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ÁPractice Areas

ÁStrategy

ÁLeadership

ÁStrategic Restructuring

ÁConsulting Services

ÁTrainings and Workshops

ÁResearch Initiatives

About Us
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What is Strategic Restructuring?

ÁContinuum of partnership options for nonprofits

ÁUse of partnerships to more effectively achieve an 

organizationôs mission

ÁDifferent from collaboration: Change in the locus 

of control

ÁValuable tool for managers and consultants
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Joint  Venture

Administrative Consolidation

Joint Programming

Contract or MOU Change in Corporate Structure

The Partnership Matrix
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Collaboration and Strategic 

Restructuring by Field            2008 Data      
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Why Do Nonprofits Consider 

Collaboration?                               2008 Data
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Factors that best describe why this collaboration was formed *

n = 644   *2009 Collaboration Prize database, the Lodestar Foundation
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Why Do Nonprofits Consider 

Collaboration, cont. 2008 Data
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Factors that best describe why this collaboration was formed *

n = 644   *2009 Collaboration Prize database, the Lodestar Foundation

7La Piana Consulting © 2010



Critical Success Factors

Alliance and Integration Study

ÁStaff / board member championed the alliance (80%)

ÁPositive past experiences with collaboration (74%)

ÁBoard support / encouragement (73%)

ÁOrganization risk-taking / growth orientation (70%)

ÁPositive board-executive relations (64%)

Source: Strategic Restructuring study; Kohm, et al.
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Other Success Factors

ÁMission focus

ÁFlexibility in pursuing mission

ÁNot in an immediate crisis 

ÁA lack of divisiveness 

ÁClarity regarding desired outcomes

ÁPositive relations with potential 

partners
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ÁEconomics 

ÁOpportunities

ÁLeadership challenges 

ÁA tired board

ÁTo better serve the community

ÁReasons specific to each nonprofit

Reasons Why Nonprofits  
Consider Strategic Restructuring
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Roadblocks to Strategic Restructuring

ÁAutonomy concerns

ÁLack of trust

ÁSelf-interest

ÁOrganizational culture
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The Strategic Restructuring Process

ResolutionAssessment AgreementNegotiation

ÅLegal 
Resolution

ÅIntegration

Implementation
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Readiness Assessment

ÁSelf-Assessment

ÁPartner 

Assessment

La Piana Consulting © 2010
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Self-Assessment

ÁMotivators

ÁDesired outcomes

ÁCritical issues

ÁOrganizational factors: 

ñred flagsò

ÁFinancial assessment
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Partner Assessment

ÁLevel of trust

ÁPast experiences

ÁñUsableò skills and assets

ÁCautions and Challenges

ÁMission and program compatibility 

and complementarities

ÁFinancial condition
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The Negotiations Process
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Corporation B

Joint Merger

Negotiations
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Identify Issues Due Diligence Process

· Negotiate all issues

· Record agreements

· Communicate progress  to

constituents

· Determine potential problems

· Disclose information

· Analyze

Recommendation
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Board of  Directors
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Reco
m

m
endatio

n

Decision Merger

Joint Legal Counsel

Board of  Directors

Board of  Directors Board of  Directors

Negotiations

Committee

Integration
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Issues to be Negotiated in a Merger

ÁGovernance

ÁFinancial

ÁHuman resources

ÁCapital

ÁProgrammatic

ÁCommunications
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Governance

ÁSize and composition of the board

ÁSelecting the board 

ÁInitial board versus on-going

ÁBoard leadership

ÁInitial selection of board leadership

ÁBoard recruitment, selection, orientation, 

assessment
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Financial

ÁFiscal Year

ÁFinancial systems

ÁCost and timing of migrating data

ÁFinancial processes and procedures

ÁBudget process

ÁWho is involved, timing, format

ÁControls ïcheck signing, review of payments, 

donations
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Human Resources

ÁStaff leadership

ÁPersonnel policies

ÁPerformance reviews, pay scales 

ÁBenefits

ÁTiming / parallel  systems

ÁRetention during and immediately following 

integration

ÁAnalyze cost and impact on both people and 

budget
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Capital / Major Assets

ÁFacilities (owned and leased)

ÁCopies of mortgages and/or leases

ÁEquipment and vehicles (owned and leased)

ÁManagement of assets

ÁDisposal of assets

ÁIntellectual capital, licenses, endowments

La Piana Consulting © 2010
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Programmatic

ÁPrograms that compete and/or complement

ÁCriteria and timetable for evaluating programs

ÁExpand/improve programs

ÁOpportunities to better utilize facilities, staff, 

financial resources

ÁReduce or eliminate programs

ÁChange program sites

ÁFunding requirements

ÁProgram utilization
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Communication - Internal

ÁPeople arenôt comfortable with change

ÁCommunicate early and often with staff

ÁTwo way

ÁTransparent

ÁCoordinated

ÁRegular updates for the board

ÁeNewsletters, weekly memos, in person 

meetings
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Communication -External

ÁJoint communication

ÁEarly communication with key stakeholders

ÁFunders (go together to shared funders)

ÁCustomers (meetings, surveys, focus groups, 

interviews)

ÁOthers

ÁPrepared press statements

ÁCelebrations and promotion
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Due Diligence

Documents to review:

ÁOrganizational 

ÁTax 

ÁInsurance

ÁPersonnel

ÁFinancial / funding

ÁCapital / real estate 

ÁOthers?
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Examples of Administrative 

Collaboration and Consolidation

Option Human Resources Information Technology Finance Other

Collaboration

Å Sharing policies, 

procedures, best 

practices

Å Cross-training (e.g. 

spending time in each 

otherôs office[s])

Å Shared recruiting, 

training

Å Sharing policies, 

procedures, best 

practices 

Å Coordinated IT analysis 

and assessment

Å Joint training of staff on 

new software

Å Sharing policies, 

procedures, best 

practices

Å Joint finance training 

for staff and board

Å Sharing governance 

models

Å Coordinated long-

range planning

Consolidation

Å Mentoring

Å Standardized HR 

practices, training

Å Development of a 

common recruiting 

pool

Å Shared HR 

professional

Å Shared database and 

server

Å Shared IT professional 

and other key staff

Å One organization 

provides IT services for 

another 

Å Shared accounting 

systems 

Å Shared CFO, key staff

Å One organization  

provides accounting 

services for another

Å Advocacy training for 

boards

Å Joint marketing/ 

branding

Å Bulk purchasing, 

translation services

Creating an MSO

Å Shared employment

Å Co-employment

Å Single benefits 

program

Å Benefits 

administration

Å Intranet

Å Common Help Desk

Å Shared accounting 

software

Å Centralized servers

Å Centralized finance 

staff and systems ï

report generation, 

cash management, 

billing

Å Centralized facilities 

management

Å Coordinated grants 

management and 

reporting

26La Piana Consulting © 2010

See 

handout 



Financial Impact and Analysis

ÁFinancial Comparison
ÁStatement of Financial Position

ÁStatement of Activities 

ÁAnalysis of Financial Health

ÁHuman Resource Comparison

ÁBudget Development
ÁProjection for combined budget

ÁCost / savings analysis

ÁDonor Comparison 
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