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Questions from registrants

What issues should membership organizations consider in merger 
discussions?

What are the positive outcomes to aim for in a merger? What is 
reasonable to expect, and what's unrealistic? How do we evaluate a 

merger against other potential options?

Our strategic plan says to research considering a merger. What usually 
is needed to even broach this with another organization?

Is there a way to structure a merger that set up the possibility for a 
smooth (er) transition back to independence if that makes sense later?
Is there a model in which philanthropy incentivizes mergers? I've seen 
collaboration incentivized in this way but it has to be carefully done.
I'm a funder supporting mergers - what should we know that's often 

missed/a blind spot?
How is non profit organization merger different from business merger 

models.
For the smallest of non profits in our communities what are best 

practices for mergers of small non profits who struggle for finding and 
infrastructure but despite the challenges do a large amount of good 

work for the community development and engagement?

Do collaborations really save money or do they just expand capacity?Are mergers largely driven by financial stressors?
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Defining 
Sustained Collaboration

Sustained collaboration is a continuum of 
organizational strategies for structured 
collaboration that represent a permanent 
change to the business or operating 
models of two or more nonprofits.

The goal is not fewer nonprofits, it’s greater 
mission impact.



Not all partnerships are mergers. Collaborations can take many forms:

What does Sustained Collaboration look like?



Common 
Catalysts 
for 
Sustained 
Collaboration

Executive transition

Demand for services exceeds org. 
capacity to deliver

Loss (or anticipated loss) of major 
revenue stream

Policy changes which impact 
operations / programming

Desire to grow / achieve economies 
of scale



Trends in Sustained Collaboration

● Increase in catalyzing 
circumstances 

● Signs of scenario planning 
at scale

Inquiries exceed this time 
last year, a record-breaking 
year for inquiries



Defining 
Success

Time to devote to process

Organizational clarity regarding what the org. 
aims to gain through process

Honest, upfront conversations with partner(s)

Compatible missions, organizational cultures, 
and values

Engaged a neutral, third party facilitator

Nearly 100% of grantee partners, 
regardless of if they get to an agreement, 
report value in the process: 

Predictors of Reaching Agreement:



54 respondents, 
2 years post 

implementation

Organizational Impact
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Examples of Nonprofit Interorganizational Restructuring

High Autonomy 

Low High

Alliances / 
Networks

Advocacy 
Coalitions

Shared 
Programming

Formal Joint Endeavor
Single Program Asset 

Transfer  

Management Contracts
Fiscal Sponsorships

Shared Services

Low Autonomy 

Low Barriers to Exit/Entrance High Barriers to Exit/Entrance

Merger

Dissolution + 
Program Asset 

Transfer
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Examples of Nonprofit Interorganizational Restructuring

High Autonomy 
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Advocacy 
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Formal Joint Endeavor
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Transfer  

Management Contracts
Fiscal Sponsorships

Shared Services
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Low Barriers to Exit/Entrance High Barriers to Exit/Entrance

Merger

Dissolution + 
Program Asset 

Transfer

Easier to exit and higher autonomy but still 
formal contracted collaborations



Sacred and Not Sacred
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What are we willing to 
give up?

What are not willing 
to give up?



Strategy, design, capital, organizational will

1. Set strategic goals

2. Learn about the possible forms of integration and choose carefully

3. Ensure sufficient operating reserves

4. Involve board and staff from the beginning
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Unlocking the Power of Sustained Collaboration Insights from Partnerships for Nonprofits and 
Consultants, Michelle Shumate Ph.D.



First, Do No Harm - Eyes On the Prize

• Is our mission what it should be in order to best serve our constituents? How do we know this?

• Are we in sufficient partnership with constituents to ensure that we can serve their interests in making this 
alliance?

• To what extent and how will this alliance fulfill or enhance our mission?

• Are clear enough about our own mission to maintain its integrity while in in partnership with another? 

• What might we gain and/or lose through this alliance? What might our partners gain and/or lose?

• What are we willing to give up? What are not willing to give up?
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The Rush to Merge: Considerations About Nonprofit Strategic Alliances, Ruth McCambridge and Mary 
Francis Weis, Management Consulting Services, 1997
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Key Conclusions 

• Mergers are not a universal solution. They are one tool among many and often overused as a default 
response.

• Strategic clarity must come before structural decisions. Organizations should define goals before 
choosing alliance types.

• Readiness and alignment determine success. Internal stability, trust, and shared purpose are 
prerequisites.

• Process discipline is essential. Careful planning, communication, and leadership structures matter more 
than the legal form.

• Alliances involve trade-offs. Organizations must explicitly assess what they will gain—and what they may 
lose.

• Sector-wide pressures should not override mission focus. Decisions should prioritize long-term 
community impact, not just external expectations.
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The Rush to Merge: Considerations About Nonprofit Strategic Alliances, Ruth McCambridge and Mary 
Francis Weis, Management Consulting Services, 1997
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Confidential Helpline Support

Today’s presentation may leave you with practical questions of 
implementation and strategy. We are offering free confidential virtual 
consultations with finance consultants to help in your navigation of first 
steps. We can help address questions like:

● How do I estimate the length of time I have to implement a 
collaborative restructure given current resources?

● How do we approach due diligence on a potential partner 
organization?

● What are the key risks to plan for in a collaborative arrangement, 
and how can we mitigate them?
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https://app.smartsheet.com/b/form/800746f1756345749ef4624f40a8a601


https://npgps.org/
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