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Many problems face us: hunger, homelessness, pollution, budget
deficits, urban decay, arts under attack, medical costs and coverage.

Violence plagues the country, and prisons have not lowered crime rates.
Businesses need to be more competitive while unions struggle with their role.
Entry level jobs require critical thinking skills, yet schools are faced with
mounting social problems that hinder education. Government demands
compliance to a host of separate rules, and foundations fund mostly indi-

vidual programs for one or two years, leaving them to scramble for additional
funds.

All of these problems are interrelated. Thus, we need to address the common
sources of the problems rather than waiting to fix separate symptoms. We
need to think of long-term changes as well as short-term actions. No one
person or group alone can confront our problems for long.

Individually, good reople and organizations are agreeing to do something
about these problems. But we live in a highly interrelated global society, and
actions within 2 single sector of society affect many other sectors in many
other places. And each of these places has its own stakeholders.

Bringing together diverse stakeholders, melding their resources, and stretch-
ing their minds to embrace new ideas and a new language is essential to
resolving our problems. Is there some way people can work together to
resolve these problems over time? Yes. Collaboration provides an opportu-
nity and a challenge to bring people together in ways that are more than the
sum of individuals. And we can apply many of the key elements of effective
collaboration to any joint effort.

Collaboration is a process that gets people to work together in new ways. The
process does not end but spawns new collaborative ventures. Collaboration
becomes a continuing phenomenon with a wide range of results that em-
power people and systems to change.

Let's take a closer look at what collaboration is—and is not—and find out how
to create, sustain, and enjoy the collaborative journey. @

66
We are caught in
an inescapable network
of mutuality, tied in a
single garment
of destiny.
Whatever affects one
directly, affects
all indirectly.
-~ Martin Luther King
(1929-1968)

American clergyman and
civil rights leader
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Use This

Book
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The longest part of the
Journey is said
to be the passing
of the gate.
— Marcus Terentius Varro

(116-27 BCE)
Roman author

”»

Working together provides opportunities to achieve results we are

more likely to achieve together than alone. These joint efforts—

collaborations—demand relating to one another and working together in
innovative ways. This book helps us learn about creating, sustaining, and
enjoying new ways of working together.

Collaboration is ajourney, and, like many roads, it is full of twists and turns.
Because working together can be so complex. this book asks more of us than
simply staving between the traffic lines. This book asks us to:

Use the language of “we” and “our” and “us.” You and I cannot
achieve what we can achieve. This book uses language to reinforce a new
identity for partners who collaborate.

Embrace complexity and ambiguity. Collaboration is not an easy fix;
for instance, it requires more complex long-term thinking and conflict
management. Building trust, organizing the effort, evaluating the re-
sults, and involving our communities are all part of collaboration. Yet
these elements remain ambiguous, requiring continual redefinition.

To help us learn a new language and deal with sometimes complicated
situations, this book—our gateway to the journey-—is divided into four parts.

PART I offers a story to help us see, in action, the stages and challenges
of collaboration. This story is referred to throughout this book as a guide
to understanding collaboration.

PART II supplies a definition of collaboration and applies the metaphor
of journey to the process of collaboration. This definition and metaphor
provide a framework for the rest of the book.

PART III details the four stages of colluboration and their respective
challenges, described geographically to remind us of where we are in the

Journey. This part supplies the step-by-step “how to” guide to our journey.

Part HI also provides additional ideas as:

11
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Go Slow Signs—important items to note in making collabora-
tions work well. (For a complete list of these, look under “Go Slow
Signs” in the index.)

of the journey. (For a complete list of these, look under “Guide

w Guide Books—enriched inforniation about a particular aspect
Books™ in the index.)

Milestones—brief summaries that let us know when we've
finished a leg of the journey.

PART IV contains appendices—the research base for collaboration; a
resource section of books and articles; and forms for documenting the
collaboration. The forms correspond tc each of the challenges described
in Part IIT and are meant to be used as each challenge is met.

To hest meet their individual needs and extract the most from this book,
readers—travelers—should move around the book as they choose. For
example, travelers who prefer an itinerary—a step-by-step description of
what to do—might read Part III first; it describes the four stages of
collaboration sequentially. Travelers who have had experience with collabo-
ration and know that this journey is not a straight route might search the
Contents and Index like maps for specific information and go directly to
their destination. Travelers who learn best from example may prefer the
storvin Part  which gives a quick overview of the people and problems that
collaboration partners often encounter. Travelers who wunt only the big
picture can go immediately to Part I, which gives the framework for
working together. Highly experienced travelers may need only the work-
sheets in Part IV.

However it is used. the Collaboration Handbook can help start any kind of
joint effort, improve an existing collaboration. or help test the waters with a
small project.

L A X

Collaboration has become the new buzz word! People use it to describe any
time they get together for a purpose bevond normal duties or interests. True
collaboration means doing things very differently than we've done them
before, This book looks at the relationships we need to build and the work we
need to do to make our collaboration successful.

Each collaboration is unique. Can a generic book help with specifie needs?
YES' The definition, metaphor, and detailed steps in the four stages provide
a model that helps members create, sustain, and enjoy their collaborative
Jjourney. @

¢
A mind stretched by a
new idea will never
return to its original
position.
— Don Coyhis

Founder,
White Bison, Inc.

”»




How Do
-We Begin?

Let’s Share a Story
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How Do We Begin?
Let’s Share a Story

As we begin our journey together, we first meet a group of people who
accepted the challenge of joining in a collaborative effort. Their story
invites us to consider two aspects of collaboration: what it offers and what it

demands.
The experiences of the characters in this story help us appreciate the theory- 66
in-action behind the four stages and the challenges we will encounter as we Even the

study the challenges of collaboration in Part III. The story provides a

seasons form a
touchstone for our understanding of the remainder of this book.

great circle in their

changing, and
One note before beginning: the narration follows the four stages and their always come back to

key challenges that Part I1I of this book explores. The margin notes refer to where they were.
the appropriate challenge and page in Part III. To explore an intriguing

. . . . . — Elk

aspect of the challenge, simply turn to the page given in bold in the margin. Holanl&cr’: of the

spend some time there, and then return to the story. Oglala Sioux
b

Note that some of the challenges are not in the sequence described in Part I11
of this book. This is because collaborations are made up of real people who do
not conform to research. For example, while conflict is explored in Stage 2 of
the journey. real people may experience conflict in any of the four stages.
Similarly, disclosing self-interests. while important in Stage 1. may oceur at
anytime. This reminds us that the road on our journey is not straight, but
twists and turns.

Enough said. The story awaits us,

14
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PART1 HOW DO WE BEGIN?

The Scene

Setting

The collaboration members in this story work together for almost two years
in a semirural part of the state that includes:

* GREEN VALLEY, a town of 12,000 clustered around factories owned by
Good Foods, Inc. These factories freeze and can vegetables grown in the
surrounding area.

* ROCKVILLE, an education center of 43,000 (not counting students) with

aregional high school, technical college, and a state university as its main
employers.

* METFORD, a county seat of 97,000 residents employed primarily in
industries related to agriculture, county government, and health care.

Need

Farm laborers, migrants, young people, and now families are increasingly
homeless. They may also need drug treatment, hezlth care, mental health
services, and access to government programs such as Aid to Families with
Dependent Children (AFDC).

Kev Players

In Green Valley:

The Tri-County Community Improvement Project
Betty Jackson, Executive Director

Betty moved into the community a decade ago to take this job; she is directed
by her board to coordinate human service delivery in this rural region.

The Tri-County Community Iimprovement Project is a nonprofit United Way
agency providing a wide spectrum of human services. The agency created a
homeless shelter in an old warehouse with support from Good Foods, Inc., a
major emplover in the Green Valley area.




The Scene 6

In Rockville:

The Rockville Emergency Programs
Peter Olsen, Executive Director

Twenty-five vears ago, Peter founded the Rockville Emergency Programs for
voung people who were dropping out or in crisis. Since then. Peter has built
an infrastructure of emergency services.

Ajoint agreement between the City of Rockville and Rockville State College
governs Rockville Emergency Programs, which include a homeless shelter.
Both the city and the college provide specific financial support. They also
have a service contract with the county.

In Metford:

The County Government
Marjorie Bear, Assistant Director of County Social Services

Marjorie moved to Metford last vear to take this job. She is passionate about
the need to provide for homeless people and deal with all their needs.

The county contracts with Metford Shelter and Rockviile Emergency Pro-
grams to provide shelters. But the economy is difficult. Three vears ago Good
Foods, Inc.. shut down two canning lines. and everywhere people hear
rumors of more shutdowns coming soon. The county board has xlashed social
services, and the budget continues to look bleak.

Metford Shelter
Wil Gaston, Executive Director

Wil has been director for three years and is currently creating a specialized
tacility for people who are homeless and have a mental illness,

Metford Shelter has an ongoing contract with the county. receives United
Way funding, and has some operational support from the Good Foods
Foundation. In this way the shelter has grown from ten beds to fifty beds in
less thin a decade.

. 18
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| 6 PARTI HOW DO WE BEGIN?

STAGE 1.
Envision Results by Working
Individualk-to-individual

Bring People Together
(Challenge 1A, p. 468)

Tri-County United Way
Kim lL.ee, President

Kim is the chair, having moved here three years ago as part of a management
transfer within Good Foods, Inc.

The Tri-County United Way has always provided a modest level of support
to local programs but has never been very aggressive either in fundraising
or in dictating how local agencies use their allocations.

The Story

Spring, Year One

After a mix-up resulted in turning away some families whom the Tri-County
shelter could have served, Betty Jackson called Wil Gaston of Metford
Shelter to talk about the problem. Because the possibilities excited them,
thev wanted to involve others. Wil suggested Betty call others.

Betty called Kim Lee, president of the United Way, and Marjorie Bear,
Assistant Director of County Social Services. The ideas inspired both Kim
and Marjorie. too, and each talked with Betty about others they could invite
to a meeting.

As Betty and Kim worked on a final list, Kim mused, “We don't need a crowd,
but we do need people who know about the challenges we face in the county.
And we need people with the power to act.”

After drafting their list of participants, Betty called Marjorie.

*Oh. no.” Marjorie groaned. "Do we really want George? He always seems so
negative: I'm afraid he’ll turn people oft at the first meeting.”

While Betty agreed, she knew the group would need to involve George at
some time. “Let's get him in on the ground floor and work on him,” she
proposed. .
Betty. Kim, and Marjorie jointly sent out invitations, an agenda, and a
membership roster to the people they had discussed. Fifteen people
showed up.

17
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For the first meeting Betty brought refreshments, which quickly became a
ritual. Marjorie chaired the meeting. She and Betty had set the agenda:
identify problems in serving homeless people. The partieipants wanted to
explore collaboratively how to address these problems.

At tiie beginning of the first meeting. the group first set ground rules around
starting times, regular participation, and confidentiality. Then they became
involved in a discussiori that dealt not with possibilities but with the existing
programs. During tke meeting. individual particigants expressed surprise

about the make up of the programs already in place. For instance, most of

them hadnt known that Betty's Tri-County Community Improvement
Projeet involved public health nurses.

“It's elear,” said Marjorie, "that we don't truly know one another’s programs.
Perhaps the first order of business i~ to get that understanding.” Peter
suggested that program people come to the meetings to explain the services
in some detail.

Betty complained. "There's so much to be done. We have to move more
quicklv!™ Despite Bettv's protests, the group designated three meetings to
share program information.

The special meetings helped the members gather some basic intformation,
but, by the third meeting. attendance was low. To counter this, Marjorie
organized a conference call with Betty, Wil, and Kim. Together they mapped
out the next meeting. First, the four of them would present the pertinent
information that the participants had shared in the three special meetings.
Then the participants would talk about what each organization and indi-
vidual needed to get out of this joint effort.

Marjorie sent the agenda to all the group members and asked them to
consider what they wanted from this collaborative effort. Betty, Wil, and Kim
called the participants to encourage maximum attendance.

The next meeting proved so successful that the four conveners were positive
that the effort was worth the extra time they were spending. The mmembers
expressed surprise at services they had not known about and identified some
clear gaps in services.

Next, they each said how they expected to benefit from the collaboration--
their self-interests. Wil openly admitted that the collaboration would be a
feather in his hat. *This collaboration experience should help me get a bettoer
position when my family moves back East. And [ want this idea to succeed,
because [ believe working together is the only way we're going to get things
done in the future.”

18
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Renew the Effort
{Challenge 3D, p. 110)
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8 PARTI HOW DO WE BEGIN?

Resolve Conflicts
(Challenge 2B, p. 76)

Confirm Our Vision
(Challenge 1C, p. 60)

O

Each group member discussed his or her reasons for working in collabora-
tion, and. as the partners exposed their personal agendas. assumptions
disappeared.

“If this is successful. it has to be good for vour career. Marjorie, doesn't it?”

“Absolutely! You all know my boss will be retiring in the next three years, and
I'm hoping to show the commissioners what kind of leader I can bhe.”

With a greatersense of trust, evervone agreed todevelop a mission statement
the next time they met.

The turnout for the next meeting was great! Eleven agencies cach sent two
people. and three client groups each sent representatives. However. conflict
developed quickly. No sooner had Marjoric written the agenda on the flip
chart than Peter snapped. “That agenda makes no sense! We need to focus
on solving problems right now. The shelters are full to the max.”

“You're out 1o stonowall us,” asserted Wil

“Wrong approach.” countered Betty, "Weo don’t know what Peter's thinking
or why”

“In fact.” said Kim. "let’s try to find out what evervone's really thinking.”

After much discussion. the group agreed te take more time to learn about
evervone's needs. They talked further about organizational priorities, and
the client representatives talked about the need for immediate help. While
agrecing to balance present needs with future endeavors, the group deter-
mined two things they needed immediately if they were to move forward:
(1) a vision statement to give evervone a shared sense of purpose. and
(21 the mailing of meeting summaries to update the participants.

Three weeks later. the group members quickly outlined a vision statement
by brainstorming what they hoped the results of their collaboration would be.
Two participants volunteered to forge these thoughts into vision and focus
<tatements before the next meeting. They come back with the following:
Our Vision of Hope
Al homeless individuals or families in the Tri County arca will
recetre shelter, food, and emergeney medical assistancee at any emer-
geney shelter in the area. On a daily basis. all organizations will

coordinate avarlable services woith anvelient. Acolluborative manage-
ment structure will plan for future needs of the area.

19
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The Story

9

Our Focus

Agencies working together to keep families together.

Excited by their accomplishments, the collaborative partners promptly
began outlining specific results and strategies. They named their effort the
“Tri-County Collaboration for Homeless Services.” A small group agreed to
refine the ideas and mail out the draft statements so everyone could review

them before they met again. Evervone also agreed to bring letters of

commitment from their individual boards or executives to the next meeting,

Shortly afterward, all the group members received the following draftin the
mail. The letter listed the specific results and strategies that the small group
had refined:

The result of working together to address needs of homeless people
terll be:
o Shorter-term
- Provide up toseven davs lodging forevcery homeless person and
. & & .
his or her fandddy in the Tri-County area.
- Immediate aceess to the closest available bed foreach homeless
person,
o Longer-term

- Incidence of homelessness reduced by 30 pereent in the next
etght years.

Public consciousness raised about what being a memberof this
community means, as shown by increased volwniteer support at
shelters and food shelves.

To achieve these results, our strategies are to:

o Make decisions, develop programs. and allocate resources
collaboratively,

o Work with the county social service leadership to bring homeless
issues to the top of the county hoard's agenda.

o Work with our personal contacts at the state legistature to decelop
support for funding and regidation of prograns for this
popudation.

o Create public education programs that address the core issues of
homelessness, including exploitation of magrant workers, ol
cracy, mental and physical health problems. and tack of aware
ness by the general public.,

o)

Specify Desired Results
(Challenge 1D, p. 65)




10 PARTI HOW DO WE BEGIN?

Empower Ourseives by Working

Confirm Organizational Roles

Aruitoxt provided by Eic:

STAGE 2:

individual-to-Organization

(Chalienge 2A, p. 72)

Summer, Year One

Evervone arrived at the next meeting full ofideas. After some discussion, one
member expressed frustration,

*We've spent so much time talking about long-range possibilities.” she
complained, “that I haven't got anything to say to the clients in my shelter
about what's going to happen for them right away!”

Her remark captured Peter's immediate interest. "I've got some funding
ideas we haven't talked about. Let's work together on this new federal money
that's available and get something done more quickly.”

“No.” Marjorie insisted. "We've done joint funding on small projects before.
It's time for a truly new approach to the work we share in common. And that
takes time and planning. We've got to stay centered on our collaborative
mission.”

Peter didn't respond; however, the other members agreed to take the time to
dowhat they wanted todo in the way that would lead to success over the long-
terni. The needs were great, and evervone was tired of the band-aid ap-
proach. Someone made a joke about a tug of war and ending up in the mud.
the tension eased, and Peter laughingly agreed that they needed to do long-
range planning.

Then they talked about the letters of commitment they had obtained from
various companics and boards: Betty and Wil had each secured authority to
spend up to $2.000. and both had convened staff meetings to discuss the
implications of the collaboration. The representative from Good Foods. Inc..
had asked his boss to request a letter of support from the vice-president
without stating any financial commitment,

One member of the collaborative team, a public health nurse. described the
tedious step of going through channels to get her county’s director to write
aletter. Another member indicated that her board had offered to help secure
tunding. Peter related that his board wasless sure of its commitment to such
a new and radical approach.

Because two members were unable to obtain authorization, the group
planned a strategy to influence those two organizations to make the needed
commitments. They then agreed to copy the letters of commitment they had
and distribute them among the respective organizations,

The discussion now moved to other concerns. Kim asked what role each
organization and individual would play.
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“Well," said Betty sheepishly,“I haven't got acomputerorclerical time. I was
happy to organize the first few meetings and bring refreshments, but I was
hoping someone else would take on the job.”

In response, one of the more candid members said what others were thinking:
“aee, Betty, if vou can’t even do this much, what can you do?”

“Not a lot," she responded. “Marjorie's got the whole county staff she can pull

from, and Wil's got that new word processor. So it seems to me that one of

them should be doing all this writing and mailing. What I bring to the table
is a real connection to the migrant community, so maybe what I can do is
marketing, vou know. getting the v-ord out once we get going. And I can help
us make sure we keep clients involved.”

*That's OK with me,” said Wil. "If this is going to work. we need all the kev
plavers whether thev're rich in resources or not. The real issue is what we all
have to contribute. Let's take a few minutes to refresh our memories about
what each of us brings.”

At the next meeting, the group explored how to get the work done and agreed
on the following:

¢ The twelve organizations that had been present for most of the meetings
would be the primary collaborative members.

