwide through the National 
Leadership Roundtable on Church Management, and through the Markkula Center for Applied Ethics at the Santa 
Clara University. 
 
The centerpiece of the Institute’s program is the Standards for Excellence: An Ethics and Accountability Code for 
the Nonproft Sector.  The Institute also makes available to member organizations a comprehensive system of 
educational tools to enable individual nonprofit organizations to improve their governance and management 
practices. Standards for Excellence accreditation is available to individual organizations through a rigorous peer 
review process in selected locations and nationwide through the Standards for Excellence Institute. 
 
For more information about joining The Standards for Excellence Institute or to obtain additional copies of the 
booklet or educational resource packets visit our website at www.standardsforexcellence.org.  
 
   

https://webmail.mdnonprofit.org/owa/redir.aspx?C=cf24e5b19fad447fbcf98e17472a7959&URL=http%3a%2f%2fwww.standardsforexcellenceinstitute.org
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ORGANIZATIONAL SUSTAINABILITY AND 
SUSTAINABILITY PLANNING 

 
As the Standards for Excellence: An Ethics and Accountability Code for the Nonprofit Sector 
states: 
 
ORGANIZATIONAL AND FINANCIAL SUSTAINABILITY 
 
The executive should consider what human (staff) and financial resources are necessary for 
organizational sustainability and mission fulfillment. The executive should also assist the board in 
planning for the organization’s future.  
 
Sustain(verb): to maintain; to keep alive; to support; to subsist; to nourish 

Webster Dictionary 
 
For many people in the nonprofit sector, “sustainability” simply means raising the money you 
need to meet your mission and deliver your programs and services. For others, sustainability 
focuses mainly on determining the right strategy for continuing to offer a program or service 
once the seed funding has been exhausted. While this specific interpretation may be the initial 
reaction, experts in the field encourage nonprofit professionals and leaders to think more broadly 
about the meaning of sustainability. As Webster's definition suggests, the challenge in sustaining 
our organizations stretches from basic subsistence and maintenance (keeping it alive - surviving) 
to leading the organization to continue to grow through strategic investments, redefine itself in 
changing times, and be ready to respond to emerging community needs (keeping it relevant - 
thriving).  
 
Taking a Broader View on Sustainability 
In their book, Nonprofit Sustainability: Making Strategic Decisions for Financial Viability, Bell, 
Masaoka, and Zimmerman encourage nonprofit leaders to heed the battle cry, “financial and 
impact information can and must be brought together in an integrated, fused discussion of 
strategy.” Their work emphasizes looking at sustainability through the lenses of financial and 
social impact (or assets and programming).1  
 
Orgforward, a Washington, DC area consulting firm, encourages nonprofits to also consider the 
leadership and infrastructure sustainability as equally important and encourages thinking not just 
in terms of financial resources, but to include more broadly the full array of assets available to 
the organization. Many of these assets may be obtained as in-kind supports and may not require 
money.2  
 
This broader sustainability focus allows us to think about multiple characteristics or elements at 
the same time – viewing the organization as an integrated system of leadership, financial 

                                                 
1 Bell, Jeanne, Jan Masaoka, and Steve Zimmerman Nonprofit Sustainability: Making Strategic Decisions for 
Financial Viability, Jossey Bass, 2010. 
2 “Home,” OrgForward, www.Orgforward.com.      

http://www.orgforward.com/
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systems, organization infrastructure, programs and program planning, and resources effectively 
working together in alignment with the mission. The broader sustainability lens is supported as 
well by Peter York and the TCC Group in its Sustainability Formula.3 In TCC Group’s 
Sustainability Formula, the concept is described as leadership plus adaptability plus program 
capacity equals sustainability.  
 

Leadership + Adaptability + Program Capacity = 
Sustainability 

 
Advocates for Youth has defined the "Seven Components of Organizational Sustainability" as 
follows:  

• Organizational Identity 
• Long-Range Strategic Plan 
• Annual Operational Plan 
• Financial and Other Systems Administration 
• Long-Range Fundraising Plan 
• Board Development Plan 
• Staff Development and Organizational Culture 

 
Advocates for Youth also states that boards and staff "must institutionalize systems that help the 
organization to think long-term as well as to manage its day-to-day operations. These two tasks 
must be interlinked and symbiotic."4 
 
In her presentation, “Planning for Financial Sustainability” (2010), Kristin Giantris of the 
Nonprofit Finance Fund emphasizes the differences between needs and demands for a program 
or service. While an organization may identify a great need for its programs – for an arts center, 
policy advocacy, or counseling services, for example – those needs must be met by a true 
demand in the form of customers willing to pay, funders/donors willing to support it, or a 
dedicated funding stream such as Medicaid to cover the costs over time. Giantris concludes that 
“Despite significant need for a program, the lack of sufficient demand compromises its 
sustainability.”5  
 
Working Toward a More Sustainable Organization 
There are a wide array of approaches that an organization may want to embrace to shore up its 
own sustainability and engage in sustainability planning. 
 
Sustainability planning is a way of thinking that considers the full spectrum of what it takes to 
successfully deliver on the organization’s mission over time. A sustainable organization 
considers the constraints of today and the projected reality of tomorrow (the future). Nonprofit 
leaders are encouraged to think of working toward a more sustainable organization as an inquiry 
                                                 
3 The Sustainability Formula: How Nonprofit Organizations Can Thrive in the Emerging Economy, Peter York, 
TCC Group.  
4 The Seven Components of Organizational Sustainability: A Guide for Teen Pregnancy Prevention Organization, 
Advocates for Youth. http://www.advocatesforyouth.org/publications/612?task=view 
5 Giantris, Kristin. Nonprofit Finance Fund “Planning for Financial Sustainability,” 2010. 
 

http://www.advocatesforyouth.org/publications/612?task=view
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effort. These inquiries often include asking the questions that illustrate a more complete picture 
of how the organization’s resources, plans, and efforts are being acquired, put to use, monitored, 
and evaluated against best projections of what the future holds. 
 
