Coalition Building

I. What is a coalition?

A coalition is a jointly beneficial alliance of two or more organizations with varied skills, knowledge, specialization, experience and resources working towards a jointly defined common goal.

II. Why coalitions?

A. Higher likelihood of funding.

B. Multiplication of physical resources.

C. Multiplication of intellectual resources.

D. Lobbying power through broader representation and broader contact network.

E. Less duplication of effort and fewer gaps – geographical and in terms of type of activity and target groups – left open.

III. Benefits.

F. Financial

1. Liked by the funders.

2. Potential for greater funding and thus bigger projects.

3. Cost effectiveness – elimination of duplication of project infrastructure.

G. Organizational

1. Multiplication of resources.

2. Potential for a more directed and wider scope of the project.

3. Increase in skills, experience, organizational prestige.

IV. Perils.

H. Financial.

1. Potential for dispute among coalition partners over the division of financial resources upon receipt.  

Recommended remedy:  need for firm written agreement on division of financial resources well before they are obtained.

2. Dangers of financial mismanagement 

Recommended remedy:  need for professional financial administration.

I. Organizational.

1. Problems of scale – lack of experience with large projects and the need for proper management – potential for chaos.  

Recommended Remedy:  

· employment of persons with management experience; 

· proper training in management and administration skills.

2. Sensitivity of coordination – potential for disputes over the direction of the project.

Recommended Remedy:  

· concrete written plan for project implementation that leaves space for revision and adjustment based on feedback from the field; 

· frequent discussion of project direction.

3. Hazard of termination of one or more of the coalition partners if the joint project fails.

Recommended Remedy:

· Joint thorough planning.

· Maintenance of close coordination throughout the implementation of the project.

· Hard work.

· Maintenance of individual organizational identity and vision within the coalition.

V. Guidelines for Coalition Formation.

J. Partnership ( Preparedness for Genuine Cooperation.

Coalition partners need to be prepared for genuine cooperation.  Only in this way can a true coalition partnership be formed.  This preparedness includes a constant openness to seeking constructive solutions to perceived obstacles  in terms of activities, funding, organization and the partnership itself.

K. Non-Marginalization (Genuine Division of Labor Between Partners.

There need to be clearly defined roles for each coalition partner before joint project implementation commences in practice.  In this way, no partner will be or feel cast aside within the partnership.  The partners should strive to work according to the comparative advantage principle; this means that each partner should perform the kind of work and activities in which it specializes.

L. Transparency ( in All Matters and Relationships.

The coalition partners should strive to work transparently in relations between themselves at all times.  In this way, they will not only avoid crippling inter-organizational disputes, but will diminish the hazard of joint-project failure.

M. Consensus ( in Decision-Making and Operations.

The stability and the survival of a coalition depends, among other things, on the way that decisions are made and operations conducted.  The coalition partners need to establish a mechanism for conducting these crucial activities based on mutual consensus.  Reaching consensus may be a protracted process, but it eliminates the danger of the parties subsequently blaming each other – a pitfall of all partnerships.

N. Precise Follow-Through ( in Activities and Relationships.

For the success of a coalition operation, very much like for the success any individual organization, it is important to maintain continuity within every activity undertaken.  This means that activities may not be left uncompleted.  Each activity needs to go through logically sequential phases ending with a closure and feedback.  

For any relationship to work, promises made must be kept.  This is very much applicable to the relationships within coalitions and of coalitions to their beneficiaries and funders.

O. Professional Quality ( Mandatory Maintenance of High Quality.

The hallmark of any coalition – as for any individual organization – is the quality of work which it delivers.  The quality of work forms the reputation of the coalition as well as of each partner within it.  Therefore, constant evaluation needs to be carried out to keep standards and performance high.

VI. How to Form a Coalition (What measures need to be taken).

P. "You've got to want one to make one."

1. The issue.  The general issue which needs to be worked on needs to be identified.

2. The need.  An organization should discover the need for joining forces with (an)other organization(s) to work towards the general issue identified.

3. The perception of the common interest.  Potential partners need to discover a common interest in forming the coalition.

Q. "Find your partners".

1. Look for complements.  To make a coalition, you need to identify potential partners with complementary skills, knowledge, and resources.

2. Awaken interest.  Once you have identified potential partners, you need to convince them of the shared interest and the benefits of a partnership.

R. "Devise a plan".

1. Start planning.  Once you and your new-found partners have found a shared interest, you need to jointly work out a plan of action as to how to work on the issues you have identified.  This involves:

· Selecting a venue to work in.

· Working out a framework of general strategies and directions.

· Working this framework out in as much detail as possible.

2. Write a project document.  Once you completed the planning phase, jointly write a project proposal.

S. "Divide labor, resources and responsibilities."

1. Understand the need for a coalition plan.  All coalition partners need to perceive the benefits of having a well-defined coalition plan.  This, in essence, is the "constitution" of the coalition.

2. Write a coalition plan.  In order to prevent future misunderstandings, the partners need to make an effort and jointly produce a document stipulating the relationships expected within the coalition.  This should be as detailed as possible, including 

· The roles and responsibilities of each partner.

· Division of financial and other physical resources.

· The organizational and administrative structure of the coalition.

T. "Find the funders."

1. Do your homework.  Use different sources to find funders.  You can look for potential funders using 

· Personal contacts.