¢ The “leadership group” would stay intact as a steering committee, which
would oversee and coordinate all the activities. This group included
Marjorie, Wil, and Betty.

¢ Members would divide into three teams: resources, planning. and com-
munications. Each group would write specific accountability and work
plans and report back to the whole group.

Forthe remainderofthe meeting. the membersdivided into these groupsand
i

agreed on individual roles. The steering committee spent the time writing up

the collahorative structure.

At the next meeting, one member of the Resource Team shared his concerns:
I heard people talking about getting a lot of money from some magic grant.
but that's not realistic. Frankly, I'm worried about agreeing to some big
project anyway without trving something small first. With something under
our belts, we'd know this collaboration is really going to wark, and we'd have
proot to give potential funders.”

o
™~

Resolve Conflicts
{Challenge 2B, p. 76)

Bring Peopie Together
{Challenge 1A, p. 46)

Organize the Effort
(Challenge 2C, p. 82)
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Support the Members
(Challenge 2D, p. 88)

STAGE 3:
Ensure Success by Working
Organlzation-to-Organization

Marjorie wasn't prepared for the sudden verbal explosion that greeted these
comments. Clearly the group stood divided about what to do. and Marjorie
was worried about how to keep things on track.

"Let’s talk first about how to make this decision and then make the decision
itself.” Marjorie suggested. “In fact, let's talk about how to make all our
decisions.” She took the marker and moved to the flip chart

The meeting went overtime, and tempers ran hot, then cold, then just plain
tired. Two people said they wouldn't return: a community member who
wanted action, not talk, and a student who said he felt “out of it.” But finally,
the partners agreed to the types of decisions they had to make. who would
make these decisions, and how much authority each decision maker had.

Next. the group reviewed the work ofthe communication team. The members
wanted to make sure that the team’s plan clearly conveyed the decision-
making process. The partners also talked about what each person needed in
orderto feel rewarded Finally, the group outlined pilot projects they wanted
to attempt. At the conclusion of this lengthy August meeting, the group
members felt that finally, after nearly six months of work, they were on the
brink of serving homeless people. Collaboration was a new technique for
them. but they were getting the work done!

Fall, Year Two

A vear passed quickly: output was high., The group implemented plans,
piloted and evaluated projects, and measured results. Peter, who appreci-
ate 1 concrete actions, became fully involved in the aetion plan:

L. Develop collaboration and collaborative decision making by
organizing ourselves through regular meetings.

Agree upon and use the same computerized database system in owr
shelters,

3. Get each of the shelters in the Tri-County on line,
4. Procure vans and cars for transporting clients,
5. Develop food service programs with local providers,

6. Develop physical and mental health progranes with local
providers.

~1

Continue to bring other organizations into our collaboration and
keep it fresh and recitalized,
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The resource team coordinated volunteers, wrote and received a small grant,
and collected information about foundations interested in collaborative
approaches to providing shelter. Meanwhile, the planning team did the
detailed work of identifving and pricing computer hardware and software
that would enable shelters to be on-line. The members and the teams made
decisions quickly.

During that fall. the steering committee made sure the right hand knew what
the left was doing. The collaborative members had agreed to meet infre-
quently as a whole group. but after a few weeks they complained about
isolation. So the steering committee hosted meetings every two months for
the whole membership. These meetings provided a platform for the commu-
nications team to tell all the group members what everyone was doing.

Policies were a big part of the agenda at the first meeting of all the members,
“("lients are telling me they get one story from the intake people at Rockville
and another in Metford,” said one person.

“And my understanding of our exchange program is different from an intake
worker at vour shelter, Peter.” said another.

“I think we have policy issues we need to address.” said Betty. “and a need
for common intake procedures.”

On the flip chart, Kim began listing all the daily snafus and the bigger
system-wide problems the staff members were encountering. One member
openly thanked Kim for demonstrating shared leadership by picking up the
marker and moving the group forward.

The group then split that list into two action areas: imnlementation issues,
which the collaborative partners could address through training or better
communications: and policy issues. which each organization’s bhoard or
governing body could address. The steering committee agreed to enlist
representatives from various boards to draft joint policies. Each governing
body would then have to ratify the policy agreements.

Like n dark rain cloud. evaluation of the work they had done loomed over
evervone's head, and no one knew just how to approach this aspect of their
collaborative work. The steering committee asked the members to come to
the next meeting prepared to evaluate the pilot projects by considering three
questions: 11 How financially viable was this effort? 2 What were the
consumers' reactions? €31 Were they better served by having transportation
to other shelters?

24

Manage the Work
(Challenge 3A, p. 96)

Organize the Effort
(Challenge 2C, p. 82)

Rescive Conflicts
(Challenge 2B, p. 76)

Create Joint Systems
(Challenge 3B, p. 102)

Evaluate the Resuits
(Challenge 3C, p. 106)
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Renew the Effort
(Challenge 3D, p. 110)

At the next meeting, they learned that their projects had yielded uneven
results. The projects set up by the group had met the needs of some, but not
all, clients. To justify the work and the expense, the group clearly needed to
expand the effort or else drop it.

“We've got some new information now,” said Wil, “and we need to redesign
some of our plans.”

Gradually, the collaborative partners designed and piloted other evaluation
procedures. They used client surveys, funder questionnaires, and financial
reviews to measure success. Many of the evaluations were very positive. but
results really became clear when the partners pooled information:

* One member had postponed buying computers until the collaboration
could decide what to do. The pressure from this agency helped speed up
the decision process.

* Board members from another partner's organization attended a joint
meeting, and policies about intake, funding, referral, and data privacy
opened the door for streamlining regulations.

* Staff at the various organizations were enthusiastically sharing pro-
gramming ideas, and many individuals reported feeling “like we're really
starting to make o difference.”

* Astate senator took notice of the effort and supported new laws concern-
ing funding for homeless shelters.

Despite these positive results, many of the collaborative partners reported
feeling overwhelmed. Kim put the issue clearly on the table: “We've proven
that collaboration works.” she said. “But actually doing program work is
getting more difficult. It's as if the collaboration is becoming an unpaid part-
time job for many of us. We need program workers now—and we need new

blood. We also need to find out if all partners want to continue being
involved.”

Kim's comments sparked ongoing dialogue. As a result. each shelter identi-
fied one staff person to work full-time providing care and coordinating
programs. In addition, two new organizations paid for part-time positions to
staffthe collaboration. Each organization committed to this arrangement for
six months, freeing the funding team to seek moneys to support the collabo-
rative work plan. buy computers, and pay for transportaticn.
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Next. the collaborative team issued a report that documented the following
changes:

1. Shelter occupancy averaged 90 percent at each facility each week,
up from 70 percent a vecr earlier.

2. Shelters were beginning to save monev by eliminating a staff
position through coordinated work.

3. The United Way had announced fiscal support.
4. Foundation awaris had supplied computer equipment.

5. Automobile dealei ships had donated minivans, so the volunteer
driving program had ballooned.

6. The food shelves had gone on-line so that they could distribute
surplus foodstuffs.

Wanting to celebrate the success of their collaboration. the steering commit-
tee threw a holiday party for the partners, agency staff. and key community
people. Marjorie nudged Wil when a performer satirized shelter administra-
tors during the staff skit. The Rotary Club honored the collaboration with an
award for community leadership. and a rousing hand of applause greeted the
“first round" evaluation report. Achieving the mission had taken almost two
vears, but agencies in Green Valley. Rockville. and Metford were now
implementing it successfully!

Winter's End, Year Two STAGE 4:

Endow Continuity by Working
The communications task team had done its work. Evervone was telling Coliaboration-to-Community
stories about how the collaboration could slay giants. The group had done the

almost impossible: it had improved shelter services, and its longarm reached

from the Tri-County area to the state capitol. Funders knew about the Create Visibility
collaboration. The media were willing to cover this story. It was news! The (Challenge 4A, p. 119)

joint effort had a marketing plan that worked.

While Marjorie was talking to Kim and Wil. she said, "Let's have a retreat involve the Community
totalk about the vear-eénd evaluation results. It'l] be a good time to reflect on (Challenge 4B, p. 123)
all we've done and to create a succession plan to pass on leadership. since it's

been almost two vears since we started this. We need to get more of the field

professionals involved. and the schools have a part to play.”

The collaboration decided to have a day-long retreat, and the planning task
force invited all the members and er:couraged each one to bring a board
member or senior staft.

oS
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Change the System
(Chalienge 4C, p. 129)

End the Coilaboration
(Challenge 4D, p. 133)

At the retreat. the partners reviewed the formal results of the evaluation. By
the time they finished grappling with the suriession plan, Peter had been
elected chair. Then Marjorie called for ideas to generate new interest and
attract new resources for homeless people,

*I've been. thinking,” said one new member. “One of the root problems of
homelessness is the cvcle of poverty inflicted on the children. Is there some
way to get the schools in our Tri-County area more responsive to the needs
of homeless elementary-aged kids?” The brainstorming that followed this
request excited everyone.

After lunch, Kim began a discussion about increasing collaboration among
the other human service providers in the Tri-County area. Using the work of
the communications team as a base, the retreat participants broke into small
groups to plan how to train other staff in existing shelters, educate the
community to promote partnershipstoserve shelter  ients,and convince the
legislature to reward agencies who saved money by working together.

As the afternoon continued, Peter said, "I believe we're really talking about
going beyvond help for homeless people to preventing homelessness alto-
gether. Let me tell you about an idea for affordable housing I've been kicking
around with my board chair. It won't be easy. We'd need to involve an awful
lot of players, and we're talking about much more than two vears to make this
happen.”

When Peter had described his plan, Kim was excited. "Let's get into small.
issue-related groups,” she advised. "We can start brainstorming today and
planhow to get others involved in really making changes. Let's talk about the
involvement of the legislators, educators, and the business community.”

The board members also spoke up, voicing support for the kind of systern-
wide changes the collaborative partners wanted to work on. Within minutes.
Betty was challenging these board members: “How can you leverage your
power and position as board chairs and as important community leaders to
help us get at the complexity of these problems? Is there some way vou can
meet and start co-planning programs that impact the whole person and the
whole family?” The chairs agreed to think through this approach to making
real changes on a broad level,

As the grou; broke fordinner. Peter talked to Kimi, Marjorie, Wil and Betty.,
Peter was worrted now that the group had elected him chair. "I'm concerned
about taking over the reins from yvou, Marjorie.” Peter said candidly. *You
and Kim did a lot to keep this group in the eve of the power brokers in our
counties.”
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“Now that the system has started to change,” countered Marjorie, “it needs
professionals like the three of you, well-versed in homeless issues. But there
are things that Kim and I cando to help you adapt tothe leadership role that’s
carved out for you.” They were all so engrossed in planning that they almost
missed getting anything to eat. Even as they filled their plates, they talked.

Dinner wasonly passable, but nothing could mar the event. The collaborative
partners and boz:d members made speeches. Some, serious, lauded the work
of the collaboration. Some, in good humor, laughed and cried over two years
of intense work. With so many new people involved, the collaboration had
come full circle. In fact, the agenda for the next meeting of all the members
called for reviewing ground rules and looking at the self-interest of everyone.
But now the time had come to stand around the piano and sing in harmony—
mostly!

LR R J

This story comes from real experiences of collaboration. Of course. many
kinds of get-togethers and many, many phone calls happened in the time
between the regular meetings. People met not only at the collaborative table
but also with staff in their own organizations. Many other players became
involved in specific tasks and withdrew when their work was finished.

What we discovered in the story are examples of creating, sustaining, and
enjoving collaboration. Now let's look it more parts and greater detail. @

23
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Time gives
good aduvice.

— Maltese proverb
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How Do We Set Forth?
Let's Check the Lay of the Land

Because collaboration can be complex, this book asks more of us than
following a straight path. Therefore, we must know where we are and
where we're going. To begin. we’ll define collaboration. Then we will explore
a metaphor that provides a useful framework for collaboration.

Understand Collaboration

In popular use. a collaboration occurs anytime people work together to
achieve a goal. For our purposes, collaboration will be more narrowly defined.
One element of that definition is the intensity of effort required by real
collaboration. A brief story illustrates this:

Someone calls and savs, “We can get @ much stronger impact if we
collaborate on this project.”

“Great, let's meet.” is the response.

After three meetings, our colleague is talking about the mission for the
collaboration and what we all can achieve together in the next vear .

Some of us were thinking, “Year? All we ever planned to give thiswas
half-a-dozen meetings at the most.” Trouble!

(14

If you do
what you've always
done, you'll get what
you've always
gotten.

-— Anonymous

9
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Our colleague had a different concept of collaboration and the intensity of

work it required. The following table shows a continuum of increasing
intensity for building relationships and doing work:

‘ Key
| Relationships
and Work

Examples

Intensity rrisk,
time needed,
opportunityi

Cooperation*

Shorter-term informal
relations that exist without
any clearly defined mission,
structure, or planning effort
characterize cooperation.
(Cooperative partners share
information only about the
subject at hand. Each
organization retains author-
ity and keeps resources
separate so virtually no risk
exXIsts,

One group of Southeast
Asian Mutual Assistance
Associations meets each
month to exchange informa-
tion on service approaches,
They update each other on
the latest techniques. on
pending changes in legisla-
tion, and on which funders
are likely to support their
program types.

Coordination

More formal relationships
and understanding of
missions distinguish coordi-
nation. People involved in a
coordinative effort focus
their longer-term interac-
tion around a specific effort
or program. Coordination
requires some planning and
division of roles and opens
communication channels
between organizations.
While authority still rests
with individual organiza-
tions, everyone’s risk
increases. Power can be an
issue. Resources are made
available to participants
and rewards are shared.

The Council of Agency
Executives meets monthly
to help the United Way plan
for human service delivery.
This often requires more
than the exchange of
information because the
participants must work out
philosophical differences
and agree on a range of
plans. But they do not share
the vision of a larger pur-
pose,

lower intensity

Collaboration

A more durable and perva-
sive relationship marks
collaboration. Participants
bring separate organiza-
tions into a new structure
with full commitment to a
commeon mission. Such
relationships require
comprehensive planning
and well-defined communi-
cation channels operating
on all levels. The collabora-
tive structure determines
authority, and risk is much
greater because each
partner contributes its
resources and reputation.
Power is an issue and can
be unequal. Partners pool or
jointly secure the resources,
and share the results and
rewards.

A group of Hispanic organi-
zations comes together to
address the need for job
development and job train-
ing. They are looking at
long-term plans to develop
businesses that will provide
jobs. They will involve
government training ser-
vices (to help secure grants
and provide job training)
and post-secondary institu-
tions (for academic and
vocational education),

- =3 higher intensity

CDifiorent authors wse cooperatien and coordoation mntorehangeabiy This book pollow s the work of Sharon Kagun, i defining the
feast intense tevel as cooperation Used with permission prons Sharon Lo RKagan, United We Stand . Collaboration for Child Care and

Early Education Services
reserved opp 1

New York Teackhrs Collogd Pross,

spvendit 19y Toachors Collvge, Columibia Unicersity A rigghits
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Regardless of the intensity, many groups call themselves collaborations.
They also use such terms as alliance, coalition, partnership. and soon. As a
result, confusion exists about what the word collaboration means. Moreover,
some groups enter into collaboration when they need only cooperate with
each otherorcoordinate activities. Other groups do need collaberation but do

not understand the intensity of effort it will demand.

As defined in this book. collaboration is the most intense way of working
together while still retaining the separate identities of the organizations
involved. The beauty of collaboraf on is the acknowledgment that each
organization has a separate and special function. a powerthat it brings tothe
joint effort. At the same time, each separate organization provides valuable
services or products often critical to the health and well-being of their

community.

Joint Efforts—A Word by Any Other Name

Joint efforts go by many names. if all members agree on
a higher level of intensity of work. many of these efforts
can be collaborations whatever they're called. At the
same time. the group, however it 1s named. can be very
successful. even though working less intensely. Two
elements are crucial to successful joint efforts: everyone
must agree on the level of intensity and the leve! of
intensity must be appropriate to the desired results. Here
are some names for joint efforts.

o Advisory Cominittee: provides suggestions and
assistance at the request of an organization.

o Alllance: a union or connection of interests that have
similar character, structure, or outiock: functions as a
semiofficial organization of organizations.

e Coalition: a temporary alhance of factions. parties.
and so on for some specific purpose: mobilizes
individuals and groups to influence outcomes.

e Commission: a bcdy authorized to perform certain
duties or steps or to take on certain powers; generaily
appointed by an otficial body.

* Competition: the act of secking to gain that for which
another 1S also striving: rivalry. . ntest: nonethe
less a form of joint effort.

e Confederation: being united in an alliance or league:
joning for a special purpose.

e Consolidation: comhining of several into one: usually
imphies major structural changes that bring operations
together.

Consortium: association; same as alliance.

Cooperation: the act of working together to produce
an effect.

Coordination: working to the same end with harmoni:
ous adjustment or functioning.

Federation: the act of uniting by agreement of each
member to subordinate its power to that of the
central authority in common affairs.

Joint Powers: the act by legally constituted organiza
tions (such as governmental agencies or corpora-
tions) of assigning particular powers each has to a
mutually defined purpose; a written document, called
2 joint powers agreement. spells out the relationship
between the groups.

League: a compact for promoting commor: interests:
an alliance.

Merger: the legal combining of two or more organiza
tions; the absorption of one interest by another.

Network: individuals or organizations formed in a
loose-knit group.

Partnership: an association of two or more who
contribute money or property to carry on a joint
business and who share profits or losses: a term
loosely used for individuals and groups working
together.

Task Force: a self-contained unit for a specific
purpose, often at the request of an oversecing body,
that 1s not ongoing,.

Qc
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You must be
the change you
wish to see.

— Mahatma Gandhi

(1869-1948)

Leader of the Indian
nationalist movement

Vb

Given the greater intensity, the investment in collaboration must be worth
the etfort. This is because collaboration changes the wav we work. We must
move from:

o (Competing === to building consensus.

* Working alone === to including others from a diversity of cultures,
fields, and sectors,

* Thinking mostly about activities, services, and programs s—to
thinking also about larger results and strategies.

¢ Focusing on short-term accomplishments =—— to demanding
long-term results,

Above all, collaboration has to pay attention to language. We concentrate on
what "we” want over and above what individual partners want. Listening to
cach other and thinking creatively become all-important.

Giiven the variety of joint efforts and the intensity of collaboration, these
authors define collaboration as follows:

Collaboration is
a mutually beneficial and well-defined relationship

entered into by two or more organizations

to achieve results they are more likely to achieve together than alone.

