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: : -Current issues are complex and funding is difficult

to obtain as adult education providers try to feet the needs of the
community, business, and industry; therefore, collaboration can be
very advantageous, Information, ideas, and resources can be pooled;

and duplication and _harmful competition can be avoided. Four factors
that are important for successful relationships are reciprocity in

giving and receiving resources, system openness, trust and o
commitment; and flexible structure. Administrators who.can identify

bargaining power: in their resources and who can _recognize needed

resources contributed by outsiders, who are willing to serve on
outside committees;, who have skiils in human relations, and who are
attentive to the details of planning and organization contribute to

collaborative relationships. Several authors have suggested the
fbllbwiﬁg,gtrétégiés,féf;&éﬁeioping,p:oductivefcbllabbratiVE

relationships: (1) identify and clearly state specific purposes for

desiring a collaborative relationship; (2) develop objective criteria
for selecting partners; (3) locate possible partners; (4) negotiate
specific written agreements; (5) consider all ideas so that final

decisions will be fully supported; (6) determine. communication

mechanisms and use them frequently; (7) establish monitoring and
evaluation procedures to correct problems; and (8) familiarize the
staff of the participating organizations with_the agreements. Some of

the common types of collaborative arrangements in adult education are
with business and industry; professional groups; and community

economic development programs. (KC)
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COLLABORATION IN ADUI:T EDUCKTION

) Whlt Is Colllboratlon? o
| find a varlety of terms ap-

ninately (e.g.. partn ps, linkages; cosponsor-
ships. |nteragency or interorgamzetlonal cooperation) to many

types of relationships between organizations. To qualify a
collaborative relationship for this Overview, five criteria have
been identified:

Programs or projects are jointly designed and monitored:
Some autonomy is sacrificed by pamcupants

Resources are contributed. -

Organizations are mutuallyrbenetxted e

Administrators are : are suppomve of the
relationship and m

.\I.‘.f‘. 'Y

in final decision-making powers.

Advantages of Coiiaborative Reintlonlhlps

Current issues are complex and funding:is difficuit

education providers try to meéet the _needs of the ¢o

aduit
munity,

business,-and mdustry therefore collaboration can be \iery

resources can-be pooled,
r ) can be avoided. Beder
(19843) st ggests that collaboration can be a major agency- -

expansion-strategy. Partners can provide useful mtormatlon on

needs assessments and program evalu

curriculum-deveiopment, participants;-use of facilities and/or
state-of-the-art equipmient, § ilized staff, and-additicnal

revenue-from increased enrollments or from donations: if thia
resources are used by the gducation agency to provide quallty

educational programs, power and prestige increase, expanding

options for programing and marketing.

_ Features of Productive eollaboratlons
lnstltutlonal Facton
in spite of the numerous beneflts of collaboration, some rela-

tienships have failed to- aocompllsh desired objectives anc have

been terminated, resiilting ir negative relationships among par-

ticipants and frustrations over unproductive investments of time
and resources. Beder (1984b) identifies four dominant themes

that are important for successful relatlonsmps

. Reclproclty-—There rnust be a balance in gnvrngjng 'EFE:,; g
resources and in giving up domain and power. Each partici-

pant must perceive that resources less valied are being

exchanged for resou-ces that are more vaiued.

. Syltem Opennéii—i xternal relatnonstjups should oe actively

sought. and there should be a receptiveness to external
perspectives:

Trust and commltmunt-—Orgamzat;ons cannot relinquish - -

autonomy or perpetuate their collaborative relationship with-

out trust and commitment. The level of triist dnd commitment

can be affected by the history of past collaborative efforts

énd the styles and personalities of the people invoived.

Structure—The compatxblllty of organlzationa[ structures and

cultures is an importaint factor. Fiuid. flexible organizational

structure helps partniars adapt to one another and creates an

Penonal/lnalvldunl Factors
Obvuously. the people pamf‘lpatmg ina collaboratlve elation-

ship will contribute to its success or failure. The summary.of a

study that explored the benetits and problems of collaboration

of 247 erganizations (Hohmann 1985) identifies the individual

behavior of administrators as _having significant consequence.

The following behaviors characterize administrators who are
effective collaborators:

e The abmty 10 recognnze the value and Vbargannnng power of

resources-in hand and to identify outsiders who can con-

tribote needed resources.

The willingness to serve on committees and boards outside
their organizations to deveiop networks that could lead to coi-

laboration opportunities

¢ Skill in human reiations and mediation
L] Attentlveness to the detaiis of pianning and organlzatlon

spanners, individuals designated to represent an

ion.in a collaboration; profourdiy infiience their

n's perception of the reiationship since information

will be evaluated; interpreted; and selectively Comminicated at

the spanner's-discretion. The characteristics of the representa-

tive chosen can be indicative of the interest an organization: has

in the relationship. When there is a strong commitment toward

expans:on h:gh level staff wuth the authorlty to contribute

ing processes it an organl-
q domalnrrathe' than expand it, peopie

are very influential 2
zation desires to protect :

in lower ievei p ns who have little influence and communii-
cate minimally are selected {Hohmann 1985).

Strategles ,
Several aothors (Bovard and Slllmg 1986, Hemmlngs 1984; - -

Hohmann 1985) suggest the following strategies for developing
productwe collaborative relat:onshlps

Develop objective criteria for selectlng partners
Survey the environment to iocate possibie partners
Negotiate written agreements that delineate organizational

responsibilities, program design. fiscal arrangements; and
established.time frames - -

e Allow time dur:ng negotlations to consider ail 'deas and
options, so that final decis ii be more fuily supported

s Determine communication mechanisms and use them
frequently

¢ Establish-monitoring and evaluation procedures and chan-

neis to correct problems . _ .. ...