· Organizational contacts.

· Embassies.

· The Internet.

· Specialized seminars.

· Specialized books and guides.

2. Think critically.  When looking for funders try to find out whether or not they are interested in funding the general area of work and the region that your project covers.  This will cut down "duds".

3. Make a list.  Finalize a list of the most likely donors.

U. "Approach the funders."

1. What will you tell them?  Before approaching the potential funders from your list, the coalition partners need to define a common policy on how and with what to approach them.  This will involve producing printed material on the coalition and the individual partner organizations within it (it needs not be professionally printed at first).

2. How will you tell them?  In order to get heard, you need to intrigue the funders.  A first step would be a skillfully delivered presentation.  Prepare your materials well, both oral and written, and do not shy away from practice before the actual event.  There is a variety of manuals available on effective communication – looking through these will be beneficial.  There are also courses on effective communication – both oral and written.

3. Divide the responsibilities.  The coalition partners need to agree on which organization approaches and maintains contact with which potential funder.  This can also be done by dedicating a joint team to represent the coalition before the funders.  While doing this type of work, it is essential to have good feedback in order to hone the presentation and the bidding pitch.

4. Make personal contact.  If the potential funder is within affordable distance try to arrange a meeting at which the possibilities of future cooperation can be discussed.  If this is not possible due to whatever reason, if at all affordable, make telephonic contact with the person responsible for proposals like yours.  Try to establish a professional relationship based on mutual respect.  Once the initial contact has been made try to maintain regular contact – preferably over the telephone.

V. "Fine tune your project."

1. Show what you are offering.  Based on the initial contacts made while approaching the funder, you can use the ensuing meeting or a telephone conversation to concretely discuss what the coalition is offering.  

2. See what the funder wants.  The meeting or the conversation will bring you insights into what precisely the potential funder is interested in.  You will also see if there is room for altering your initial project proposal to conform to the requirements of the donor, or if the donor is willing to consider a somewhat altered concept than was originally the case.

3. Identify common interest(s).  Once both you and the funder have talked concretely about each other's perceptions of a potential project cooperation, attempt to identify a common interest.  This will help you in making the necessary alterations that will conform the project to the identified common interest.  A good tactic may be to invite the funder's representative to suggest such alterations if they believe the project has potential to develop into a fundable one.

4. Customize and fine-tune the project proposal.  Take time to carefully rework your project proposal based on the insights gained through contacts with the potential funder, and based on their requirements and comments.

5. Submit the fine-tuned proposal.  But do not leave everything to faith, rather:

6. Maintain contact (follow-through). Do not hesitate to call the potential donor at regular intervals to inquire about the status of your proposal.  This also shows the professionality of the coalition.  Be aware of the fine line between polite regular inquiry and pestering – crossing this line will almost certainly be counterproductive!

W. "Keep (the coalition) going."

1. Keep talking.  

· To prevent and resolve internal conflict.  In order to solve the tensions and differences of opinion which inevitably arise in any relationship, it is necessary to talk them out and not sweep them under the carpet.  Furthermore, in any organization involving more than one person, it is necessary to keep everyone completely informed about what is going on.

· To coordinate.  In order to be sure that all activities are coordinated, it necessary to have frequent and detailed discussions.  Every step the coalition is going to take needs to be thoroughly thought through by all partners.

· To publicize. The best way to work on the public relations (PR) of your coalition (or to maintain and expand the publicity it gains) is to keep talking to as wide an audience as you can.

2. Keep thinking.

· To respond to circumstances.  The circumstances in the field can change very quickly.  It is a mistake to continue with strategies designed for one set of circumstances when different conditions become reality.  Adaptation to the changing circumstances requires creativity, flexibility, rationality, caution and the ability not to panic.

· To respond to the needs of partners.  Both the situation of the coalition and the situation of each partner within it, are prone to shifts and changes.  Some of these shifts and changes can be foreseen, some cannot, some are planned, some accidental.  All partners need to, in as far as possible, think about these changes and prepare for them.  Again, creativity, flexibility, rationality, caution and the ability not to panic, are required to provide an optimal response reflecting the needs of each partner.

· To develop new projects.  The aim of constant feedback and active reflection on the work already done should be to develop new and improved projects, methods and modalities.  Without this the work becomes virtually useless.  Further, there is a danger that the coalition may loose its competitive edge.  

· To see the way ahead.  Constant feedback and active reflection on the work already done, combined with creative thinking, will help bring about insight of how to go ahead.

3. Keep writing. 

· To publicize the work of the coalition.

· To preserve the experiences gained.

· To evaluate.

· To help you develop new perceptions.

· To make new projects.  

4. Keep open.

· To respond to challenges.

· To new ideas.

· To different options.

· To dialogue. 

· To the needs of the beneficiaries.  Newly perceived, developing…

· To the interests of donors

· Keep an open mind.  

5. Keep direction.

· To preserve the vision.  Of why you started in the first place

· To avoid sidetracking. 

6. Keep developing. 

· To become more efficient.  

· To hone your skills and expertise.  

· To develop new ideas and concepts.  

· To improve your projects.  

7. Keep your own identity. 

· To keep doing your work.  

· To preserve your organization.  

8. And keep the Faith.  

