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Overview of the Partnership Process

Purpose

The goal of the partnership process is to create a formalized system of gathering, evaluating, and sharing information regarding partnerships at any point in the partnership process.  The partnership process is designed to give TWB the operational strength to create and maintain more high-impact partnerships. 

This partnership process addresses the rapid expansion of the organization by allowing a growing staff to track multiple partnerships, collaborate efficiently and create a structure that allows TWB reach out to more partnerships that better fit the organization’s needs. 

Structure

The partnership process is a cross-functional collaboration process that allows information to be centralized and shared at the right time with the appropriate TWB and the partner's  staff.  The Partnership Director ensures that all partnerships are moving through the process correctly. 

Stages

The partnership process is divided into clearly defined stages that allow the TWB staff to evaluate why TWB is partnering with an organization, how the partnership will be structured, and what will be done and achieved in the partnership.  Clearly defined stages allows Teachers Without Borders to track where a partnership is in the lifecycle, identify roadblocks, efficiently collaborate, avoid partnerships that do not fit with TWB goals, and move viable partnerships forward.  

                                                    Roles, Terms, Stages, Tools Defined

Roles Defined

Partnership Director 

The Partnership Director is responsible for ensuring that all partnerships go through the appropriate lifecycle outlined within the partnership process.  The Partnership Director works to vet incoming leads and forge relationships with potential partners that fit with TWB’s strategic plan.  The Partnership Director will work closely with the Membership Director to create and manage outreach and membership partnerships that fit with TWB’s membership goals.  

Project Owner

The project owner is the TWB staff member who would be a lead person for a given partnership and is responsible for collecting all required information in regards to a partnership, identifying the staff members who will play a role in the partnership, lead the project planning process and execution of the partnership.  Each staff member that is a project owner of partnerships will have a portfolio of partnerships to manage. 

TWB-Business Operations and Financial Director

The TWB Business Operations and Financial Director will be responsible  for selecting and generating appropriate legal and financial agreements for partnerships. 

TWB-Leadership

TWB-Leadership will approve partnerships before the “Letter of Intent” is sent to partners at the end of stage II. 

TWB and Types of Partnerships

Diagram explaining TWB functions and the type of partnerships each function should manage. 
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Terms defined: 

Partnership: Is a relationship between Teachers Without Borders and another party, (individual, corporation, foundation, business,  non-profit, university, or school) where there is collaborative project with shared resources and risks between both parties. 

Collaborative Colleague: This is a relationship forged between TWB and another party (individual, corporation, foundation, business,  non-profit, university, or school) where the collaborative colleague is participating or directly supporting TWB’s programs, but there is not a project with a shared risk or resource. 

Structure of Organization: The structure of the organization is a way to describe the kind of organization. This information is captured inside the “Organization” profile page in the CRM.  Some examples of “Structure of an Organization” are corporation, small business, school, etc.) This is a multiple select list, which allows an organization to be noted as having overlapping structures.  

Type of Partnership: Identified the focus of the partnership forged with a partner.  Some examples of “types” of partnerships are: membership/outreach, training partnerships, research partnership, etc. 

 Stages Defined

The partnership process has eight distinct stages.  This section is an overview of the key characteristics of the stages for the partnership process.  For detailed information on where to input data, go to the step-by-step process of the partnership. 

Stage I  - Collect Basic Information

Collect basic information on a potential partnership.  Collect contact information and basic information about the mission of the organization. 

The Partnership Director will vet incoming partnership leads that come to the organization and connect these viable partnership leads to the correct staff member.  

Stage II – Determine Viability of the Partnership and Solidify Roles and Responsibilities  

This stage is characterized as going deeper to understand the why of working with a specific partner.  

If it is decided to move forward with the partnership, TWB-Leadership  will approve the partnership and a Letter of Intent will be sent to the potential partner.  

Stage III – Project Planning

If the “Letter of Intent” is signed by both parties TWB and the partner will move into a project planning stage. 

The project owner will meet with the partnership team and begin completing the “Project Planning Agreement.”

Stage IV – Define and Finalize the Protocols

The project owner will create a virtual space for work to be done for this partnership, and complete the “Project Planning Agreement.”

Stage V – Finalize the Project Planning Agreement

The project owner will finalize the “Project Planning Agreement” and send this for the partner to review and sign.  

Stage VI – Define and Finalize the Evaluation 

Based on the “Project Planning Agreement” complete and finalize the evaluation component of the partnership.  