In this definition, organizations may be formal or informal groups or
constituencies, legally incorporated or not. Of course, individuals working
alone can also be part of a collaboration. and input from individuals in the
community is c.sential. Yet, if individuals want to make an impact. they
usually muost represent an organization or community of some kind,

The story of the Tri-County collaboration revealed benefits for the individual
partners and also for the organizations that the group members represented.
Wil felt that his work on the joint effort might result in a better job vhen he
moved back East: Marjorie hoped for a promotion. The organizations ended
up meeting the needs of their clients in a much more focused way than in the
past. Evervone involved in the collaboration knew that the members and
organizations could not, and would not, have achieved these results alone.

Since the definition this book offers for collaboration implies greater inten-
sity. we need to understand when to be cautious—when that greater
imtensity might make things worse, not hetter, The factors that make or
break collaboration include ideology leadership, power, histors, competition,
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Ideology* Sometimes organizations have substantial ideological ditfer-
ences and misunderstandings. Debates on values and beliefs often leave
little room for the flexibility crucial to collaboration.

Leadership: If noone has enough power to bring the needed organizations
together, people will quickly disband. If the wrong person leads meetings. the
group might fail. A brief story illustrates the point.

Foundations, businesses. and ¢hild-care organizations met to provide
more comprehensiee and affordable child care. The recently retired
executive of @ large agency chaired the group. He divided the group
into two sections: one for the more established institutions that
controlled funds and the other for the child-care providers. This
second group tended to be women and people of colorwho did not have
mones.

The executive reasoned that each group could plan for its needs and
contributions in relation to a common mission. But the result was
bitter feuding between the two groups, each of which came to have a
separate identity. Leadership makes a difference!

Power: Power is rarely equal among members of a collaboration. Yet we
can equally value different powers. Successtul collaborations find ways
balance the inequities among all members. If. however. one person can take
unilateral action or if a substantial difference in power exists, the group
cannot achieve an essential melding of power.

History: The issuesthe group faces may be threatening because of histori-
cal disagreement. Or past efforts may have been ineffective. If this history
exists. then collaboration is more difficult to accomplish without a great deal
of preparation.

Competition: Too often organizations come together simply to obtain
resources for existing efforts—for instance. funders require a collaboration.
Or organizations believe that if they work together they will more likely get
funds. Thus, the underlving reason for the joint effort is money. Basically. the
organizations still go it alone to compete for funds. If dollars do not flow
readily, the inherent competition can destroy the joint effort.

Resources: The potential member organizations may be unable to contrib-
ute what 1 needed for the collaboration. For example, one or more groups
cannot <end representatives: the time required causes such internal hard-
<hip that an organization sces costs outweighing benefits;oran organization
cannot handle the requirements because of lack of skills or because the joint
eftort ecreates too much intormation to manage,

34

¢
Nothing in life
is to be feared.
It is only to be
understood.

— Madame Curie
(1867-1934)
Polish-French physicist
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Do not call for black

power or green potver.

Call for brain power.

— Barbara Jordan
Texas Congresswoman
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No one can
go it alone.

— Grace Gil Olibvare:

Mexican American social
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Finally, we must ask ourselves, Given these factors, should we collaborate at
all? What is our likelihood of success? We don't want to try the impossible.
On the other hand, we don’t want these problems to scare us off. Maybe
collaboration under these circumstances will work with a special effort.

Members in a collaboration never agree unanimously on all matters. In fact.
disagreement is both healthy and desirable. But successtul collaborations
find ways to work together; members experience rewards as they build
dvnamic relationships needed to do the desired work.

L A 4

How are collaborations formed? Through someone’s initiation, through
someone s directive, or through legal mandate. However they begin. collabo-
rations require patience. creativity, and sophisticated skills with people.
Patience is especially called for if we are to commit to collaboration. To build
that commitment. we need two crucial items: a change in our thinking and
a common language. one that gives us new symbols of what is important.

Explore a Metaphor

Let's view collaboration through the metaphor of a journey, that is. a
destination toward which travelers move together on a road they build.

We can find this metaphor in our definition of collaboration: “a mutually
beneficial and well-defined relationship entered into by two or more organi-
zations to achieve results thev are more likely to achieve together than
alone.” This definition outlines (1) the destination—achieving results
2 that the travelers—the collaborating organizations—move toward
03 on the road—building well-defined relationships and accomplishing
mutually beneficial work.

Seek a Destination

The destinationofour journey is results. For the collaboration axa whole. the
destination is the achievement of community benefits. (For our purposes. a
community iz any group united by geography. population, practice, religion,
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business, or other form of shared culture.) For a particular organization or
an individual, the destination is fulfillment of individual self-interests.

Comm e
Se!flntey%
D S, %,

Seek a Destination

Community Benefits

When Betty and Wil talked about the issues involved in helping homeless
people in the Tri-County story. they set out on a collaborative journey that
brought community benefits for farm laborers. migrants. young people, and
families who were homeless. In addition. within their own organizations,
Betty and Wil became better able to access government programs and to
provide drug treatment, health care, and mental health services. Thus. the

community benefits of their collaboration were many and varied. Here are (19
five other examples of collaborations working for their communitiex: Two heads,
o Anagenceyserving urban youth recognized that many young people four eyes.
do not receive post-secondary academic or vocational education. — A saying of the Igbo
Tocreate a community-wide effort to provide vouthwith a pathway people of Nigeria

to further education. the agency formed a collaboration of twenty-
six people representing business, community education, higher
cducation, vocational training, public schools, teachers” wnions,
and city government,

9
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We must do the things

The future belongs
to those who believe
in the beauty
of their dreams.

— Eleanor Roosevelt
(1884-1962)

Humanitarian,
U.N. Delegate

”

Q

we think we cannot do.

On the East Coast, more than twenty groups—churches, busi-
nesses, health care and human service organizations—came to-
gether to reduce an infant mortality rate that was considerably
higher than the national average.

Members of a neighborhood business association watched their
neighborhood and businesses decline. The typical promotions
didn't work. To revitalize the neighborhood, they are bringing
businesses, government agencies, arts organizations, and non-
profit social service agencies together to create measurable results,
both short- and long-term.

People from agencies serving Native Americans know firsthand
that for many reasons their clients have great difficulty obtaining
mental health services. Thev want to develop a community-
supported network that cultivates the mental, emotional, and
spiritual health of American Indians,

Organizers in an African American community see that many
people in their neighborhoods are chronically discouraged. The
organizers believe that providing more services won't work, They
believe the solution is to articulate, communicate, and reinforce
African American community values and assist individuals and
institutions in the African American community to further eco-
nomic development and community building.

Communities work to achieve a variety of dreams—-their destinations:

Human service nonprofits improve the lives of individuals and families.
Arts organizations stimulate creativity.

Schools educate by providing people with information and skills.
Health care agencies heal and prevent illness.

Environmental organizations protect and improve the surroundings.

Businesses produce products or services to sell. provide jobs, and pay
taxes,

Government protects the health and safety of its citizens,

Collaborations can increase the potential benefits of these efforts.

Fach collaboration has its own unique destination of community benefits.

Yot each member within the collaboration also brings along her or his

separate self-interests,
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Self-Interests

Human beings combine opposites within themselves: All are altruistic: al!
are self-interested. Producing benefits for the community motivates us. But
meeting our own self-interests is equally motivating.

For instance. a business person becomes a partner in the collaboration
because participation demonstrates support for the community, buys good
will. and increases business. Or a government official. accused of being power
hungry. collaborates to demonstrate inclusiveness.

Let's examine self-interests by returning to our Tri-County story. After
meeting a few times, Wil openly acknowledged that the collaboration would
help him get a better job back East. Marjorie, too. had a personal desire. Her
boss was retiring within three vears, and she was eager to display her
leadership.

Can self-interest work for a collaboration? Yes, but better when the partners
admit to it. Members must ask. directly, “What will we each get out of thix?"

A brief scenario illustrates the point:

After five meetings. the work and details bogged down the group
& K

members. The consultant they hired asked each io say what she or he

wanted from the collaboration,

o One person from a major institution stated that he wanted to
develop the program the collaboration had been discussing and
was looking to write a meajor grant for it.

o Another person revealed that if the program was funded. she
wanted to staff it.

o All the other participants admitted that thex endorsed the effort,
were willing to write support letters, but would not gain anything
directly.

The result? The group wrote the letters and never met again. Self-
interests and community benefits did not mesh.

On the other hand, the Tri-County story detailed how Peter wanted to solve
problems immediately. Rather than resulting in dissolution of'the collabora-
tion, his impatience led to a discussion of organizational priorities, a vision
statement. and o commitment to desired and shared results. The members
resolved their conflicts and journeyed to a destination of mutually achieved
results. Here, self-interest and community benefits meshed and worked out
beautifully,

Lo
7.
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Self-interest
is the prime mover
of people.
— Saul Alinsky

(1909-1972)
Commaunity activist
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There are three kinds
of groups: Those which
make things happen:
those which wait for
things to happen; and
those which wonder
what happened.

— Anon_.mous
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Self-interest is always present, so we must recognize and acknowledge it. If
we don't, we lose our way on the collaborative journey. We'll revisit self-
interest in Part [II.

LA 2 4

Community benefits and individual self-interests draw us forward; they are
our destination. the end of the long road. These community benefits and self-
interests guide our relationships and focus our work. Next, let's look at
ourselves as travelers who journey together toward our destination.

Become Travelers

The image of the rugged individual may have worked when new frontiers
continually opened to provide escape for adventuresome pioneers. But the
frontiers have disappeared, and we look at collaboration as a new way of
relating and working. For some people, however, collaboration has been an
essential part of their history and their lives. For them, working together is
not new.

Whether collaboration is new or familiar, we must see ourselves as global
partners who harness our diversity to travel together toward a shared
destination, To learn from our diversity we must acknowledge each person
and benefit from her or his customs, languages, preferences, and powers.

Become Travelers

39
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Customs

We each have customs that we understand but seem foreign to others. In the
United States. midwesterners tend to call colleagues by their first name as
a sign of friendliness. Yet in many African American communities, respect
is shown by using last names and titles. People on the eastern seaboard arch
their eyebrows at the suggestion of a seven thirty breakfast meeting—nine
is the preferred starting time. In the Midwest, however, early meetings are
common. Native Americans often begin their meetings by sharing food
before business gets started—they are building relationships. To others,
cating before working seems unproductive. “Get on with the business at
hand.” they = v.

To journey with fellow travelers, we must prepare ourselves for customs and

values that differ from ours. Acceptance and acknowledgment of different
customs build the trust essential to effective collaboration.

Languages

English. Spanish. Swahili, or Hmong are recognizable as different lan-
guages. “Personal” languages are not so easy to distinguish. For example:

o The word “collaboration” means different kinds of relationships.
One person may envision a long-term commitment: anotheronlya
fewe meetings.

o Many businesses use tie term “Total Quality Management” to
mean seeing evervone, internal and external to the company. as
customers. But how does a nonprofit define production and cus-
tomers? In fact, some nonprofits ridicule the use of the word
“customer” as inappropriate to their work.

o The legislature passes a bill that speaks of empowerment. The
government agency rosponsible for implementing the bill comes up
with regulations on compliance. Double-speak? Maybe not. Still.
how can any real change take place when evervone hears some-
thing different?

To journey with fellow travelers. we must learn cach other's language,
examine the popular buzz words, and define our terms.

Q
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...oneonly
understands that with
which one agrees.

— Kaygusuz Abdal
15th century Arab Ashik

b
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If you have your
language and you have

vour culture, and you're

not ashamed of them,
then you know
who you are.

— Maria Urquides
American educator
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Let the world
know you as you are,
not as you think
you should be,
because sooner or later,
if you are posing, you
will forget the pose, and
then where are you’

-— Fanny Brice
(1891-1951)
American comedienne
and singer

9

Preferences

Taking the time to learn ditferent languages might not fit our preferred way
of relating and working. For example, some crefer to explore the mystery of
another’s language; others are drawn by the magnetism of immediate action.

But let's admit at the outset that our prefer-ace depends on the situation.
and we tend to eycle through different preferences. emphasizing one or two.
We can look at four personal preferences: begetting, becoming. being, and
bequeathing:

Begetting: Some people enjoy a time of rapid growth and very high
energy. They enjoy exploring, discovering. and uncovering creativity and
potential in themselves and others. Because begetting people usually do
not like to deal with detail. they may consider policies and procedures
unimportant. Begetting people continually seek out options to make their
dreams come true.

* Becoming: Other people prefer to focus. They recognize that the group
must shed some goals and hone others. They like the time of blending
ideas and making choices. but policies and procedures interest them at
only a minimal level. Becoming people concern themselves with focusing
the collective ciston to make something happen.

¢ Being: Some people enjoy taking pride in their achievements. They
focus on productivity. Because policies and procedures are important to
them. these people want to write evervthing down. They iike to function
smoothly with organization: for them, administration is kev. Being people
have a sense that their group “has arrived.”

* Bequeathing: Still other people preter the finish. They like to know
that they have served or produced all they could. Secure and satisfied.
they love totell stories about the history of the collaboration. Bequeathing
neople delight in imparting thetr wisdom and giving their resources to
others to carry on or to begin something new,

will be members,,

Mandated Collahorations?

Can we force people to be partners? We may want 1 yell Collaborations can work successfully under a mandate

a resounding “"No'™ hut the truth 1s that federal, state, when (1) suffivient resources back up requirements: (2)
and local governments and funders are increasingly pre established goals are broad: 13) local capacity and will
requiring collaborations, This can cause difficulties when 1aosupported: and (41 members of the collaboration can
someone from outside the collaboration determines the capitahze on and not be constrained by the mandatoe.
desred results, dictates who will 1lead. and decides who Members of a cotlaboration can capitalize on a mandate

when flexibiity in goals, membership, and structure exist,

Adapted trom the work of Sharon Kagan. Used with permission.

Q
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Here's a quick story to illustrate how these preferences work:

We're sitting at the table together. I repeatedly say, "We've got to
brainstorm possible results for our collaboration!”

My partner says. "No, we need to get clear on how we're going to
proceed. Then we have to decide who's going to take the minutes!”

While we might argue right and wrong about each other's recommen-
dations. the conflict really involves our individual preferences:
1 prefer begetting; my partner prefers being.

A healthy collaboration acknowledges that the group needs a diverzity of
preferences and that all these preferences are valuable. Only then can the
collaboration plan a sequence of actions to best use the preferences each
members claims. For example, we acknowledge time for brainstorming
(begetting’ to be followed by prioritizing and drafting a vision statement
(becoming). Later. we acknowledge that we need to emphasize action
planning (being) to be followed by building greater support in the community
(bequeathing). These are matters of sequence. not right or wrong.

Powers

Besides claiming our preferences, we must declare our power. For many.,
power is a negative word meaning control. physical force. undue influence.
Not an appealing scenario! Others think that power is connected to gender,
race. age. culture, Strong patterns to break!

Yet power also means “the ability to do . . . having great influence.” We all
have some form of power: we just need to recognize it and use it intentionally.
Collaborations unite and extend our various powers. As we collaborate, we
decide where we want to go (destination): what each partner (traveler)
wants: and how we are going to get what we want (the road). During the
course of the collaboration. we devote our time to obtaining and spending
power in the best interest of the community and ourselves,

How much power we have to spend depends. in part. on the availability of
that power. People with a special skill have more power if they alone possess
the skill. Yet. individuais and organizations have power only if we, the
collaborative partners. value the specific power and are unable to obtain it
from others. The problem is that some people accumulate power by not
sharing their expertise and resources.

Power is abwavs present and is never equal. However,ina collaboration we
donot seek cquality, Instead, we search forequityiwe acknowledge and value
the different tvpes of power cach person and organization bring to our Joint
offort.

42
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A person working alone
has all the power of
social dust.

— Saul Alinsky
(1909-1972)
Community activist
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Obviously, power penetrates all relationships and work. If we want our
collaboration to be successful, we must openly claim the power we bring; be
aware of our own corruptibility; refuse to deny our power; and resolve any
conflict~ that grow from the use of power.

If we do not embrace these four actions, we can fall into the shadow side of
power. That is, we confuse the power to make something happen with the
power to control others; we confuse obtaining and spending power with
manipulation—the undeclared use of power.

As collaborative partners, we acknowledge and retain control over our own
power. We refuse to consider one type of power as better than another. We
form collaborations to unite and extend our various powers, eliminating
none. This melding of power is our ideal. And we stretch our comfort level by
exercising our own powers intentionally.

Type

Charisma

Connections

Expertise

Fame and vistbility
Integnity and
cradibility

Life experience

Persucds-on

Position and “turt”

Resources

Sunshine and Shadow Powers

Sunshine Power

Charming others with enthusiasm and
confidence

Making connections to others who are seen to
have power

Applying knowledge. skills, information, and
experience (including the experience of
coliaboration)

Having a reputation acknowledy ed by others

Denionstrating consistency of action and
words

Describing life events as they apply to the
situation so others can learn from the
experiences, observations, and values

Being able to convince others what to do

Having clear boundaries as granted by a
governing body or hierarchy, knowing how to go
through channels, having security in a home
base

Being able to reward, and choosing to do so

We can view power as both positive—moving things forward-—and negative-—holding things back:

Shadow Power

Seducing others

Controlling access to others who are seen to
have power

Withholding knowledge. skills. information.
and experience. or being arrogant in applying
these skills

Using a negative reputation to maintain or
seize power by making people afraid

Acting or speaking inconsistently so others
don’t know what to expect

Withholding such information and/or
complaining of being undervalued as an
excuse for not contributing

Bullying others into taking action or not

Remaining isolated. demanding that everything
go through channels, requiring all activities to
happen on one's home-base

Withholding needed resources, or forcing
others to jump through hoops to get them

43
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To harness our differences in customs, language, preferences, and powers,
we refuse to debate who's right or who's wrong. Instead, we look at our
destination and ask: How do our customs, languages, preferences, and
powers help get us where we want to go?

Take to the Road

To reach our destination, we need a good road. Not one of gravel. concrete,
or Tarmae, but of relationships to build and work to do. The road offers a
number of challenges. Not obstacles, but opportunities; not potholes, but
possibilities! As we travel this road, we'll note four distinct terrains that
correspond to the four stages of collaboration. Within each stage, we'll face
four challenges that build on each other over the course of our journey.
Finally, we'll see that the road has a unique shape.

Take to the Road

Four Stages

Stage 1: Envision Results by Working Individual-to-Individual
Terrain: Hill Country

Collaborations begin individual-to-individual to envision results. Kemem-
ber how Betty Jackson called Wil Gaston to talk about the issues of
homelessness? The colliuboration started with a conversation between two
concerned people.

'« §
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We build the road and
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the road builds us.
— Sri Lankan saying
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Our collaboration may grow from a good idea we shared over the telephone
or from a mandate issued by a funder or legislature. Whichever way, we get
to know each other, attend meetings, and start to work. Together, indi-
vidual-to-individual, we envision the desired results and keep the collabora-
tion focused on our destination. But the ups and downs of starting a
collaboration, of finding our roles as partners, are as strenuous as going
through hill country.

