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Guidance and Toolkits for 
NS Financial Sustainability in response to COVID-19 
and its economic impact 
(2020.4.17 ver.1) 
 

INTRODUCTION   
This Guidance and the Toolkits are intended to assist National Societies to reflect on its short-term 
and long-term Financial Sustainability in response to COVID-19 and its economic impact. It is 
recommended to use this Guidance and the Toolkits as a suggested reflection point and adapting 
them to the needs of each National Societies. 
 

The International Federation has identified 6 main areas for Financial Sustainability, both at 

strategic and operational level, for National Societies to consider in response to COVID-19 and its 

economic impact. These 6 areas are:  

1. Analysing the economic situation and scoping for possible scenarios and impact on NS  

2. Understanding current Financial Sustainability situation and possible risk 

3. Getting ready to scale up and scale down 

4. Investing in Emergency Fundraising, new and diverse ways to generate income   

5. Liaising with authorities, Partners and Donors 

6. Supporting branches to enhance local actions, partnership and fundraising 
 

These areas should complement the ongoing work of each National Society and should not be an 

extra task. Along with these topics, additional factors may need to be considered in managing your 

National Society’s Financial Sustainability.  

 

UNDERSTANDING THE FULL DIMENSION OF NS FINANCIAL SUSTAINABILITY 
Before outlining the 6 areas, it is worth reflecting on what “NS Financial Sustainability” means.  

 
A financially sustainable National Society attracts and manages the financial resources it 
needs to deliver humanitarian services in a transparent and accountable manner.  
It manages financial risk and opportunities balancing the humanitarian strategy to respond to 
present and emerging needs with the adaptive organizational structure and processes that 
enable delivery on that strategy.   

 
As this working definition outlines, attracting and managing the resources are key elements and 
forms one side, but at the same time, this needs to be backed up by clarity on the NS’s long-term 
organisational positioning (the NS core business and its mandate), business models and structures. 
Along with it, the organisation’s ability to manage risk and opportunity is essential.  
  
Therefore, Financial Sustainability 
is not only about increasing 
financial income, but there 
are three interlinked domains that 
contribute to strengthening a 
National Society’s Financial 
Sustainability, and an underpinning 
fourth domain:   
 

I. Positioning the National Society 
within the national humanitarian 
ecosystem, and designing 
National Society programmes 
and structures in the light of the 

4.High quality 
leadership 

engagement at 
all levels 

1.NS mission, 
strategy, positioning, 

core services and 
organisational design 

3. Managing 
financial resources 
accountably and 
transparently to 
enable effective 
decision-making 

and risk 
management 

2. Attracting 
financial 

resources, in 
particular long-
term revenue 

streams 

NS capacities for increasing Financial Sustainability 

https://fednet.ifrc.org/en/resources/policy-strategy-and-knowledge/national-society-development/ns-financial-sustainability/
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National Society’s legal mandate, mission and strategy, as well as realistically available 
resources,  

II. Attracting financial resources into the National Society, in particular building revenue streams 
that will remain stable into the future,  
Managing financial resources accountably and transparently, and sharing data to enable 
effective strategic decision-making and financial risk management, and   

III. Strategic National Society leadership involvement is critical to enable the efforts in these three 
areas to collectively contribute and result in becoming more financially sustainable.  

                                      
 
 
 

 

 

 

GUIDANCE FOR 6 MAIN AREAS 
 
1. Analysing the economic situation and scoping for possible scenarios and impact 
In short-term, NSs may face funding 

opportunity to respond to COVID-19, which at 

the same time may pose risks to NSs to 

handle sudden funding influx and to run its 

non-COVID-19 related services.  

In the long-term, the funding generated for 

COVID-19 will dwindle, and as COVID-19 

pandemic has sparked economic uncertainty, 

NSs may face challenges in generating 

resources compared to usual years.  

We can infer from past experience (e.g. Ebola 

in Africa / Financial Crisis in Europe) to start 

identifying key challenges that NSs may face 

for its Financial Sustainability. 

 

The ability of a NS to:  

A) Understand the rapidly changing 

environment; 

B) quickly adapt to the emerging situation in 

terms of response;  

C) early identify, mitigate and reduce risks 

of loss of income and; 

D) maximise emerging opportunities,  

will be key for the sustainability of each NSs 

during and after this COVID 19 response.  

 

Therefore, while the present pandemic and the resulting economic crisis will continue to evolve, 

each NSs are encouraged to analyse the external environment, and think different scenarios it could 

bring to its-self. Also, remember these scenarios may change over time, so it is encouraged to 

repeat and review it occasionally.  

