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INSTITUTIONAL RESILIENCE AND 
IMPACT OPTIMIZATION TOOLKIT 
RECOMMENDED DECISIONS 
FRAMEWORK 
A toolkit enabling Indian non-profits to model worst case 
scenarios and reinvent non-linear models to build organizational 
strength and optimize impact in the long-run, while tackling the 
on-going crisis  
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What is the purpose of the Toolkit? 

The disruptive impact of the COVID-19 pandemic is different from any other external disruption the social sector has seen before. 
Macro-level economic and socio-political stressors will have huge implications on SDG goals, re-invention of solutions, funding 
pipelines, and government priorities. Thus, to serve the communities and aspire for continuous impact, pro-active risk assessments 
and decision support is urgently called for. Consequently, Dasra has curated a Toolkit that will enable nonprofit leaders to work 
through worst case scenarios, pro-actively plan future decisions and re-align with evolving priorities. The Toolkit comprises of 2 
documents – 1) Self Assessment – A diagnostic tool to indicate the organization’s level of risk on key institutional and 
programmatic parameters; 2) Recommended Decisions Framework – To outline potential decisions an organization can consider 
to build strong institutional resilience and optimize impact during this crisis. 

What are the components of the Toolkit? 

Thematically, this Toolkit has been divided into two key areas of focus.  

o Institutional Resilience: Enables organizations to assess and reflect on how they currently perform on institutional strength 
and capability in the context of; 

o Financial and Funding Sustainability: focuses on expenses or costs that can be repurposed and optimized, potential 
for flexibility in income streams, and realignment of funding pipelines. 

o Organization Health: focuses on the role of key leadership and board members in responding to the crisis, and plans 
for efficient, remote and new ways of working.   

o Impact Optimization: Enables organizations to assess and reflect on how they can repurpose their program portfolio to 
optimize social impact in the context of; 

o Relief: focuses on immediate re-alignment of programs to support COVID-19 relief and response efforts 
o Restoration & Re-invention: focuses on organizations’ abilities to conduct operations with minimal disruption and 

innovate program models to build efficiencies and sustain impact in the longer run. 

 

 
The Decisions Matrix offers possible actions across 3 categories for each component assessed in the Self-Assessment: 
 

o No Regret Moves - actions organizations can take on an immediate basis to induce efficiencies;  
o Risk Mitigation Moves- actions that need to be planned but can be taken over 3-4 weeks;  
o Extraordinary Moves - actions that will bring about tremendous change but are potentially the only decisions that may 

ensure survival of the organization. 
 
Basis your score on each component of the Self-Assessment, please refer to the below Score Guide to identify Relevant 
Decisions Buckets that correspond to your scores. 

 

Setting the Context             

Scoring Guide             
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Decisions Framework       
 

PART 1 - INSTITUTIONAL RESILIENCE  
   
Funding and Financial Sustainability        
 

Decisions under Funding and Financial Sustainability are categorized across the following three broad themes:   
o Cost Optimization: focuses on optimizing and minimizing costs and expenses   
o Income Stabilization: focuses on ensuring a stable and consistent flow of income  
o Funder Management: focuses on effectively managing the funding pipeline 
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No Regret  Risk Mitigation Extraordinary   
• Postpone non-personnel 

costs/activities 
 
• Delay promotion, increments and 

key hires  
  

• Cancel non-personnel cost/activities 
 
• Freeze hiring for one year at least 
 
• Reduce payroll of certain senior 

leadership 
 
• Reduce or delay fixed costs  

• Hibernate programs 
 
• Cancel all avoidable costs 
 
• Reduce pay-roll of all senior 

leadership 
 
• Lay off staff members 
 
• Push fixed costs by a year 
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No Regret Risk Mitigation Extraordinary   
• Align with COVID-19 relief efforts 

and raise funds  
 
• Re-align funding proposals 

• Share a ‘revised activity and 
personnel’ plan with all donors to 
negotiate changes in programs 

 
• Identify bridge funding proposals  
 
• Repurpose funding proposal towards 

personnel costs 

• Re-align focus to COVID-19 relief only 
 
• Identify bridge funding proposals  
 
• Repurpose funding proposal towards 

personnel costs 
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• Share a ‘revised activity and 

personnel’ plan with trusted donors 
to negotiate changes in programs 

 
• Invest in digital infrastructure; 

leverage donors for repurposing 
funds towards the same 

• Share a ‘revised activity and 
personnel’ plan with all donors to 
negotiate changes in programs 

 
• Prioritize COVID-19 relief programs 

 
• Build partnerships with Government  

• Negotiate heavily with funders to 
revise and repurpose funding   

  

 