Stage 2: Empower Ourselves by Working Individual-to-Organization
Terrain: Marshland

Collaborations continue along the road in an individual-to-organization
relationship to empower their members. After going through hill country.
the characters in the Tri-County story entered a marshland, where they
started to get stuck. Theyv realized they didn’t have authority from their own
organizations to act as easily as they wanted to. Some partners were able to
obtain authorization from their organizations: others weren't. During the
summer, they got into conflict with each other: they struggled to organize
themselves.

When we enter this marshland, we are like the partners in the storyv: we need
clear authority from our home-base organizations to work effectively to-
gether. We must also be clear about how we will work together. Clarity from
individual-to-organization and within the collaboration empowers us to
begin action. As Kim, Marjorie. Betty, Pet . and Wil discovered. we can
avoid getting bogged down in the marshland.

Stage 3: Ensure Success by Working Organization-to-Organization
Terrain: Fertile Plains

Moving on in our collaboration, we relate organization-to-organization to
ensure results. Now, to build relationships and work together, we find formal
ways for our agencies to interact. After fifteen months. the Tri-County
players built joint syvstems and policies that were the same from organiza-
tion-to-organization; each shelter identified one staff person te work full-
time providing care and coordinating programs: and two organizations paid
for part-time positions to support the collaboration,

Aswejourney. we work organization-to-organization o ensure success. Like

the key playvers in the Tri-County story, we begin to reap the benefit of what
we have sown on these now fertile plains.
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Stage 4: Endow Continuity by Working Collaboration-to-Community
Terrain: Broad Forest

Finally, as we complete our journey, we relate collaboration-to-communityv to
endow continuity. The Tri-County travelers began to fiud ways to institu-
tionalize their success in the community. With help from more people and
organizations. they developed increased support =0 that their efforts would
bring about new and continuing efforts along the road they had traveled.

After more than two vearsof traveling together—up the hill country, through
the marsh land, across the fertile plains—the partners had now come to the
shade, comfort, and resources of the broad forest, Marjorie passed leadership
to Peter; more people became involved: the collaboration identified new
resources and approached the legislature.

Fromcollaboration-to-community, we garner increased support toendow the
effort over time and to influence greater change in the systems that affect us
all. The many seeds we have planted begin to grow into a broad forest. The
building materials we need for continuity come from this broad forest.

Within each of these four terrains, or stages, we find four challenges that help
build relationships and do the work of collaboration. Let's look at these.

Challenges

Within each ofthe four stages of collaboration, travelers face tour challenges,
Each challenge builds on the previous ones. Some collaborations may enjoy
great success without meeting all of them. Yet creating. sustaining, and
enjoying a collaboration is best accomplished by facing all the challenges.

Here are the challenges for cach stage:

Stage 1: Envision Results by Working Individual-to-Individual
Challenges: Bring People Together (Challenge 1.\

Enhance Trust i(Challenge 1B

Confirm Our Vision (Challenge 10

Specity Desired Results «Challenge 1D

Stage 2: Empower Ourselves by Working Individual-to-Organization
Challenges: Confirm Organizational Roles «Challenge 20

Resobve Conflicts (Challenge 2R

Organize the Eftort (Challenge 20

Support the Members «Challenge 210

14

Relationship is a
pervading and
changing mystery.
— Eudora Welty

American author
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Shape of
the road

Stage 3: Ensure Success by Working Organization-to-Organization
Challenges: Manage the Work (Challenge 3A)

Create Joint Systems (Challenge 3B)

Evaluate the Results (Challenge 3C)

Renew the Effort (Challenge 3D)

Stage 4: Endow Continuity by Working Collaboration-to-Community
Challenges: Create Visibility (Challenge 4A)

Involve the Community (Challenge 4B)

Change the System (Challenge 4C)

End the Collaboration (Challenge 4D

The: Shape

Whatever the challenges we face, we need to realize that this road is not
really straight. The road twists and turns like a cloverleaf: it goes on, always
returning to an intersection. What does this imply? While the focus of each
stage is its four challenges, we meet all the challenges repeatedly and not
necessarily in order. In the Tri-County story, the partners called three
special meetings because they were bogged down while envisioning results
(Stage 1). Yet many collaborations meet this challenge to renew the effort
while ensuring success (Stage 3). Similarly, most groups face conflict while
empowering their members (Stage 2) after some trust has been built. but
Peter and Wil were already in conflict in Stage 1.

Don't be alarmed' We meet some challenges only briefly. And as we move
around, we increase our skills. So the next time we face the same challenge,

we're better prepared.

Pages 40-41 show what the road looks like with its four terrains and
corresponding stages, challenges, and shape.

The collaborative journey is one of destination, travelers, and road.

What is our destination? That is. what are we hoping and working for?
Community benefits and individual self-interests,

Who are we, the travelers? We are individuals and organizations who can

harness the diversity of customs. language, preferences. and powers to
achieve our destination.
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On what road are we journeving? A road of developing relationships and
successful work, with four stages, or terrains, and four challenges in each
stage, Thus, we achieve our joint destination.

What does that road look like? The cotlaborative road is a cloverleaf, So we
keep coming back to the anintersection, each time building on and improving
what we're doing.

Let's return to our Tri-County story. When the partners met to celebrate
their accomplishments (they had reached their destination). Betty chal-
lenged the board members to find an approach that would make real changes
on a broad level. New possibilities and plans excited the collaboration. Their
collaboration had come to both an ending and a beginning. The partnerswere
ready to refine what thev had done and to build on their success.

In our collaborative journeyv. the goals we discuss early on may be detailed
later; members may change: structures that we laboriously work out in the
beginning may later be moditied or replaced by ones that better serve our
ever-clearer purpose. As we travel the cloverleaf road. we discover that
flexibility and adaptability are key to effective collaboration,

This cloverleaf road raises problems for service providers and funders who
are accustomed to linear plans and well-defined goals. They want a straught
road that goes from North to South. from beginning to end. Many service
providers and funders want plans their members can complete in short time
frames of one or two vears, Collaborations, however, serve one purpose and
one purpose only: to produce results that are more likely to be achieved by
working together than by working alone. Collaborations do not exist to fulfill
preexisting criteria for a clear beginning and a definite end.

If we travel alone. we choose our own route and our own timetable If we
travel with others. we need to blend and hone and modifv our routes and our
timetables. When our whole group goes together, we may not end up exactly
where vach person wanted to go. And even if we end up where each of ux
wanted to be, how we got there will not be precizely as planned and will
usually take longer than imagined But think of the community benefits and
the = lf-=atisfaction’ We mav not see the <ight we =et out for. Instead, we may

di-cover the eighth wonder of the world - and we do this together, ©
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Aerodynamically,
the bumble bee
shouldn’t be able to flv,
but the bumble bee
doesn’t know it so it
goes on flying anyway.

— Mary Kay Ash
cosmetics executive
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Happily may [ walk.
May it be beautiful
before me.
May it be beautiful
behind me.
May it be beautifu!
below me.
May it be beautiful
above me.
May it be beautiful all
around me.
In beauty it is finished.

- Navaho Night Chant
b
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Stage 1. Envision Results by Working
Individual-to-Individual

Terrain:
Hill Country

Challenges:
Bring People Together (Challenge 1.0
Enhance Trust «Challenge 1B)
Confirm Our Vision (Challenge 10"
Specify Desired Results «Challenge 1D

Stage 4: Endow Continuity by Working
Coliaboration-to-Community

Terrain:
Broad Forest

Challenges:
Create Visibility 1Challenge £\
Involve the Community (Challenge 181
Change the Svstem «Challenge 1)
nd the Collaboration «Challenge A1)
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Stage 2: Empower Qurselves
by Working
Individual-to-Organization

Terrain:
Marshland

Challenges:
Confirm Organizational Roles
(Challenge 2A)
Resolve Conflicts (Challenge 2B)
Organize the Effort (Challenge 2(h
Support the Members (Challenge 211

Stage 3: Ensure Results by Working
Organization-to-Organization

Terrain:
Fertile Plains

Challenges:
Manage the Work «Challenge 3\
Create Joint Sy=stems (Challenge 318
Evaluate the Results «Challenge 3¢
Renew the Etfort «Challenge 30
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PART

How Do We
Journey
Together?

Let's Explore the Four Stages of Collaboration
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Stage 1: Envision Results by Working

Individual-to-Individual
Managing the Ups and Downs of Hill Country

s the Tri-County story in Part [ illustrates, the collaborative road

begins by assembling people, building trust, creating a vision, and

agreeing on desired results. Thus, Stage 1 resembles hill country because we
must manage the ups and downs of starting together.

We begin the collaboration by bringing people together and building trust,
individual-to-individual. The travelers may come from far and wide. Early
on. we learn to trust these many and varied travelers: we rely on their
integrity. their honesty, and their fairness. That's why disclosure of self-
interests in relation to the destination is so important,

Besides trust, we need rituals—repeated actions. Rituals help us build a
common language. They help us feel more comfortable with cach other and
provide a common ground <o that together we can envixion our destination
and manage the journey.

For many of us, the word ritual connotes religious ceremonies and shadowy
rites far removed from daily life. In reality, our lives are crammed with
rituals. For instance. each of us has rituals around personal habits: when we
shower: where we squeeze the toothpaste: what side of the bed we steep on:
what we drink while we read the daily newspaper. Our list of daily rituals is
actually quite long.

Since ritual plays a significant role in our daily lives. collaborations must
acknowledge and integrate them. Beeanse a collaboration cannot include
evervone's personal rituals, we must create common ones that build shared
ownership. In the Tri-County story, evervone enjoved sharing the refresh-
ments Betty brought to each meeting, Around that ritual ot eating. the gronp
members did some of their best thinking:!
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Bring People Together

Of course, we need trust and ritual throughout our collaborative journey;
however, we focus on them as we envision results by working individual-to-
individual. In this beginning of the journey, we face four challenges and learn
how to;

Bring People Togethe:
Enhance Trust
Confirm Qur Vision

Specify Desired Resuits

Bring People Together (Chalienge .0

Collaborations start when the members get to know eacl other and build
trust by creating shared rituals. Sometimes we encounter racism, sexism,
and classism and experience unequal power. Sometimes we learn to trust
people we've avoided in the past.

Knowing these difficulties, collaborations first bring the
“right” people together. As one partner said, “This is a
make or break item.” The challenge of bringing people
together requires the emerging collaboration to perform
four steps:

Have an Initiator

Choose Potential Members

invite Participation

Take Time

Have an Initiator

All collaborations begin with one or more initiators. They have a vision in
mind; they reach out to others, explain the rationale, and recruit group
members. In our Tri-County story, Betty Juackson, the executive director of
the Community Improvement Project, called Wil Gaston of Metford Shelter
to talk about the issues of the homeless. The possibilities excited them, and
they decided to involve others.

Much depends on the initiators” ability to build trust. To do this, they must
know themselves--understand their own customs, languages, preferences,
and powers, (See pages 30-134 for information on customs, languages, prefer-
ences. and powers.)

Cr
rea
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The Tri-County story illustrates the difficuity: Betty wanted to involve
George at the beginning rather than wait uncil the group was halfway down
the 10ad when she would have to explain (and possibly defend) the collabo-
rative actions. She knew her preference here. But she protested when the
group propesed three special meetings to explore the Tri-County services in
detail. Here, Betty's language was of inclusion where others wanted limits.
And she preferred creating the collaboration (begetting) over discussing
details theing). {See page 32,

Bosides these understandings, the initiators must present the vision and the
results that define it clearly enough to attract others. vet broadly enough to
include the opinions, skills. and powers of all the group members.

The tollowing anecdote shows how this works:

A collaborative initiator in a rural part of Pennsylvania wanted to
gather people together in a joint effort. As he explained, “l want to
make sure that we don't spend money twice for the same product!”

He helicved the answer to the problem was centralized services.
Howerver. as the collaboration worked together, the group realized the
[ssue was aecess to services. So they built a vartnership around
transportation—inchiding maintenance and fleet purchasing—leat-
ing the services at their scattered sites. Fortunately, he valued the
opinions of his partners in the collaboration.

Power i important here too. Someone with acknowledged power savs, “Let’s
get going on this,” This initiator tends to have a title thoard chair. legislator,
ovecutive director). When this kind of powerful person initiates a meeting.
we attend whether or not we believe strongly in the joint effort. Those

W can create needed ntuals by asking group members 3. Present the rituals to the group. Build trust by openly
what they want to foel comfortable. Here's how 1o discussing the rtuals. Decide ways to manage any
proceed. apparently conflicting rituals.

i Ask what rituals are important to each person. .For 4 Distribute copies of the agreed-upon rituals. Some
nstance, members might mention starting time, groups give members special folders tor thewr commu
mecting place, ayarlabihty of foad and dnnk, manage nications, which initself 1s a ntual of managing
ment of intormation, whatever. Do this m the inithial nformation,

tor » . . N ;
ntenews on At the first meetings 5, Perlodically review the rituals. By doing this. we

. Pool all the requests for rituals. Then consder which determine which are still vialuable and whether to
roquests best meet the indwidual needs of the add others.
pearticpants whe hetpmg to form the proun

(94 |
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initiators without acknowledged powers must be elear about the destination.
especially the potential gain for their partners, and carefully plan their
approach to possible group members.

Choose Potential Members

Initiators unite an appropriate cross section of people for collaboration. Each
person brings something for the journey. How do we choose among them so
66 that we have the skills and powers we need? How do we limit our number =0
that we do not have too much of one thing? How do we make sure that the

Courage happens when _ o )
appropriate minority, grassroots, or end-user groups are represented’

people unite.

— Anonymous We tend to choose people based on who we know. know about. or know to

LA have aceess to resources. But. there are many other helpful qualities.
Consider these criteria when choosing potential members:

e Capacity: The capacity required varies with the scope of the effort. For
example. one collaboration of five food-bank members in California buitt
a freezer for food preservation while another collaboration to eliminate
tumily violence had ten groups of twelve people each working simnlta-
neously. In practice. up to fifteen people is ideal for any one group. More
than fifteen causes difficulty in scheduling meetings and giving evervone
a chance to speak. tSee Organize the Effort [Challenge 201, page 82 for
how to organize larger efforts.)

e Difficulty: Choosing members 15 an act of power because they later
P select strategies and control resources. Given this, initiators may avoid
people who oppose them or make them uncomfortable. However, unusual
or difficult partners may be beneficial and necessary to a collaboration.
In the Tri-County story, Peter wanted to race ahead. while the other
partners realized the necessity of long-term planning. Instead of asking

Power is eroded when
differences
are suppressed.

— George Peabody Peter to leave, they harnessed his =kills. Eventually, Peter became the
American consultant new leador,
bl

¢ Dynamics: Special relationships outside of the collaboration ean atfoet
the dyvnamics of the group. When close friends, partner:. spouses, and so
on are in the same group, the work of the group is likely to be diseussed
at other times. This iz neither good nor bad, but we need to be aware of
exting relationships when choosing members,

e Familiarity: Similarities in purpose, expertise. community, clients,
and <o on will help the collaboration jell. So will a history of positive
working relationships that predate the collaboration. \Community here
means o group united by geography, population. practice. religion,
bhusiness, or other <hared characteristic.s
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¢ Impact: The proposed members may be the end users tthose most
directly affected by the joint effort) or people who have aceess to them,
Participation by end users is essential beeause they know best what they
need, and their involvement helps ensure their long-term ownership of
the results,

e Power: We choose nembers because they have the power to achieve
results, What powers might be helpful? Connections, expertise. re-
sources, position, persuasion, charisma, visibility, and integrity.

e Stimulus: Some keyv people are “queen bees™ who attract workers,
Given their positions fas county commissioners, school superintendents.
famous personalities, directors of arge organizations), queen bees do not
have time to remain with the collaboration for long. Their initial pres-
ence. however. attracts others who will work hard.

e Territory: We tend to invite people from similar disciplines, This ix
especially true of nonprofits working with nonprofits, businesses with
businesses, and o on. Instead. include people from as many different
stctors ds appropriate.

e Variety: Some people can conceptualize and have a high tolerancee for
process: other members prefer to implement specifies ater on. Collabora-
tions need varied <kills and powers,

Successful collaborations need to involve minority, grassroots, and
end-user groups. This can be difficult when the initiators are from
the mainstream. Such initiators can attract these groups by making
personal contact, building relationships, and making sure that
participation truly benefits them. Even so, mainstream initiators
may have to wait until the collaboration is closer to taking specific
actions. Then involving the end users is often easier,

To solicit potential members, we consult key people who know the commar,
nity and understand the coltaboration’s effort. Wesaw thisin the Tri-County
<tory: Botty WJackson and Wil Gaston, the initiators of the Tri-County
collaboration. consulted Kim Lee, the president of the United Way, Then
Betty called Marjorie Bear, the assistant direetor of County Social Serviees,
Together, these kev people dratted o list of possible participant=.

119

... morality may
perhaps consist solely
in the courage of
making a choice.
— Leon Blum

(1872-1950)
Premier of France

’
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Haste, haste has
no blessing.

— Swahili proverb

Y

Invite Participation

We can contact a potential member directly or through someone who knows
thut person. As we make contacts, we must build trust and support. To do
this, some initiators bring everyone to the table at once to discuss the
collaboration. Others meet privately with each potential partner and sum-
marize the private meetings at the first group meetings. Either way, we need
to disclose and obtain the following information:

e Possible community benefits and why they are important,

¢ Gainstothe participating organizations and individuals (stated in their
language).

e Powers: connections, expertise, resources, position. persuasion, cha-
risma, visibility. integrity.

o Commitments being suggested (staff. time, expertise, dollurs:.

¢ Dates and times for a first meeting.

Tovite o N sty e Svoug

Collaboration means working with every group that can contribute
to the vision. Admittedly, the -ontributions of a variety of groups
may be uneven—power is nc/er equal—but each can be vital to
success. Yet our first thought is usually to invite the biggest, oldest
orrichest organizations, They can be very helpful and they are often
inthe middle of most major activitiesin the community. But because
of this, they are sometimes part of the problem. So choose carefully.
Choose those groups that can be part of the solution.

Take Time

Sometimes a special meeting is needed to draw the group members together.
Do this if the following is evident: low trust among the potential members;
strong competition for resources (not just funding: confusion or lack of
knowledge among potential members about cach other's organizations: or
disagreement among key people about which organizations toinvolve in the
collaboration.