 

 

 

TOOLKIT 

• TOOL #1: Sample Indicators. Ongoing strategic level engagement and oversight, 
and long-term commitment is key to achieve progress. Here you may find sample 
indicators to monitor progress under each 4 domains.  

TOOLKIT 

• TOOL #2: Sample scenario of COVID-19 and its implications for NSs. Using this 
sample scenario as a discussion starter, each NSs are encouraged to consider 
scoping for specific scenarios in each country context. 

Learning from the Past 
 
The Ebola epidemic in Africa shows that Guinea, 
Liberia and Sierra Leone lost $2.2 billion in GDP in 
2015 as a result of the epidemic. 
 
During the financial crisis in Europe (2008-2009), 
European Red Cross Red Crescent National 
Societies (NSs) faced challenges to generate their 
income compared to the previous years, while the 
demand on their service rapidly increased.  Review 
studies conducted with European NSs after the 
economic crisis5 showed that:  

• Among those NSs that responded to a 
question about the impact of the crisis on their 
situation as organizations, 95% reported 
some level of decline in income, and around 
two-thirds noted a serious decline;  

• 50 per cent mentioned a fall-off in corporate 
donations;  

• About a quarter noted a significant decline in 
government support;  

• More than a third reported a decrease in 
international support;  

• Regarding income from individual donors, the 
picture was diversified: more than half 
reported that individual donations have 
declined, but mostly say the decrease has not 
been dramatic – five reports improvements in 
this regard. Five NSs reported that income 
from membership fees was weakened, 
because of non-payment and as a result of 
fewer new members.   

https://fednet.ifrc.org/PageFiles/254219/English/1.%20Tool_1%20for%20NS%20FS_Sample%20Indicators2020.4.17_ver1.pdf
https://fednet.ifrc.org/PageFiles/254219/English/2.%20Tool_2%20for%20NS%20FS_Sample%20scenario%20of%20COVID-19_2020.4.17_ver1_rev20200423.pdf
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2. Understanding current Financial Sustainability situation and risk 
To maneuver the situation efficiently, understanding the internal environment is another key factor. 

Therefore, NSs are encouraged to identify its current Financial Sustainability situation to foresee 

possible impact and prepare for a prevention and mitigation strategy. 

This includes understanding: 

- Sustainability risk: how many months can the organisation run with sudden financial 

crisis or pressure? Is it clear which services and position needs to continue even under 

financial pressure/constrain, both at National and local branch level (in other words, are 

the mandate and core minimal structure clear)?  

- Resource Mobilisation: how many diverse income sources does the NS have to mitigate 

risk? How reliant are these income sources? Are they sufficient enough to run the essential 

services and positions in situation of financial pressure/ constrain? Do the branches have 

means to gather local resources to sustain their essential services? 

- Financial Management risk: when large funding comes into the organisation can it be 

handled accountably? Does the organisation have fraud and corruption prevention 

mechanism in place? Does the organisation have financial management procedure in 

place? Can the organisation report on how the funds have been spent to ensure 

accountability to its donors and general public? Is this practice across the organisation?  

- Legal barriers to financial sustainability: are there any laws, regulations, rules or orders 

limiting resource mobilization activities? It is the responsibility of both the National Society 

governance and management to understand its current Financial situation, and possible 

risk it would face in link with the scoped scenario (above point #1). 

 

3. Getting ready to scale up and scale down  
For NSs to exist and deliver humanitarian services accountably to its communities, in accordance 

with their legal mandate and their strategic plan, it is key to: 

- Understand and define its core mandate ;  

- Define the minimum structure to sustain its core mandate (“Core Structure”); 

- Calculate its cost and set up a model to recover the expenses (“Core Cost”). 

It would be ideal to have the above points defined prior to emergency response phases, as it will 

enable the NS to quickly define a strategy for scaling up or adapting to the emergency context, 

with a view and plan on how to later scale down after the emergency.  

 

3-1. Immediate Action 

However, many NSs may not have been sufficiently prepared for such emergency, and rapid 

solutions are to be found as the operation unfolds. In such case, here are immediate actions 

that can be taken, which then is expected to be followed by 3-2. and 3-3.    

Step 1. Reach Out  Determine how best to quickly and efficiently communicate with ALL 
key stakeholders,  

- Examples of communication methods could be email addresses 
and phone numbers, a communications app with options, or a 
phone tree.  

 Quickly communicate key messages about your operating status, 
cancellations, staff availability, etc. 