Nonprofits are encouraged to consider a viewpoint of sustainability that is rooted in their 
aspirational strengths as opposed to a mitigation of weaknesses. To embrace this approach, 
nonprofit leaders will often start by considering what conditions would support the 
organization’s ability to fully accomplish its strategic goals. Those conditions should consider 
program effectiveness, leadership, financial/asset requirements, and infrastructure needs. From 
there, the organization’s leaders should consider what risks or challenges could potentially 
jeopardize the organization’s ability to meet those needed conditions. 
 
Getting Started 
Organizations that have made a commitment to the Standards for Excellence Code will find 
access to a model and tools for identifying, developing, and evaluating their current systems to a 
higher level of sustainability. As plans, policies, and procedures are implemented, they form the 
building blocks of an integrated system for leading the organization today and into the 
sustainable future. 
 
These key systems and process include: 

• Mission, Vision, Purpose, Relevance 
• Risk Assessment and Planning 
• Strategic Planning and Assessment of External Factors 
• Crisis or Contingency Planning 
• Board Development and Succession Planning 
• Staff Development and Succession Planning 
• Resource Development Planning 
• Program Delivery and Evaluation 
• Operational Systems and Policies 
• Long-Term Financial Planning 

 
This diagram indicates key components addressed in the Standards for Excellence Code - each of 
which contribute to sustainability. In addition, by taking a holistic view, organizations will 
recognize the dynamic interplay and interconnection among these elements. 
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Organizations that have implemented and integrated these key components are well on their way 
to a sustainability plan. The Standards for Excellence Institute offers a host of educational 
materials that address each of these areas. A list of additional tools and resources are provided in 
this educational resource packet. 
 
In moving forward, a nonprofit should ensure that its leadership is committed to considering 
sustainability as part of an ongoing effort to determine which resources are needed to fulfill 
important community needs. With careful planning, implementation, and analysis, nonprofits can 
place themselves in a solid position to secure the organization’s future.   
 
Double Bottom Line: The Matrix Map 
One of if not the biggest challenge to the nonprofit sector is balancing the double bottom line of 
mission impact and financial sustainability. While considerations of the double bottom line may 
occur on a program-by-program basis, board members and senior staff are rarely aware of all 
programs and activates of the organization and those with the highest mission impact and 
sustainable profitability. The matrix map, by plotting all the organizational activates by mission 
impact and profitability, can be a useful tool in maintaining this balance. The creation of a matrix 
map can prove insightful for board members and senior staff. 
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Nonprofit Quarterly authors Steve Zimmerman and Jeanne Bell outline four simple steps to 
developing a matrix map: 

1. “Identify your business lines - all of them”: this should include all major activities and 
generally any initiative that requires the effort and resources of your organization. The 
major programmatic lines of an organization’s budget can be a good place to start. 

2. “Assess relative mission impact”: assess alignment of major activates and programs with 
the core mission, vision, and strategic goals of the organization, how effectively a 
program is executed based on organizational skills and resources, how much and what 
sections of your community are served, contributions to the larger community, and if the 
community could find similar programs elsewhere. Every organization will need to 
develop their own unique criteria for assessing mission impact. 

3. “Determine the profitability of each business line”: Determine how much revenue (if any) 
specific programs generate and how much unrestricted funds, organizational resources, 
staff time, etc. it requires. 

4. “Map the results!”6 
 
Below is an example matrix map for a nonprofit museum 

 High Mission Impact Low Mission Impact 

H
ig

h 
Pr

of
ita

bi
lit

y Admission with fees 
Educational workshops with fees 

Space rentals for weddings 
Museum store 
Café 

L
ow

 P
ro

fit
ab

ili
ty

 Free after-school educational 
programing 
Collections storage 

Annual gala 

 
For an alternative matrix map model, see: Zimmerman, Steve and Jeanne Bell “The Matric Map: 
A Powerful Tool for Mission-Focused Nonprofits,” Nonprofit Quarterly, 
https://nonprofitquarterly.org/2014/04/01/the-matrix-map-a-powerful-tool-for-mission-focused-
nonprofits/. 
 
Environmental Sustainability 
 
                                                 
6 Zimmerman, Steve and Jeanne Bell “The Matric Map: A Powerful Tool for Mission-Focused Nonprofits,” 
Nonprofit Quarterly, https://nonprofitquarterly.org/2014/04/01/the-matrix-map-a-powerful-tool-for-mission-
focused-nonprofits/. 
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Environmental sustainability is more than a shared social responsibility for making a positive impact on 
the environment, it is a collection of sound business practices that can lead to reductions in operating costs 
through lower costs for utilities, waste disposal, and office purchasing leaving more precious 
organizational resources available for mission delivery. Larger green investments may very well pay for 
themselves in savings over time and will reduce the environmental impact of your organization. Major 
factors including climate change makes green practices increasingly important even for small nonprofits.  
Adopting environmental practices will lead to a more sustainable organization and help fulfill our common 
mission to build a better world and serve our communities.  
 
For best practices on environmental benchmarks and goals for nonprofits, see  “Principles & Practices for 
Nonprofit Excellence in Kentucky,” “Building a Greener Sector,”  Kentucky Nonprofit Network, 
https://www.kynonprofits.org/sites/default/files/Principles%20and%20Practices%20Guide_revised%2012-
14.pdf. 
 
Strategic Planning 
Because organizations often operate in a rapidly-changing environment,  strategic plans often 
project 3 to 5 years ahead or sometimes less. What makes a plan strategic is not the length of the 
time-frame, but its focus on selecting strategies for how the organization will interact with the 
changing conditions of its business to best accomplish its mission while maintaining a 
sustainable organization. A well-crafted strategic planning process typically includes revisiting 
the mission, vision, and values, conducting an analysis of strengths, weaknesses, opportunities, 
and threats (SWOT) including an analysis of community needs, an assessment of programs, 
program planning, and potential resources, and defining major goals or strategic initiatives all 
with a focus on the future and organizational sustainability.    
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  SWOT Analysis  
Also known as environmental scanning, the SWOT analysis provides data about the 
internal and external environments of your nonprofit organization. SWOT is an 
acronym for Strengths, Weaknesses, Opportunities, and Threats. 

