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Abstract 

 Many nonprofit service organizations struggle to find the resources and 

infrastructure to create the organizational stability to enable them to fulfill their 

mission. Due to the lack of an adequate level of staff, a continuous funding 

stream, and a strategic plan required to build capacity and scale programs, many 

smaller organizations cannot meet the demand for the services provided by their 

organization’s programs. By conducting an organizational sustainability 

assessment and implementing a sustainability plan, nonprofits can not only 

survive, but also thrive in today’s nonprofit market economy.  

 For this research project, an organizational performance and sustainability 

assessment was conducted on the nonprofit organization The Forgotten Soldier 

Program (FSP), utilizing qualitative and quantitative research methodologies. In-

depth expert interviews were performed and used for data collection and a 

literature review was conducted to learn more about the relevance of utilizing a 

sustainability plan as part of a nonprofit business model to create long-term 

mission impact.  
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Introduction 
 

 The Forgotten Soldier Program (FSP) is an innovative 501(c)(3) charitable 

nonprofit organization that was started in December of 2005. The organization 

received its Tax ID on April 8, 2010 and over the past 11 years FSP has helped 

over 22,000 veterans and their family members. FSP’s mission is to give hope so 

no one is forgotten (Forgotten Soldier Program, 2017). 

 The Forgotten Soldier Program specializes in developing comprehensive 

transitional therapies aimed at treating Moral Injuries, traumatic brain injury (TBI), 

post-traumatic stress disorder (PTSD), and military sexual trauma (MST). The 

entire FSP volunteer team is dedicated to and passionate about working with 

Veterans of every era and their family members. The organization provides free 

services and assist in the healing process of emotional and spiritual trauma and 

physical symptoms with holistic therapy, educational programs, and resources 

and transitional tools. FSP serves Sacramento, Yolo, El Dorado, Placer, Sutter, 

Solano, Contra Costa and Amador Counties (Forgotten Soldier Program, 2017). 

 FSP has a staff of one Executive Director, eight volunteer treatment 

service providers, and a volunteer Board of Directors. With a very limited 

operating budget, no source of consistent revenue stream, and lack of strategic 

plan, the organization’s long-term stability and its ability to deliver on its mission 

are at risk. Based on my initial meeting with the FSP Executive Director, Donna 

Arz, I determined that by utilizing a sustainability methodology, I would conduct a 

performance assessment of the nonprofit The Forgotten Soldier Program.  
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Background  

 The word "sustainability" to most individuals is defined as the use of 

environmental resources in a way that conserves and prevents depletion. For 

nonprofit organizations, “sustainability” is often used to describe how an 

organization sustains itself over time and its ability to deliver on its mission. 

Sustainability in the nonprofit sector includes the organization’s financial stability, 

as well as leadership succession planning, adaptability, and strategic planning 

(National Council of Nonprofits, 2017). It is essential to recognize that 

sustainability is a process not a “one time” project. An organization does not 

“become” sustainable and then rest on its success. Sustainability involves all the 

elements and functions of an organization, and every major decision made within 

the organization — from human resources to finances to service delivery — must 

be considered through the filter of sustainability (Pathfinders.org, 2017).  

 Using The Forgotten Soldier Program as a nonprofit model, this project 

researched the methods of implementing a sustainability assessment framework 

for small nonprofits so these entities can gain more organizational stability, 

resulting in the ability to build capacity and scale programs. Although many small 

nonprofit organizations face numerous challenges, financial stability is the most 

crucial key to achieve success (Blalack, 2016). The goal of this project was to 

introduce evaluation tools to leaders of FSP and create useable model small 

nonprofits could implement to generate a sustainability plan to create more 

organizational stability and long-term mission impact. 
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 The organizational assessment for The Forgotten Soldier Program 

included on-going interviews with the FSP Executive Director, Board Members 

and stakeholders. In addition, expert interviews with financial and nonprofit 

development professionals were also conducted. The assessment process 

involved a monthly meeting schedule and weekly phone/email check-ins with 

FSP Executive Director; performance of a SWOT analysis; FSP financial and 

funding strategy reviews; best practices adopted by similar organizations; and 

organizational assessment review to provide a framework and action plan based 

on the needs of the Forgotten Soldier Program.  