Stage VII – Finalize the Partnership

Business Operations and Financial Director determines the correct legal and financial agreement to be used for this partnership.   Legal agreement is sent to the partner to sign, along with the finalized “Project Planning Agreement.”

Stage VIII – Manage the Partnership

Management of the partnership will go on in the projects tool, and will also require periodic communication with the partner, as well as collection of data for evaluation and a final evaluation at the end of the partnership.  

Tools Defined

The tools that TWB uses to track and monitor the partnership process are Zoho CRM and Zoho Projects.  

Zoho CRM is a space to track both potential partnerships, partnerships actively moving through the lifecycle and partnerships that were lost or were not pursued by Teachers Without Borders.  This space will allow TWB to monitor rising partnerships and gain an overall prospective on potential partnerships.  

Zoho Projects is the space to manage the projects of active partnerships.  This is a virtual space for measuring the goals of the partnerships and monitoring the activities that are a part of a partnership.  This is where TWB is able to upload documents that relate to the evaluation of a partnership.  

Zoho Projects is also the space where TWB staff members can access resources and templates for use throughout the partnership process.  

Step-by-Step to the Partnership Process

Stage I – Collect Basic Information 

· Input information on the potential partnership (company, business, school, etc.) by creating a new organization in the “Organization” tab in Zoho CRM. 

· Create a contact page for any pertinent contacts within the organization. Associate these contacts with the correct organization by looking up the organization in the “organization” field. 

· Based on the data collected, connect or re-connect with the potential partner about the possibility of partnering.  If partnership does not fall under the original project owners domain, change the owner to the correct person on TWB’s staff. 

· Template letters for outreach can be located in the “General Partnership Template” in Zoho Projects.  

· Template letters for declining to partner with an organization can be found in the “General Partnership Template in Zoho Projects. 

· To find the documents “General Partnership Template” select “Templates” on the bottom right panel of the Zoho Projects homepage. 

· Go to the “Documents” tab in the “General Partnership Template”

· Select and download the template letter which applies.  

Stage II – Determine Viability of Partnership and Solidify Roles and Responsibilities 

· Once a partner is actively communicating with TWB about the possibility of partnering with TWB create a new partnership in the “Partnerships” tab in Zoho CRM. 

· Create a name for this partnership that is specific to the type of partnership that is being pursued, (i.e.  EPals: Membership/Outreach)

· In the organization field look-up the correct organization and ensure that the information about the organization links to the partnership.  

· Set the partnership stage to “Stage II”

· Select the type(s) of partnership in the multi-select picklist, (i.e. training and content, or research and content) 

· Select the anticipated “Closing Date,” which is the date estimates that the partnership will be formalized, (this date may periodically need to be adjustment based).  

· Enter in the main contact for this partnership by looking-up the contact in the look-up field.  

· TWB Project Owner will begin engaging with the partner in order to collect the information asked for in the partnership profile.  All the sections of the partnership page will need to be completed.  These sections are as follows: 

· “General Overview”

· “Goals and Objectives”

· “Partnership Assessment”

· “Alternatives”

· “Risks and Opportunities”

· “Stakeholder Analysis”

The partnership page is designed to capture all the information required to consider why TWB is partnering with this organization and to consider risks and opportunities of initiating a partnership and determine what is required to have a successful partnership.  Completing this step will allow all this information to be captured, centralized, and possible to evaluate by the organization.   

·  If the decision at any point during the partnership process is made to not move forward with the partnership change the stage to either: 

· “No Partnership” in the case that TWB decides not to move forward with the partnership. 

· “Lost Partnership” in the case that the partner decides not to move forward with the partnership.  

· “Deferred Partnership” in the case that TWB or the partner believes that a partnership will be viable at a later date. 

· If it is a “Deferred Partnership” estimate the potential “Close Date”

· Create a follow-up event in the Tasks section that is associated with the partner to follow-up with the contact there at a designated date.  

· Once all information is completed and the project owner can move forward with the partnership by drafting a “Letter of Intent.”

· A “Letter of Intent” is a cordial letter that outlines the goals and scope of the partnership.  Templates for the letter can be found in the “General Partnership Resources” Template in Zoho Projects.

· The Project Owner will upload the Letter of Intent to the Partnership page and notify TWB-Leadership to review all the pertinent information. 