 
Strengths and weaknesses refer to the internal conditions of your nonprofit. Examine 
each area of your organization, such as board, staff, volunteers, programs, facilities, 
administration, finance, risk management, and so on. 
 
Opportunities and threats refer to the external environment in which your nonprofit 
operates. Examine and assess areas such as trends in demographics, political climate, the 
economic and technological environment, funding sources, community needs, and so on. 
To be successful in a changing environment, you need to understand how changes will 
affect your nonprofit so you can be ready to adapt new strategies. 
 

Alternatives to SWOT 
Some nonprofit experts suggest that SWOT is an obstacle for good planning as it emphasizes 
present organizational weaknesses over future vision. Without a shared vision, these critics 
argue, planning participants cannot determine which aspects of the future are positive or negative 
for the organization. This focus on needs for organizational improvement can leave participants 
feeling exhausted and hopeless after the initial strategic planning session. Instead, organizations 
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should seek to build on organizational strengths to reach the highest potential for the community 
you serve.7 A possible alternative to SWOT is SOAR (strengths, opportunities, aspirations, and 
results). 
 
For more information on SOAR Analysis, see: http://asqservicequality.org/glossary/strengths-
opportunities-aspirations-results-soar-analysis/ 
 

How To Plan 
1. Prepare to Plan  

• Select a planning model to use  
• Assign a leader for the planning efforts 
• Create a schedule of planning activities  
• Develop a budget for planning  
• Consider obtaining outside support, i.e., consultants, funders, and training programs  

2. Get Organized  
• Gather all relevant documents:  

o Articles of incorporation  
o By-laws  
o Mission statement  
o Previous plans  
o Evaluations of your programs  
o Data about the population you serve  

• Identify and recruit people who will help keep the planning process on track  
o Form a planning committee or task group, if necessary  

3. Review Mission, Vision, and Values  
• Revise these statements to ensure they are updated and properly describe the purpose of 

your organization  
4. Decide on Strategies  

• What key strategies will your organization follow to achieve its mission?  
5. Create Goals and Objectives  

• Goals: What your organization aims to achieve 
• Objectives: Specific statements of how you will achieve those goals  

6. Connect Long-Range Strategic Planning with Ongoing Operations 
• Develop an action plan that works with your annual cycles of budgeting, funding, and 

program activities  
• Follow a timeline for achieving goals and objectives 
• Monitor progress throughout the year and make adjustments to the long-term plan, as 

necessary 
 

Short-Term Planning: All organizations need to produce an annual operating plan that 
is coordinated with their strategic plan. The operating plan takes the broad goals and 
objectives defined in the strategic plan and breaks them down into quantifiable targets 

                                                 
7 Garthson, Jane, “Why Not SWOT,” Creating the Future, May 19, 2014, 
http://blogs.creatingthefuture.org/leadership/2014/05/19/why-not-to-swot/. 
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and actions for the coming year. The staff is often in the best position to take the lead on 
yearly planning for the organization. In addition, a board may adopt its own operational 
plan to focus on the critical actions that are its responsibility, including its own ongoing 
development as a board. 

 
The strategic planning process encourages organizations to carefully consider what measures of 
success will be visible when an organization achieves its goals and objectives and create a 
regular process for reporting on progress. This process will ensure that resources are being 
utilized efficiently and will allow senior staff and the board to make decisions regarding 
spending cuts, where applicable. This can include programs no longer necessary to achieve the 
organization’s mission, services, excess supplies, or staff members. The process may be tedious 
and difficult (in the event they lead to termination of employees), but it is necessary for the 
organization’s long-term survival. 
 
For more detailed information on long-term strategic planning, see Standards for Excellence 
Educational Resource Packet Mission, Impact, and Planning. 
 
Capital Planning 
Nonprofit leaders are often tasked with the daunting challenge of managing (and likely seeking 
to grow) organizational funds and assets to support the achievement of the mission while 
balancing financial sustainability. Ongoing strategic capital planning will link capital 
investments to the strategic needs of other organizational plans and ensure a more financially 
stable organization. More focused than overall strategic planning, capital planning addresses 
future challenges and opportunities of connecting capital needs to other organizational plans and 
objectives to ensure financial sustainability.   
 
As outlined by Benjamin Aase of accounting firm CliftonLarsonAllen, strategic capital planning 
requires your organization to: 

• “Define financial objectives” 
• “Understand the market and operating initiatives required to meet financial objectives” 
• “Related these initiatives to a capital investment strategy” 
• “Translate the above considerations into organizational change”8 

 
While capital planning may seem unnecessary for a small or midsized nonprofit to consider, all 
organizations can benefit from a long-term projection of capital challenges and opportunities, 
especially if their assets include expensive capital equipment or real estate. A capital plan might 
include strategic asset purchases (from office chairs to new facilities), investments (expanding or 
establishing an endowment or producing a product the organization will later sell for profit), 
financial stability targets (establishing an operating reserve or eliminating a recurring deficit), 
and strategic targets based on mandatory maintenance and operating costs and the strategic plan 
(such as establishing sustainable funding for a strategic program or initiative).  Capital planning 
should also include a preventative maintenance process to identify ongoing investments in plant, 
property and equipment so that the organization is not forced into a financial crisis when they 

                                                 
8 Aase, Benjamin, “How Strategic Capital Planning Can Enrich Your Nonprofit,” CliftonLarsonAllen, 
http://www.claconnect.com/resources/articles/how-strategic-capital-planning-can-enrich-your-nonprofit. 



12 
 

must replace multiple building systems at the same time (such as a roof or a heating system) 
because they are old and outdated.   
 
The financial services firm BAIRD describes several steps nonprofits can take to plan for capital 
sustainability: 
 

• “Create a plan that covers all necessary capital items – everything from buildings and 
technology to ambulances, library and text books, landscaping, road improvements and 
other moveable and fixed equipment.” 

• “Identify what areas have deferred maintenance, which usually is a much larger amount 
than most organizations realize.” 

