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Case Study 

Transforming VetBiz through Strategic Leadership and Governance 

 

Executive Summary 

In 2024, VetBiz faced a critical turning point. Leadership instability, a diminished board, and a lack of 

governance structures threatened its ability to fulfill its mission to serve Veterans. Ladder Set Coaching 

partnered with VetBiz to address these challenges through a comprehensive, strategic approach. 

Key initiatives included: 

• Assessing and coaching leadership to restore stability and build capacity. 

• Rebuilding board governance, including recruitment, roles, responsibilities, and committee 

structures. 

• Developing a robust Strategic Plan and Succession Plan to guide long-term growth and 

leadership continuity. 

• Implementing systems such as a centralized Board Portal to streamline communication and 

processes. 

The results were transformative: VetBiz successfully stabilized leadership, re-engaged its Board of 

Directors, implemented financial and governance mechanisms, and established a foundation for 

sustainable growth. This partnership empowered VetBiz to realign its operations with its mission and 

better serve Veterans moving forward. 

About the Client 

VetBiz (Veterans Advocacy Foundation, Inc.) is a nonprofit organization dedicated to supporting 

Veterans through business development, entrepreneurial support, and community engagement. With a 

mission to empower Veterans to succeed in business and beyond, VetBiz provides vital resources, 

programs, and initiatives that foster financial stability, camaraderie, and self-worth. 

As a trusted partner for Veteran entrepreneurs, VetBiz plays a crucial role in building strong Veteran-led 

businesses and driving positive community impact. 

Client Testimonial: 

"Ladder Set Coaching has been instrumental in guiding VetBiz through a critical year of 

growth and transformation. Donovan Foster provided clarity, strategic leadership, and 

operational expertise that addressed our immediate challenges while building a 

foundation for future success. His structured approach to leadership coaching, board 

governance, and organizational strategy has left a lasting impact. I highly recommend 

Ladder Set Coaching to any nonprofit seeking measurable and meaningful results." 
— Sekhar [Board Chair, VetBiz]  
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Challenge: 

VetBiz faced significant organizational and leadership challenges that required immediate attention: 

• The departure of a long-standing Executive Director created leadership instability and revealed 

gaps in leadership development and succession planning. 

• The Board of Directors was in a state of disarray, with only two active members remaining, no 

governance structures in place, and diminished engagement. 

• The organization lacked a strategic plan, clear objectives, or alignment with its long-term 

mission. 

• There were no financial mechanisms such as budgets, fund development plans, or oversight 

processes to ensure fiscal responsibility. 

• VetBiz had not conducted any Executive Director evaluations, performance reviews, or 

professional development efforts in years. 

• Board recruitment and onboarding had been neglected, resulting in stagnation and limited 

capacity for organizational oversight. 

• There was a complete absence of a Succession Plan, leaving the organization without processes 

for leadership continuity or role transitions. 

• Programs and fund development initiatives were insufficiently aligned to address the needs of 

Veterans and secure sustainable funding. 

To address these systemic challenges, Ladder Set Coaching was engaged to provide strategic leadership 

coaching, governance support, and operational alignment to rebuild and strengthen the organization. 

 

Solution: 

Ladder Set Coaching implemented a structured and results-driven approach to transform VetBiz's 

leadership, governance, and organizational strategy.  

Key initiatives included: 

1. Executive Leadership Development: 

o Conducted a comprehensive assessment of the Executive Director. 

o Provided 6 months of structured coaching, including tailored training aids and resources 

to build leadership maturity. 

o Collaborated on fund development plans, financial review processes, and organizational 

budgeting. 

2. Strategic Planning: 

o Developed a robust Strategic Plan with SWOT Analysis, GAP Analysis, and actionable 

strategies to address long-term organizational challenges. 
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3. Board Governance Enhancement: 

o Created a centralized Board Portal with features for governance, committee 

collaboration, and streamlined document management. 

o Developed Board Roles and Responsibilities, Committee Charters, and Leadership 

Checklists to establish governance clarity. 

4. Employee Satisfaction and Organizational Health: 

o Conducted an Employee Satisfaction Survey (ESS) with interviews and data analysis to 

gather insights and improve organizational alignment. 

5. Executive Director Hiring and Onboarding: 

o Led the search and hiring process for a new Executive Director, including job postings, 

candidate screenings, interviews, and final recommendations to the Board. 

o Designed and facilitated a structured onboarding process with clear expectations, 

objectives, and tools to ensure early success. 

6. Board Development and Recruitment: 

o Recruited and engaged with 13+ board candidates, improving the depth and strength of 

the board. 

o Developed the Board Opportunity Pack and onboarding processes to streamline board 

recruitment and retention. 

 

Results: 

The partnership between Ladder Set Coaching and VetBiz delivered transformative results: 

• Leadership Stability: Successfully hired and onboarded a new Executive Director with clear 

objectives and expectations. 

• Strategic Alignment: Developed and implemented a Strategic Plan foundation to guide VetBiz’s 

growth and decision-making. 

• Improved Governance: Enhanced board engagement with roles, responsibilities, and committee 

charters to strengthen oversight. 

• Operational Efficiency: Created systems like the Board Portal to centralize governance and 

streamline communication. 

• Increased Capacity: Strengthened the board through targeted recruitment and streamlined 

processes. 

• Organizational Insight: Delivered actionable data from the ESS to align leadership efforts with 

staff and stakeholder needs. 

 

 