 As noted, the process of sustainability is complex and continuous; it 

begins when an organization defines its vision, values, and mission. An 

organizational assessment helps the entity develop a strategy for effectively 

implementing its vision and mission (Pathfinders.org, 2017). Founded on the core 

value principles of integrity, community engagement, and sustainability, this 

project focused on the three following objectives: 

1. Provide FSP leadership with overall organizational assessment 

2. Conduct SWOT analysis, and 

3. Develop recommendations to FSP resulting from Burke-Litwin model 

evaluation, SWOT Analysis, sustainability assessment, and secondary 

data 

Methodology 

 The research project data collection spanned over the course of a year. 

The methodology was based on the fundamental process of relationship building 



8	  	  

and establishing trust with the FSP Executive Director, Board Members, and 

volunteers through an ongoing dialogue and participation in volunteer projects 

and events with the organization.  

 Understanding that the core requirement to creating openness is the 

creation of an atmosphere of trust among all interested parties, I felt it was 

imperative to establish that rapport over time through my many interactions with 

the FSP leadership and stakeholders (Renz, D. and Associates, 2010). Once I 

established a partnership and developed trust with the key stakeholders by 

investing my time and donating services, I obtained a deeper understanding of 

the organizational needs of The Forgotten Soldier Program and the direction the 

assessment process would take.  

 I received support from the FSP leadership by emphasizing how 

organizational assessment results have a wide variety of uses, for example: how 

they can be used by an organization to build its capacity, to validate its work, to 

promote dialog with funders or partners, and to help devise its strategies for the 

future (BetterEvaluation.org, 2017).  

 The assessment process consisted of monthly meetings and 

conversations that allowed me to access the data required to evaluate the needs 

and concerns facing the organization. The main concerns of the Executive 

Director were lack of funding resources and the inability to hire staff to support 

the program services and day-to-day operations of the nonprofit. To create 

organizational sustainability, sufficient resources must be devoted to the 
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infrastructure to keep any organization running smoothly (DeVita & Fleming, 

2001).  

 Based on a review of various organizational assessment models, I utilized 

the “Burke-Litwin model” as a framework to examine organizational change and 

performance as a method to initiate the questions and data collection for the 

SWOT analysis. The Burke-Litwin model believes environmental factors to be the 

most important driver for change and that important elements of organizational 

success, such as mission and strategy, leadership and organizational culture, are 

often impacted by changes that originate outside the organization (Burke & 

Litwin1992). Figure 1 displays a graphic representation of the Burke-Litwin 

model. 

Figure 1: The Burke-Litwin Assessment Model 

 



10	  	  

Organizational Performance Assessment 

 Once the data from the interview assessment process was complete, the 

findings were outlined and reviewed with FPS leadership. The following factors 

were examined through interview questions with FSP leadership to identify 

specific drivers for change. These questions are highlighted in the following table 

in Figure 2.  

Figure 2:  Organizational Assessment Questions Based on Burke-Litwin 

Assessment Model 

Dimensions of Model Key Questions 

1. External Environment What are the key external drivers? How 
are these likely to impact on the 
organization? Does the organization 
recognize these? 

2. Mission and Strategy What do top management see as the 
organization’s mission and strategy? Is 
there a clear vision and mission 
statement? What are 
employees’/volunteers perceptions of 
these?  

3. Leadership Who provides overall direction for the 
organization? Who are the role 
models? What is the style of 
leadership? What are the perspectives 
of employees/volunteers?  

4. Organization Culture What are the overt and covert rules, 
values, customs and principles that 
guide organizational behavior?  

5. Structure How are functions and people arranged 
in specific areas and levels of 
responsibility? What are the key 
decision-making, communication and 
control relationships?  
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6. Systems What are the organization’s policies 
and procedures, including systems for 
reward and performance appraisal, 
management information, HR and 
resource and succession planning?  

7. Management Practices How do managers use human and 
material resources to carry out the 
organization’s strategy?   

8. Work Unit Climate  What are the collective impressions, 
expectations and feelings of staff? 
What is the nature of relationship with 
work unit colleagues and those in other 
work units?  

9. Task Requirements and Individual 
Skills/Abilities 

What are the task requirements and 
individual skills/abilities/knowledge 
needed for task effectiveness?  