• “Create a policy as to what type of asset gets funded with operating cash, contributions 
and capital campaign dollars, funded reserves and debt.” 

• “Create an annual process for identifying capital projects, requesting funding, scoring all 
identified projects and allocating scarce resources to each project to ensure a mix of 
current and deferred projects are addressed.”9 
 

Capital Needs Assessment Study 
The first (and often rather daunting) task in developing a capital improvement plan is an 
assessment of every long-term asset held by the organization. This assessment may utilize 
internal staff with a walk-through and interactive planning sessions and/or third party experts. 
For every asset, a target date for replacement should be projected with a cost-estimate for each 
asset replacement. Once a list of assets and needed replacements have been generated, prioritize 
the list based on factors sustainability, mission support, costs, etc. 
 
 
For a more detailed model capital planning process, see: “Effective Long-Term Capital Planning 
for Non-Profit Institutions,” BAIRD, http://content.rwbaird.com/RWB/Content/PDF/News/Long-
term%20-planning-for-non-profits.pdf. 
 

Operating Reserve 
Building and maintaining an operating reserve should be a priority of any nonprofit. Just 
as a for-profit should have a reserve of liquid working capital to take entrepreneurial risks 
and respond to changes to its environment, so should a nonprofit. Ideally, these reserves 
should be liquid (as opposed to invested and/or fixed) to create financial flexibility and 
should be available for use at the discretion of an organization’s board for strategic and 
unplanned expenses as they arise. Organizations without a sufficient operating reserve are 
inherently focused more on the short term and crisis-based decisions and will become 
distracted from sustainably accomplishing its mission. Organizations with a sufficient 
operating reserve for use as working capital can better focus beyond the day-to-day cash 
flow and more effectively undertake long-term mission focused planning and 
programming.  
 

                                                 
9 “Effective Long-Term Capital Planning for Non-Profit Institutions,” BAIRD, 
http://content.rwbaird.com/RWB/Content/PDF/News/Long-term%20-planning-for-non-profits.pdf. 
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It is generally accepted that small to midsize nonprofits should maintain a minimum 
operating reserve of 25% of annual expenses. Another, more interpretive, measure is to 
ensure that enough cash is on hand for the next required strategic investment(s). 
Nonprofits should be careful to not accumulate an excessive reserve or risk 
reclassification as a private foundation by the IRS. Private funders may also negatively 
consider an excessive reserve in their grant awards process. 
 
While some nonprofits may utilize endowment funds as operating reserves, endowment 
funds are generally restricted and should not be used for purposes other than generating 
investment income. Establishing an operating reserve should generally be undertaken 
well before establishing an endowment.  
 
An organization with a recurring budget deficit will find it difficult to establish an 
operating reserve. Repeated budget deficits can be an indicator of a failing and 
unsustainable organization. Deficit reduction should take priority over establishing an 
operating reserve in an effort to achieve a more sustainable organization. If an agency 
finds itself experiencing repeated budget deficits, leadership should explore strategic 
partnerships and restructuring options to create economies of scale, lower costs and 
improve sustainability.   
 
Facilities and Maintenance 
Preventative maintenance is often the first aspect of organizational operations to be 
deferred when a nonprofit has a rough fiscal year, yet deferred maintenance needs can 
significantly hamper and complicate future organizational sustainability. Considering 
adding renovating, or replacing facilities can be further overwhelming when such a 
change is essential to an organization fulfilling its mission. Upgrades and replacement of 
equipment, facilities, and other assets should be strongly considered in the capital plan. 
 
Your organization may find significant improvements to your facilities (or entirely new 
facilities) necessary to best accomplish your mission. Anticipating the timing and cost of 
maintenance and improvement needs for new facilities is an essential part of capital 
planning. Funding these costs may include funding depreciation and creating a reserved 
fund for unanticipated repairs. A traditional capital campaign to fund facilities projects 
should only be undertaken after a great deal of study. Many organizations find 
themselves operating at a deficit after a major construction project because of a failure to 
accurately predict related operating expenses.  

 
Funding Depreciation 
While depreciation is a term some in the nonprofit sector may be familiar with, few choose to 
fund depreciation as the concept is not fully understood. Funding depreciation is, nevertheless, 
an important aspect of ensuring organizational sustainability. 
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  Depreciation 
Depreciation is the mechanism used to account for the declining value of an asset by 
an organization over its lifetime until the value of the asset reaches zero.10 

 
Funding depreciation requires items with multi-year lifespan and ongoing usefulness to be 
considered as assets with a value declining over time. Instead of budgeting for the entirety of an 
asset purchased in the fiscal year it is needed, the declining value of fixed assets are accounted 
for as an annual depreciation expense, growing an organization’s operating reserve. 
 
While there are many methods of calculating and budgeting for depreciation, nonprofits rarely 
have a reason to use a method other than the straight-line method. As its name would imply, the 
straight-line method assumes that the value of an asset is depreciated evenly over its lifetime. 
Depreciation is budgeting for the decline in the value of an asset over time with the intention of 
purchasing a replacement. No cash leaves the organization when depreciation is funded, as cash 
is expended only when the purchase is made. 
 

Example of Funding Depreciation: 
It is expected that in 10 years, the value of a copy machine recently purchased by an 
organization will reach $0 and a replacement will be needed. The value of the purchased 
copy machine is $1,000. While the organization could wait and budget $1,000 in 10 years 
to purchase a replacement copy machine or purchase a replacement with liquid reserve 
funds, they instead fund the depreciation of the current copy machine by budgeting $100 
each year for 10 years to account for the annual reduction in value of the purchased copy 
machine and save for a replacement. Every year, the $100 budged in depreciation is 
reserved by the organization and kept in liquidity. In ten years’ time, the organization will 
have reserved $1,000 for the purchase of a new copy machine. The process of funding 
depreciation for a copy machine then starts again once the replacement is purchased. 

 
Funding depreciation benefits the sustainability of the organization by growing its financial 
reserves. As these reserves grow, they become part of the future financial health of the 
organization and if depreciation is budged correctly, ensures that the necessary cash is available 
to purchase a replacement asset of equal value to the original when the time arises. 
 