TOOLKIT  

• TOOL #3: NS Financial Sustainability Check-up and Analysis Report. To quickly 
analyse the current Financial Sustainability situation, each NS can input data (recent 
OCAC outcomes etc) to this tool. Once you input with the data, a dashboard will shall 
be generated.  

https://fednet.ifrc.org/PageFiles/254219/English/3.%20Tool_3%20for%20NS%20FS_Financial%20Sustainability%20Checklist%20and%20report_v0.94.xlsx
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Step 2. Make a Short 
MUST Do List and 
Do It 

 Identify a short list of things/activities the NS MUST KEEP DOING 
no matter what despite the interruption.  

- For many NS, such list may include processing payroll, providing 
vital services to vulnerable people, and letting partners, contractors, 
and others know about your temporary change in status.  

 Gather your staff and volunteers, as well as key experts from the 
virtual surge desk, around a virtual table to determine the practical, 
plausible strategies to keep doing those MUST DO things. 

Step 3. Shutter and 
Scale Back 

 Identify the services, programs, and activities that the NS will 
temporarily discontinue, delay, scale back or change for the 
immediate future:  

- think 45-60 days. Determine the steps you will take to make those 
changes in operations immediately. 

Step 4. Plan to 
Resume Operations 

 Brainstorm with your core leadership team some of the critical steps 
necessary to bring shuttered programs back online if necessary (e-
training, e-workshop, e-meeting, e-service, e-commerce...). Be 
mindful that Branches and some areas may not be reached out 
through online means. In such case, can telephones, radios, 
newspapers etc other communication means be used? 

- Also, determine whether you’ll resume operations fully on a specific 
target date or restart one program or service at a time.  

- Identify any short-term projects or activities that build resilience for 
your NS, e.g. could someone who typically answers the phones 
assist with an important information-gathering project, making 
telework a possibility. 

 

3-2. Proper reflection on NS mandate, structure and cost  

It would be ideal to have the NS , Core-Structure and Core-cost defined based on its RC auxiliary 

role (mandate, role and responsibility), mission and strategy, prior to emergency response phases, 

as it will enable the NS to quickly define how each existing service links or does not link with the 

ongoing emergency situation and defining a strategy for scaling up or adapting to the emergency 

context, with a view and plan on how to later scale down after the emergency.  

Furthermore, in case the NS face economic constrains as a result of mid/long-term impact of 

COVID-19, the clarity on its Core shall support the NS in prioritising its services.  

If the NS has not defined its’ mandate, Core Structure and Core Cost prior to this emergency, 

nevertheless it is encouraged to do so, in order to define its strategy to scale-up and later scale-

down in a non-disruptive and financially sustainable manner.  

- When reflecting on its mandate, discussion should take place with government authorities 

as the NS being an auxiliary to the government in the humanitarian field.  

- When conducting the rapid reflection, it is important to recognize that not all core functions 
are necessarily staff-driven. Do not forget the volunteering structures, as they are essential 
to implement the services and account as the “core-structure” of the organization. 

 

3-3. Putting it into a Business Continuity Plan 

The reflection of 3-2, could then form the basis when considering developing a Business Continuity 

Plan (BCP). The purpose of such BCP is to minimize disruptions in service, in order to maintain 

public trust and confidence in the NS’s capabilities. When developing BCPs, NSs are encouraged 

to Scope, Prepare, Mitigate, Response, and Recover from the risk it may face and reflect them into 

a plan.  

TOOLKIT 

• TOOL #4: Check-list for defining NS, core structure and core cost. The check-list 
will provide key elements to consider when conducting a raid reflection on the NS’s 
core structure and cost. 

https://fednet.ifrc.org/PageFiles/254219/English/4.%20Tool_4%20for%20NS%20FS_Check-list%20for%20defining%20Core_2020.4.17_ver1_rev2_clean.pdf
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The earlier mentioned areas (1., 2., 3-2.), may support the NS to consider its Financial 

Sustainability aspects in its BCPs, by setting scenarios for COVID-19’s implication to NS’s 

Financial Sustainability, clarifying what existing services can continue or pivot towards the COVID-

19 response and what cannot, and further support strategizing what to do when the services that 

have to be closed are income generating.  

 

4. Investing in Emergency Fundraising and new and diverse ways to generate income   
Emergencies are an unrivalled opportunity to raise the profile of the organization, raise attention 

and raise funds. At no other time is there so much media and public interest in the issues we 

address.  

 

4-1. Emergency Fundraising  

While COVID-19 is an unprecedented situation and there is much uncertainty about how it will 

develop, it is expected that both domestic and international donors will respond with extraordinary 

generosity to this crisis in the short term. The contacts and network of domestic donors you develop 

during this time can be a valuable pool of supporters for the organization in long-term. 

