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Guide to Starting a Successful Coalition/Network

By definition, a network or coalition is about bringing people together. There are people who want to
help, who have skills, resources, and ability to do so — but they often don’t know where to put their
time and their energy, or they do not know where to being and they need a consistent and
trustworthy point of entry into the work. There are others who need help - organizations who could
put passionate volunteers to work, but they are too busy to track down the individuals with the right
skillsets who will help fill their needs. A network can do that... if done right.

‘Done right’ means that it is done with humility, without trying to gain fame or attention. ‘Done right’
means that it is done with action in mind. And ‘done right’ means that by the end of it, the network
should not even need to be in the picture—the right individual should be connected to the right
organization, and the network need only back out of the picture to let them do good work.

This guide will share information on key things to keep in mind if you choose to start up a
network/coalition in your area and a basic “how-to” drawn from the experience of one network in in
Sacramento, California.

BEFORE YOU BEGIN

Why do you want to start up a network?

Consider your reasons for wanting to start up a coalition or network. Why do you think a coalition or
network would benefit your region? What are your goals in starting up a coalition or network? A
coalition/network in and of itself is not the best way to fight human trafficking; it is only as useful as
the people and organizations that make it up. As you learn about the key ingredients to human
trafficking and the comprehensive plan to prevent human trafficking through intercepting the supply,
confronting the demand, and transforming the facilitators, consider how and why a network might be
beneficial.

Networks and coalitions are beneficial where they help to inspire, train and connect individuals to
other organizations that are working to intercept the supply, confront the demand and transform the
facilitators. Where these other organizations don't yet exist, a network is NOT the first step. Rather,
the first step is to make sure that the other organization already exist and are in need or looking for
extra volunteers and resources.

Do you have a clear vision and values for the network?

Be clear up front on how your network/coalition will define human trafficking, who it is that you are
trying to help, and where faith fits in. Have a clear and compelling vision. If you do not state these



things clearly up front and stand by them, people who join later or who want to give you advice will
want to weigh in. It is important that your vision and your values do not get watered down once you
have set out, and you do not want the work to get bogged down in debate. Remember that the
network is not meant to be a debate society - it should be a place where people can come to be
inspired, trained and equipped, and then connected to other organizations that are doing the work of
human trafficking prevention. People will either be on board with your vision or they will not - and
while you should take input from others, make sure that there is a clear vision of how and why the
network exists.

Do you have a clear mission statement that is about action, not just awareness only?

Networks become ineffective for a couple of different reasons. One is that they focus too much on
growing themselves rather than supporting other organizations that are actually doing the work on
the ground. Another is that they bring members in to raise awareness, but they do not send their
members out to volunteer and utilize their passion to assist the various aspects of the work to end sex
trafficking. The mission of a network should be to gather, to equip, and to send out. One example of a
successful mission statement is as follows:

To mobilize, train, and assimilate passionate people into all spheres of the anti-trafficking
fight, and to identify, share, and celebrate viable resources that meet the specific needs of
exploited youth.

To complement local anti-trafficking efforts by promoting collaboration, advocating
peace, and cultivating passion, as we greatly desire to be a gospel-based community that
partners towards the restoration of our city.

To holistically address all the contributing factors that perpetuate the cycle of sexually
exploited children, teens, and young adults in our community.’

Do you have a clear leader who is being called and able to lead?

Many coalitions get bogged down and become debate societies because there is no one person
leading and directing the organization. This can be difficult because people often do not want to put
themselves out front as a leader and would prefer to lead by committee or by unanimous vote. On
the other hand, the wrong person may elect themselves leader and not have the skills, time, or calling
to do so. This will waylay a network or coalition and it is important to know who the leader is.

If you are considering becoming the leader, take time to answer the following questions:

- Is God calling me to be the leader?

- Dol have the desire to lead a coalition of people?

- Dol have the time and energy to lead?

- Dol have the gifts and skillsets necessary? (Administrative, networking, public speaking,
moderating, etc.)

- Do people recognize and affirm your calling to lead?
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- Am I selfish or prideful or think too highly of myself?
- Dol want fame or recognition?

Remember, God calls unqualified people to be leaders, so of all of the questions above, the first is the
most important. Joshua had to constantly be reminded to be “strong and courageous;” Moses
begged to bring Aaron along with him. Peter was a constant screw-up—he was impulsive and even
denied Jesus three times, and yet God chose him to establish His church. Listen to God'’s call on your
life.

Have you talked with existing organizations and agencies that already work to fight human
trafficking and ask how a network might be a resource to them?

It should not be the other way around. Some coalitions see themselves as watchdogs that must
ensure that all of the organizations in their network are complying by a certain set of principles or
rules. They try to ensure that everyone is working together, collaborating, etc. While these are good
goals, it isn’t always the case that it is beneficial to all organizations working to fight trafficking to be in
partnership with each other. These organizations know what they need, and it may not be more
volunteers. It may be to simply keep doing what they are doing.

