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 Assumptions 
 Common Terminology 
 Structure Options & 

Recommendations 
 

◦ Governance Model 
◦ Organization Home, Bylaws, 

and Status 

 
◦ Governance Model, Revisited 
◦ Mapping the Coalition-

Building Process 

Where We Should Go 

How We Will Get There 

 Coalition Building: Key 
Takeaways from NCAN 
Training 
 
◦ Coalition Development 

Over Time 
◦ Stakeholder Mapping 
◦ Coalition Building 

Assessment Tool 
 Recommended Next 

Steps 
 
 

 

Begin with the End In Mind 



Based on Past Discussion 



 Network Will: 
◦ Facilitate Cross-Sector Communication (Networking, Awareness, 

Best Practices Sharing) 
◦ Create Public Communication Messages (Reports, Outreach, 

Awareness – Possible Advocacy) 
◦ Facilitate Professional Development (Provide and/or Sponsor) 
◦ Fundraise for the Collective Benefit of Members 

 Network will NOT provide direct services to students 
 Leadership will consist of a smaller, elected (?) sub-group 

of members 
 Membership will ultimately become very broad, across 

sectors and across regions, and include college access 
professionals and practitioners at all levels of 
organizations 



Speaking the Same Language 



 Network - an interconnected system of Alaskan 
organizations and individuals formally joining together to 
cooperate, coordinate, and/or collaborate to increase 
postsecondary access and success for students. 
◦ Planning Team – the steering committee currently formed and 

tasked with building a more formal network structure 
◦ Leadership – formal network members coming together to take 

action and make decisions about the network’s strategic direction 
and initiatives.  May be structured as a board. 

◦ Membership –organizations, content experts, and individuals 
service providers forming the larger body of invested participants. 
May be elected to leadership roles or serve on committees.  
 
 



 Incubation Home – ACPE: the organization providing initial staff, funding 
(through the federal College Access Challenge Grant) and facilitation 
during the period of network formation 

 

 Backbone Organization – The formal organization whose mission is/will 
be to: 
◦ support and maintain the network, 
◦ offer network members regular and consistent services (i.e. best practices sharing, 

professional development),   
◦ serve as the foundation to facilitate network members’ collective work on specific 

strategic initiatives.  
 May be staffed by volunteers (in formal roles) from among the network 

membership, or ideally (as funding permits), with dedicated staff 
separate from participating organizations. 
 

 Committee – a working team (time-limited or semi-permanent) bringing 
together members and content experts to address and coordinate 
activity around a strategy 





 Mission Statement – describes the network’s current vision and 
purpose  

 Goal Statement – the specific end result the network wants to 
accomplish in Alaska (65% by 2025) 

 Strategy – the intentional methods employed by network staff 
and membership to achieve the goal statement.  Strategic 
structure is comprised of: 
◦ Core Strategies (the “what”)  - the regular consistent, semi-permanent 

services the network provides; such as best practice sharing, professional 
development, public messaging, facilitation of committees to address 
tactical initiatives 

◦ Tactical Initiatives (the “how”) – more specific, time-limited strategies to 
improve college access facilitated through ad hoc committees: such as 
“increasing counselors’ awareness of financial aid options” or “improving 
remediation rates”   



 Postsecondary Credential – education 
attained after a student has graduated from 
high school that results in an official 
certificate, degree or endorsement, including 
but not limited to: 
◦ Completion of a registered apprenticeship program 
◦ Occupational Endorsement Certificate 
◦ Career or Technical Education Certificate 
◦ Associates, Bachelors, or Masters Degree 
◦ Doctoral, Professional or Advanced Degree 





Where We Should Go 



 
 
 
 
 
 
 

Type  Description  
Operational Model 
 

The board manages, governs and performs the 
work of the organization.  

Collective Model 
 

The board and staff jointly make decisions 
about organization governance and the work. 
Board members may perform service 
operations and/or management functions.  

Management Model 
 

The board manages operations through 
functional committees that may or may not 
have a staff coordinator.  

Traditional Model The board governs and oversees operations 
through committees established along 
functional lines (finance, human resources, 
programs) but delegates management 
functions to the executive director.  



Type  Description  
Policy Governance Model The board governs through policies that 

establish organizational aims (ends), 
governance approaches, and management 
limitations. The executive director determines 
the means that will be used to achieve 
organizational aims.  

Advisory Board Model A board selected and dominated by the 
executive director. Board members provide 
advice and may rubber-stamp the executive 
director's recommendations.  

Constituent 
Representational Model 

Constituency-elected boards have the primary 
responsibility of balancing the interests of their 
constituents with the best interests of the 
organization.  



Representational Model  Results-based Model: Coalition 
Board of Directors 
Assembly of delegates  
Voting members  
  
 
The board officers and directors are elected by 
the Assembly who which is in turn are elected by 
voting members in affiliated organizations.   
  
The Board of Directors is advised by each of these 
groups, and by standing and special committees, 
commissions, and task forces appointed by the 
board, to support well-informed and strategic 
decision-making.  
 

Director/Lead 
Board members  
Coalition Members -(Agencies) 
Associate members  
  
A coalition is an alliance of individuals and 
organizations that come together to address a specific 
problem or issue and reach a common goal(s).  
  
