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Why Are We Discussing This Topic?

ÅDecreases in charitable giving

ÅIncreased competition for 
decreasing donor dollars

ÅIncreased demand for 
services

ÅLack of resources to meet 
increased demand 

ÅάtǊŜǎǎǳǊŜέ ŦǊƻƳ CǳƴŘŜǊǎ
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What is Collaboration?

ά/ƻƭƭŀōƻǊŀǘƛƻƴ ƛǎ ŀ Ƴǳǘǳŀƭƭȅ ōŜƴŜŦƛŎƛŀƭ ŀƴŘ ǿŜƭƭ-defined 
relationship entered into by two or more organizations to 
achieve common goals. The relationship includes a 
commitment to mutual relationships and goals; a jointly 
developed structure and shared responsibility; mutual 
authority and accountability for success and a sharing of 
ǊŜǎƻǳǊŎŜǎ ŀƴŘ ǊŜǿŀǊŘǎΦέ

-The Amherst Wilder Foundation
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Partnership Matrix

Administrative Consolidation
ÅContracting for services
ÅExchanging Services
ÅSharing services

Joint Programming
ÅSingle focus or program
ÅMulti- focus or ςprogram
ÅIntegrated system

Collaboration

Joint Venture 
Corp.

Parent / 
Subsidiary

Merger

Management 
Services Org.
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Greater Autonomy Greater Integration

ÅNo permanent Organizational 

commitment

ÅDecision-making power remains with the 

individual organizations

Collaboration

ÅInvolves a commitment to continue for the 

foreseeable future

ÅDecision-making power is shared or 

transferred

ÅIs agreement-driven

ÅInvolves changes to corporate contract 

and/or structure, including creation and/or 

dissolution of one or more organizations.

Strategic Alliance Corporate Integration

Strategic Restructuring

La PianaAssociates

Strategic Restructuring Study by Amelia Kohn, David La Piana & Heather Gowdy



Collaboration

ÅLeast formal 

ÅNo written agreement

ÅOrganizations remain 
independent

ÅLimited in scope and time

ÅRequires trust, transparency 
and an effective working 
relationship

ÅAlignment of goals is essential
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Alliances

ÅShare resources or cut 
administrative costs

ÅMore formal

Åbƻ ŎƘŀƴƎŜ ƛƴ ŀƴ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ 
corporate or legal structure

ÅRequires a written agreement

Å Involves a time commitment

ÅOrganizations remain independent, 
but there is shared or transferred 
decision-making authority
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Two Types of Alliances

ÅAdministrative Consolidation

ÅJoint Programming
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Administrative Consolidation

Two or more nonprofits sharing, exchanging 
or contracting for administrative services, 
functions or resources to maximize the 
efficiency and capacity of the participating 
organizations.
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A Penny Saved is a Penny Earned

___
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Joint Programming

Two or more organizations 
initiating and operating one 
or more programs that are 
consistent with and further 
the mission of the 

participating organizations.
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Four Types of Integration

ÅManagement Service Organizations

ÅJoint ventures

ÅParent/subsidiary structures

ÅMergers
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Integration 

ÅMost formal and complex of collaborative relationships

ÅRequires a written agreement

ÅUsually require assistance of tax, financial/accounting 
and legal experts

ÅInvolves a change of corporate control and/or structure

ÅInvolves a loss of autonomy of all, or some, of 
participating organizations, depending on the type of 
Integration chosen
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Management Service Organizations (MSOs)

ÅSeparate legal corporation 

ÅShare administrative services 
in order to increase the 
efficiency and/or capacity of  
participating organizations

ÅThe most common shared 
services: Finance, Human 
Resources and Information 
Technology
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Joint Venture

A new organization is created 
by two or more organizations 
to achieve distinct program or 
administrative goals of the 
participants.
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Parent/Subsidiary Structure

Two organizations join together to integrate 
some of the administrative services or 
programs with the goal of administrative 
efficiency and program quality.
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Mergers

ÅOrganization(s) dissolve and become part of 
ŀƴƻǘƘŜǊ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ǎǘǊǳŎǘǳǊŜ

Å Integration of all program and administrative 
functions of the merged organizations

ÅSurviving nonprofit may keep or change its name

ÅMay or may not involve organizations of equal 
strength or capacity

ÅTwo or more nonprofits dissolve and form a new 
organization that includes some or all of the 
programs and resources of the original nonprofits
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Factors that Influence  
Collaborative Structure Chosen

ÅAge of Organization

<10 years or > 60 years are less likely to be    
involved in strategic restructuring

ÅSize of Organization

More organizations are involved in Alliances than 
Integrations

© goodworksADVISORY GROUP, LLC



Organizations More Likely to be 
Involved in Alliances

ÅFocus on Arts and Culture

ÅSmaller Budgets

ÅBoards are less active

ÅLocated in rural 
communities

ÅTend to have larger 
number of participants 
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Organizations More Likely to be 
Involved in Integrations

ÅFocus on Human Services

ÅLarger budgets

ÅBoards are active and 
engaged

ÅLocated in urban 
communities
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Are you still with us?
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Motivational Triggers

ÅFinancial necessity

ÅOrganization inefficiency

ÅExcess capacity 

ÅQuality and range of programs and services

ÅIncreased competition in the number of 
nonprofits providing the same service and 
for decreased donor funding

ÅReaction to or anticipation of legal or policy 
ŎƘŀƴƎŜǎ ǿƘƛŎƘ ǿƛƭƭ ƛƳǇŀŎǘ ŀƴ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ 
operations and budget.

ÅLack of power to impact major social issues 

ÅHard to recruit qualified board members 
and volunteer leadership
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Potential Benefits

ÅIncreases efficiency

ÅIncreases capacity to better advance mission 

ÅFuller perspective of approaches to problem solving

ÅEnhances focus on core services

ÅIncreases the flow of information and expertise

ÅPotential new source of board members, donors and volunteers 

ÅPotential new source of funding opportunities

ÅIncreases impact and visibility of missions and services
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Potential Challenges

ÅTime intensive

ÅRequires high level of trust

ÅCultural differences 

ÅLeadership differences and issues

ÅFunder and donor misperception of 
structure and value of collaboration

ÅLack of understanding that the partners 
still require funding

ÅPotential dominance of larger players

Å Integration of staff

ÅAdjustment of staff to new roles
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