Your goal should be to equip, empower and to make the work of other organizations easier, not more
complicated. Most people who work serving at-risk youth are busy - there is always more work to be
done. This means they don’t want to spend time sitting through long meetings being trained by
people who haven’t been working in the trenches. Recognize that more often than not, they are
experts already in their field. Unless you already have had deep experience working with at-risk youth,
counseling traumatized girls, volunteering with gangs or in juvenile detention facilities, etc., you
should assume that organizations doing this work full-time know what it is that they need. Be humble
- ask if it would be useful to them if you were to refer prospective volunteers to them or if they would
like to use your network as a resource to fill needs. Ask them if they might be willing to participate in
training up new volunteers on a one-time basis and if it would be useful to them to know more about
what other organizations in your city or region are doing.

As you talk to organizations, make sure to keep track of what people tell you. Don’t waste their time
by setting up meeting after meeting after meeting. Instead, work to build up a good relationship with
them from the beginning so that they will trust you and want to work with you in the future.
Remember that showing up to a meeting or event doesn’t mean that collaboration is happening. True
collaboration happens every day in between with the work of actually helping victims, connecting
each other to resources, and providing references for trustworthy and reliable people to call when a
need arises.

STARTING A NETWORK
The Basic How-To:

1. Talk to organizations about the types of resources/volunteers they would find useful
and build up a database of “needs.”

This database will be used for matching “needs” to the resources you have that are available. The
following is a list of resources that organizations often request:



e Basic needs such as food, clothing, hygiene items, school supplies
e Communication — mailing address, Internet access, phone usage
e Counseling

e Dental

e Education

e Employment

e Identification - ID cards, driver’s licenses, passports

e Immigration services

e Legal representation

e Medical and prenatal

e Optometry and ophthalmology

e Orthodontia

e Shelter and housing

e Tattoo and scarring removal

e Therapy

e Transportation — bus passes, light rail tickets, emergency transport

2. Take stock of the resources you have available to you through the group and build up a
database of those resources.

This step assumes that you are going through this training with a group. If that isn't the case, as you
meet people who want to be involved with the network or coalition, begin to identify what skills they
have and resources they have available. Use the above categories to figure out what types of
resources/skills would be useful to organizations. This can be done using a web-based survey for
people who contact you via the web.

There are a variety of data management software programs available; some of them are even free. Do
your research. Programs that we are aware of include: Excel, MailChimp, Vertical Response, Salesforce,
and other church-based volunteer management systems.

3. Refer available resources to fill those needs.

Essentially, put the resources you have gathered to work for the organizations and individuals who
need them. This can be as simple as sending out a mass email to a listserv when an organization tells
you about a need that must be filled. It is also about matching - look at your database of needs and
compare it to your database of resources. Email the correct individuals to see if they would be willing
to fill given needs.

Don’t try to go out on your own and do this work yourself — leave it to the professionals. That is to say,
don't go trying to find your own clients (whether at-risk youth, gang members, etc.), just work with the
organizations that are already working with these individuals. Often times there are needs that arise
that an organization can’tfill for one reason or another. For example, a youth shelter might find a
young woman who needs to get away from her pimp - she has a safe place to stay in another part of
the state, but they don’t have funding or resources to get her there. Someone in the network,
however might be able to pay for a bus ticket. A network of passionate people is a great resource for



simple needs because those simple needs are significant barriers for exploited and at-risk youth to
getting the assistance they need.

Most vetting of potential volunteers can be done by the organizations themselves and other types of
needs, such as the provision of a bus ticket or other funding, does not require vetting. However, every
individual, whether professional or not, receiving confidential information must be screened. This
does not need to be an extensive paperwork process, but at a minimum, they should be grilled
(kindly) in person or over the phone. All professionals must have businesses that have safe practices.
Particularly in circumstances where an organization will not be vetting a potential volunteer, vet them
before setting them up to fill a particular need. Remember that this work is not about simply filling
needs but about caring for people and youth who are vulnerable.

4, Grow only as large as necessary to fill the needs.

This isn't about the network and the fame that the network will achieve. Don’t worry about your
numbers. With The Grace Network, many people come only to 3-4 monthly meetings annually and
then stop coming. The reason for this is that they come to learn about anti-human trafficking work
that is going on in the region and to meet representatives from the different organizations. Aftera
couple of meetings, many of these interested individuals start to get involved with one of the other
organizations, and it isn’t so necessary that they continue to attend network meetings.

If meeting monthly is too much in the beginning or some of the momentum fades over time, that's
alright. The vision remains the same, but the format for connecting changes. Switch to a quarterly or
bi-monthly format. Quarterly or bi-monthly meetings will allow you to have more time for planning
and may create for larger gatherings than normal. Experiment from year to year. Send a survey out to
your colleagues and get feedback.

