Tools for Alliance Builders


2. ENGAGING PARTNERS

The process for determining alliance partners is shaped by the desired development impact and the universe of stakeholders that influence the outcome of that impact. A result of this analysis is that all stakeholders defined by the development issue become potential partners, and all potential partners should be a part of the discussion for as long as they remain interested in joining the alliance. 

Partners can be as diverse as the alliances themselves, including NGOs, foundations, universities, associations, small and large businesses, multilateral or bilateral donors and government entities. They may be located in the U.S., the host country or a third country. 

NGOs and non-profits represent a familiar community to USAID, while the private sector may be new territory for USAID officers. Early steps for engaging private sector partners might include determining the organizations that make the largest investment in the sector or region, speaking at Chambers of Commerce or industry events, meeting with trade associations, hosting a forum for potential private sector partners, or conferring with Embassy Commercial Attaches or Ministries of Commerce. 

For an introduction to analyzing possibilities for identifying a private sector resource partner, see Thinking Strategically About Alliances: Identifying a Private Sector Resource Partner. 

Targeting Potential Partners

Trade and Member Associations

Associations serve as an industry focal point and often represent key organizations within a particular industry. They may provide one of the best networking opportunities, as they work closely within and across industry stakeholders to advance the common, collective interests of member organizations. Associations can assist with contacting member companies, often produce directories indexing member and industry organizations, and can serve as a conduit for alliance ideas with member contacts. Often, they are excellent candidates for alliances themselves.

Associations may be most simply located through an Internet search. For example, the search string: “Association, Fruit Producers, Latin America,” pulls several listings as well as news articles that cross reference U.S.-based associations, such as the National Fruit Producers’ Association. U.S.-based associations are likely resources for identifying international groups, as they commonly interface on international issues such as commerce and trade. 

Also helpful may be the membership link on the web site of an association or industry group. Such sites often provide member listings that link directly to the member company. For example, the International Chamber of Commerce offers a hyperlinked list of member international businesses.

Engaging for-profit companies
Where the regional or local branches of multinational corporations exercise a degree of autonomy over corporate social responsibility (CSR) and investment funds, it is appropriate for bureau and mission-level personnel to interact with these offices as part of the process of engaging partners. However, field personnel may manage and implement programs while key decisions require headquarters’ approval. In these cases, the GDA Secretariat can assist in contacting headquarters offices. 

Field officers should also be aware of coordinating communication with private sector players, particularly those with highly visible corporate social responsibility programs, such as Microsoft, HP or Coca-Cola. If negotiations with a well-known firm mature, the Secretariat may be able to report whether an alliance with the organization exists, reference other USAID staff that have worked with the organization and can provide background, or advance contact with the organization directly. 

At the mission level, engaging the host country private sector can be the most difficult aspect of alliance building, but also most rewarding in terms of activity sustainability and impact. In many areas where USAID works, the private sector is the subject of USAID assistance and it may seem contradictory to look there for resources. However, engaging and negotiating with host country partners can facilitate new business linkages and identify new opportunities for small and medium enterprise (SME) development. 

One method currently used by missions is to conduct a public-private business forum. The Zambia mission used the occasion of a new country strategic plan to kick-start the alliance building process, while in Armenia the event was situated in the context of their Annual Program Statement calling for proposed alliances. In Macedonia, a public-private business forum focused on issues related to competitiveness and European Union accession, which include provisions favoring business involvement in corporate social responsibility. 

While it is too early to report fully formed alliances from this form of outreach, initial success in sparking interest and discussion among host country public and private sector entities suggests it can be an effective tool in cultivating local private sector partners. 

Whether at the mission level or in Washington, when engaging partners new to USAID, it is helpful to provide briefing materials on the country development programs and on various aspects of USAID operations to expedite learning, promote understanding and trust, and encourage transparency.  A short document summarizing key points of interest to corporate executives about the Agency has been prepared for this purpose. See the Introduction to USAID for the Private Sector.

Engaging Resource Partners and Limits on Fundraising

When seeking partners who are likely to bring additional resources into a prospective USAID alliance, USAID officers need to be aware of legal considerations that may apply.  See GC’s Guidance Memorandum on Solicitations.