It takes time to resolve these issues Here's how one group responded:

A collaboration of adudt litercey providers wanted to integrate their
services with social agencies and educators, Their first meeting was
stde-rarted because participants had so many questions about each
other's programs. So the literacy folks organiced o one-day workshop
to identifv overlaps and gaps in sercices,

'l
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Bring People Together

A final word about bringing people together: this challenge requires patience
and courage. Patience because several meetings may be necessary to as-
semble the “right” people; courage because we need to select some people

while leaving out others.

o e ALy D

Effective communications makes bringing the right
number of people together important. If we have two
people, two communication bonds exist: (1) what the first
person communicates and the second person receives
and (2) what the second person communicates and the
first person receives. With three people, six bonds exist:

A rule of thumb for all communication bonds 1s; NIN-1) =
Number of Cominunication Bonds.

So with three people in our group. we have 3(3-1) = 3(2)
= 6 communication bonds. With eight people. 8(7) = 56
bonds. With fifteen people, 210 different bonds!

Nonverbal communications also make a difference. If our
verbal message and body language match what is
expected in our culture, then the message is reinforced.
But if nonverbal expression contradicts verbal language
(for example, someone claims to be enthusiastic but sits
back with arms folded) we receive a confusing message.
Add to this the fact that body language varies from culture
to culture (for example, eye contact is friendly in some
cultures and rude in others) and the opportunities for
miscommunication balloon.

What's the implication? The more people involved. the
greater the number of communication bonds: the greater
the intensity: and the greater the difficulty of learning
about each other, balancing power. having time to speak,
scheduling meetings. sending out meeting summaries,
creating ownership, being productive, and so on.

Vet s e Thoy (nHee
People in rural areas tend to be more receptive to
collaborations, perhaps due to a relative lack of re-
sources and a sense of isolation from urban areas. They
may also be more receptive because people know ~ach
other better and have a history of community eff. . such
as barn raisings and high school sports. As a result,
trust and ritual may be easier to build in rural than in
urban areas. However, to confront someone’s behavior
in an urban collaboration when we won't see them until
the next meeting is easier than in a rural collaboration
where we also worship together and shop in one
another's stores.

Because of the variety of relationships, candid discus-
sions about power and self-interests are riskier for
members of a rural collaboration. Choosing members is
also more difficult because the population is sparser and
people in rural areas quickly know who's in and who's out.

Rural collaborations can resolve this dilemma, in which
famitiarity has both benefits and drawbacks, by imagining
that they are consultants to a group facing these prob-
lems of fammitiarity, This exercise fosters the objectivity
necessary to finding the answers appropriate to the
community.

Adapted from the work of Sharon Kagan. Used with pernission.
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L K B 4

Milestones mark accomplishments. We have begun our journey up the hill.

Bringing people together wasn't the easiest thing in the world. Still, we're

moving forward; we've come to the first bend in the road. Let's mark that by

erecting a milestone—a document that summarizes what we've accom-

plished. For envisioning results by working individual-to-individual, the

Membership first milestone ix a roster of members who have agreed to be part of our
Roster fledgling collaboration.

In erecting the first milestone for the challenge of bringing people together.,
we realize that we have learned:

¢ The importance of the initiators’ self-awareness, base of power, and
ability to present an initial vision that is broad enough to include others,

¢ How to uxe nine criteria to choose potential members rather than
selecting from the more limited group of "who we know.”

¢ low to invite participation by obtaining and disclosing information that
builds trust and support.

The vatue of taking time. when needed., to draw the group together,

Refer to the Membership Roster. Appendix C tpage 147) for a format that
records the essential information about the growing membership: names,
addresses, and phone numbers; statements of self-interest; and possible
contributions.

As we rest by this first milestone in the hill country, we look up and see that
the hill is getting steeper. We'll need a lot of trust as we offer each other a
helping hand up the road. So. our next challenge is to enhance trust.

Q
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Enhance Trust (Challenge 1B)

An initiator builds trust and creates rituals to bring people together.
Usually, an initiator of the collaboration becomes its convener. This works
when the person has preferences for both begetting and becoming (see page
32). But those who initiate collaboration and favor begetting (discovering,
exploring, creating) may not do as well with becoming (focusing, attend-
ing to detai). And becoming is more of what is needed to convene
regular meetings of the collaboration.

In the Tri-County story, Betty shows she values begetting when
she picks up the phone to call Wil and both are excited about
possibilities. Kim values becoming and often helps members focus
on issues in the meeting,

The initiator serves the collaboration best by recognizing his or her
preferences, using those strengths, and admitting to limitations.
Most importantly. the effective initiator acknowledges when the time
has come to pass the compass to the convener as the travelers journey up
the hill, helping each other along the path,

So this next challenge is about enhancing trust between the initiator, the
convener, and the partners, Recognizing that unlike the story, everyone is
not open and honest, to enhance trust, the collaboration has to:

Choose a Convener

Hold Effective Meetings

Involve Everyone in the Meetings

Disclose Self-Interests

Enhance Trust

bl
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Choose a Convener

Askilled convener needs good organizing and interpersonal skills. especially
the ability to challenge assumptions. Those who travel with this tour guide
must see her or him as a capable and neutral person. These skills help the
convener establish the trust necessary to reach the destination. The con-
vener helps create the routines trituals) that make our journey enjoyable and
satisfving.

Get Started

Often, at an early meeting, someone says, “Everyone’s not repre-
sented who should be.” Yes, all parties affected by the work of the
collaboration need a voice in it. However, the timing of that repre-
sentation is important. We must beware of getting caught in the
“diversity trap”— the belief that we can’t go forward because we
don’t have total representation or our members don’t reflect the
race, ethnicity, class, or other characteristics of the individuals who
will ultimately benefit. Instead, we must continually learn, adding
people to our collaboration. Our collaboration is a cloverleaf, al-
ways coming back on itself, improving and growing. So let’s get
started and plan how to add the right people very soon.

We must select the right person as our convener—someone who can be
supportive and flexible; facilitate the group’s work; assume authority as
negotiated with the group: delegate responsibility for specific steps: build
conditions by which individual members can influence the whole group:
remain rather distant from the content of what we are discussing: and focus
on the process (the vision, the actions of group members. and what is needed
to move things forward). A successful convener makes the group powerful
enough toaccomplishits ownwork. powerful enough to reach its destination.

i

Not-So-Skilled Conveners

How can we go fonvard when no one in our group seems ¢« How can we delegate authority and responsibility for
to have all the skilis of a qualified convener? The answer specific tasks?

hes n asking the nght guestions:

How ¢ we together, build a vision that maotivates,

mspires, and affirms values?

e  How can we build conditions by which members can
influence the whole group?

Any convener can ask these guestions; a more skilled

How can we move forward, be sensitive to confhict, convener may help the group arrive at the answers as

and resolve differences?

How can we he supportive and flexibie?

part of its collaborative work; a not so skilled convener
can make answerning the guestions the temporary work of
the group.

How can we facilitate our group’'s work?

Q
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Hold Effective Meetings

Effective meetings are themselves a ritual. marked by such routines as
starting and ending times, agendas, or refreshments. Effective meetings are
important throughout the life of the collaboration, especially in the begin-
ning. The Tri-County story showed effective meetings in which the partners
built trust and familiarity through contact. exchanged important informa-
tion. envisioned results. created strategies. divided responsibilities, and took
action,

Initial collaborative meetings are often enjovable because we are building
relationships. establishing a new context for existing relationships, and
exchanging information and ideas. But meetings can go sour when relation-
ships are already established or when no one provides valuable information.
Then the group makes noimportant decisions and the purpose of the meeting
ix ambiguous.

To avoid this souring ambiguity, we must jointly define much-used terms
such as trust. respect. effectiveness, or responsibility. The following exercise

deals with potential ambiguity. Modify it so it's appropriate to the culture of

the group:
1. State the term. For example: trust.

2. Brainstorm specific behaviors that lead group members to conclude there
ix poor trust. For example: “People are frequently late for meetings.”

3. Brainstorm specific behavior that shows average and excellent trust. For
example: “People attend meetings but don’t say much.” "Other people
frequently offer new ideax and also listen well to others.”

1. From these lists of behaviors twith negative behaviors inspirving their
positive opposites), jointly create a short phrase that defines the term.

When terms are jointly understood. nothing i= hidden in ambiguity. Either
our meetings are effeetive tas we have jointly defined effeetivenessyor we
have something to fix.

Different culture. .efine effective meetings differently. For one ¢ up,
starting and ending at a preset time might be eriteria for an effective
meoting. For another group. making sure that everyone leaves with an
inereased sense of eohesiveness might be a eriterion for an effective meeting:
for then, ending “on time” is defined not by the clock but by the quality of the
refationships,

bJ

66
Consciousness
raising is putting a
question after an
assumption.

— Leonard Hirsch
America: consultant

»

6
You will do foolish
things, but do them
with enthusiasm.

— Colette
(1873-1954)
French author

*
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It's a great satisfaction

O

¢6

knowing that for a
brief point in time you
made a difference.

— Irene Natividad

Philippine!/ American
political activist

”

Involve Everyone in the Meetings

The convener must involve everyone by building relationships. taking
action, and providing information. Below are wayvs to accomplish that
involvement. Each method must be adjusted so that it's appropriate to the
group. Forexample.one group’s action agenda” may be a written list of items
tobe covered, while another group’s action agenda may be to eat together and
know each other better before discussing work at a future meeting. In either
case, shared expectations and opendecisions go a long way toward enhancing
trust within the group.

Planning:
State the purpose tor the meetingt=),

e [ssue materials for participants to read or prepare prior to the
meeting,

¢ Createanactionagenda by stating the dixposition, responsibility, and
time allocation for each item.

¢ Manage the logistics tdate. location, start-stop times. refreshments),

Process:

e Setinitial ground rules for participation and decision making.

e Beginand end on time.

¢ Follow the action agenda ibut don't stay on o task just to averd
conflicty,

* (et the work done that needs to be done,

¢ Review what has been accomplished cor not and understand what
happened tor didn'ty,

People:
o Acknowledge contribution and participation,
Build 1n rewards tsee page 92,

Manage ceritical situations and conflict.
o Follow up with thost who did not attend.

Paperwork:
o Kueep appropriate records.
o Manage the amount of paper,
o Write moecting summaries,

o  Distribute exsential information to rmembers and other stakcholders,

Mecting sumnuries are report< that briefly note who attended, the key
issues covered in the mecting, actions taken, who is responsible for each
action and by when, all progress, and the mam ttems for the nest meeting,
Summarics are not minutes, which are aorecording of o/ diseussion. Sinee no

6]

one reads them. summarize!
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Intervene for Effective Meetings

Any group continually improves by modifying its 1deas
and pehaviors through the interact:on of its menibers.
While conveners do not controf others. they do respond
to situations 1in a way that can strongly influence others,
Key here 1s the ability to mtervene at the needed mo
ment with a variety of responses. Conveners intenen
trons can be:

¢ Conceptual: an overview that pulls together the
ideas and trends with which the group has been
dealing. ("We've addressed a number of ideas
tonight, and all of them seem to be concerned with
ways to reach agreement.™

¢ Experiential: an expression of current behavior or a
report of personal experience. ("I'm feeling pretty
tense over what just happened. ™

¢ Structural: a suggestion of planned activities to focus
attention on the issues at hand: this may include
taking a break. ("We seem bogged dcwn. Let's break
into sMmali groups and brainstorm soiutions to our
problem. ™

The convener may direct intervene with the group as a
whole. a relationship within the group, or the actions of
one member of the group.

Because these interventions increase group cffective
ness. they also affect the trust ievel. Sometimes an
intervention works: sometimes it doesn’t. f an interven
tion fails. try another. Remember. the one guarantee of

failure i1s to let the group simnly ptod on without domng
anything!

Based on The Crtcal Incdent n Growth Groups by Arthar ML Cohen and R Dougias South, Used with pornrsson,

Lot o e Vet Meetings

Pay special attention to the first few meetmgs: procevd
slow'y. and make the agenda for the first meeting clear
with established ground rules. (Of course. the group wiil
later develop these ground rules in more fasting struc
tures, roles, and procedures.!

Consider the following guestions tor the brst agendaty
o Why was the meeting calied and who cailed it?

o What do people think the collaboration nught accom
pheh? In other words, what are the expected come,
pory enehits ardindnodua self interestq?

o gt are the pros s ors ot coliabhoration 2

o N0 G et Dresent G oo B e et et

contehate )

Questions to consider for ground rules!

What are the roles of the members and the comener,
and who do they represent?

e What is our time frame for working?

o How wl we handle information: data gathenng, record
keeping. confidentiality, pubhcity?

o How will communications he managed? e athen
WOTES, Who wi see whoe atahat tmes?

o WLt Ay, compensation Wb e hers e ne e
foes, capenses

o Wt dowe e to pet stanea?

. FROs et bt e (e o
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Disclose Self-Interests

Building mutual respect. understanding. and trust is crucial in this first
stage of collaboration. We accomplish this when we acknowledge how the
collaboration serves our self-interests as well as the goals of our home base

66 organizations,
God protect me from
self-interest In an early Tri-County meeting, both Wil and Marjorie acknowledged their
masquerading as self-interests, In fact, each Tri-County member shared his or her reasons for
moral principle. working in collaboration, and as their discussion exposed personal agendas,
— Mark Twain their assumptions disappeared. Self-interests must remain in the forefront
(1835-1910) throughout the life of the collaboration, and effective collaborations renego-
American humorist tiate them as members and self-interests change,
and author
" Todisclose self-interests, we discuss the areas importast to us, including our

customs, languages, and preferences. One way to discuss self-interest is for
the convener to ask each person to address the following five items, both for
what cach individual personally needs and what the person helieves his or
her organization wants:

o Culture: Cultural differences, inherent in difterent ethnic groups. also
exist between businesses, government, education, and nonprofits, Cul-
tural differences also extend to organizations, professions, and different
parts of the country. The collaboration must discuss its cultural expecta-
tions and what will satisfy members,

e (Gain: Each organization and individual represented in the collabora-
tion stands togain something from being there: money, prestige, contacts,
advancement, goodwill, and soon, A simple question. "Why are you here?”

66 answered by each member from both a personal and organizational

You cannot perspective goes a long way toward establishing trust,

shake hands with a o Diversity: The image of the melting pot is no longer accurate. Today.
clenched fist. people seek aceeptance of their differences, For some, diversity is recog-

— Indira Gandhi nition of skin color, ethnic background. or sexual preference. Others
(1917-1984) consider diversity to be acceptance of their stvle thegetting, becoming,
Prime Minister of Indiu heing. or bequeathing) while still others want acknowledgment of how
99 their family situation influences their ability to contribute. Individuals

must detine diversity: the group must define acceptance.

* Perception: The group must work together to come up with joint
de finitions of how to perceive actions and other aspects of the collabora-
tion. For example, someone does not show up for the meeting. One
interpretation is that the person is detained, and the response is *I'm
concerned. " Anotherinterpretation is that the personis forgetful, and the
response is "Not trustworthy ™ To avoid judgments when dealing with
ambiguous terms or situations, we must find common definitions.

bb
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e Power: Members need to disclose what power they bring the group.
Some people hesitate to admit to their expertise, wealth, connections, and
so on; some refuse to share what they hope to obtain from the power of
others. Remember, power is always present and never equal. We must
disclose the power that exists and is sought and use group wisdom and
convener skills to make sure that we use these powers wisely.

To disclose self-interests. make their discussion an official part of a meeting.
Document the discussion in a meeting summary. and set specific times to
review self-interests at later stages.

LR AR J

The milestone for the challenge of enhancing trust is meeting summaries
that clarify the role of the convener, state how everyone is involved. and
summarize decisions made and achievements to date. Refer to the Meeting
Agenda and Summary in Appendix C tpage 149) for a form to record this
information.

In erecting this second milestone. we realize we have learned how trust and
ritual are the foundation for:

e (Choosing a neutral convener who is supportive and flexible with good
organizing and interpersonal skills.

e Holding effective meetings that build relationships, provide valuable
infermation. and lead to making important decistons.

e Involving evervone in the meetings by attending to planning. process.
people, and paperwork.

\ . . . . . . J
s Dixcloxing individual and organizational scelf-interests.
Well, we're higher up the hill now. As we've climbed. we've paused to share
why we came on this journey. And our sharing hasx developed trust and

helped us realize that our goals may difter.

What Lies around the next bend? Confirming our vision,

Meeting Agenda
and Summary




60 PART III HOW DO WE JOURNEY TOGETHER?

Confirm Our Vision (Challenge 1C)

As we continue our journey. we need to shape our diverse opinions about
communal benefits and separate self-interests into a specific vision. Then we
can move in one direction, together.

The Tri-County group agreed early
on that thev needed a vision state-
ment so evervone would share a
sense of purpose. Three weeks later,
the participants brainstormed their
long-term destination in the form of
a vision statement. Then two col-
laborative partners volunteered to
write the statement. which the
whole group refined.

Without a vision statement, separate self-interests ean override collabora-
tive interests: [ try to get my self-interests met and vou do the same. With a
common vision, however. we apply our power and subordinate our separate
selfsinterests to the larger purpose.

To complete this challenge, we:
Understand Vision Statements
Write a Vision Statement
Capture the Focus

Understand Vision Statements

A shared vision is es<ential to enhancing trust, The vision statement tells
evervone where we are going. It informs evervthing we do and generates
excitement for all parties. Here are two examples:

o A vouth inoowr eoty el ace, as their birthright, opportunitics
through education and emplovment at both the secondary and
post-secondarylevels toempower then to shape their owen futire,

o Ournussion istaexpand the role, enliance the status, and inerease
the ability of women to gam more control over life choices and
aehiere cqual status i busimess and goverinent,

Q
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S L T T L T T e E N SR ERE T

Don't collaborate solely to rescue member organizations from finan-
cial trouble. To call such arescue operation a collaboration misleads
people. An organization that wants to collaborate to obtain money |
probably does not have a vision of how collaboration benefits the |
community. Save anything worth saving; help an agency secure
funds if it serves the community well. But don’t consider a rescue
operation to be a collaboration.

Let's look at two tvpes of vision statements: broad change and practical
efforts.” Broad change mobilizes interest and keeps the collaboration from
focusing too narrowly or from launching mini-projects of marginal gain.
However. achieving broad change iz more difficult than accomplishing
practical efforts. Morcover. members who need conerete results to sustain
their interest find practical efforts appealing. We can achieve these rela-
tively early. and this type of vision guides day -to-day activities. But practical
efforts may not be broad enough to sustain the interests of the greater
community or those with resources. A vision that balanees broad change and
practical efforts is ideal,

Our vision statement should include the following elements:

¢ Adescription of what we will accomplish. as well as where and for
whom we will achieve our vision. The vision must be an exciting
destination wo.th "going {or™ right now, our stutemient will not include
how we will achieve our results.

