
Leadership Team/Board of Directors jo int  meetings with both
organizat ions to determine i f  there is  a compell ing ”why” for  both
groups.  I f  there isn’t  a compell ing reason for integrat ion,  i t  wi l l  be
diff icult  to generate posit ive momentum and the road of any type of
integrat ion wil l  feel  al l  up-hi l l .  The joint  meetings should include:  

Create space for bui lding relat ionships with each other 
Explore organizat ional  benefits to and the challenges of
integrat ion 
Assess al ignment of  mission/culture/values/ goals  

Each organizat ion’s leadership team/board of directors needs to
review the content of  the joint  meeting and reflect on i t  f rom their
own vantage point .  This is  the opportunity to ident i fy any red f lags
of concerns that could ult imately result  in an integrat ion deal
breaker .  
Determine which model of  integrat ion al igns best with
organizat ional  goals .  The leadership team and board of directors
must be comfortable with pursuing the next steps in the integrat ion
model .  There are many different integrat ion models – each with i ts
own benefits and challenges.  For example:   

merger of  two or more organizat ions to form a new identity 
one organizat ion absorbs another 
shared executive leadership,  governance and/or back-off ice
support  

This is  important to ensure there is  a general  communicat ion to al l
staff  in the organizat ions that they are meeting to begin explor ing
the possibi l i ty of  integrat ing.  

There are var ied reasons that organizat ions start  the journey of
explor ing potent ial  integrat ion with another organizat ion.  Regardless of
the dr iver(s) ,  there are many possible opt ions on a cont inuum of
integrat ion ranging from informal cooperat ion:  to combining back-
off ice funct ions;  to shar ing an Executive Director or other posit ions;  to
ful l  mergers,  takeovers or amalgamations.  During this explorat ion
phase,  the fol lowing act iv i t ies should happen:  
 
Joint Leadership Meetings with All  Organizations Involved  

 
Separate Leadership Meetings 

 
Init ial  Communication  

 
This phase is  often i terat ive.  There is  often more than one joint
meeting,  and often more than one separate meeting.  Each discussion
building on the last .  Having more meetings bui lds trust  within each
organizat ion and leads to uncovering more about each other .  This
stage is  where conversat ions need to be intent ional  with clear
outcomes,  or  potent ial  integrat ions stal l  and never see forward
movement.  Sometimes this phase takes organizat ions several  years .
Other t imes,  organizat ions start  this phase and then decide not to go
any further with a part icular  organizat ion or at  that part icular point  in
t ime.   

Outcomes for
this phase:

Organizational Integrations 

A clear sense of the
‘why’  and awareness
of the potent ial
challenges  
Agreement on the
model of  integrat ion 
Commitment of  al l
stakeholders to
proceed to the next
phase 
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Phase 1 - Exploration

Questions To Ask
in this Phase

Is  there a compell ing
‘why’  of  integrat ion that
is  clear and easi ly
explained? 
How al igned are the
mission,  culture,  values,
and goals of  the
organizat ions involved? 
What concerns need to
be ident i f ied before
moving forward? 
What model of
integrat ion is  most
appropriate for our
needs? 
Does the leadership
team/board of directors
bel ieve in the benefits
of integrat ion?  
Are we committed to
moving forward with an
integrat ion model? 
Do we have the posit ive
relat ionships and
adequate resources to
commit to an
integrat ion project? 
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