Using Solicitations to Identify Potential Partners

Increasingly, USAID operating units have used formal solicitations to elicit interest in participating with USAID in an alliance.  These can take a variety of approaches.
One approach, developed and used by the GDA Secretariat, is to issue a request for applications (RFA) or annual program statement (APS) to solicit proposals exclusively for public-private alliances. Under this approach, the minimum acceptable leveraging requirements are clearly defined (originally 1:1 though requirements can and have been set higher in many cases), but respondents are allowed considerable discretion in the technical proposal.  Indeed, following the model of the GDA FY 2003 APS, respondents were invited to submit proposals across a broad range of USAID’s development sectors. Other such solicitations have limited the respondents to proposals designed to contribute to a stated strategic objective.
Field missions have also used this approach.  Two recent examples are:

· USAID/Armenia Public Private Alliances (Closing date:  31 December 2004, APS GDA-111-04-004)
· USAID/Philippines’ Public-Private Alliances in USAID Education Strategic Objective:  Increased Access to Quality Education and Livelihood Skills in Selected Areas (Closing date:  30 March 2004, 492-GDA-04-001).
Another approach is to issue a solicitation that is not limited to alliances but clearly states that the alliance model is to be considered and will be given preference in the evaluation of proposals.  Some examples include:

· PEPFAR: APS To Provide Support to Orphans and Vulnerable Children Affected With HIV (Closing date: 5 Jan or 31 Dec 2004, APS-M-OP-04-189)
· Ukraine, Belarus and Moldova: Mitigating the Impact of Those Affected by HIV/AIDS (Closing date: 30 Oct 2004, APS 121-04-002)
· Nigeria:  Enabling Environment (Closing date: 27 Feb 2004, RFA 620-04-003)
· USAID Washington: Implementation and Extension of Wheelchair Services For Civilian Victims of War and Other People With Disabilities (Closing date: 31 January 2005; M-OP-DCHA-DOFDA-03-1344)
· Angola Mission: Enhanced Household Food Security in Targeted Communities (Open until 30 Sep 2005; APS-690-04-0014).

In the above cases, bonus points may be awarded for those proposals that bring in leveraged resources from a private sector partner. For a fuller treatment of this topic, please see GDA Language in Solicitations and Sample Solicitation Alliance Language: Mali.  

Early involvement of a contracting officer is encouraged when considering this approach to engaging alliance partners.

Finding a good fit 
Because differences exist between public and private institutions - in organizational culture, focus, and practice – these differences can be expected to manifest themselves in public-private alliances. If an alliance draws upon these differences as a form of comparative advantage that is multiplied by joint planning and action, then it can be successful. If, however, the differences lead to repeated disjuncts that impede implementation of the activity and possibly lead to embarrassment and criticism by both parties, it may become evident that, in a particular situation, the public and private sector spheres of activity should remain separate. Alliances are not always appropriate or even feasible for any given development problem.

When evaluating further differences between public and private organizations, consider the following:

· Accountability

A business is answerable to shareholders for financial gains or losses. If its programs do not produce time-certain results or products are late, organizational and personal financial resources are at stake. For partners, this may result in increased pressures for results, which may influence the style of correspondence, meetings, decision-making, timing, program management or results reporting. 

· Decision-Making

A company’s portfolio of activities should, by accountability to shareholders, advance the company’s commercial interests — market share, supply chain, regulatory policy, workforce development, research and development, as well as reputation and social responsibility.

· Culture

Without the same parameters of government protocol, businesses may perceive bureaucracy or procedural rigidity as obstacles in working with a government agency such as USAID. 

It is not only the differences between the two sectors that must be made to work for an alliance; a significant degree of congruence in goals, mission, and strategy must also exist for collaboration to work. Field officers should understand where USAID fits into a company’s strategic interests. A firm can propose collaboration in order to further its core business interests in order to generate increased profits, or as a reputational gain through its CSR regime. Field officers must be cognizant of the business perspective and stake in the activity.  

James Austin of Harvard Business School suggests developing a partnership purpose and fit statement as a joint planning exercise
. Questions that might generate a purpose and fit statement include: 

· What are you trying to accomplish through the collaboration?

· Where does your mission overlap with the potential partner’s mission?

· Do you and your potential partner share an interest in a common group of people?

· Do your needs match up with your partner’s capabilities, and vice versa?

· Would the collaboration contribute significantly to your overall strategy?

· Are your values compatible with your prospective partner’s?

It is important to note the overlap between the above questions and the questions that should be asked when identifying and assessing a potential partner. Further, it is necessary to review the due diligence process that follows as the relationship matures.

Checking each other out 

Due diligence is a risk-mitigation exercise to reduce opportunity for poor business practice to reflect upon an organization’s partners. As discussions with potential partners mature, alliance builders should assess an organization’s past performance, reputation, commitment to relevant standards and protocols, and future plans. 

