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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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Data on Collaboration and Strategic 

Restructuring

Landmark Study of 192 respondents from the nonprofit sector

ñStrategic Restructuring: Findings from a Study of Integrations and 

Alliances Among Nonprofit Social Service and Cultural Organizations in the 

United States Kohm, La Piana, and Gowdy, June 2000

644 nominations 

Statistical analysis

Searchable database of 173 nominations (in development)

2000 Data

2008 Data
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Strategic Restructuring 

by Field                                              2000 Data 

73%

18%
9%

Human Services

Arts & Culture

Other

*Strategic Restructuring: Findings from a Study of Integrations and Alliances 

Among Nonprofit Social Service and Cultural Organizations in the United States

Kohm, La Piana, and Gowdy, June 2000
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Collaboration and Strategic 

Restructuring by Field            2008 Data      
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Anti Poverty & Social Welfare

Arts and Culture

Children & Youth

Civil Rights & Social Justice

Community Development & 
Housing

Diversity & Human Rights 

Education & Lifelong Learning

Environment & Natural Resources

Families & Elders

Health & Mental Health

Philanthropy & Civic Engagement

Technology & Communications

7%

10%

9%

7%

12%

5%
4%

25%

7%

4%
6% 4%

173 nonprofit collaborations, alliances and mergers 



Why Do Nonprofits Consider 

Strategic Restructuring?              2000 Data   
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30%
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60%

Internal decision to 

increase efficiency / 

efficacy

Response to increased 

funding competition 

Decrease overhead 

expenses

Pressure from Funder
n = 192

*Strategic Restructuring: Findings from a Study of Integrations 

and Alliances Among Nonprofit Social Service and Cultural 

Organizations in the United States

Kohm, La Piana, and Gowdy, June 2000

83%
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Why Do Nonprofits Consider 

Collaboration?                               2008 Data

86% 85% 83% 82% 82%
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Improve quality of 
services/programs

Maximize financial 
resources

Expand range of 
services/programs

Serve more 
clients/audiences

Improve program 
outcomes

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

75%

65%

36%

10%

29%
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Other

Factors that best describe why this collaboration was formed *

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

ÁReview of Organizational Documents

ÁStakeholder Interviews

ÁSenior Staff

ÁBoard / Former Board 

ÁCommunity Leaders

ÁSurveys

ÁStaff

ÁClients / Audiences

ÁReport on Findings and Recommendations
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The Negotiations Process

Corporation A

Corporation B

Joint Merger

Negotiations

Committee
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Identif y  Issues Due Diligence Process

· Negotiate all issues

· Record agreements

· Communicate progress  to

constituents

· Determine potential problems

· Disclose inf ormation

· Analy ze

Recommendation

Corporation A

Board of Directors

Corporation B
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Decision Merger

Joint Legal Counsel

Board of Directors

Board of Directors Board of Directors

Negotiations

Committee

Integration
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The Negotiations Process ð

Consultants

ÁInitial meeting with the boards

ÁBoard authorization and resolution

ÁConfidentiality agreements

ÁFormation of a joint negotiations committee

ÁAgenda development

ÁIdentification of issues

ÁNegotiation of issues
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The Negotiations Process ð

Consultants, continued

ÁRecording of agreements

ÁDue Diligence process

ÁDecision-making and recommendations

ÁOngoing communications / feedback on 

recommendations

ÁBoard approval of the agreement

ÁDiscussion of the implementation process
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Elements of a 

Board Resolution

ÁTime frame

ÁType of partnership sought

ÁCommitment to keep other party informed

ÁDelegation to the negotiations committee

ÁCharge to the negotiations committee
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Elements of a Confidentiality 

Agreement

ÁReturn of sensitive documents

ÁDisclosure of information to third parties

ÁUse of information for competitive purposes

ÁPublic communications
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The First Negotiations 

Committee Meeting

Agenda:

ÁIntroduce participants

ÁProvide overview of both / all organizations

ÁReview driving forces, potential benefits / desired outcomes, 

and critical issues / risks

ÁDiscuss the options for strategic restructuring (when 

appropriate)

ÁBrainstorm the issues to be considered (dependent on 

committee composition)

ÁBegin working through issues

ÁSchedule future meetings (schedule 3 to 4 meetings out)

La Piana Consulting © 2010 24



Keeping Minutes

Contents of Minutes:

ÁSummary of driving forces, potential benefits / desired 

outcomes, critical issues / risks

ÁSummary of issues and agreements to date
- Governance 

- Program

- Finance

- Other

ÁHomework

ÁMilestone / dates

ÁNext meeting agenda

ÁDate / location of future meetings
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Issues to be Negotiated in a Merger

ÁGovernance

ÁFinancial

ÁHuman resources

ÁCapital

ÁProgrammatic

ÁCommunications
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Due Diligence

Documents to review:

ÁOrganizational 

ÁTax 

ÁInsurance

ÁPersonnel

ÁFinancial / funding

ÁCapital / real estate 

ÁOthers?
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