¢ An account of the scope of work. The vision starement must indieate
how big, how many, how much,

¢ Astatement of unique purpose. The vision statement must differ from
the missions of member organ. ziations.

¢ (Clarity. The vision statement must be casy to understand, vet go beyond
trite phrases,

Vision focuses on possibilities. not problems. A vision statement leads us
toward desived results, generating energy and motivation. With a clear
vision, we will be better prepared to know what actions to take,

) [}
! o Iy N e { / . !
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Write a Vision Statement

Words are important in our vision statement because all the collaborative
members and the people in their home organizations will read them. But
since collaboration is an ongoing journey in which we will return to earlier
steps with greater expansion and clarity, we must avoid striving for the
“perfect” words. We spend time on words because they give ug direction, but
not so much time that they limit progress. We strive for consensus; everyone
agrees to move forward, even if everyone doesn't accept all the words in the
vision statement.

Towrite a vision statement, brainstorm and list important phrases or words
that begin to d-:scribe the vision. Then agree on the most important factors,
and begin *o refine the vision statement. Next, ask a subgroup to take
responsibility fordrafting the statement. At a later meeting, theentire group
modifies and ratifies the document. Depending on the extent of our com-
ments, the subgroup may need to meet again. In refining the vision, we
realize that the discussion—even the conflict—is more important than the
statement itself.

Some conflict in wording is inevitable and actually healthy, because the
collaboration sorts out values and attaches meaning to phrases the members
havetossed around. But beware of conflicts that arise from a perceived threat
to some agency or person. If this type of conflict happens. the convener must
emphasize that the group is not vet making operational decisions.

Th Ot e o F o

A vision statement serves a purpose similar to the Native repeatedly asking: "How will what you say serve the

Americans' ritual of the "children’s fire.” The community children to the seventh generation?” Those present argue
sits around the fire and debates what needs to be done the validity of opinions and preferences only as these
and how best to do it. The elders have the task of serve the community.

Doty o S R N

We are ready to wnte our vision statement and someone 2. We usually don’'t need to gather new data-—we just
says, "We have to gather data about needs. People won't need 1o breathe life into existing data and models.
iisten to us If we can't demonstrate need.” Yes, we need
hackground information to show that we know what we
are talking about. But we don’'t need a iot. And we need
to remember the following.

Data gathenng i1s used to bulld relationships and
ownershis for our effort. This 1s a strategy Who we
ask for information and how we present the data to

our constituencies is just as important as the
1. Many organizations gather data, o 1ot of data mformation itself,

Q
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Before adopting a vision statement, collaborations usually work through a
series of debates. Some groups have taken as much as two years to agree on
avision. If vested interests are deep-seated. then our emerging collaboration
should pick a small, noncontroversial vision, expanding to a more compre-
hensive vision when we have greater experience. Whatever our statement,
we need to begin with something that will lead to success.

Capture the F "
apture the Focus How' is o
The Tri-County partners produced both a vision statement and a focus destroyer of vision.
statement. The latter was a single sentence: Our focus: Agencies working — Don Coyhis
together to keep families together. This succinet statement became the Founder,
group’s rallving point: it captured the intent of the vision and the imagina- White Bison, Inc.
tion of the group. 99
Because it is brief, clear. and memorable, the focus statement communicates
our purpose to people outside our collaboration more readily than the vision
statement. The focux statement often becomes a slogan. Following are two
examples:
Vision: Al vouth inourcitvwill have, astheirbirthright. opportunities

throwugh education and emplovment at both the secondary and

post-secondary levels that will empotcer them to shape thetr

own future.
Focus:  Owr youth wcill be ready for the workplace of tomorrow. 66

Imagination is
the highest kite
one can fly.

Vision:  Qur mussion (s to expaned the role. enhance the status, and
incre tse the ability of women to gain more control over life
choices and achicve equal status in business and government.

— Lauren Bacall

b

Focus: Women i1l be equal anvwchere and evervichere,

While writing a foce.  atement, our collaboration becomes an advertising
agencey! In this age of the fifteen-second sound-byte, we must communicate
essence in an easv-to-grasp phrase. (See Create Visibility. page 1190 To
arrive at this focus, brainstorn: phrases and then agree on one phrase that
communicates the neart of the vision.

Q
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Vision and
Focus
Statements

The milestone for the challenge of confirming our vision is a vision statement
that includes a succinet focus. Refer to Vision and Focus Statements in
Appendix C (page 151) for a guide to creating these statements. This record
aids in achieving support from key stakeholders.

In erecting the third milestone. we have learned how trust and ritual
underlie:

¢ Understanding that vision statements are the basis for evervthing we do
and generate excitement for evervone involved.

e (reating a vision statement using a process that involves everyone,
acknowledges that conflict is healthy. vet expedites the writing of the
actual statement.

e (Capturing the focus of the vision in a brief and memorable phrase that
readily communicates the purpose of the collaboration.

Here we are. still climbing that hill! We've established trust and selected
someone to call us together. Now we look to the crest of the hill and see that
someone holds high a flag. On this flag is our focus statement. the rallying
cry that leads us onward.

What must we do next? Specify the results we want to achieve.
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Specify Desired Resuits (Challenge 1D)

Our next challenge is to specify the results we want to achieve.
Our vision statement points out where we are headed: our focus
statement leads us forward. The statement of desired results is a
declaration of the accomplishments we want to make that contrib-
ute to the realization of our vision and focus. The more specific the
desired results. the better we'll know how we are progressing. They
remind us to stop, look around. decide if we're succeeding , and
continue on our course or correct it if needed. The more specific
our desired results. the more we can trust that we will arrive at
our destination-—together.

Of course. the desired results will evolve and the final destination
may be unforeseeable now. Still. we focus on destination when we:
Define Desired Results

Specify Desired
Think Strategically Results
Take Strategic Action
Define Desired Results
To incorporate the desires of many constituencies and to sustain our
collaboration over time. desired results must be long-term. They must also
he short-term enough to produce achievements that sustain enthusiasm.
These desired results are. of course, community benefits and separate self-
interests,
. . 66
Desired results must be concrete, attainable. and measurable—at least to a
degree. That way. our collaboration and our constituents will know what we I know why
are trving to achieve and when our attempt ix successful. The words we use there are so many
must represent positive outcomes, not problem reduction, because when people.who love
language focuses on problems, problems remain in the forefront. However. cho;lJang. u{ood.
when language focuses on achievements, achievements stay uppermost. I’_I this qcthty one
immediately sees

Let's return to our story. When the Tri-County collaborative moved into the results.
outlining specific desired results and strategies, a small group agreed to — Albert Einstein
refine the ideas and mail out the draft statements <o evervone could review )

them before the group met again, The group came up with an impressive list
of hoped-for result= and <trategies, including:

¢ Shorter-term
Providle up to seven davs lodging for cvery homeless person and
bis oe her farmdy n the Tri-County area.
Iinmediate aceess to the closest available bed for cach homeless
DICPSON
7 '
3
Q
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* Longer-term
~Incidence of homelessness reduced by 30 percent during the next
eight vears.
~  Public consciousness raised about what being a member of this
community means as measured by increasec’ volunteer support at
shel*crs and food shelves.

Specifying desired results is risky because members of a collabora-
tion begin to hold themselves accountable. If they are unsuccessful,
they find little place to hide. So some of us are reluctant to get
specific. Nevertheless, if people both inside and outside the collabo-
ration know that the collaboration is succeeding, then obtaining
and sustaining support and resources will be easier.

Let's remember that desired results differ for every collaboration, they must
be specific, and are d veloped more fully as we move along. Clear-cut
objectives build a fave.: ble social and political climate in which constituents
sec our work as cost-effactive and as an improvement to current efforts. This
sustains excitement about our collaboration and builds support in the
greater community.

Todetermine desired results, we brainstorm how we will know when we have
achieved our vision. We begin by asking. "What will have happened?” " What
will have been created?” “What will have changed?” Working together, we
agree on the most important results.

Gttt

Specifying desired results 1s not easy. To make them * Low Complexity. How difficult are the des red resuits

appeal to the greatest number of people. desired results to understand and apply? (The more difficult. the

must show: slower the adoption process.)

* Relative Advantage. Are the desired results better e Trialabllity. Can people try out the change first? «if our
than the status quo? Will people perceive them as constituencies must commit everything at once. they
better? (1f not. they will not he adopted quickly. 1f at will be far more cautious ahout adopting the desired
all) results.)

o Compatlbility. How o the desired results fit with * Visibility. How observable are the desired results? If
people’s past expenences and present needs and our constituencies adopt them, can the differences be
values? (If the results don't fit, people will believe too discerned by others? (If not. the desired resuits will
much change 1s required of them.) spread more slowly.

Adapted from Alan Atkisson “The Innovation Diffusion Game ™ Context institute, PO Box 11470,

Bainbridge island. WA 981 10. Used with permission.

7]
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Next, as the Tri-County group did, we ask two or three people to take
responsibility for writing the statement of desired results. When the sub-
group returns with theirdocument, we modifv and ratify it. Dependingon the
extent of the ensuing group discussion, the subgroup may meet again to
reword the document.

Think Strategically

In this book, strategy is amplifving resources and relationships to generate

revenue and other support prior to taking action. Here are some examples of

strategic actions:

o An organization used money from one program to augment a
second program. The second program qualified for matching
tederal funds. The matching funds increased the second program's
retenues by 50 percent and repaid the first program.

o A collaboration member agreed to obtain grants. Three times he
contacted foundations solely to learn about each one's mission, but
never asked for funding. In the second call, he said he was
intrigued by the first conversation; during the third call, he said
that precious conversations had helped him conceive a program
for which he would fike advice. Only on the fourth call did he ask
if the foundations would entertain a proposal. By this time, some
had lost interest. Others, however, did fund the program, includ-
ing one foundation which gave $100.000. despite never having
funded a collaboration betore.

To amplify revenue and other support, our most effective route is through
networks tinformal groups of people we count on for prompt and cooperative
responses ). Toinfluence people’s decision-making, we must know peopie who
can influence other people. Thus we create stakeholders: individuals, groups.
and organizations with a stake in the objectives of our collaboration.

The larger our vision, the more wisely we must create our stakeholders. We
tend to talk to people who already support us. but to pave the way for the
collaboration’s actions. we must include people who are “persuadable.”

To proceed. list potential stakeholders by asking, *Who really supports our
efforts?” *Who opposes our efforts?” *Who can we persuade to help?” Include
all possible stakeholders, both inside and outside the collaboratiop. Rate the
stakeholders as FoFor™, At Against™), and P c*Persuadable™ ). Typieally, we
expend 80 percenc of our effoct on “Fors™ 15 percent on the "Againsts™ and
5 percent on the “Persuadables.” But our energy is better used if we expend
15 percent of our effort on the "Fors", 5 percent on the “Againsts™ and 80
percent on the "Persuadables.”

CNtratern thnking and the steps that bl ane adapted prom tecceodsop Locnard Heescde Uacd

with pernission ’
A 4

66
Any enterprise is built
by wise planning,
Lecomes strong through
common sense,

and profits wonderfully

by keeping abreast of

the facts.

— Proverbs 24:3-4
The Living Bible

bd/

v 7




68 PARTIII HOW DO WE JOURNEY TOGETHER?

Q

ERIC

Aruitoxt provided by Eic:

To determine the sequence of approaching the stakeholders. we rate them
from 1 to "n” 11, being the most important stakeholder and n being the
number of stakeholders). However, to affect the higher-rated stakeholders,
we may need toreach the lower-rated ones first, because they. in turn. might
be able to influence the higher-rated stakeholders more successfully than
we can.

Take Strategic Action

After naming our stakeholders. we have to anticipate their reactions to our
desired results and state how we can tie our agenda to theirs, In other words,
we show how our results will help the stakeholders, This strategic action
helps increase support for the collaboration’s efforts. We redefine cur desired
restults based on these considerations and ask a subgroup to revise the
statement of desired results,

Sometimes, an effective strategy is to include the agendas of those
who oppose us. Remember, our reason for creating a coilaboration
was to build a greater power base. We build power when we use the
energy of others—all others—to achieve our results.

Having decided who is "For,” "Against.” and "Persuadable.” we pian specific
actions to influence each of the keyv stakeholders, giving most of our effort to
the "Persuadables.” Make a list of those actions. including who ix rexponsible
and when each action should be completed.

The final part of taking strategic action ix to begin evaluation, While this
book explores evaluation in Evaluate the Resulty (see page 1060, taking
strategic action includes elements of evaluation—knowing what we are
doing and what we are accomplizshing every step of the ~vay. We begin
evaluating ourselves now because it generates confidence in our early
successes, thus building momentum for the challenges that lie ahead.

76
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L 2K K

Desired results and strategies that include the perspectives of key stakchold-
ers are the milestone for this challenge of specifving desired results, Refer to
Desired Results and Strategies in Appendix C (page 152) for a checklist of
desired results and details on specifving strategies.

Erecting this fourth milestone demonstrates we have tearned how trust and Desired Resglts
ritual are the foundation for: and St'ateg'es

e Defining desired results for both community benefits and separate zelf-
interests that are concrete, attainable and measurable.

e Thinking strategically in ways that amplify revenue and other support
prior to taking action.

e Taking strategic action by redefining the desired results in ways that
<how benefit to the stakeholders.

We've come to the end of Stage 1 and the four challenges of this hill country.
Climbing together, we ve built individual-to-individual relationships. We've
accomplizhed a great deal because we've trusted one another with our
separate and community interests. Together. we've envisioned the destina-
tion toward which we are now headed. We're over the crest of the hill: where
to next? The marshland. @

Aruitoxt provided by Eic:
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Stage 2: Empower Ourselves by
Working Individual-to-Organization

Slogging Through the Marshland

ere we begin to work individual-to-organization to clarity the rela-
tionships that empower us to act. One person cannot empower
another. But together we can build the power we need.

To empower ourselves, we need authority to make decisions and take action.
We gain this authority through coutinuous negotiation with our home base
organizations. Because no group can ever fully clarify authority, we must act
within the ambiguity that is always present. Therefore, to achieve our
destination tcommunity benefits and individual self-interest=), we must
push the outer limits of authority.

At this stage we all need o sense of humor to help us slog through the
marshland. The ability to laugh at oneself and laugh with others relieves
pressure and allows us to continue our work. Two examples ilustrate humor
in action:

o One group devoted the first ten minutes of every meeting to the
vitual of “checking-in.” Members talked about personal and profes-
sional events that had helped and hindered their contribution to
the collaboration (this also served as o transition, allowing mem-
bers to shift focusi. The group encouraged jokes and applauded
humorous responses,

o Anothergroupwasgraced with astorstellerwho managed conflict
by telling funny storwes: “You know. this reminds me of . S People
ltaphed. the teasion dissipated. and the group mored from oppo
sttton to problem solving.

79
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... perhaps one
has to be very old
before one learns how
to be amused rather
than shocked.

— Pearl S. Buck

(1872-1973)
American novelist

b
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Confirm
Organizational
Roles

Q

While authority and humor are needed at all times, they will be especially
helpful as we work individual-to-organization. During this stage, we will
encounter four kev challenges:

Confirm Organizational Roles
Resolve Conflicts

Organize the Effort

Support the Members

Confirm Organizational Roles (Challenge 2A)

At thix point., most home organizations are saying to their repre-
sentatives, "Enough of this planning. Let's do comething.” In fact,
the tendencey iz to want to skip the organizational challenges of
working individual-to-organization (Stage 20, "1 won't be able to
come to any more meetings it I can't prove we're getting something
done” 1= a common cry tor hurrving on to the action of Stage 3,

But action without authority will surely sink us in the swamps,
Our collaboration still needs to:

Document Progress

Obtain Authority within the Home Organization

Secure Letters of Commitment

Clarify Authority within the Collaboration

Document Progress

At the beginning of this stage, we inform each home base organization that
so far our product is onr process. Hwe are to be successtul, we must value
planning as nuch aswevalnedoing. To create our collective culture, we then
do the following:

o Affirm process and planning. We tocus on process and planning

because they are the hasis for eversthing we do together - our roots

¢ Keep an open mind. While realizing that <ome ideas might be wrong,
wenust al=oreexamme ourbasicassumptions ahout whati= right We're
not ready to make deci<ion= ver: we're <tith in the marshland, exploring

Aternatives. A sen=c of linmor helps us be open to new pos<ibilities,

Recognize that our collaboration wili not, at first, save money or
time. In et expeet the eollabaration to take Tonger to get the job done

atfirst. Consideracap”on re<ourcesexpended. When the cap is reached,

ERIC
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Stage 2 Empower Ourselves by Working Individual-to-Organization

Congirne Organizational Roles

take time to evaluate the investment. Eventually the collaboration will
accomplish more. with greater speed. quality. and =cope than each ofour
organizations is likely to achieve alone.

Review milestones the documents we've ereated thus farwith key people in
cach organization. and invite their ideas and recommendations, Then dis-
tribute a summary document to everyvone who needs to know and whoisx hikely
to influence the course of aetion,

Obtain Authority Within the Home Organization

By the first summer of the Tri-County collaboration. Betty and Wil had each
secured authority to spend up to $2.000. and both had convened staft
meetings to discuss the implications of the collaboration. Others had trouble
gainingauthority, and twomembers were unable toobtaim any authorization,

Each member of our collaboration needs to obtain approval to act on behalf
of the home base organization. Some of our members have immediate

¢6

To move freely you
must be deeply roote!.

— Bella Lewitzky
American ballet dancer

9

Being a Responsible Partner

In reviewing the progress of the collaboration, pach vt our e
home organizations needs to:

e Know its mission and desired resuits. !f our homne
organization’s MIssion and goals are NOT Ciedr, o
1$ the time to clanfy them, .

o  Know i.s self-interests. Our honie organization must
know what return on investment it expects from the
coltaboration,

Realize how much time collaboration will take.
Because huldmg mutuat respect. understanding, and
trust takes time, our home organization must he sare
the commundl benefit woworth the time mvestimen?!

Review each member's power, commitment, and
capabllities. Our home urganization must be anare uf
whiat each membet arganization brings to the table

e Modify the way it operates. Our home organizaton
Iy arienree the gretest SUCCEeSS whon t [AFRIATSIARS
o Focus on the communal benefits. That 1s. make Sure wil experence the freatest success when it thangis
. ] o ) oy ol es and procedures to fauihitate coiiberation,
OUr OFEANIZatIon knows why i s cotiahorating tor the: s POIC s And procedures 1o acitate cotheration
long term.,
Look Before You Leap!
The value of Diarrre s oo ot o e e b B R A N N e TR LR A NEREIE T "
Practoe o one tost, PG cr pracees p orode ot of G i e e bos etadee e e bon e gag I '
OO0 R PRSI Pk s o e b orles the e b St e T e gt e e s e e e L
PTG TS AT B0 bt et P e cnbion e AN TR TR RIS TR AT LA S L NN AL IR
vt var ks, Y (L Lyt e o Wt gt e
A e b i kg o ate e e T ! tn O R A R A N A AR I AT !
. " s . RN I T
States three riees b one e tonety tie o o wense AW e ke e B
Danh, o peraon 4t e froey o terr e gnovies T
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Speak silver,
reply gold.