In addition to focusing upon business performance in its core service, due diligence also investigates a business partner’s commitment to the triple bottom line of profit, environmental accountability, and social responsibility. Demonstrated commitment to the triple bottom line, as well as to various human rights standards and protocols, signals a readiness and ability to work with public sector partners such as USAID. 

When conducting a due diligence investigation, remember that it is not feasible to be exhaustive. For small alliances particularly, too much due diligence can kill the transaction. Due diligence should begin as soon as negotiations with partners progress beyond the ‘getting to know you’ stage, and continue on an ongoing basis for as long as the relationship exists. For example, USAID/Madagascar found that it needed to assess the ethical and due diligence of partnering with a mining firm largely owned by a multinational mining company.  In this case, the mission found that they needed to undertake an extensive and comprehensive due diligence investigation for the partnering process. See the Due Diligence Guide and FAQs: Mitigating Reputation Risk.  

To initiate the due diligence process, USAID staff can begin their search in-house. The GDA Secretariat subscribes to a database service through Calvert Social Research (www.calvertsocialresearch.com) that tracks the social responsibility records of thousands of organizations. Contact the GDA Secretariat at 202-712-4418 for assistance. In addition to the Due Diligence Guide, the GDA FAQ’s (see Tools for next section) contains content on mitigating reputation risk.  

The World Bank’s Business Partnerships and Outreach Group has developed ethics criteria for businesses through the United Nations Global Compact’s Nine Principles http://www.un.org.tr/undp/docs/gc/9principles.htm. 

To see if the firm endorses the Global Sullivan Principles of corporate social responsibility, see http://globalsullivanprinciples.org/. 

The U.S. State Department has developed Voluntary Principles on Security and Human Rights for extractive companies in the developing world. Business for Social Responsibility (BSR) maintains a secretariat to manage the process of integrating and implementing the principles into corporate governance and behavior. 

Getting help 

The GDA Secretariat serves as the Agency’s technical office for public-private alliances by coordinating outreach to partners and providing technical assistance to operating units. Strategic alliances can be worldwide and involve dozens of strategic partners. They can also be highly focused and involve only a single country, activity or pair of parties to the alliance. Accordingly, different types of technical assistance may be needed at different Agency levels
. 

Through its concentration of work on alliances and CSR, the Secretariat has met and networked with hundreds of organizations, from private sector companies to foundations. The Secretariat may be a direct help in finding or contacting a potential partner.

As mentioned above, the Secretariat subscribes to a commercial database that can search a company based on its social contributions, legal filings and public records, ethics standing and performance. Once a partner is identified and alliance talks are underway, the GDA Secretariat strongly recommends that a search be conducted from this database as part of the due diligence work that should accompany alliance building. 

While the Secretariat plays a central coordinating, outreach, and support role, bureau and mission officers can look to the Secretariat for assistance in their own alliance building efforts. Please contact the GDA Secretariat with ongoing questions as well as inquiries regarding available technical assistance and requests for searches of the due diligence database. 

See the Alliance Resource List for a list of resources on non-USAID experience with and approaches to public-private alliances and corporate social responsibility. 

Tools 
(Underline indicates a hyperlink)
· Thinking Strategically about Alliances: Identifying a Private Sector Resource Partner

· 

 HYPERLINK "http://www.usaid.gov/our_work/global_partnerships/gda/tab/September102004ToolkitAppendixVI.doc" 

Introduction to USAID for the Private Sector

· 
Guidance Memorandum on Solicitations 

· GDA 2003 APS

· 

 HYPERLINK "http://www.usaid.gov/our_work/global_partnerships/gda/tab/September102004ToolkitAppendixVIV.doc" 

GDA Language in Solicitations

· 

 HYPERLINK "http://www.usaid.gov/our_work/global_partnerships/gda/tab/September102004ToolkitAppendixX.doc" 

Sample Solicitation Alliance Language: Mali

· 
Due Diligence Guide 

· FAQs: Mitigating Reputation Risk

· 

 HYPERLINK "http://www.usaid.gov/our_work/global_partnerships/gda/tab/September102004ToolkitAppendixXII.doc" 

Alliance Resource List



� The Collaboration Challenge: How Nonprofits and Businesses Succeed Through Strategic Alliances. Austin, James. Jossey-Bass Publishers, San Francisco, CA.


� In FY04, the Secretariat is deploying regional alliance builders in WARP, REDSO, RCSA, and the Caribbean to serve as GDA ‘champions’ and provide ongoing technical assistance and coordination support for alliance activities. 
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