      
Organizational Health       
 

Decisions under Organizational Health are categorized across the following two broad themes:   
o Leadership: focuses on the ability of senior leadership and board to support organization's COVID response  
o Staff Welfare: focuses on well-being of employee base and efficiency of remote operations 
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No Regret Risk Mitigation Extraordinary   
• Leverage board members’ support in 

creating financial plans  
 

• Invest in identifying a re-invention 
strategy 

• Identify evangelist board members 
to raise funds and provide support 
 

• Create a succession plan as a 
contingency in the event that 
founder falls ill  

• Identify a re-invention strategy for a 
2.0 version of the organization 
 

• Create leadership contingency plans 
to minimize disruption in the event 
of senior leadership falling ill  
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 No Regret Risk Mitigation Extraordinary   
• Ensure accessibility of digital 

resources to relevant staff members 
  

• Identify morale boosting 
mechanisms for employees 

• Ensure digital resources are 
accessible to 75% of the staff  
 

• Invest in capacity building for 
employees  

• Ensure digital resources are 
accessible to 50% of the staff   
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PART 2 - IMPACT OPTIMIZATION  
 
Decisions under Program Relief and Program Restoration & Re-invention are categorized across the following five broad themes:  
 

o Partnership Model: focuses on partnerships ranging from local / community platforms to national / larger scale platforms 
o Digital Enablement: focuses on leveraging technology and digital modality for effective and non-linear delivery 
o Systemic Approach: focuses on a multidisciplinary outlook that views the problem with a holistic / integrated approach 
o Community Outreach: focuses on saturating impact within vulnerable and marginalized communities  
o Financial Resilience: focuses on adapting models to ensure financial sustainability of programs 

  

Pa
rt

ne
rs

hi
p  

M
od

el
 

No Regret Risk Mitigation Extraordinary  
• Support Government machineries / 

programs to provide relief  
• Focus on building partnership with 

CBOs, SHGs, other non-profits  
• Create partnership-based 

models for delivering programs – 
integrate local to national level 
partnerships  
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• Leverage basic technology like smart 

phones, radios, TVs for program 
implementation 

• Convert non-tech programs into a tech-
based programs 

• Build technology driven 
solutions and digital platforms 
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• Identify adjacencies with your core 

thematic focus (e.g. creating awareness 
alongside safety gear provision, etc.) 

• Work across the value chain of the 
thematic area that the organization 
focuses on 
 

• Adopt a systemic approach 
across multidisciplinary areas 
(e.g. widen scope of sanitation 
to cater to urban resilience)  

    

Co
m

m
un

ity
 O

ut
re

ac
h No Regret Risk Mitigation Extraordinary  

• Integrate indirectly impacted 
community members – parents for 
education programs, government 
functionaries, etc. – in program 
outreach  

• Identify critical areas of focus for 
saturated impact on direct and indirect 
community members 
 

• Adopt customer centric design 
to enable holistic impact and 
outreach 
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No Regret Risk Mitigation Extraordinary  
• Raise additional funds through CSR, 

Government and funders keen on 
supporting relief 

• Re-align funding and activities to 
support program implementation and 
communities 

• Create hybrid revenue model 
interventions and identify 
outcome centric funding 
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Action Planning       
 

Step 1: While narrowing down on decisions and planning for next steps, it is recommended to reflect and rank the organization’s 
non-negotiables. The non-negotiables could serve as guidelines and boundary conditions while identifying decisions that could 
be executed as part of the organization’s COVID-19 response plan.  

Below is an indicative list of non-negotiables. Please rank these in order of priority. If there are additional non-negotiables that 
align more strongly with the organization, use the blank rows to add these and subsequently rank them in order of importance. 

Priority Rank 

We will steadfastly stick to our core area of impact by prioritizing mission critical programs  

We will support the government and local community in critical areas of focus during the crisis  

We will prioritize retention and ensure that no staff member is laid off during this fiscal year  

We will leverage this time to reinvent the organization’s operating model and capabilities to build long-term 
resilience 

 

  

  

  

  

 

Step 2: Correlate the score received on each component of the stress test with the decisions recommended within the 
corresponding Relevant Decisions Bucket 

While the final decision is a combination of viability and suitability, we recommend added focus on the buckets corresponding to 
the score received on each component. For example, a score of 20 on Funding and Financial Sustainability would indicate ‘High 
Risk’ and therefore the organization’s response should ideally include actions across the categories of ‘No Regret Moves’, “Risk 
Mitigation Moves’, and ‘Extraordinary Moves’.  
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Step 3: Use the template below to select key decisions of high priority that you believe are a must for your organization to 
undertake, given the non-negotiables priorities identified and score received on the stress test. It is recommended that you 
indicate a timeline for implementation where possible, to maximise effectiveness of this exercise.  