Strategic Partnerships 
While the types of strategic partnerships can vary widely, a nonprofit should be considering 
strategic partnerships as a means to reduce expenses, increase revenue for strategic investments, 
and improve long term sustainability. 
 
Strategic partnerships can take many forms. At one end of the spectrum, the highest level of 
collaboration may result in a merger of two organizations. At the other end of the spectrum, 
nonprofits may be engaged in providing joint programming. A workforce development 
organization might partner with a business to identify opportunities for graduates of its training 

                                                 
10 Coley, Hillary, CPA, Depreciation, Nonprofit Accounting Basics, 
http://www.nonprofitaccountingbasics.org/accounting-bookkeeping/depreciation. 
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program. A nonprofit that provides after school enrichment programming might partner with a 
school to broaden its reach. Two small nonprofit organizations with similar clientele might 
merge the administrative and advocacy functions of their respective organizations to save costs. 
And, two sports and recreation organizations may undertake a full-scale merger of their 
organizations and operations to eliminate redundancies and maximize programmatic strength.   
 
The sustainable benefits of strategic partnerships can include saving on program or 
administrative costs, delivering joint services or programs to improve operations and increase 
capacity, coordinating advocacy efforts, and identifying new pools of funding and resources, 
among others. 
 
For more information on Strategic Partnerships, see Standards for Excellence Educational 
Resource Packet Strategic Partnerships. 
 
Succession Planning 
Succession planning not only can ensure sustainable continuity and reliability during transitions 
of leadership at board, executive, and key staff levels, but also can strengthen an organization’s 
current operations and structure. All nonprofits, regardless of their size, should put into place a 
succession plan even before they hire their first chief executive. The plan need not be extensive, 
but it should outline a general process for how the board will address planned and unplanned, 
temporary and permanent, departures of board leadership and the chief executive. 
An executive succession plan should include: 

• Definitions and specific plans for planned and unplanned, temporary and permanent, 
departures of the chief executive and board leadership 

• Roles and responsibilities during the transition process 
• Methods to appoint and responsibilities of interim/acting leadership 
• An organizational assessment to assess leadership needs 
• A review of compensation 
• Methods to ensure organizational knowledge is accessible 
• A communication plan with a focus on informing internal and external stakeholders 
• Steps to search for and hire a new chief executive 

 
It is also important to consider succession planning for other key staff positions, such as the 
Chief Financial Officer, the Development Director, and the Program Director or any other key 
position where one person holds important technical or historical knowledge. Many of the same 
transition concerns and steps (documentation of work strategy for interim staffing, cross-
training) should be in place for these key staff positions, but the supervision of these positions 
would be a staff person, rather than the board of directors.    
 
 

Leadership Development 
Nonprofit organizations should provide ongoing professional development and leadership 
training opportunities to staff. These opportunities could include leadership training, 
cross training, mentorships by more senior organizational leaders, providing employees 
with new and challenging responsibilities, etc. By growing leaders internally, nonprofit 
organizations can encourage staff members to be capable and prepared to manage the 
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ongoing operations of the organization during a leadership transition. In addition, 
building internal leadership can strengthen the pool of internal candidates for the position 
that becomes available following a leadership transition. Nonprofit leaders should be 
cautioned to avoid making their entire succession plan dependent upon the organization’s 
internal candidates stepping into the executive director position. Time and time again, 
nonprofits depend upon this strategy only to find that the pre-selected successor does not 
want to consider the position or ends up departing and becoming an executive director in 
another agency, prior to the carefully planned succession that the board envisioned 
occurring so seamlessly. 
 
Succession Planning for Board Leadership 
As your organization should maintain an executive succession plan, so too should your 
board. This holds true for committee chairs, project leaders, board chairs, and for board 
members who do their work behind the scenes. Organizations can get the right people to 
step into leadership roles if they are set up to succeed. Every organization and board is 
unique and no one system will work for everyone. Some boards have well-established 
leadership development with well-defined and documented processes for orderly 
transition. 
 
The board should ensure that it has a plan to fill key board leadership positions in the 
case of both planned and unplanned departures of officers of the board and committee 
leaders, to name a few. In order to ensure that competent people will be willing to step 
forward to take on leadership roles and continue efforts and initiatives, existng board 
leaders need to think about succession well before they plan to leave their posts. 
 
To strengthen the board succession process, nonprofit organizations should make sure 
that: 

• the work of board members is well documented – both through meeting minutes 
and through a written and reasonable job description for board members in 
general and the board officers. 

• they clearly identify the qualities and talents of ideal board members (such as, 
what skills and leadership traits are required for a position on the board finance, 
program or fundraising committee?)  Look beyond developing the standard board 
matrix that qualifies potential members based on their professional abilities. 
Identify personal qualities that are important to your board such as integrity, 
curiosity, and commitment, for example. 

• they continuously focus on how to attract high-quality board members (for 
example, conducting the board member search across diverse communities, 
capitalizing on the organization’s exceptional culture or reputation, etc.). 

• they start looking for and cultivating leadership before it is needed. 
 

For more information on the importance of succession planning and leadership development to 
organizational sustainability, see Standards for Excellence Educational Resource Packet 
Succession Planning. 
 
 



17 
 

 
Selected Resources for Sustainability and Sustainability Planning 
 
Sample Sustainability Plans 
 
Community Toolbox: Developing a Plan for Financial Sustainability, 2013, University of 
Kansas, http://ctb.ku.edu/en/table-of-contents/finances/grants-and-financial-resources/financial-
sustainability/main (As the title suggests, this resource is primarily geared toward financial 
sustainability.) 
 