— Swahili proverb

”»

¢¢

What I wanted
to be when I grew up
was—in charge.

— Wilma Vaught
['SAF brigadier general

”»

authority; others need the approval of their boss, their boss's boss, or a board
of directors. For example:

The executive of one organization promised. on the spot, that her
ageney would provide secretarial support., The mid-lecel manager
from a state office needed time betweeen meetings to obtain approval to
host the meetings,

Of course, the clearer the authority. the more quickly trust builds. power
struggles subside. and the right people choose to participate. We secure such
authority by asking our bosses and boards questions such as: “What deci-
sionscan I make about money. time. and other contributions?”*Can [ commit
others to participate in joint activities?” "How far con [ go in committing the
reputation and image of my organization?”

In response to our questions, someone might sayv: *We'd love to. but we don’t
have the money.” or *It sounds great, but we don’t have the staft.™ At these
times, we need to remind our boss or our buard that being in a collaboration
demands reworking priorities; staffing, budget. timelines. Remember, re-
sources are always available when something seems important enough.

Those of us who represent large agencies may need extended time to obtain
approval. We can decrease this time by asking people with greater authority
to attend our initial meetings, but sometimes the best we can do is laugh
about how long =ome organizations take to grant approval. Our group must
openly plan how to keep such orgenizations involved during their lengthy
approval processes,

Secure Letters of Commitment

Since authorityis the powerand the right to make deeisions, take action, and
commit resources, each of us needs a letter of commitment from the board or
<enior officer. The letter should state:

¢  The organization’s commitment to the mission, focus, objectives, and
strategies of the collaboration,

¢ What the organization expects in return for its participation in the
collaboration,

¢ How much time the organization’s representative may commit to the
cotlaboration,

¢ That the organization recogmizes that this commitment ix part of the
represcutative’s job,

¢ The level of powers that the representative and the organization an
commtt. connections, expertise, funds,and ~o on.

Q

LRIC




Stage 20 Kmpower Ourselves by Working Individual-to-Organization Conpirm Organizational Roles 18

These letters of commitment clarify authority and help us pool the powers
needed to achieve our destination, Pushing for commitment may =scare
potential partners. Yet, without the letters, partners may not fully commit.
Schedule a meeting to present the letters of commitment and describe cach
member’s authority to act for the collaboration. (If a member cannot secure
a letter of commitment, use the meeting to discuss the best timing to secure
the commitment necessary for remaining involved)

Clarify Authority Within the Collaboration

Besides being clear about authority from the home base organization. we
have to clarify authority within the collaboration. The following story
illustrates why this clarity is necessary:

Agroup dealing with school reform was made up of teachers admin-
istrators, parents, business people. and members from the comni-
nity. Thisgroup was bogged down becasise tweenty-five people made all
decisions, from how to infuse newe curvicula in the school to iehat food
toserve at collaboration-sponsorcd ccents, The groupeas ableto more
on ance it clarvificd who had authority for specific decisions.

9N

We have heoun to empow er ourselves by working individual-to-organization.
Ll " - -

The first challenge in this stage is to confirm organizational roles, and its -
milestone iz letters of commitment. Refer to Letters of Committment in Appen- Milestone

Y

dix Ctpage 1541 for o cheeklist of major items to be included incthe letters.

In erccting this milestone, we have learned that authority and humor Letters of
underlic our ability to; Commitment

e Document progresstoacknowledge that, <o tar.ourproduct isour process

e Obtain authority within our home organizations to act on hehalf of the
organization and to rework priorities within the orgamzation that will
<upport the collaboration.

Secure letters of commitment to detail the authority and pool the powers
needed to achiove or destination,

o Clanmfvauthority within the collaboration as towhich personoreroup eian

make which deci=ion= on behalt of the collaboration.

Here we are, We're ready to <et out throngh the marshes. Let = iope we can
avoid capsizing in the murke waters of the swamp!

What lies ahead? The challenge of resalving conthicts,
Q
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Resolve Conflicts (Challenge 2B)

Conflict is inevitable and. actually, highly desirable. Lack of conflict often
indicates that issues are buried. But, as sure as there's mud in the
marshland. these issues will surface, often at the very time we require
organizational commitment,

To resolve these conflicts. the collaboration needs to:
Expect Conflict
Clarify the Issues
Create a Conflict Resolution Process
Resolve the Unresolvable

Expect Conflict

Collaborations must form a new cuiture distinet from the cultures of their
home base organizations. Conflicts arise as we create this new culture

Resolve Conflicts
In one collaboration, a cocal member kept saving: *We have to call
these groups, get input on what we're proposing, and go after funding
sources.” Two other members argued it was too early to act—they
weren't ready. After some discussion, they defined the conflict as u
difference in preferences. The first person wanted to move on; the other
tweowanted toinvolve everyone ina carefullvicorded vision statement.

Asindividuals and representatives of organizations, travelers bring to their
collaboration different preferences. histories, communication patterns, and
experiences with decision making. When we don't resolve these differences,
we divert time and energy from achieving our destination. For success,
conflict cannot be about right and wrong; it must be about differences.

Two Sets of Rules

Life offers two types of games: finite and infinite. Finite rules there are constantly change. In collaborations,
games, like foothall or chess, have set rules that conflict anses about destiation and actions hecause we
evenane s expected to oltow. Infinte games, ke play infinite games with thewr changing rules, yet we
marnage or cottaboration, have no fixed rules. and what demand the ctear rules of fimite games!

Adapted rom Faate and infimte G unes by James P Carse
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Resolve Conflicts 17

The Tri-County story reveals that the time schedule was a real source of
conflict for Peter. At one of the spring meetings, Marjorie wrote the agenda
on the flip chart, and Peter snapped. “That agenda makes nosense. We need
to focus on solving problems right now. The shelters are full to the max.™ Wil
responded, “You're out to stonewall us!”

Conflict!

By not allowing conflict, we limit our ability to change. We must build conflict
into the life of our group and recognize that we may not, and perhaps should
not. resolve some conflicts, Rather, we need to expect. promote, and manage
conflict throughout the life of the collaboration.

Clarify the Issues

In our collaboration, we experience manv types of conflict. Inorder to resolve
these disagreements, we must clarify the conflict. In the Tri-County story.
Wil accused Peter of stonewalling. Fortunately, Betty intervened and said.
“Wrong approach! We don't know what Peter's thinking or why.” Kim
suggested that the group try to find out what everyone was really thinking.
Then the group began to discuss the source of the conflict.

The conflict in the story is direct and immedaiately resolved. Yet often the
confliet in the group is masked and takes time to manage. Some people are
quict. Others simply stop coming te meetings. While difficult to do. some-
one - -the initiator, the convener, a member of the group-—must find the
courage to ask, "What's going on here?” This simple question is often enough
for people to start talking and dealing with the confliet.

The chart on the following page shows the typical sources of conflict at this
stage and suggests ways to resolve these confliet issues.

- Proverb of the Kikuvu

66
When elephants
fight it is the grass
that suffers.

people of Africa
b4
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- Typical Sources of Conflict

Power struggles
¢ Members act out of their “shadow™ power.
iSee Sunshine and Shadow Powers, page 34,

¢ Personal customs, languages, preferences are not
being met.

The wrong people

¢ People were not well chosen in the beginning. See
Choose Potential Members, page 45, tfor seleetion
factors,

Low trust

e The meeting convener facks the needed skills.

e Meetings are boring and do not aceomplizh steps.

o Selt-interestsare not bemy diselosed.

e Communications are poor,

Vague vision and focus
¢ Themembersandorganizations trequently eallthe
vision and focus into question.

Incomplete desired results and strategies
¢ Desired results and strategies are frequently
debated, even though they are in writing

Lack of clear authority

¢ Home base organizations press<are the entlahorn
tion for quick action.

¢ Peopleattend infrequent Iy, or represcntation from
the organization changes <o that new peaple con-
tinually have to be updated.

e Demands are placed on members to work for the
collaboration and <till fultill all home base joh
duties and responsibilitios,

How to Resolve the Issues

Address power needs

¢ Lookforunderlvingissues. such as history of conflict,
fearing loss of control or autonomy. need to obtain
funding for own operation, and so on.

¢ Take time to review the customs of the members;
define frequently used terms: acknowledge different
stvles and decide when vach will best be used.

Choose new people

*  Have the initiator look at her or his reasons for
choosing people—be honest!

¢ Review the selection factors: ask people to ehoose
replacements who bring the needed attributes. ¢This
is difficult to do for rizk of offending the person. but
crucial.

Enhance trust

*  Choose anew convener: ask the group to take greater
shared responsibility for the meetings.

¢ Review the characteristies of effective mectings and
make needed changes: attend to rituals that enhance
trust. «See page 35

¢ Disclose the culture, gain, diversity, and perception
vach person secks.See Enhance Trust, page 530

¢ Practice communication skills: review how commu
nications are being managed with the home base
organizations,

Strengthen vision and focus

¢ Review the destination: remember that confliet is
often not about wording, but about the scope of effort
where some people want =pecific, readily achieved
rexults while others prefer larger. more complex
eftorts: <et <short-term results.

Revise desired results and strategies

¢ Review desired result= for speciticity and strategies
for attainabitity: people get “burned-out™ when they
carnot see conerete accomplishment-

Clarify authority

e Reatfirm the vadue of planning,

¢ Ask those with authority in the organmization to
commit o consistent representation: clarity that a
collinborative culture is being bt

*  Request that member organizations reduce other
duties: tormiahize those responsibilities in writing

56
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Investment in time and discussion to understand and resolve conflict is
crucial. Through conflict we gain clarity and build new skills. But most of us

find it to be uncomfortable. Therefore, to proceed. define the sources of

conflict in the total group and agree to limit the scope of the discussion to the
specific conflict at hand. Avoid blaming anvone. but do define the process for
immediately dealing with the issues.

Create a Conflict Resolution Process

We often respond to conflict by complaining to our staff at the home
organization. Instead. collaboration members need to risk working out as
many disagreements as possible drring their meetings. How to do this?

¢ Revisitthe destination. Ask. "If we want to achieve these results. what
must we do about this conflict”” Then determine which issues the
collaboration must resolve to do its work.

*+ Decide who will facilitate the process for resolving the conflict.
Ask o group member or a third party facilitator. mediator, or arbitrator
1o lead the group. Or hold an outside session just for those directly
imvoelved in the conflict.

« Separate the conflict from concepts of right and wrong. Such
separation helps the group avoid personalizing the 1<sues. since some
people tend to view confliet as a threat to Jong-held beliets.

¢ Make sure everyone is heard. Limit those who talk and invite the
participation of thoze who do not. «For example. give evervone the same
amount of poker chips. and when they have used up their chips. they
cannot speak again.

¢ Don't burn bridges. Remember, evervone must continue working
together during and after the conflict. Se ereate rittals for healing and
forciveness. And don’t forget humor,

Resclve the Unresolvable

Sometimes person sl enmity and other conflicts cast a lonyg shadow on a
collaboration. Because we cannot avoid the contlict, we feel stuck in the
marshland. @+ the tellowing aneedote reveals:

Inoa liieracy collaboration. tieo hioh level nianagers from large
agencres would not trust cach other. Allegations of secaret deals,
teempetenee, and favortticn raged. The other members felt powcer
less, and the group devcloped deep selisms, People wanted it out and
ceentually one person changed jobs

66
Conflict is
working through a
difference of opinion.
Fighting is the
avoidance of conflict.

— Levnard Hirsch
American consultant

9

¢6
If you will not
take the risk of
offending people,
then those people can
intimidate you.

— (George Peabody
American consultant

”




80 PARTIII HOW DO WE JOURNEY TOGETHER?

To resolve what appears to be unresolvable, consider the tollowing
alternatives:

¢ Confront the situation outright. Call a meeting ana insist that the

66 warring factions agree on a process to settle the dispute: consider an
Struggle precedes outside facilitator. If settlement is impossible, create a working agree-
growth. ment and agree to disagree while working together in the collaboration.

This can and does work.

— Don Coyhis

Founder, * Confront the situation through people of influence. Collectively,
White Bison, Inc. ask important people thoard members, legislators, peers) associated with
Vb each of the warring organizations to mtervene. This option allows the

conflicting parties to ‘fight in another and more appropriate arena than
the collaboration.

¢ Alert funders and donors to the problem. While our group might not
want to admit that we have a conflict, many funders are knowledgeable
enough to know what is really happening. They can influence people who
may other wise seem immune to change. Still, funders give money at their
diseretion, so weigh carefully the relative advantages and disadvantages
of this option.

* Work without the warring members. A simple story illustrates this
alternative:

Two teachers inttiated a very effective collaboration despite the
disapproval of their bosses, who disliked each cther, The teachers
decided to quietly work together and gather data about their suceess,
When they had enough information, they made joint presentations to
their bosses and asked for permission to continue, Thev also sentword
to the local newspaper. which reported the emerging success, The
pressure forced the bosses to begin working together. One final word.:
wiselv, the teacherscredited their bosses for the suceess sothat all were
rewarded for collaborating!

When to Use Qutside Help

If the conflict is entrenched, we 1-ay need a neutral party o Cultural equnty  giving equal vatue to dittererne
rsomeone with conflict resolution or mediation skitls hackgrounds - needs to be assured.

5€ 3 > It or mediator when:
Use an outside facitator or mediator whe o ROSOUCES Allow Mg a practboner o sesk g

o Group feaders are directly involved in the confhot volunteer.
o The groun is not veny skilled in conthict resolution o The group wants mstrachon i conflict maragenen
o Impartiality 15 essential Take care choosing a tacilitator becanuse he ar she can

never be totally remoyved foony the conthe and has
notential to add to the conflict,

o Only a few people say there s g confhict and o
facilitator s needed to easure fain representation

55
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Document the conflict cesolutions as the milestone for this challenge. Refer
toConflict Resolution- in Appendix Ctpage 1551 as a guide and away totrack
resolutions.

This milestone demonstrates our learning that authority and humor are the
foundation for:
e Expecting conflict and building it into the life of our collaboration.

e (lurirving the issues by recognizing their =ources and po=ssible
resolutions,

e Creatinga contlict resolution process that involves evervone and does 1 ot
burn bridges.

e Resolving the unresolvable by exploring alternatives to even the most
ditficult conflict situation.

This pattern of surfacing. resolving and documenting conflict serves the
collaboration throughout its life.

When jast we looked. the travelers had moved into the murky waters of the
m- r<aland. Having reconciled themselves to the inevitability of conthiets. the
travelers developed a process for resolving them. Clearly. they are ready to

journey onward

What will they do next? Organize the effort.

Conflict
Resolutions
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Organize the Effort (Challenge 2C)

Soine members of the collaboration may still be pushing to take action,
but pulling our boats together is worth the time. Remember. through
continued planning, we reduce action time and overall time. The work
of one collaboration illustrates this point:

A collaboration wanting to reduce family violence took time to
organize theworkobedo ctoachieve itsdestination. The group
saw several areas that it needed to address; government. media,
intervention, prevention, business, and religious institutions.
The collaboration planned how to have separate teams work
stmultancousty, In less than one vear, each of the teams pro-
duced major initiatives,

Organize the Effort

The example makes it elear that organizing the effort means the collabora-
tion has to:

Form a Structure

Determine Roles

Decide About Staffing

Secure Resources

Form a Structure

Suaccessful collaborations organize themselves as efficiently as possible,
Both the process of working togetherand the results they achieve concern the
members, Most partnerships work best when the partners create a structure
that helps members manage the extra work that happens when collaborat-

Y ‘ y'd ing begins,

- -
y 4 f = Resist ereating new organizations complete with board structures and policy
books. Instead organize to change the way people exchange information,
.;Z;?cb‘l::e make decisions, and allocate resources.
Collaborations usually adopt one of twostructures: i table orawheel. hiithe
table structure, evervone comes together to make the necessary decisions
_ rSuch groups are usually seated around a table. In the wheel, small groups
tiake more independent action: a group at the hub coordinates information
: and activities, but the small groups may have little contact with each other,
"Wheel" , .
structure However, no structure is pure. The table model may have task forees or

subeommittees that act like spokes on the wheel, making recommendations
hack to the larger group or taking action on behalfofthe “table.” On the other
hand. the spokes on the wheel may each operate like a “table”™ where adl
members make all decisions,

CEroms the work of Sharon Kagan Used woth poroge cnom
Q . _
50




Q

ERIC

Aruitoxt provided by Eic:

Stagre 2: Empower Ourselves by Working Individual-to-Organization

Organize the Etfore 83

In forming structure. determine how fla¢ the structure will be. (A flat
organization has few people managing others and most people doing the
work.) Whether within a table or a wheel structure, collaborations can be:

¢ Hierarchical: One person is in charge of the various groups. Group
leaders. in turn. make surc that others who have responsibilities fulfill
their duties. This structure. which is more of a pyvramid, makes coordina-
tion easier. but it may inhibit conflict resolution.

¢ Individual-based: Each personin the groupis responsible fora certain
aspect of the work. This structure. which is flat, gives each person
maximum responsibility. Some collaborations have effectively dispersed
leadership with the result that evervone feels involved. useful. and
valued. However, more time is required to develop this structure, and
coordination can he difticult.

¢ Group-centered: More work is the responsibility of the group. while
<ome activities might remain with individuals. The structure is flat and
leadership is disper:ed. but, unlike the individual-based structure in
which responsibilities are clearly ascigned. the group might miss some
work. since no one person ix in charge,

To form structure. review the vision statement. desired results, and commit-
ments for resources made by member organizations. A<k, What work needs
to be done? What kind of groups do we need to form? Who will be in charge
of what part=? Then detail the structure by using a model like the table or
wheel. drawing the structure, and listing lines of authority for doing the work
of the collaboration.

Because our structure is temporary. it must remain flexible-—changing with
the changing needs of the collaboration: be readily understood by each of us
and by our separate organizations: and be discarded when our organizadons
change the wavs they work together. By acknowledging that structure is
temporary, we minimize confusion and maximize success.