· TWB-Leadership will made a decision to send the Letter of Intent, make any modifications, or to not move forward with the partnership.  

· TWB-Leadership will make this decision inside the Partnership Page of Zoho, by selecting “Approval to Send Letter of Intent.”

· Once TWB-Leadership grants approval for the “Letter of Intent” to be sent, the Project Owner will sign the letter and send it to the primary partner contact for review and his/her signature.  

· Once the “Letter of Intent” is signed by the partner and TWB Stage II closes. 

Stage III – Project Planning

· The Project Owner creates a new Project in Zoho Projects titled “Partnership: (name of partnership)”

· Change the Stage in Zoho CRM to Stage III, and link Zoho Projects to the url field in the “Project Url” field of Zoho CRM. 

· Notify the TWB team members that will be active in this partnership, and set-up a meeting. 

· Use project planning check-list to prepare for the meeting, this resource can be found in the “General Partnership Resources” Template in Zoho.  

· The Project Owner should download the “Project Planning Agreement” for the meeting and come prepared to begin working on this agreement with the team. 

· Have a TWB team project planning meeting with the resource and “Project Planning Agreement” in hand. 

· The Project Owner will take notes for the meeting and input them into Zoho Projects. 

· Project Owner will begin filling in the Project Planning Agreement during the first meeting.  

· Decision and clarity from the team on where tasks and activities will be stored.  

· After the first meeting, change the stage of the Partnership in Zoho CRM to “Stage IV”

Stage IV – Define and Finalize the Protocols with the team

· The Project Owner will complete the “Project Planning Agreement” and will gain any help from the TWB team that may be required.  

· The completion of the “Project Planning Agreement” requires that milestones, activities and their owners are uploaded into Zoho Projects.  

· The creation of this virtual workspace will be downloaded and input into the “Project Planning Agreement”

· The complete “Project Planning Agreement” will be uploaded into the Zoho Project space for comment from the team and the team will be notified.  

· The Project Owner will change the stage of the partnership to “Stage V”

Stage V – Finalize the Project Planning Agreement with the Partner

· The Project Owner will send the agreement for review to the partners for feedback and any modifications.  

· Based on feedback some changes may be made, and these changes will be captured in the “Project Planning Agreement” and in Zoho Projects.  The team will be notified of these changes.   

· The Project Owner and the primary partner contact will sign the “Project Planning Agreement” after it has been reviewed by both partied. 

Stage VI – Define and Finalize the Evaluation 

· Use the Evaluation templates that are in the “General Partnership Resources” template.  Adapt this template as necessary to track the information identified in the “Project Planning Agreement.”

· The Project Owner will complete the customization of this evaluation.  

· The evaluation tasks will be added to Zoho Projects

· The Final Evaluation Agreement will be uploaded to Zoho Projects. 

Stage VII - Finalize the Partnership

· Attain appropriate legal and financial agreements for the partnership from the Business Operations and Financial Director.  

· Connect all appendices to the Legal and Financial Agreement

· Attain signature on the Financial and Legal Agreement from TWB-Leadership

· Package the documents and send to the partner. 

· Make any changes requested by partner

· Both parties sign the contract, which formalized the partnership. 

Stage VIII – Manage the Partnership

The management of the partnership will take place in Zoho Projects

Regular check-in with partnership relations will be managed by TWB-Partnership Function

When the project closes, be sure to honor the “Project Planning Agreement” in order to have a “collaborative evaluation” of the partnership take place.  

Upload all evaluation and pertinent documents to Zoho Projects. 

When, or if the partnership closes, archive the partnership in Zoho Projects and Close the Partnership in Zoho CRM.   

Quick Guide for Resources and Templates

Templates

All templates can be located in Zoho Project Template “General Partnership Resources”

1. Outreach letter to potential partners


2. Template letter for no to partnership

3. Template “Letter of Intent”

4. Implementation Agreement/Project Planning Templates

5. Evaluation Template

Resources

All resources can be located in Zoho Project Template “General Partnership Resources”

1. Project Planning Checklist

2. Guide for leading effective meetings

Legal and Financial Contracts

All contract templates can be located in TWB_Gen folder, please consult with TWB Business-Function for the selecting or generating an appropriate contract

1. Master Financial Contract

- Financial Contract for less than 1,000 dollars

- Financial Contract for 1,000 – 10,000 dollars

2. Master Legal Contract

TWB Partnership Process Document   
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