Rating Tool for Sustainability Matrix Map, Created by Orgforward using information from 
Nonprofit Sustainability: Making Strategic Decisions for Financial Viability by Bell, Masaoka, 
and Zimmerman http://www.orgforward.net/usefulstuff  
 
Organizational Sustainability Overview 
http://www.orgforward.net/usefulstuff/Organizational%20Sustainability%20Model.pdf?attredire
cts=0  
 
The Road to Sustainability: Sustainability Workbook. The After School Alliance, includes a step 
by step workbook. This resource has an advocacy and communications emphasis. 
http://www.afterschoolalliance.org/documents/Toolbox/RoadtoSustainability.pdf  
 
General Resources 
 
"Building and Sustaining Strong, Engaged Programs"    
http://www.help4nonprofits.com/NP_Fnd_Building_Sustaining_Programs-Pt1.htm 
 
"Costs are Cool: The Strategic Value of Economic Clarity". The Bridgespan Group, 11/19/08 
offers a good discussion of exploring the true costs of offering programs. See especially the 
Appendix: What Are Full Costs? 
http://www.bridgespan.org/Publications-and-Tools/Strategy-Development/Costs-Are-Cool-The-
Strategic-Value-of-Economic-Cla.aspx 
 
Nonprofit Finance Fund 
http://nonprofitfinancefund.org/ 
 http://nonprofitfinancefund.org/nonprofit-finance-101  
 
"Primary Dimensions of Organizational Sustainability". Free Management Library 
http://managementhelp.org/organizationalsustainability/ 
 
"State of the Sector Report". Nonprofit Finance Fund  
http://nonprofitfinancefund.org/state-of-the-sector-surveys 
 
"The Seven Components of Organizational Sustainability: A Guide for Teen Pregnancy 
Prevention Organizations". Advocates for Youth 
http://www.advocatesforyouth.org/publications/612?task=view 

http://ctb.ku.edu/en/table-of-contents/finances/grants-and-financial-resources/financial-sustainability/main
http://ctb.ku.edu/en/table-of-contents/finances/grants-and-financial-resources/financial-sustainability/main
http://www.orgforward.net/usefulstuff
http://www.orgforward.net/usefulstuff/Organizational%20Sustainability%20Model.pdf?attredirects=0
http://www.orgforward.net/usefulstuff/Organizational%20Sustainability%20Model.pdf?attredirects=0
http://www.afterschoolalliance.org/documents/Toolbox/RoadtoSustainability.pdf
http://www.help4nonprofits.com/NP_Fnd_Building_Sustaining_Programs-Pt1.htm
http://www.bridgespan.org/Publications-and-Tools/Strategy-Development/Costs-Are-Cool-The-Strategic-Value-of-Economic-Cla.aspx
http://www.bridgespan.org/Publications-and-Tools/Strategy-Development/Costs-Are-Cool-The-Strategic-Value-of-Economic-Cla.aspx
http://nonprofitfinancefund.org/
http://nonprofitfinancefund.org/nonprofit-finance-101
http://managementhelp.org/organizationalsustainability/
http://nonprofitfinancefund.org/state-of-the-sector-surveys
http://www.advocatesforyouth.org/publications/612?task=view


18 
 

 
 
Books and Articles 
 
Bell, J., Masaoka, J, and Zimmerman, S., “Nonprofit Management: The Holy Grail for 
Nonprofits: Nonprofit Sustainability: Making Strategic Decisions for Financial Viability”, 
Stanford Social Innovation Review, Summer 2011. 
 
Bell, J., Masaoka, J, and Zimmerman, S., Nonprofit Sustainability: Making Strategic Decisions 
for Financial Viability, Jossey Bass, 2010. 
 
Foster, W., Landes, P. K., and Christiansen, B. “Ten Nonprofit Funding Models,” Stanford 
Social Innovation Review, March 2009. 
http://www.ssireview.org/articles/entry/ten_nonprofit_funding_models  
 
Giantris, K., “Planning for Financial Sustainability” Nonprofit Finance Fund, 2010.  
 
York, P., The Sustainability Formula: how Nonprofit Organizations Can Thrive in the Emerging 
Economy, TCCC Group, undated.  
 
Strategic Planning 
 
Garthson, Jane, “Why Not SWOT,” Creating the Future, May 19, 2014, 
http://blogs.creatingthefuture.org/leadership/2014/05/19/why-not-to-swot/. 
 
Capital Planning 
 
“Effective Long-Term Capital Planning for Non-Profit Institutions,” BAIRD, 
http://content.rwbaird.com/RWB/Content/PDF/News/Long-term%20-planning-for-non-
profits.pdf. 
 
“Reporting and Operations: Budgeting for Capital,” Nonprofit Accounting Basics, 
http://www.nonprofitaccountingbasics.org/reporting-operations/budgeting-capital. 
 
“How Strategic Capital Planning Can Enrich Your Nonprofit,” Clifton Larson Allen, 
http://www.claconnect.com/resources/articles/how-strategic-capital-planning-can-enrich-your-
nonprofit. 
 
“How to Develop a Strategic Capital Plan for Your Nonprofit,” RKL LLP, 
http://www.rklcpa.com/how-to-develop-a-strategic-capital-plan-for-your-nonprofit/. 
 
Depreciation 
 
“Accounting and Bookkeeping: Depreciation,” Nonprofit Accounting Basics, 
http://www.nonprofitaccountingbasics.org/accounting-bookkeeping/depreciation. 
 

http://www.ssireview.org/articles/entry/ten_nonprofit_funding_models
http://www.nonprofitaccountingbasics.org/reporting-operations/budgeting-capital
http://www.claconnect.com/resources/articles/how-strategic-capital-planning-can-enrich-your-nonprofit
http://www.claconnect.com/resources/articles/how-strategic-capital-planning-can-enrich-your-nonprofit
http://www.rklcpa.com/how-to-develop-a-strategic-capital-plan-for-your-nonprofit/
http://www.nonprofitaccountingbasics.org/accounting-bookkeeping/depreciation
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Depreciation Your Way to a Healthier Nonprofit,” Nonprofits Assistance Fund,” 
https://nonprofitsassistancefund.org/blog/2014/04/depreciate-your-way-to-healthier-nonprofit. 
 
Succession Planning 
 
“Succession Planning for Nonprofits – Managing Leadership Transitions,” National Council of 
Nonprofits, https://www.councilofnonprofits.org/tools-resources/succession-planning-nonprofits-
managing-leadership-transitions. 
 