10. Individual Needs and Values  What do staff value in their work? What 
are the psychological factors that would 
enrich their jobs and increase job 
satisfaction?  

11. Motivation  Do staff/volunteers feel motivated to 
take the action necessary to achieve 
the organization’s strategy? Of factors 
1-10, which seem to be impacting most 
on motivation?  

12. Individual and Organizational 
Performance  

What is the level of performance in 
terms of productivity, stakeholder 
satisfaction, quality, and community 
benefit? Which factors are critical for 
motivation and therefore performance?  

(Adapted from Organizational-assessment-tools-Crowe Associates)  
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Data Analysis 

 This assessment process also helped to facilitate the conversations 

necessary to conduct the SWOT analysis, which is outlined in Figure 3.  

Figure 3: SWOT Analysis of The Forgotten Soldier Program 

 

Strengths 

 The Forgotten Soldier Program strengths are primarily centered on the 

support of dedicated volunteers that comprise the Board of Directors, maintain 

the property, and provide the Veteran program services. The volunteers play a 

vital role in the sustainability of the FSP, because they fill the staffing gap where 

there is lack of funding to pay salaries. Charitable organizations most frequently 

use the value of volunteer time for recognition events or communications to show 

the amount of community support an organization receives from its volunteers. 
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Latest figure from 2016 Bureau of Labor Statistics data, indexed by Independent 

Sector in April 2017, the wage equivalence for volunteers in California is $28.46 

per hour (The Independent Sector, 2016). According to the Financial Accounting 

Standards Board (FASB), the value of volunteer services can be incorporated 

into the financial statements, including statements for internal and external 

purposes, grant proposals, and annual reports (The Independent Sector, 2016). 

This accounting application can help increase the overall perceived financial 

stability and value proposition of the organization to outside funders and 

stakeholders.  

Weaknesses 

 Because FSP has no consistent funding and experiences significant 

fluctuations in income, the organization lacks the ability to cover overhead 

expenses, fund regular programs, or even compensate employees (Blalack, 

2016). The continuous lack of resources limits the ability of the organization to 

scale programs and build capacity, which in turn reduces its mission impact. 

Opportunities 

 FSP has many opportunities that have the potential to build stability and 

create income for the organization. Donna Arz, Executive Director of FSP has 

recently completed the accreditation process with Sacramento State’s Nursing 

Program. Completion of this process will allow FSP to be a source of continuing 

education training for the SSU Nursing Students. Donna Arz has created the 

curriculum to train the students in the process of Empathetic Touch, one of FSP’s 

trademarked therapies. This initiative will provide an income stream received 
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from the tuition fees paid to FSP. Additionally, the organization has just 

completed a successful campaign to purchase the property adjacent to the 

building that houses the FSP office and on-site therapy rooms. This property has 

been developed into community garden beds that will be leased out for a fee and 

the gardens can eventually be rented out for private and community events. 

Threats 

 The main threat to FSP is in the lack of a succession plan for the founder 

and Executive Director, Donna Arz. Because she is the main service provider 

and an expert in this field of therapy and treatment for Veterans, FSP may face 

the possibility of closing its doors if she suddenly is removed from the 

organization. Nonprofits that are serious about sustainability will also be serious 

about planning for smooth and thoughtful transitions of leadership - as well as 

making sure their nonprofit is prepared for unexpected departures. Unfortunately, 

according to Board Source's most recent reports, only 34% of nonprofits 

surveyed reported that they had a written succession plan in place (National 

Council of Nonprofits, 2017). In addition to succession planning, FSP should also 

be prepared for significant downturns in the economy and reductions in 

government funding to Veteran programs.  

Sustainability Assessment Criteria 

 These assessment criteria were provided to the MNA cohort during the 

Spring 2016 course: Strategy for Social Impact: Board Governance. The 

assessment was adapted from Building Sustainability for Nonprofit 
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Organizations, Community Foundations of Jackson Hole. Outlined below in 

Figure 3 is the Sustainability Assessment that was provided to FSP. 