To be able to attract their interest, they need to be approached with a clear ask, demonstrating the 

value added of what is being proposed and giving them persuasive assurance that what is 

proposed will be done on time and fully. If NSs are slow in putting themselves forward, donors can 

and will go elsewhere.  Engaging and being part of the authorities overall coordination, is another 

good opportunity to access some of the funding. Again, the key principle for a reaching out, 

asking and demonstrating the value is the same.  

At the same time, it is important for NSs to be aware of the long-term economic impact and how 

this may affect the donor strategy, such as change in funding priorities, donor fatigue and declining 

funds. Therefore, it is important to carefully fundraise for both the current emergency and your 

long-term core activities, considering the needs and your capacity to implement, whilst ensuring 

that you honor the commitments made to donors.  

 

4-2. Digital Fundraising 

Due to the constraints of face-to-face fundraising activities at this time, fundraising online may 

be an effective method to consider for your organization to weather the crisis. If you do not 

currently have a method for raising funds online, or would like to explore online national or 

global corporate employee giving, you may be interested to opt into the new global digital 

fundraising platform.   

TOOLKIT 

• TOOL #6: COVID-19 Emergency Appeal Guidance. This Guide provides essential 
summery on how NSs may develop Emergency Appeal specifically for COVID-1 
(summarizing the key points from an “Emergency Fundraising Guideline (Launching 
Emergency Appeals & Systematic Disaster Fundraising Campaigns)”  

TOOLKIT 

• TOOL #5: Business Continuity Plan Help-Desk. This Help Desk is an information 
and referral resource created by the IFRC and the Global Disaster Preparedness 
Center (GDPC) to directly support National Societies in its Business Continuity 
Planning process. Detailed guidance on how to develop BCP are also available from 
this Help-Desk. 

https://fednet.ifrc.org/PageFiles/254219/English/6.%20Tool_6%20for%20NS%20FS_COVID%2019%20Emergency%20Appeal%20Guide_2020.4.17_ver1_rev20200423.pdf
https://fednet.ifrc.org/PageFiles/254219/English/6-2.%20Tool_6%20for%20NS%20FS_Emergency%20fundraising%20guidance%20for%20NS%20v1.0_FULL.pdf
https://fednet.ifrc.org/PageFiles/254219/English/6-2.%20Tool_6%20for%20NS%20FS_Emergency%20fundraising%20guidance%20for%20NS%20v1.0_FULL.pdf
https://fednet.ifrc.org/PageFiles/254219/English/5.%20Tool_5%20for%20NS%20FS_Busines%20Continuity%20Plan%20Help-Desk_2020.4.17_ver1.pdf
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As like any other fundraising effort, Digital Fundraising goes along with showing and 

communicating the NS’s contribution to humanitarian needs and gaining trust to its actions. 

Also, the NS needs to keep in mind the importance of accountable and transparent fund 

management, clear and transparent reporting and prevention of any mismanagement, fraud 

and corruption regarding the fundraising activities. 

 

5. Liaising with Authorities, Partners and Donors  

Communicating with government, donors and partners is crucial, in particular for NS which are 

highly relying on their funding and support.  

 

5-1. Liaising with Authorities 

As auxiliary to their Authorities, NS should regularly engage with them and discuss the 

services to be delivered during crisis. This will have an impact on the NSs’ overall operational 

planning and business continuity which would reflect on the funding the NS will be in need. 

Being a part of the national response which complement the efforts of the authorities,  NSs 

should discuss how the authorities can financially support the NS to run the response 

effectively, while also continuing running your Core-services (not necessarily related to 

COVID). The NS may negotiate with government to cover some of the staff and administrative 

cost, and at least provide to NS staff and volunteers the medical cover/insurance that it grants 

to other emergency responders. Harnessing NS auxiliary role and find out ways to get support 

from government is a key advocacy point at this type of crisis. If the NS response actions are 

visible and recognized, then such advocacy may work to get understanding and support. 

Furthermore, NS should engage in a dialogue with their government in regard to how their role 

is provided in emergency decrees or other legal instruments. As such, National Societies 

should ask their government to be expressly provided freedom of movement and recognized 

as ‘essential services’ or ‘essential workers’ and to provide the legal facilities needed to 

facilitate resource mobilization. See Tool 8 for key messages for NSs on access and its 

Auxiliary Role. 