“Building Leaderful Organizations,” Annie E. Casey Foundation, 
http://www.aecf.org/~/media/Pubs/Other/B/BuildingLeaderfulOrganizationsSuccessionPlann/Bu
ilding%20Leaderful%20Organizations.pdf. 
 
“Nonprofit Executive Succession-Planning Toolkit,” Federal Reserve Bank of Kansas City, 
http://www.kansascityfed.org/publicat/community/Nonprofit-Executive-Succession-Planning-
Toolkit.pdf. 
 
Adams, Tom, “Sustaining Great Leadership: Succession Planning for Nonprofit Organizations,” 
http://firstnonprofit.org/images/uploads/pdf/Succession_Planning.pdf. 
 
Also see Standards for Excellence educational resources on the following topics: 

• Mission, Impact and Planning 
• Program Evaluation 
• Strategic Partnerships 
• Succession Planning 
• Board Member Composition and Independence 
• Personnel Policies, Employee Orientation, 

Compensation and Evaluation 
• Volunteer Policies 
• Cultural Competency 
• Legal Requirements Checklist 
• Reporting Misconduct and Whistleblower Protection 
• Conflicts of Interest 
• Financial Budgeting, Reporting, and Monitoring 
• Internal Controls and Financial Policies  
• Administrative Policies 
• Risk Management and Insurance 
• Resource Planning and Sources of Income 

 
 
 
 
 
 
 

https://www.councilofnonprofits.org/tools-resources/succession-planning-nonprofits-managing-leadership-transitions
https://www.councilofnonprofits.org/tools-resources/succession-planning-nonprofits-managing-leadership-transitions
http://www.aecf.org/%7E/media/Pubs/Other/B/BuildingLeaderfulOrganizationsSuccessionPlann/Building%20Leaderful%20Organizations.pdf
http://www.aecf.org/%7E/media/Pubs/Other/B/BuildingLeaderfulOrganizationsSuccessionPlann/Building%20Leaderful%20Organizations.pdf
http://www.kansascityfed.org/publicat/community/Nonprofit-Executive-Succession-Planning-Toolkit.pdf
http://www.kansascityfed.org/publicat/community/Nonprofit-Executive-Succession-Planning-Toolkit.pdf
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Attachments 
 

• Attachment A: Sample worksheet on Cataloguing Your Income (Based on Recession 
Tool Kit 2008, Kathy Shulman and Julia Pierson) 

• Attachment B: Sample worksheet on Capturing Your Expenses (Based on Recession Tool 
Kit Kathy Shulman and Julia Pierson) 

• Attachment C: Sample Assets and Liabilities Worksheet (Based on Recession Tool Kit 
Kathy Shulman and Julia Pierson) 

• Attachment D: Organizational Sustainability Assessment (Based on Recession Tool Kit 
Kathy Shulman and Julia Pierson) 

• Attachment E: A Template for Calculating Revenue and Expenses by Program 
• (Based on Recession Tool Kit Kathy Shulman and Julia Pierson) 



21 

Attachment A 
Sample Worksheet on Cataloguing Your Income  

(Based on Recession Tool Kit by Shulman and Pierson) 
Income Worksheet 

          Program: 
          Time Period: 
          

           

  
What will 

happen? (use)  
Likelihood   

(use)  
Projected $ Amount 

for this Period     
Income Source or Program 
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St
ay

 th
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e 
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om
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ed
 

Fa
ir

ly
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k Best 

Case 
Worst 
Case 

Why Next Steps 

                      
                      
                      
                      
                      
                      

           Modify the worksheet to best tell your story. Here are ideas: 
      One page for each fiscal year analyzed 

         Organize by program, cost center or income source 
        List the line items in the order used on your financial statement 

      Make special note of potential changes in discretionary and unrestricted dollars 
    Create a worksheet that ties all the financial projections together just as you would when doing your budget planning 

 
Source: The Recession Toolkit, 2008, permission granted for inclusion in this resource by authors Kathy Shulman and Julia Pierson.  
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Attachment B 
Sample worksheet on Expenses  

(Based on Recession Tool Kit by Shulman and Pierson) 
 
Expenses Worksheet  

       Program: 
       Time Period: 
       

        
Operating Expenses 

What will 
happen? 

Projected $ Amount for 
this Period     

Line Item - List the largest or 
most volatile items. 

In
cr

ea
se

 

St
ay

 th
e 

Sa
m

e 

D
ec

re
as

e Best Case Worst 
Case 

Why Next Steps 

                
                
                
                

        New Expenses and Capital 
Expenses 

Likelihood of 
Funding (use)      

List new initiatives, activities, 
infrastructure needs, and capital 
projects in the pipeline 

C
om

m
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ed
 

Fa
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ly
 

C
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ta
in

 

A
t R

is
k Cost of 

Project 
Notes: How will the project be carried out in light of 
the recession? Who will make that decision? What 
additional information is needed? 
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Cost Cutting Ideas   
Idea       Best Case Worst 

Case 
Why Next Steps 

                
                
                
                

        Modify the worksheet to best tell your story. Here are ideas: 
   One page for each fiscal year analyzed. 

      Organize by program, cost center or expense category 
    Provide the info in the order used on your financial statement 

   
        
        Source: The Recession Toolkit, 2008, permission granted for inclusion in this resource by authors Kathy Shulman and Julia Pierson.  
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Attachment C 

Sample worksheet on Assets and Liabilities  
(Based on Recession Tool Kit by Shulman and Pierson) 

 
Assets and Liabilities  

   

    Organization: 
   

    KEY ASSETS AND LIABILITIES AS OF: _______________________ 

    Unrestricted cash reserves Amount Notes about Restrictions 
 List them     
      

    Restricted cash reserves Amount Notes about Restrictions 
 List them     
      

    Other Important Assets Amount Notes - Can they be tapped for additional lines of credit? Are they a drain on the 
organization? Are they scheduled for replacement or repair? 

