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Collaboration is Key:

Assessing Your Opportunities



Defining Strategic Restructuring

Selecting a Partnership Option

Identifying Potential Partners

Negotiating an Agreement

Implementation

Relating to Funders

Q&A
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What is Strategic Restructuring?

ÁContinuum of partnership options available to nonprofits

ÁUse of partnerships to more effectively achieve an 

organizationôs mission

ÁDifferent from collaboration: Change in the locus of control

ÁStrategy for Sustainability
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ÁPursue New Opportunities

ÁBuild Capacity

ÁGreater Client Impact

ÁGreater Access to Funding

ÁIncrease Efficiency and Reduce Costs

Why Do Nonprofits  
Consider Strategic Restructuring?
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Current Trends in 

Strategic Restructuring 

ÁMergers

ÁShared Facilities

ÁJoint Programming

ÁShared Data and Client Intake

ÁJoint Fundraisers

ÁJoint Advocacy

ÁShared Staff
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Research 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

http://lapiana.org/Research-Publications/Initiatives/Strategic-Solutions.html 

644 nominations 

Statistical analysis

Searchable database of 176 nominations 

http://www.thecollaborationprize.org/ 

2000-2003 Data

2008 Data
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The Strategic Restructuring Process

Identifying 
Potential 
Partners

Selecting a 
Partnership 

Option
AgreementNegotiation

ÅLegal 
Resolution

ÅIntegration

Implementation
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Readiness Self-Assessment

Determining Best Strategic Restructuring 

Options

Selecting a Partnership Option
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Readiness Self-Assessment 

ÁMotivators

ÁDesired outcomes

ÁCritical issues

ÁOrganizational factors: ñred 
flagsò

ÁFinancial considerations

ÁMajor Gaps
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What are your organizationôsé



The 

Partnership 

Matrix



Organizational Matches

Joining Forces for Greater Impact

Potential Partner Assessment

Identifying Potential Partners
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Identifying Organizational Matches

Organizations with the similarities and differences iné

ÁMission and vision

ÁConstituents served

ÁTypes of programs

ÁFunding sources

ÁStrengths and Weaknesses
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Joining Forces for Greater Impact
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Which organizations can help you fill your major gapsé

ÁProvide skills and expertise to increase your 

operating capacity

ÁProvide complementary services needed by 

your clients

ÁMake you more efficient

ÁAllow you to seize on major opportunities

ÁGive you access to additional resources



Potential 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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Potential Partner Assessment

ÁMission focus

ÁFlexibility in pursuing mission

ÁNot in an immediate crisis 

ÁA lack of divisiveness within the nonprofit

ÁClarity regarding desired outcomes

ÁPositive relations with potential partners
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The Strategic Restructuring Process

Identifying 
Potential 
Partners

Selecting a 
Partnership 

Option
AgreementNegotiation

ÅLegal 
Resolution

ÅIntegration

Implementation
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Resolutions

Negotiations Process

Issues to be Negotiated

Due Diligence

Financial and Impact Analysis 

Negotiations 
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Resolutions

ÁConfidentiality Agreement

ÁBoard Resolution

ÁCommunication Protocol
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Corporation B

Board of Directors

The Negotiations Process
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Due Diligence 

ÁDetermine potential 

problem

ÁDisclose information

ÁAnalyze

Negotiations 

Committee
Joint Legal 

Counsel

Integration

Identify Issues

ÁNegotiate financial and 

legal issues

ÁRecord agreements

ÁCommunicate progress 

to constituents

Decision

Process Corporation B

Board of Directors

Corporation A

Board of Directors

Corporation A

Board of Directors



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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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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The Strategic Restructuring Process

Selecting 
Potential 
Partners

Readiness 
Assessment

AgreementNegotiation

ÅLegal 
Resolution

ÅIntegration

Implementation
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Implementation
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Why Mergers Fail

Cultural Integration

Roadblocks and Key Parameters



Implementation

Areas to be integrated:

ÁCulture

ÁBoard

ÁManagement

ÁStaff and volunteer

ÁProgram

ÁCommunications and Marketing

ÁSystems

Á Finance

Á Fundraising

Á Human resources 

Á Technology

Á Facilities

25La Piana Consulting © 2010



Why Merger Integration Can Fail

Mergers do not fail because organizational 

leaders canôt integrate financial systems or IT.

Mergers fail because people tend to hold on to 

their individual cultures and identity and fail to 

create a new organization.  
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Cultural Integration

ÁIntentional process

ÁSpecific events, opportunities, times to reflect and create

ÁRespect the time needed to move through this process

ÁMaintain open two-way communications

ÁCelebrate small and large successes

ÁResolve disagreements/problems immediately

ÁDetermine communication and decision-making style early

ÁMonitor internally and externally
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Roadblocks to Strategic Restructuring

ÁLack of trust

ÁAutonomy Concerns

ÁSelf-interest

ÁOrganizational culture
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Key Parameters

ÁDoes it significantly advance each organizationôs mission?

ÁDoes it have a greater impact on each organizationôs 

constituents and/or attract new customers/donors?

ÁDoes it increase each organizationôs operating 

effectiveness/efficiency?

ÁDoes it allow the organizations to do something that would 

be more difficult to do alone?

ÁIs it financially sustainable?

ÁIs the structure legally sound?
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Relating to Funders
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Relating To Funders 

ÁFoundations and other funders 

support strategic restructuring

ÁNonprofits should approach funders 

how know them or who fund 

organizational effectiveness

ÁConsider a two-phase proposal 

process that includes negotiations 

and integration
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Q & A

32La Piana Consulting © 2010



Thank You 

Vance Yoshida

yoshida@lapiana.org

Sign-up to receive an 

electronic copy of 

todayôs resources!

For more information, visit

www.lapiana.org 
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