Networks are only as effective as the quality of its members. If you grow large simply by attracting a
lot of different organizations and people who aren’t necessarily passionate or committed to this work,
the effectiveness of your network will not increase as your numbers increase; rather you risk losing
both credibility and effectiveness if you focus on size rather than depth. Itis possible to have both size
and depth, but the most important thing is to maintain the health and balance of the network or
coalition.

Don't worry about organizations that aren’t interested in joining. If they don't see your network as a
viable resource, then that is okay. Don't take it personally - each organization will have their own
reasons for choosing whether or not to get involved. Your job is not to force people to be
collaborative but merely to be as good of a resource to interested parties as possible. If somebody
does not want to collaborate, then that is their loss. It is not your job to play watchdog or to add to
the work of busy individuals, even if it seems to you that they could benefit by being involved.

5. Become only as “official” as necessary to fill the need.

As networks or coalitions become more established, a common question is whether or not they ought
to obtain 501(c)(3) or official non-profit status. The answer is that it depends. A couple of the key
reasons for doing so would be to have the ability to raise funds for the network and to appear more
“legitimate” to other organizations and individuals. While these both seem like good reasons, check
your motivations for why you want to raise funds or increase your legitimacy.



- Do you want to raise funds to increase the size/stature of the network? OR do you want to
raise funds to further the mission of the network and ultimately to further the fight against
trafficking?

- How would raising funds allow you to do that?

- What would be the purpose of gaining legitimacy/status as a network? Would it further your
work with other organizations?

A network or organization does not need to have non-profit status to be an effective tool in the fight
against human trafficking. We often misplace our trust in titles and status rather than in proven
records and character. If you, as a network, are accomplishing your mission without non-profit status,
then seriously consider your motivations for getting it. While it may allow you to grow and expand, if
you pursue greater funding and greater legitimacy, it could be a distraction from your initial mission
and the organizations you are trying to serve may view you as competition for funding rather than as a
fellow laborer. A good rule of thumb is to maintain the network for at least 1 to 2 years before
potentially launching into non-profit status and assess then what your motivations might be and how
that would benefit the fight against sex trafficking.

6. Meet only as often as necessary and make meetings relevant and action-oriented.

Many networks die from “death by meetings,” meaning people grow tired of non-essential, non-
relevant meetings. Most essential people who would need to be at meetings are probably already
overworked, exhausted, and have a full schedule. The Grace Network in Sacramento plans its
meetings intentionally. Here are a couple of key things to keep in mind given their experience:

1. They only meet one time per month on the first Wednesday evening of the month, eight
months of the year. In 2014, The Grace Network is switching to quarterly meetings.

2. Ateach meeting, they feature a keynote speaker from a local organization who works on some
level to prevent or fight human trafficking. These speakers talk about their work and provide
practical guidance and lessons that would be useful to practitioners and lay people.

3. Each meeting includes a time for networking before and after that allows people to meet
individuals from other organizations.

4. The meeting locations rotate between downtown Sacramento and the suburbs to attract both
would-be volunteers (often from the suburbs) and service providers (mostly in downtown).

5. Representatives from other organizations who attend the monthly meetings are always
introduced so that prospective volunteers can meet with them and follow up in person.

6. Attendance is not mandatory — most people attend for about 2-3 months in a row or pick and
choose when they would like to come, given the topic of the month and whether it is practical
for them to attend.

All of their meetings are intentional and action-oriented. They are designed to help people learn as
well as to help them get plugged in to what is going on locally and regionally.

7. Establish clear and consistent communication with the members of your network or
coalition.

As with any group or organization, you should conduct yourself professionally. This means keeping
active and consistent lines of communication with the members of your network or coalition. Do not
spam them with hundreds of emails, but make sure that members are always well-informed about



meetings, needs to be filled that arise through the network, and needs that have been filled by
network members. People want to know both the practical and the inspirational - they want to be
connected. Decide what your communication will be and be consistent. Utilize social media such as
Facebook and Twitter, free email servers such as MailChimp and Vertical Response, and send out
newsletter, updates and videos to keep people informed about what is going on.

8. Last but not least, never be ashamed of your faith.

If your network is a faith-based, Christian network, cover all of your meetings, all of your volunteers,
and all of your work in prayer. Even if non-Christian members begin to join, don’t be afraid to pray.
Do this respectfully - do not ostracize secular members and assure them that you want to partner
with them and do good work together. Something simple can go a long way. Honor those who are
not of the faith-based community, but do not water down your faith. We believe that Christ, through
his Church, is the answer to sex trafficking. Unless God is moving, unless God is the one intercepting
the supply, confronting the demand and transforming the hearts of those facilitating the sex trade, all
of our work is in vain. Cover your work in prayer and ask that God be the one doing the work through
you.