 List them     
      
      

    
Lines of Credit Amount 

$ 
Avail. Notes 

 Source       
 Source       
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Liabilities Affecting Recession 
Plans Amount Notes 
 List them     
      
      

    
    Modify the worksheet to best tell your story.  

  
    
    
    
     

Source: The Recession Toolkit, 2008, permission granted for inclusion in this resource by authors Kathy Shulman and Julia Pierson. 
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Attachment D 

Organizational Sustainability Assessment  
(Based on Recession Tool Kit by Shulman and Pierson) 

 
Nonprofit leaders will want to explore all the aspects of sustainability to consider how the organization’s strengths and weaknesses in 
each of the areas listed below may affect the organization’s ability to sustain itself or meet its mission. Consider the following 
questions: 
 
Programs 

• How effective are the programs at advancing the mission? 
• Are there environmental/external changes that will affect ongoing program effectiveness (changing demographics, economic 

shifts, regulation, technology, etc.)? 
• What is the evidence of need AND demand for the program or service? If need and demand are not well balanced, how can we 

work to increase demand for the program or service? 
 
Leadership 

• Is the correct leadership in place to support organizational goals? 
• How well prepared is the organization for leadership transition at both the staff and board levels? 
• What does the leadership pipeline look like in terms of developing talent from within and/or recruiting from the outside? 
• What changes in leadership may be required in the future? 

 
Personnel11 

• Employees 
o Identify all paid workers to understand the total amount of “full time equivalent” (FTE) your organization utilizes 

currently to meet its mission. 
o Identify consultants, interns, others 
o Identify core functions carried out by staff for mission attainment 
o Identify positions restricted by grant funding and/or regulations 

                                                 
11 This listing of Personnel is based on the discussion Human Capital- Focus on Your People from the Recession Tool Kit, 2008, reprinted with permission of 
authors Kathy Shulman and Julia Pierson. 
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o Identify top performing employees 
o Identify opportunities for professional development for employees 

• Board members 
o Assess their knowledge of financial management, budgets, cash flow 
o Assess knowledge of evaluation, strategy, and forecasting 
o Assess level of engagement and accountability for their roles as board members 

• Volunteers 
o Assess the volunteer program, how instrumental the volunteers are to the core program operations, changes in the 

volunteer program over time, and volunteer professional development opportunities 
 
Financial/Assets12 

• How well does the organization understand its financial model? Areas to consider: 
 

Revenue Analysis 
• What is our current revenue mix? What percentage of our income comes from the following sources, and which programs 

“earn” which sources of revenue (see format below)? 
o Earned income (dues, fees, investment income, sales, social enterprise) 
o Government 
o Individual and corporate contributions  
o Foundations 
o In-kind services/assets 
o Volunteer effort (while not generally accounted as revenue by GAAP – it has positive financial value to the 

organization) 
• What is our optimal revenue mix? Which of the revenue sources are most reliable? Which have the most potential for growth?  
• What capacities do we need to develop to move toward our optimal revenue mix?  

 
Budgeting for Expenses13 

                                                 
12 The Community Toolbox offers this simple rule for sustainability: “If it helps keep your organization or its work going, and if it’s something you would have 
had to pay for it if hadn’t been a donation, then developing it fully will be part of your financial sustainability plan.” Community Toolbox: Developing a Plan for 
Financial Sustainability, 2013, University of Kansas, http://ctb.ku.edu/en/table-of-contents/finances/grants-and-financial-resources/financial-sustainability/main  
 

http://ctb.ku.edu/en/table-of-contents/finances/grants-and-financial-resources/financial-sustainability/main
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• Develop a budget with expenses broken down by the various programs in an organization: 
o Programs fully costed out with direct and indirect/common costs carefully considered and catalogued. 

 Allocations for staff and other costs related to the program 
 Appropriate share of the organization’s fundraising expenses 
 Appropriate share of the organization’s management and general costs. 
 Be sure to consider expenses such as: 

• Staff salaries 
• Benefits 
• Occupancy 
• Utilities 
• Insurance 
• Office Equipment  
• Financial Management 

Sustainability planning can prompt you to look at your budgeting and financial practices through a new lens. Other areas that you will 
want to ensure careful review: 

• Capital budget 
• Operating Reserves 
• Cash flow reports broken down monthly  
• Balance Sheet 

 
Infrastructure 

• Are appropriate policies and procedures in place to support overall organizational effectiveness and succession? 
• What material, capital, and/or systems requirements are needed to support ongoing success? What maintenance, upgrades, 

and/or acquisitions can reasonably be anticipated in the future? 
• How well is risk assessed and mitigated? 

                                                                                                                                                                                                                         
13 It is important to note that getting a good handle on the organization’s expenses is a challenge for many nonprofits The Bridgespan Group outlines this risk in 
their article, Costs are Cool, the Strategic Value of Economic Clarity: 
“Although information about revenues . . . . is usually fairly solid, organizational knowledge about costs tends to be weak. This is particularly the case when it 
comes to the true, all-in costs of providing services, running programs and otherwise operating the organization. Lacking this information, nonprofit executives 
often end up having to make important resource-related decisions on the basis of intangibles such as intuition, the skills and knowledge of program staff, or the 
preferences and inclinations of the organization’s funders…undermining their organization’s mission…”  Source: Bridgespan Group outlines this risk in their 
article, Costs are Cool: the Strategic Value of Economic Clarity, November 19, 2008. 
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Attachment E 

 A Template for Calculating Revenue and Expenses by Program 
 

REVENUE Total Budget Program 1 Program 2 Program 3 Administration and 
Finance 

Fundraising 

Foundation Grants             
Individual donations             
Corporate gifts             
Sales              
Participant fees             
Government              
In-kind services/assets       
Volunteer Effort       
 TOTAL REVENUE             
EXPENSES             
Salaries             
Fringe Benefits             
Professional Fees             
Occupancy             
Utilities             
Insurance             
Equipment             
Depreciation             
Maintenance             
Supplies             
TOTAL EXPENSES            

Source: The Recession Toolkit, 2008, permission granted for inclusion in this resource by authors Kathy Shulman and Julia Pierson. 
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