 

5-2. Revisiting existing agreements/projects 

Many of the donors and partners themselves are facing challenges with this current situation 

of lockdowns and social tensions. Therefore, there are general openness for dialogue on 

revising existing agreements and projects in case the original commitments cannot be fulfilled. 

NSs are encouraged to reach out to its donors and partners to discuss the flexibility on 

accommodating changes to timelines and changes to activity to respond to the current climate 

and critical local needs. 

 

TOOLKIT  

• TOOL #7: Digital Fundraising Info Sheet, outlines the details of the Global digital 
fundraising solution.  

TOOLKIT  

• TOOL #8: Key messages for National Societies in requesting humanitarian 
access from their authorities for their preparedness and response efforts 
during the COVID-19 pandemic.  

https://fednet.ifrc.org/PageFiles/254219/English/7-1.%20Tool_7%20for%20NS%20FS_Infosheet%20-%20global%20digital%20fundraising%20solution%20DRAFT%20V1.0.pdf
https://fednet.ifrc.org/PageFiles/254219/English/8.%20Tool_8%20Advocacy%20Key%20Messages%20for%20%20NS_Aux%20Role%20and%20IDRL_Disaster%20Law%20Programme.pdf
https://fednet.ifrc.org/PageFiles/254219/English/8.%20Tool_8%20Advocacy%20Key%20Messages%20for%20%20NS_Aux%20Role%20and%20IDRL_Disaster%20Law%20Programme.pdf
https://fednet.ifrc.org/PageFiles/254219/English/8.%20Tool_8%20Advocacy%20Key%20Messages%20for%20%20NS_Aux%20Role%20and%20IDRL_Disaster%20Law%20Programme.pdf
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5-3. Setting new agreements/ partnership to respond to COVID-19   

When NSs sets new agreements or partnership as part of the response to COVID-19, 

coordination is crucial. When multiple actors, with different and potentially competing agendas, 

engage with one NS in an uncoordinated manner, this can undermine operational 

effectiveness and long-term sustainability. Uncoordinated approaches have the risk of 

undermining, rather than strengthening, the capacity of the National Society. As part of the 

coordination, it is recommended that you clearly define your NS’s own plans and priorities and 

adheres to them, whenever offer of partnerships and support comes in share these plans and 

priorities first and clarifying why it is important for you, and in case offers of projects or 

programmes cannot be aligned with your plans and priorities be ready to turn down. 

Additionally, external partners may want to support National Societies if they understand the 

reach and impact they have at local level. Considering that many external (non-Movement) 

partners do not fully understand how a NS works (e.g. its volunteer base, auxiliary status in 

the humanitarian field, global network or Fundamental Principles), it is important to explain 

clearly how the NS operates and what it does. 

Describe the other essential services the NS is providing (not necessarily related to COVID) 

and the need for continuous support in running them. When communicating to form 

agreements and partnership, do acknowledge such core-services, if relevant seek how the 

NS can build capacities in these core areas through the emergency response, and if there is 

gap in the core-cost coverage genuinely discuss if there is any possible way to support it.  

 

 
6. Supporting Branches to enhance local actions, partnership and fundraising 
 

Branches are the direct link of the NS to the people in the community and to respond to its needs. 

The NS can only be as good as its branches in terms of branding through effective service delivery, 

active volunteers, visibility, transparency and accountability to its stakeholders. Well-developed 

branches make a well-developed National Society.   

Therefore, when considering Financial Sustainability, do keep in mind the capacity of Branches 
and enhance local actions, encourage local partnership and fundraisings.  

 

The next steps   

Please use the toolkits to help get started in your planning, preparation and action. If you need 
more support, please contact either your regional office or the Geneva office of the IFRC. 
Also, platforms are set up to facilitate discussion and co-creation of approaches for this topic.  
 

• A Microsoft Teams is created for NSs to collectively discussion and share approached on 
NS Financial Sustainability. 
Register from here: https://www.surveymonkey.com/r/65FK89Q 
 

• Furthermore, a public COVID-19 forum for Volunteers and Staff of RCRC NSs is now 
accessible through the following link: 
https://volunteeringredcross.org/en/covid-19/ 

TOOLKIT  

• TOOL #9: National Society Development (NSD) Compact. The NSD Compact 
focuses on “support” provided by an external actor to a NS and sets the main roles 
and responsibilities to ensure an effective and principled approach to NSD. 

https://www.surveymonkey.com/r/65FK89Q
https://volunteeringredcross.org/en/covid-19/
https://fednet.ifrc.org/PageFiles/254219/English/9.%20Tool_9%20for%20NS%20FS_NSD%20Compact_Draft%20ver%201.pdf