For a coalition to be successful, it must be able to 
achieve goals and objectives that its individual 
stakeholder organizations would benefit from but 
would not be able to achieve on their own.  
 

NACAC / ACPA / College Board Medical Coalitions, HUD 

Members (voting)  
Affiliate  (non-voting) 

Core Stakeholders (ACPE, DOE, University of Alaska, 
DOL)  
Secondary Stakeholders (Industry, School Districts)  
Advisory Stakeholders    
  



Representational Model Results-based Model: Coalition 
Annual organizational membership and/or 
individual memberships (i.e., UA pays $350 for 
an organizational membership; Lael Oldmixon 
pays $60 for an individual membership).  

N/A 
 

Community  
Conferences/Professional Development 
Resources 
Legislative/Advocacy  
 

Working together to align objectives and priorities 
toward initiative goals.  

President/Chair  
Vice President / Co-Chair  
Treasurer 
Secretary  

Director/Paid Staff  
Team Leads  

Marketing  
K-12 programs 
Legislative/advocacy  
Workforce 
Membership  
  

Finance  
K-12 programs  
Workforce  
Legislative Action 
Marketing 



Where We Should Go 



 
 
 
 
 
 
 

ACPE: perm. home Find alt. backbone 
org 

Create new backbone 
org 

Plus Existing infrastructure/ 
administrative support 
 

Existing (temporary) funding 
and staffing through CACG 
 

Possible: Limited activity 
could continue post-grant  

Possible: existing 
infrastructure/ 
administrative support 

Full independence to support 
common mission 
 

Possible: Board leadership with 
fiduciary responsibilities 
 

Possible: Broad fundraising 
opportunities  
 

Possible: Ability to take 
independent policy positions 

Minus Would be subject to ACPE 
mission & statutory authority 
 

Limited ability to 
lobby/advocate for policy 
 

Limitations on fundraising 
 

Limited staffing flexibility 

Would be subject to 
organization’s mission 
 

Challenge – who? 
 UA: Potential conflict of 

interest with other 
institutions? 

 Non-profit: Who has 
scale/reach/interest? 

Upfront work and cost to establish 
separate entity 
 

Requires strong, active, engaged 
leadership board (time 
commitment) 
 

Will require fundraising to 
maintain (at any level) 
 

Possible: additional administrative 
overhead 

Notes: ACPE (and/or other network 
members) could potentially 
continue to support separate 
organization in-kind through 
office space, “volunteer” staffing, 
etc.   



Where We Should Go: 



Recommendations – Long Term 
General Membership 

*Individual and/or Organizational Memberships 
*Broad-based to include postsecondary access and completions practitioners at all levels 

*Benefit from services provided and may pay membership dues 

Committees 
*Standing Committees for each Core Strategy (i.e. Cross-Sector Communication; 

Professional Development; Messaging; Collective Impact Initiatives) 
* Implement the network strategies, supported by network staff as available 

*Committee include at least one Board & Advisory member, and general members 
*Other ad hoc Committees formed as needed to address Tactical Initiatives 

Advisory Assembly 
*Nominated by Board & Elected by Membership 

*One Representative for each Sector: Business; Labor/Union; 
Postsecondary CTE; Postsecondary Collegiate;  Secondary; 

School Counselor Assoc.;  State Govt. – Postsecondary; State 
Govt. – Labor; State Govt. – Education;  Non-Profit; Alaska 

Native; Rural Alaska 

Board 
*6-10 Members 

* Nominated by Assembly &  
outgoing Board 

*Elected by Membership 

Network 
Leadership 
Network Staff:  
Supports Board & 
Committees’ Work  



Where We Should Go 



 
 
 
 
 
 
 

501 (c) 3 501 (c) 4 501 (c) 6 
Purpose Organizations for 

charitable, 
educational, etc. 
purposes 

Civic leagues for the 
promotion of "social 
welfare" 

Business leagues to 
promote  common 
interest and improve 
industry conditions  

Structure 
Requirement 

Strict (corporation, 
community chest, 
fund, foundation, or 
charitable trust) 

Less strict (corporation, 
trust, association, incl. 
unincorporated 
association) 

Less strict (corporation, 
trust, association, incl. 
unincorporated 
association) 

Membership Membership 
associations for 
educational activities; 
dues possible but not 
required 

Membership dues 
possible (common); no 
requirement regarding 
substance 

Membership support ( 
dues and involvement) 
must be at a meaningful 
level 

Political Activity Restricted - Lobbying 
cannot be a 
substantial part of 
activities; no candidate 
campaign activity 

Some political activity 
specific to social welfare 
purpose permitted 

Permitted, including 
lobbying (required to 
disclose to membership 
the % of their annual 
dues that is lobbying) 



 
 
 
 
 
 
 

501 (c) 3 501 (c) 4 501 (c) 6 
Fundraising Donations ARE tax-

deductible 
  
Eligibility to receive 
many grants 

Donations not tax-
deductible 
  
Dues deductible as 
business expense 

Donations not tax-
deductible 
  
Dues deductible as 
business expense 

Income Tax-exempt Tax-exempt Tax-exempt 

Application 
Form 

1023 1024 1024 

 
Other Networks/Similar Organizations: 