. ?éﬁiuhériié the staff of the pamcnpatlng organizations with the

Beder (1984b) warns that relylng too heavily on one collabora-
tion can threaten the autonomy of an organization; therefore, it

is advisabie to explore suveral options. Although developing a
program with partners is more time: consuming than working-

alone (Cervero 1984); planning time will diminish as the organi-
zation becomes more experienced.
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The litaratore contains many examples qlrcollabo.atwe arrange-

ments developed by adult education providers. The followirig
are some of the most common types.

Business and industry
To meet their training needs. business and lndustry leaders can

establish their own training centers or Collaborate with existing

aduit education agencies. A major difficuity with such collabora-

tive arrangements has.been the educational institutions' rigid

orientation toward emphasizing broad-based education; which

includes theoretical background, and the orientation of busi-

ness-and industry toward practical, job-retevant knowladge

(Fingeret 1984). Fearing loss of control. educational-agencies

are reluctant to ailow business and industry to assist with

developing and Updatmg the curriculum. In spite-of-these deter-

rents, coilaboration is still a desirable option becaose business
and mdustry cannot ‘underrate the need for educational pro-

effectiveriess factor: Educanonal mstututnons can become more:

flexible with registration procedures and schedaling; customize
and opdate curriculum, and offer on-site instruction. In ex-

change they will receive the dpnonumty to increase enrollments
and therefore revenue, increased visibility and credibility within

the community, and the use of state-of-the-art technology and
equipment while working directly in the business environment.

Professional Groups

Accordmg o Cervero (1984), mterorgamzatlonal collabcrztndn

is extensively practiced by coiitinuing professional education

providers and-colleges and universities. Among the advaiitages

he lists are the fonowmg

. M0re prestige from bemg assoc:ated with a coller,e or
university

Closer links bexween preservrce and continuing >~ucation

Higher quality programs resulting from shared resources
InCreased visibility for partners

G-eater probabiiity that there wiil be a suffu:ient number of

participants
Availability of competent instruction on specnallzed toplcs

Increased referrals to the college or university

From. the vanouscommumty economic and social structires

emerge problems that necessitate programs in aduit educati...

job obsolescence, -unemployment; illiteracy. limited- Engllsh

proficiency; and education and employment for older aduits.

Concerned agencies such as the state department of sducation,

city government; social service agencies, an urban renewal

Committee. or-a state employment commission may form an

mteragency collabaratron council-to-identify resources for the

needed programs, or it may choose to develop its own adLilt -

education centar: Valentine's (1984) case study demonstrates

the necessity of particularly competent leadership for this type

of collaboration: Satistying the diverse interests of program

Sponsors-and program participants requires strong organiza-

tional. management, and interpersonal reiations skills.
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Conclusion

Collabcratwe relationshlps are deslrable because they expand

the capacity of the participants to accomplish objactives that

could not be accomplished as well alone (Hemmings 1984).

Additionally, as egencies work cooperatively, they learn about

each other. understanding “what lies behind an organization’s

point of view, the constraints under which ari organization - -

operates, and tha strengths and weaknesses" (p, 6). Successful

coliaborations are difficalt to achiave because of the need to-

balance autonomy and involvement whiie sustaining the organ-

izing force or goal (Hohmann 1985) Some key factors neces-

sary for a productive reltionship are trust, fiexibility; coopera-

tiveness; compatibility of organizational striictiires, sufticient

planning and organization, competent leadership; and percep-

tion of mutual benefit;

REFERENCES

Beder. | "lnterorgamzatuonal Cooperation: Why and How?"

New Directions for Continuing Education no. 23 (Sep-
tember 1984a): 3-22. (ERIC No. EJ 303 823).

. “Principles for Successful Collaporatlon " New

Directions for Continuing Education no. 23 {September
1984b): 85-90.

Bovard D -and-Silling, M

in Continuing EdUéailo'" In Ohio Continuing Higher Edu-

cation Association Summer Conference Proceedings

(Moont Sterling, Ohio, July 23-25, 1986). (ERIC Document
Reproduction Service No. ED 271 579).

Cervero, R.-M. “Coliaboration in Umversrty Ccmmumg Profe.,-
sional Education.” New Directions for Continuing Educa-

tion no. 23 (September 1984): 23-38. (ERIC No. EJ 303 824)

Fingeret, A. "Who's in Comrol? A Case Study ot Umyer;rty-
Industry Collaboration.” New Directions for Continuing

Education no. 23 (September 1984): 39-63. (ERIC No. EJ
303 825).

Hemmmgs -M.-B. Next Steps in Public-Private Parrnersh/ps

Occasional Paper no. 103. Columbus: The National Center

for Fiesea'rch in Vocationali Educatuon. The Ohio State Uni-

Professmnal Education.” New Directions for Com/numg

Education no. 27 (September 1985): 75-85. (ERIC No: EJ
323 097):

Valehtme T The Consequencns of Mismanaged interagency

Coiiaborations.” New Cirections for Continuing Education
no. 23 (September 1984): 65-83. (ERIC No. EJ 303 826).

This Digest was prepared in 1987-by Rebecca R. Ament ER!C

Clearmghouse an Adult Career and Voca

Research and lmprovement u: S Depanment ot Educatlon

Opinions expressed in this Digest do not necessarily reflect the

position or policies of the U.S. Department of Ediication.

I HE NATIUNAL CENTER

FHR _RESEARCH IN VOCATIONAL EDUCATIHN

The Ohea State-University - 1960 Kenny-Road~ Cohmbus. Oho 4320
Cable CTVOCEDQSU/Columbus, Ohwo

Talex: 8104821894

Fot 1614) 486-3655

Tollfree: {800} 8484815