Figure 3: Sustainability Assessment 

 Using a scale of 1-3 (1 = yes, we have this; 2 = we are working on it; 3 = 

no, we don’t have this) FSP leadership rated their organization based on these 

five categories: 

Category I: Clear and Compelling Vision    Score 

Brief, well-defined vision and/or mission statement  2 

Statement of core values  1 

Community assessment and feedback processes  3 

Focused approach that is not redundant with other 

organizations’ programs 

3 

Defined measures of success 2 

Category I Total 11 

 

Category II: Passionate and Engaged Board of Directors 

Strategic approach to board recruitment and 

succession  

3 

Board members are articulate advocates for the 

organization 

1 

Clearly defined and consistently practiced roles and 

responsibilities 

1 

Clear expectations and accountability for board 2 
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Category III: Effective Communications and Marketing 

Strategic marketing plan  1 

Clear, jargon-free messaging with great stories to 

demonstrate impact 

3 

Proactive communications to constituents and the 

communities served 

3 

Network of key influencers  3 

Strong, content-rich website 3 

Category III Total 13 

 

Category IV: Strategic Approaches for Funding 

Strategic funding plan  1 

Demonstrated support and participation by the board 1 

Balanced portfolio of funding sources  3 

Donor/funder relationship management programs 1 

Endowments and reserve funds 1 

Category IV Total 7 

 

 

members  

Written policies and procedures 2 

Category II Total 9 
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Category V: Motivated, Professional Staff 

Clearly defined roles and expectations  3 

Skills and experience commensurate with needs  3 

Appropriate compensation  1 

Respectful, supportive work environment with regular, 

constructive feedback  

1 

Adequate resources available 1 

Category V Total 9 

 

Sub-Total Collected Data From FSP Leadership:  Totals 

I:  Clear and Compelling Vision   11 

II:  Passionate, Engaged Board of Directors   9 

III:  Effective Communications and Marketing   13 

IV:  Strategic Approaches for Funding   7 

V:  Motivated, Professional Staff   9 

 

• For any section score rating from 5 – 7, roll-up your sleeves and keep 

listening. 

• For any section score rating from 8 – 11, there is room for improvement. 

• For any section score rating from 12 – 15, congratulations! You are well 

on your way to sustainability.  
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The Sustainability Assessment results are recorded in the following chart outlined 

below in Figure 4. 

Figure 4; Sustainability Assessment Results 

 

The results measured from the sustainability assessment provided me with the 

data to focus my recommendations on the strongest areas of organizational need 

and develop the actions to be implemented through the FSP sustainability plan. 
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Recommendations 

 Based on the results of the SWOT Analysis and the Sustainability 

Assessment and using SMART (specific, measurable, achievable, relevant, and 

timescales) objectives, I have developed the following recommendations for 

improving The Forgotten Soldier Program’s organizational stability, which will 

empower them to move from the mindset “survivability” to a working model of 

organizational sustainability.  

 These recommendations are included below and were presented to The 

Forgotten Soldier Program as their Sustainability Plan: 

Strategic Fund Development: 

• Develop fundraising one-year and five-year plan with clear objectives 

and goals 

• Increase board support and participation, including a give or get 

contribution commitment 

• Expand funding sources:  individual giving, grants, sponsors, 

community partners, and endowments 

• Utilize FSP Executive Director’s authored book in fundraising and grant 

writing process 

• Invest in donor data base platform, such as Donor Perfect or Razor’s 

Edge 

Demonstrated Value: 

• Define and outline measures of program successes 
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• Collect relevant data through stakeholder pre-treatment and post 

treatment surveys and tract and record data from past client intake 

forms 

• Establish evaluation design and implementation process 

• Model evaluations and program scaling methods by reviewing 

competitor organization’s best practices 

• Develop community assessment and feedback process; implement 

event surveys and focus group discussions 

Nonprofit Brand: 

• Clarify and refine mission and vision statements; refine organization’s 

elevator pitch 

• Create a statement of core values 

• Implement a strategic marketing plan 

• Increase online presence and social media content and platforms 

• Increase community engagement through events and outreach 

Conclusion 

 This project has resulted in a preliminary sustainability plan that The 

Forgotten Soldier can implement to lead the organization to long-term 

sustainability. In conclusion of my research, I believe that the combined methods 

used in this project can be employed as practical evaluation tools for leaders of 

additional small nonprofits. My hope is that this specific framework will help other 

nonprofit leaders in the implementation of a sustainability plan, which when 

applied, can create more organizational stability and increased mission impact. 
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“You can do what I cannot do.  
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Together we can do great things.” 
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