PART 1 - INSTITUTIONAL RESILIENCE  
 

Funding and Financial Sustainability  
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No Regret  Timeline Risk Mitigation Timeline Extraordinary  Timeline 

� Postpone non-personnel 
costs/activities 
 

� Delay promotion, 
increments and key hires 

  

  � Cancel non-personnel 
cost/activities 
 

� Freeze hiring for one 
year at least 

 
� Reduce payroll of certain 

senior leadership 
 
� Reduce or delay fixed 

costs  

  � Hibernate programs 
 
� Cancel all avoidable 

costs 
 
� Reduce pay-roll of all 

senior leadership 
 
� Lay off staff members 
 
� Push fixed costs by a 

year 
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No Regret Timeline Risk Mitigation Timeline Extraordinary  Timeline 

� Align with COVID-19 
relief efforts and raise 
funds  

 
� Re-align funding 

proposals 
  

  � Share a ‘revised activity 
and personnel’ plan with 
all donors to negotiate 
changes in programs 

 
� Identify bridge funding 

proposals  
 
� Repurpose funding 

proposal towards 
personnel costs 

  � Re-align focus to COVID-
19 relief only 

 
� Identify bridge funding 

proposals  
 
� Repurpose funding 

proposal towards 
personnel costs 
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No Regret Timeline Risk Mitigation Timeline Extraordinary  Timeline 

� Share a ‘revised activity 
and personnel plan’ with 
trusted donors to 
negotiate changes in 
programs 

 
� Invest in digital 

infrastructure; leverage 
donors for repurposing 
the funds towards the 
same 

  

� Share a ‘revised activity 
and personnel’ plan with 
all donors to negotiate 
changes in programs 
 

� Prioritize COVID-19 relief 
programs  
 

� Build partnerships with 
the Government  

  

� Negotiate heavily with 
funders to revise and 
repurpose funding    
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 Organizational Health  
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No Regret Timeline Risk Mitigation Timeline Extraordinary  Timeline 

� Leverage board 
members’ support in 
creating financial plans  
 

� Invest in identifying a re-
invention strategy 

  � Identify evangelist board 
members to raise funds 
and provide support 

 
� Identify a re-invention 

strategy  
 

� Create a succession plan 
as a contingency in the 
event that founder falls 
ill 

  

  � Identify a re-invention 
strategy for a 2.0 version 
of the organization 
 

� Create leadership 
contingency plans to 
minimize disruption in 
the event of senior 
leadership falling ill 
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No Regret Timeline Risk Mitigation Timeline Extraordinary  Timeline 

• Ensure accessibility of 
digital resources to 
relevant staff members 
 

�  Identify morale 
boosting mechanisms 
for employees 

  
• Ensure digital resources 

are accessible to 75% of 
the staff  
 

� Invest in capacity 
building/skill building for 
employees  

  � Ensure digital resources 
are accessible to 50% of 
the staff  
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PART 2 – IMPACT OPTIMIZATION  
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No Regret Timeline Risk Mitigation Timeline Extraordinary  Timeline 

� Support Government 
machineries / programs 
to provide relief  

 
� Focus on building 

partnership with CBOs, 
SHGs, other non-profits 

 
� Create partnership-

based models for 
delivering programs – 
integrate local to 
national level 
partnerships  
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� Leveraging basic 
technology like smart 
phones, radios, TVs for 
program 
implementation 
  

 
� Convert non-tech 

programs into a tech-
based programs  
 

 
� Building technology 

driven solutions and 
digital platforms 
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No Regret Timeline Risk Mitigation Timeline Extraordinary  Timeline 

� Identify adjacencies with 
your core thematic focus 
(e.g. creating awareness 
alongside safety gear 
provision, etc.) 

 
� Work across the value 

chain of the thematic 
area that the 
organization focuses on  
 

 
� Adopt a systemic 

approach across 
multidisciplinary areas 
(e.g. widen scope of 
sanitation to cater to 
urban resilience) 

  

       

Co
m

m
un

ity
 O

ut
re

ac
h No Regret Timeline Risk Mitigation Timeline Extraordinary  Timeline 

� Integrate indirectly 
impacted community 
members – parents for 
education programs, 
government 
functionaries, etc. – in 
program outreach 

 
� Identify critical areas of 

focus for saturated 
impact on direct and 
indirect community 
members 
 

 
� Adopt customer centric 

design to enable holistic 
impact and outreach 
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No Regret Timeline Risk Mitigation Timeline Extraordinary  Timeline 

� Raise additional funds 
through CSR, 
Government and 
funders keen on 
supporting relief 

  � Re-align funding and 
activities to support 
program 
implementation and 
community support 

  � Create hybrid revenue 
model interventions and 
identify outcome centric 
funding   
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