 
National College Access Network (NCAN)  – 501 (c) 3 

National Association for College Admission Counseling 
(NACAC) – 501 (c) 3 

Michigan College Access Network – 501 (c) 3 
 



 501 (c) 3 is best option: 
◦ Flexibility in requiring membership dues to be 

substantial part of cost 
◦ Fundraising ability 

 Biggest drawbacks: 
◦ Upfront effort and administrative overhead, can be 

supported through planning team member partners 
(incubation home, etc.) 
◦ Limited political activity, could be addressed 

through later creation of a partner 501 (c) 4  





How We Get There: 



Representational Model  Results-based Model: Coalition 
Board of Directors 
Assembly of delegates  
Voting members  
  
 
The board officers and directors are elected by 
the Assembly who which is in turn are elected by 
voting members in affiliated organizations.   
  
The Board of Directors is advised by each of these 
groups, and by standing and special committees, 
commissions, and task forces appointed by the 
board, to support well-informed and strategic 
decision-making.  
 

Director/Lead 
Board members  
Coalition Members -(Agencies) 
Associate members  
  
A coalition is an alliance of individuals and 
organizations that come together to address a specific 
problem or issue and reach a common goal(s).  
  
For a coalition to be successful, it must be able to 
achieve goals and objectives that its individual 
stakeholder organizations would benefit from but 
would not be able to achieve on their own.  
 

NACAC / ACPA / College Board Medical Coalitions, HUD 

Members (voting)  
Affiliate  (non-voting) 

Core Stakeholders (ACPE, DOE, University of Alaska, 
DOL)  
Secondary Stakeholders (Industry, School Districts)  
Advisory Stakeholders    
  



Representational Model Results-based Model: Coalition 
Annual organizational membership and/or 
individual memberships (i.e., UA pays $350 for 
an organizational membership; Lael Oldmixon 
pays $60 for an individual membership).  

N/A 
 

Community  
Conferences/Professional Development 
Resources 
Legislative/Advocacy  
 

Working together to align objectives and priorities 
toward initiative goals.  

President/Chair  
Vice President / Co-Chair  
Treasurer 
Secretary  

Director/Paid Staff  
Team Leads  

Marketing  
K-12 programs 
Legislative/advocacy  
Workforce 
Membership  
  

Finance  
K-12 programs  
Workforce  
Legislative Action 
Marketing 





How We Get There: 



The expanding circle of stakeholders in the coalition building process 

Begin with the end in mind 





Where are we headed? 
Phillips, D., Juster, J.S., FSG and Collective Impact Forum.  (2014). Committing to Collective Impact: From 

Vision to Implementation. Community Investments. Vol 26. No. 1. Pg 12. 

 



CATEGORIES: 
• Primary means the stakeholder 

should be at the table when plans 
and decisions are being made. 
 

• Secondary means the stakeholder 
doesn’t have to necessarily be at the 
table, but may be engaged at some 
point as part of the process, and 
 

• Supporting means the stakeholder 
should be at least informed or kept 
in the loop concerning the work— 
advocacy, funding, resources, etc. 

 



CATEGORIES: 
• Primary – customized 

definition, 
 
 

• Secondary - 
customized definition, 
and 
 
 

• Supporting – 
customized definition. 

 
 
 
SECTOR 
REPRESENTATION: 
• Education 

• Secondary 
• Postsecondary 
• Regional 

Training Centers 
• Business/Industry 
• Community Agencies/ 

Government Agencies 



The Collaborative Assessment Tool 

Taking a deeper look 



 Created to help coalitions: 
◦ Strengthen collaboration 
◦ Align efforts 
◦ Create action plans 

 Designed to address, and clarify members’ 
understanding, of 6 major attributes to success: 
◦ Leadership and Readiness 
◦ Stakeholder Roles and Relationships 
◦ Collaborative Process 
◦ Coalition Structure 
◦ Design Ingredients 
◦ Strategy and Sustainability 





Recommendations & Decisions 



 Form Sub-Committee to conduct Coalition 
Building Assessment  
 

 Bring in consultant (Foraker or similar) to provide 
external expertise regarding transition from 
incubation home to new organization and 
budgetary impacts 
(Steps 6 & 7 of NCAN Network Formation Steps) 
 

 Clarify core strategies and potential tactical 
initiatives 



 Form Sub-Committee to conduct Coalition 
Building Assessment  
◦ Discussion 
◦ Vote 
◦ Volunteers 
 



 Bring in consultant (Foraker or similar) to 
provide external expertise regarding 
transition from incubation home to new 
organization and budgetary impacts 
(Steps 6 & 7 of NCAN Network Formation 
Steps) 
◦ Discussion 
 Sub-committee, or task to staff?  
◦ Vote 
◦ Volunteers 



 Clarify core strategies and potential tactical 
initiatives 
◦ Discussion 
 Focus point for next team meeting agenda, followed by 

formation of sub-committee to formalize? 
◦ Vote 
◦ Volunteers 
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