Collaborate: starter playbook
Institutional. Organisations working as one, without merging.
A starter playbook, version 0.1. Adapt it to your place and your people, and tell your hub what you change so the next version improves.
Purpose
How independent organisations work as one without merging. Collaborate federates masaajid and charities under an open standard, aligns calendars so events stop clashing, and builds the joint ventures and shared services that no single organisation could afford alone.
What this pillar does
	Action
	What it means

	Federate
	Unite independent masaajid and charities under an open source alliance.

	Amalgamate
	Structure halal mergers, joint ventures and shared operations.

	Co-ordinate
	Align community calendars to avoid event conflict.



What it can look like
1. Halal M&A
1. Business networking
1. Internship placement
1. Venture studios
1. One shared community calendar
1. Shared back office services

How it hands on
Connects every pillar to the others, and gives partner organisations a single place to see who is doing what.
The first 90 days
Work through these in order. Aim to finish them in about 90 days, then run the self-audit.
☐	Connect the key local players and agree one shared calendar.
☐	List what each organisation already runs, and mark the overlaps and the gaps.
☐	Form a small team to build an event series that brings professionals together.
☐	Agree how two organisations could share one back office service.

Watch for
Established masaajid may fear losing control or donors. Position Congregate as a back end utility that keeps every organisation's name and branding.
People and time
1. One focal point, and a co-lead for them. Every lead has a buddy.
1. About two hours a week for each volunteer, so people last.
1. A scholar adviser to approve any teaching content.
1. Two vetted adults at any session with young people.

Audit questions
These nine questions are asked of a whole organisation. As you work on Collaborate, ask each one with this pillar in mind.
	Criterion
	Question
	Evidence to look at

	Cohort transitions
	What happens to a young person at 18?
	Mentor logs and tracking cards from the last 12 months.

	Elder inclusion
	How is the knowledge of your elders captured and used?
	Advisory role descriptions, tarbiyyah session records and oral history projects.

	Connection to functional assets
	Do your programmes draw on endowments, ventures, legal support and partnerships?
	Funding sources, partner agreements and referral routes.

	Educate: shared syllabi and playbooks
	Do you use standard, shared syllabi and playbooks?
	Syllabi, volunteer handbooks and onboarding records.

	Facilitate: shared tools
	Do you use shared tools for volunteers, bookings and templates?
	The tools in use, and who has access to them.

	Integrate: joint initiatives
	How often do youth, professionals and elders work in the same room?
	Event and project records for the last 12 months.

	Shura representation
	Who informs your decisions?
	Minutes, board composition and demographics.

	Financial integrity
	Are your accounts independent and open to the community?
	Accounts and independent examination reports.

	Succession planning
	Does every leadership role have an apprentice?
	A list of roles with named apprentices.



The four levels
	Level
	Operations
	Continuity
	Impact

	1. Siloed
	Reactive, ad hoc programmes, dependent on a single leader, with undocumented procedures.
	Age groups work in isolation, with no formal handoffs.
	Isolated events and little long term retention.

	2. Standardised
	Documented workflows, a recurring annual calendar and basic financial reporting.
	Age specific clubs exist, but there are no structured transitions.
	Consistent output and modest skills development.

	3. Integrated
	Shared playbooks, active cross-pillar collaboration and transparent governance.
	Clear pathways from Elevate (youth) to Consolidate (mentor).
	Measurable civic, economic and spiritual outcomes.

	4. Optimised
	Self-sustaining awqaf funding, automated data and feedback loops, and institutional auditing.
	A continuous lifetime loop, from Activate to Rejuvenate.
	Ecosystem level impact, with learning contributed back to the open source framework.



Our notes
Focal point and co-lead

Partners involved

Date of our first session

What we learned
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