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Case Studies of Collaboration

A range of approaches
During September and October 2009 we worked with a number or organisations on short-term assignments to assist them in ‘knowing their needs’ and improving their resilience in the current economic down-turn.

This series of ‘thumbnails’ has been prepared to give a flavour of the range of organisational needs that we addressed and the diverse issues that were raised through the process.  There was no ‘one size’ that fitted all – far from it.  Each organisation required a different approach: in each we worked collaboratively with our client to create a method of working that met their specific needs.
The first two ‘thumbnails’ outline work done with organisations that had already identified merger as a way forward, but who needed help in progressing.
Collaboration with a view to merger
Two branches of a national organisation working in the same county, whose main funders and national office has identified the business case for merger.  However, cultural and operational differences in the ways the branches worked had proved an obstacle and managers were struggling to see a way forward.
Scoping interviews and a facilitated workshop with managers were used to identify the steps that would be necessary to develop collaboration short of (but with a view to) merger, including joint tendering and shared back-office functions.  The findings were captured for the organisations in a ‘steps towards collaboration’ report.
Steps towards merger
Four branches of a national advice organisation had made an in-principle decision to merge, and required help with the governance arrangements for the new organisation.  Issues included identifying features of good practice that should be preserved, how the process of change should be accomplished, and how to manage potential conflicts of interests.
A scoping exercise and interviews with Chairs, other trustees, managers, and a representative from the national organisation identified good practice for governance arrangements, the importance of clarity over the appointment and role of a Shadow Board and new Chief Executive, and a range of ways in which the county-wide organisation should stay in touch with local issues.  The key issues were identified in a comprehensive report.
Some other organisations, while not considering merger, had identified partnership working as a way of generating and strengthening income sources.
Income generation from a successful project

This small, vibrant organisation that delivers services to meet local community needs had developed a pilot project in partnership with the local branch of a national organisation and another local partner.  They wanted to explore ways in which this could be developed as an income stream, possibly by establishing a franchise.  

A scoping exercise followed by a facilitated workshop with the partners identified that a legal agreement such as a franchise involving the national organisation could be problematic and needs to be approached incrementally.  A Memorandum of Understanding was developed identifying their future aims and actions, including income generation through selling training.
Setting local priorities

This small charity works across the country, using volunteers to reach the most needy members of society.  A scoping exercise identified that there is an enormous potential for it to collaborate with other organisations so that their services can be delivered and supported more effectively by these volunteers.

A desk review identified local authorities with relevant delivery targets in parts of the country where the organisation has a strong presence.  Further research into these local authority areas revealed key strategic partnerships and identified organisations delivering relevant services, where collaboration might be of mutual interest.
Strengthening services through partnership
The Chief Executive of this small counselling service combined their management and delivery role, without the capacity to address strategic planning.  A SWOT analysis revealed that the organisation was providing a service that is sound, evidence based and meets needs but not currently packaged so as to attract funding.
Other Player Analysis with the Chief Executive, Chair of Trustees and two members of staff identified potential partners for joint tendering, including new markets and services.  Involving the Chair has meant that other trustees – who are influential and well connected in their field - will be engaged in exploring key partnerships.  A full report of the SWOT analysis and workshop, including next steps, was provided.
Others, however, were more concerned to position themselves and their services so as to be more attractive to funders.

Repositioning to fit the current political agenda
This not-for-profit business support agency faced a decrease in income from all its main sources and was currently eating into its reserves.  Scoping interviews and a SWOT analysis revealed a need for it to become more focused on diversifying its services and markets. 
A facilitated workshop of staff explored new services and markets, and these were mapped using the Ansoff matrix.  A key finding that emerged was the importance of repositioning the organisation as a key deliverer within the ‘employment’ agenda in the context of the current economic climate.  A full report including next steps was provided.
Finding a place on the strategic map
This user-led organisation provides essential support to groups of people with mental health issues.  A SWOT analysis conducted through interviews with trustees, the manager and staff revealed it to be struggling to meet increases in demand with limited resources.  So busy was it with the day-to-day business of the organisation that there was no time for anyone to raise their sights to the strategic landscape.
A desk review identified national, regional and local policy agendas that demonstrate the importance of the organisation’s work and its value to key funders.  Exploration of local strategic partnerships revealed ways in which the organisation could establish itself as a delivery agent for local priorities.
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