Determine Roles

We'll Jook at the roles needed to implement our vision - its services or
products—-when we dixeuss action planning later in this handbook. For
now. we neod todevelop elear roles to fitour structure. But we need toavoid
quickly dividing up functions and assigning them as roles so we have
something todo. Depending on the structure we chose, functions vary. For
example, the table structure needs only one meeting facilitator. recorder,
and so on. However. in the wheel, each spoke needs its own facilitator,
recorder, and =o forth. It the group manages some of the work, the

66

There can be hope
only for a society
which acts as one big
family, and not as
many separate ones.
— Anuwar al-Sadat

(1918-1981)
President of Egypt

”»

€6

Only in a hut built for
the moment can on¢
live without fears.
— Kamo no Chomei

(1163-1216)
Japanese author

9
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66

It is not fair to ask
of others what you are
not willing to do.

— Eleanor Roosevelt

b

collaboration will not need certain individual roles. Whatever the struc-
ture, the following functions usually need to be filled and acted on:

Initiating meetings, including sending out notices and setting the
agenda.

Setting up meetings, including choosing location and providing the
refreshments.

Leading meetings. (See Holding Eftfective Meetings. page 55.)

Gatekeeping—making sure that people are involved and have a role to
play.

Surfacing conflicts and problems. (See Resolve Conflicts, page 76.)

Recording and distributing meeting summaries and other
documents.

Communicating informationto and receiving information from mem-
ber organizations and the larger community.

Managing collaboration logistics, including setting up a phone, post
office box. mail drop, or use of someone’s office and staff.

Monitoring activities to achieve the mission and results.

Rewarding members and member organizations.

Assign roles according to the interests and stro cgths of the collaboration
members, because ultimately. people gravitate tow ard their interest or they
drop out. Sometimes, sharing or rotating roles can help ensure that all
collaboration members feel involved, useful, and valued.

Add the roles to the srganizational drawing and specifv when the roles will
rotate, This latter action prevents any one person from feeling burdened by
taking on just one less exciting function, such as being the recorder.

Q
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Decille About Staffing

While most collaborations are staffed voluntarily. they can be difficult to
sustan1ona purely volunteer basis. The decision to hire staft'to fulfill routine
functions or implement programs may prove troublesome: while we appre-
ciate the support. we have a hard time finding the dollars to pay them,

Because stability of the collaboration ix essential. many collaborations
choose to hire staff just to get the partnership started. Successtul collabora-
tion= tend to have staff, cither paid by the collaboration itself or provided by
member organizations, because such =taft free coliaboration members tor
other roles,

Whether paid by the collaboration itselt or provided by the member organi-
zations. the =staff members need support. reinforcement. and nurturing.
Therefore. clarify their responsibilities and ensure that their role in the
collaboration is part of their regular job. not an addition to it.

Staff tend to burn out from their dedication. tRemember. burnout comes not
trom hard work. but from lack of rewards and recognition. Staft members
deal dailv with the ambiguity of diffused leadership and multiplte ownership.
Having worked hard. they deserve visible credit tor a visible role.

Besides staff, consider hiring consultants skilled in collaboratior, and group
process. Able to focus on process. they are unburdened by the iszues members
may bring to our collaboration. and they do not have a stake in the final
results. A consultant can help establish the collaborative effort. refine it or
<erve ax the facilitator supporting the convener on a regular basis,

Insiders and OQutsiders

An outsider can staft aiocal coitaboration, But can an outsicters were paid well that they took jobs that commu
outsider organize local peeple? Sometimes, yes Yot Nty members could have had, and yet aid not seem to
one federally funded project, a governmes agency sent DUt therr own weeht, The difference between a commu
naid staft 1nto a community to help 1o people organis Ny ArgAmIZNg and paving staft and paid statt orpanag e a
A colanoratan. The community hegan to resent that tre emmrty s veny npodant

Py

'

Aaaptedd toan the work of Shedby Angress, Sedrc i instigte Coodw T peaiies on
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— Vine Victor Deloria, -]

66

The lands wait
for those who car.
discern their rhythms.

Standing Rock Sioux
auvthor

2

Secure Resources

Collaborations kave two types of resources: operating ithose used to manage
the collaboration’s activities) and project (those that affect the collaboration's
desired results). Resources can be dollars, staff, technology, training. infor-
mation, contacts—any form of power.

We need an adequate and consistent financial base to support our collabora-
tion. From the onset, our collaboration must have some moneys. Dollars need
not be large. perhaps only enough to support meetings and documentation.
Yet. tounderwrite basic costs, our collaboration has to consider the resources
of'its members as well as approaches to outside sources.

To create a resource plan. work as a total group or form a subgroup to:
* Review existing resources that members have and can share.
¢ Look at resources in the community.,

e Seck tunds and in-kind services to cover what else is needed,
It 2 subgroup develops the plan, ratifv it as o total group.

From working together, we discern that even though resourees contributed
by members are unequal. we can pool and exchange these resources. Such
resource exchange can have a profound effect on the collaboration, because
with pooling and exchange we put the existing resources to better use, make
them more abundant, and manage them better.

Resource Scarcity—Not True! Not True!

We are told that we’re in a time of resource scarcity: government

fundingisdwindling, corporate support isdiminishing, and founda-
tion philanthropy is leveling off. This is all true—and it is not.

We are really in a time of resource abundance. Private wealth is
greater than ever before; people and organizations give generously.
So what explains the difficulty of getting resources? Selectivity.
Giovernment agencies increase their reqiirements; foundations
give less for general grants and more to focused requests; individu-
als are more circumspect; corporations give increasingly in their
self-interests; nonprofits hold on to their existing resources. The
resources are there—they just are not where they used to be and are
not accessible in the same ways that they once were,

J
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Thus, we can no longer afford to think that because what we have to
offer is badly needed, others should simply support the effort. We
must know who already supports us; determine who can be per-
suaded; understand their self-interests; and use their language to
explain our efforts. (See Think Strategically, page 67.)

We cannot afford the *poor me” attitude that “they” are not support-
ing us. The resources are there—the question is only how to access
them and how to share them. This is the power of collaboration!

o0

Documenting the appropriate structure is the milestone tor this challenge of
organizing the effort. Reter to Collaboration Structure in Appendix C tpage
157 for guides to selecting a structure and level of authority. defining roles.
and securing rescurces,

&
Milestone

Collaboration

In erecting this milestone we have learned that authority and humor Structure
underlie:

e Forming a structure to organize ourselves as efficiently as possible and
deciding how flat the structure will be.

¢ Determining roles that fulfill key functions in the collaboration.

o Deciding about staffing. how to pay for staff. and how to support them.
e The importance of resources for both operations and projects.
Ourjourney condinues and becomes even more invigorating and challeng !

After resolving our conflict over destination, power. and roles. we are
working together, This marshland hasn’t defeated us!

What next”? Support the members of our collaboration.

9hH
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Support the Members

(14

It someone tells you hc

is going to make a
‘realistic decision,’ vou
immediately
understand that he
has resolved to do
something bad.

— Mary McCarthy
American novelist

Y24

Support the Members (Challenge 2D)

To go torward. collaboration members want to know they
are supported, This empowers them to take action. To feel
support, they need to:

Establish a Decision-Making Protocol

Create a Communications Plan

Reward Members in the Collaboration

Reward Other People

Establish a Decision-Making Protocol

Letsreturntoour Tri-County story for abriefupdate: Inone of their summer
mectings, the group talked about how to make decisions, The meeting went
overtime, and tempers ran hot, then cold. then just plain tired. But firally,
the partners agreed to the types of decisions they had to make, who would
make these decisions, and how much authority cach member had. In other
words, the group established a decision-making protocol. Our collaboration
needs= one too, And <o do our home base organizations.

A protocol s awritten record of our agreements on whe can meke decizions
and what tvpe of decisions can be made. To set un a protocol, first review
=tructure and roles ixee pages 82-840 Next, decide which style of deeision
making will be granted to each of the groups and roles in the structure. Then
have a =ubgroup dratt a document that details the tvpes of decizions, who
nakes these decisions, and what level of decision each person or group can
miake i given situation, Last, review the document, modify it, and ratify
it This s all time-consuming. but remember. people are most free to move
ancad when they know their limits because they feel responsible for achicv-
my the desired results,

We feel enmpowered when we understand how we make decisions. Let's look
at tive stvles of decision making appropriate to any decizion maker
mdividual or group i any situation:

e Autonomous; Informing only thoze who need to know, we make the
deciston. We do not consutt others beeause the decision s unimpor-
tant to them. has noampact on the work of other< o needs only us to
mmplement i

o Consultative: We mntorm others we will miake the decision hecause we
wantor neced therr advice orimformation or the decision requires support
fronimplementers, from those whose work wilt he atfected, or trom those
wheomay be barrers

NIN
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e Consensus: Tofindcommonground, weprobe the issuesuntilevervone's
opinions are understood. especially opposing opinions, We do thix be-
cause the decision will impact those who will implement or be aftected by
it. require the commitment of those affected by it or we have trust and
open communication. We close discussion with agreement on how to
proceed,

¢ Democratie: We discuss the options sufticiently so that people under-

stand the consequences of the majority vote, We do this because w- want

to know what different people think of various options: the iecision

affects the work of others: we are willing to have winners and losers;or

we don't have time for consensus building. but we nevertheless want the

group to make a decision. Here we establish the ground rule that the

fosers support the decision. even though it was not their choice. Then we

vote and count. ¢

We must try to

trust one another.

Stay and cooperate.

o Delegated: We present the situation and clarify expectations and
responsibilities for making and implementing the decision. We do this
hecause the decision impacts the work of others: others possess necessary

— Jomo Kenyatta
(1891-1978)

President of the
authority to act and set a time for reporting back to the group. Republic of Kenya

”

knowledge. skills, experience. and resources: or others know the limits of
the situation. When delegatine, we must clarifv any constraints on the

By choosing the best styles for decizion making, our collaboration achioves
abalance of ownership and productivity. We achieve the greatest ownership
when evervone is aware of all the information and participates in all
decizions. However, group ownership can limit power and productivity.

Productivity can be greater when the collaboration empowers individuals
and small groups to act unilaterally or in consultation. Why? Because they
can get on with the work without having to wait for our entire group to make
a decision. Productivity through separate powers, however, limits group
ownership.

Collaboration can ofter members full responsibility to achiceve “he change
they want by specifving what 1= expeeted and by setting the boundaries
within which the individuat members can operate. To do this, grovups need
to compromi=e. Therefore, the participating organizations must give thew
representatives latitude 1o work out agreements, Civen these varions
deci<ion mutking stvles, collaborative members need patiencee as they con-

~ciousty work out the balanee hetween Timits and independent actions

9/
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¢

All races need to
communicate with each
other and a good way
to start is with a smile
and a blessing.

It is important to
understand each
others’ customs so that
neither are blamed
mistakenly.

— Princess Pale Moon

Cherokee / Ojibwa
foundation executive

9

Q

Create a Communications Plan

In their meeting on decision making, the Tri-County collaborative partners
reviewed the communication plans that a team was develeping to make sure
that the team would clearly convey the decision-making process. They knew
that cirar communications would hold their collaboration together and
support » "~ members. As the story shows, open communications build
mutual resyect. understanding., and trust.

To build effective communications, establish informal and formal communi-
cation links and communicate openly and frequently.

Informal communications: We handle these at meetings as we share
information with one another and as we report data back to our respective
organizations. During these informal times, we can establish more personal
connections and thus improve communications. Above all, we must teach
ourselves to listen to each other as we talk with each other, (See Communi-
cations—Say What? page 91.) Humor also helps us be open to one another.

Formal and inter-organizational communications: These require time
and effort to produce and distribute documentation. They also require an
advocate or small group to promote conversation among all and help avoid
disagreements that devalue some. Formal communications go a long way to
accomplish:

¢ Thorough involvement in decision making. We acknowledge multipie
lavers of decixion making <o that every level within each participating
organization is involved and key decision makers participate.

¢ An understanding of the collaborative structure. We create by-laws (or
some form of written agreement on structure and roles) and distribute
them to evervone,

¢ Statements of commitment, Each organization provides written agree-
ments to the collaboration on the use of resources such as consistent
representation by the most appropriate person, staffand office space. and
contribution of funds.

T

st up this formal communication:

¢ List the kev people in each home base organization who are to receive
communications and or participate in decision making,

¢ Outline who will receive specific communications, whoen they will receive
them, who will be asked for feedback, and how to obtain their feedback,

ERIC
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Support the Members

e Decide who in the collaboration will have responsibility for making sure
that two-way communication happens with these key people in each

home organization.

e Set up communications within the collaboration so all members are

informed.

e Add this role to the structure diagram.

Communications—Say What?

Whether communications are formal or informal, commu-
nication skills are essential. Practice the following skills:

Behavior Description: Describe specific. observable
behavior without inferring anything about motivations.
attitudes. or personality traits and without judging
whether the behavior is good or bad.

1 Describing: Jan came to the meeting thirty minutes
late.

2. Inferring: Jan 1s very busy. She likely had a previous
appointment.

3. Judging: Jan is rude. She doesn't care about others.

Behavior descriptions build healthier working relation-
ships because they help us make conclusions based on
observable evidence rather than feelings of fear. affec
tion. irritation, or insecurity.

Paraphrase: In paraphrasing. we state i our own words
what we understood the other person to say. The other
person acknowledges the accuracy of the paraphrase or
speaks to any misunderstandings:

Fran: Kelly should never nave joined this group.

Tim:  You mean she doesn’t ke our direction or doesn't
like our meetings.

Fran: Not at all. | mean she s aiready so inveived in this
effort that she doesn’t seem to have enough time
for friends and fanuly.

T Oh, Since she ts already doing so much in this
ared, she should take more time for herself

Frant  Right! Adittie time for herself will be healthier in
the fong run.

Paraphrase draws out the speaker, helps expand the
spaeaker’s mtent, and allows everyone to understand the
speaker’'s meaning.

Feelings Description. While we express emotions in body
language. in actions. and in words. a specific expression
may signify different emotions (a blush may indicate
pleasure. embarrassment, annoyance.

Reporting each person’s inner state can build under-
standing. To do this. name the feeling ("t feel angry”) or
express a simile (" | feel like a squashed bug”) or
express an action (“i wish | couid just walk out of here™).
Of course. we sometimes convey contradictory mes-
sages: A person states anger yet smiies. The clearest
communication occurs when the spoken expression
matches the body language.

Perception Check: We all think we know what ihe other
person is feeling: "Your arms are crossed. you have a
scowl on your face: obviously you're angry.” But such
conclusions may lead to misunderstanding. A perception
check aliows us to test whether we have accurately
decoded the other person's feelings. To do this, trans-
form the other person’s expression into a tentative
description of feelings. For example: "Am | right that you
feel disappointed because no one commented on your
suggestion?” Or. "I get the impression you are angry with
me. Are you?" A perception check describes the other's
feelings without expressing approval or disapproval. We
merely convey. "This 1s how | understand your feeiings.
Have | hit the bull's-eye?”

Feedback: Feedback helps others consider ther behav
or. Useful teedback descrnibes rather than evatuates: 1s
specific rather than general. notes behavior the recever
can do something about: is timed well: provides an
example of clear communication; and 1s solicited rather
than imposed.

SR
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14

Service is what life
is all about.

— Marian Wright
Edelman
President, Children’s
Defense Fund

”

Reward Members in the Collaboration

Let's look at the Tri-County story again. After agreeing on types of decisions
and reviewing their plans for communications, the group spent a few
minutes talking about what each person needed in order to feel rewarded.
The group had worked long and hard. and the members needed to reward
one another,

Rewards are actually easy to uncover and deliver. Yet, unlike the Tri-County
collaboration, most groups devote no time to rewarding members and
stakeholders. But to feel involved. useful, and important, collaboration
members must know they are doing a good job: they need to receive rewards
for all their time and effort.

Give rewards tor work done, milestones accomplished. and results achieved.
For some people. a reward is just having their ideas heard or having their
contribution recognized: for others. a reward is an attitude, like respect. For
still others, a reward is social time with partners away from the collaborative
work. The only way to find out what members need for rewards is to ask them.
To achieve our destination with grace and goodwill, we must discuss the
importance of rewards and build the normin the group for rewarding people
freely and frequently.,

The convener of one collaboration asked each member to state what he
or she needed to feel rewarded. The convener listed all items and
grouped them by similar types, Members then brainstormed how the
rewards could be delivered and how each member would know when
he or she had rideed been rewarded.

Reward Other People

Collaboration members operate in three cultures: the collaboration. the
home base organization. and the larger conimunity. ldeally. the three
cultures would reward each other. In reality, the collaboration needs to
reward the othor two and ask for what it wants from them.

Rewards—Double the Return on investment

Directly rewarding comeone 1s great, But whe o we reward Indirect rowards mcrease our own credibihity because they
someane indirectly, both of us gam., If an employee nerease the recipient’s credibility with others and enrich
excels, send a message of ajob well done to the entire the entire group. Indirect rewards mcrease reputation
staft, When a member of the coliaboration succeeds, let the reputation of the person bemng rewarded and of the
tis or he home base organization know, as well as qll Froup as a whole

membe L of our collaboration,

Adapted £ oom the work of Leonard Husch, Used with pernission
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Staft—especially the boss—in the home base organization need to be fit-
tingly recognized for supporting the collaboration. Also, the collaboration
must reward key leaders, such as county commissioners and school board
members, who have supported the group. In both cases, the rewards must fit
the recipient’s culture.

At the same time, we want to be rewarded by the other two cultures. So we
need to be clear about what we want and state how we will know when we
receive these rewards. The executive director of the home base organization
may occasionally say "way to go” to the organization’s representative, but
regularly the executive must let the rest of the organization kr.ow what is
being accomplished and what role the member is playing 1n achieving
results. Similarly. commission.:s and board members can make sure the
minutes declare what the collaboration is achieving. but we will likely have
to ask for this.

We must go beyond our habit of conducting collaboration business. We must
regularly stop and ask what has been accomplished. ask for praise. and
thank evervone.

00

The milestone for supporting the members of collaburation ix a decision-
making protocol and communication plan that includes rewards. Refer to
Decision-Making Protocol and Comniunication Plan in Appendix C tpage
1591 for a guide.

This milestone demonstrates we have learned that authority and humor are
the foundation for:

o Establishing a decision-making protocol that incorporates various styles
of decision making.

o Theimportance ofa commurications plan for informal. formal. and inter-
organizational communications.

o Rewarding members in the collaboration in ways that suit each person.

o Rewarding other people in the home base organization and in the larger
community.

We're at the end of Stage 2. We've built the individual-to-organization
relationships. and ourwork  empowering ourselves toaet — is well along the
wav. An increased sense of suecess surrounds us as we have accomplished
more milestones: commitment letters, conflict resolutions, collaboration
structure. communication plan. The marshland did noteapture or capsize us;
we can journey on to the next stage of creating, sustaining, ind enjoving
collaboration. ®

1.3
- p §
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To fall into habit
is to begin to
cease to be.

-~ Miguel de Unamuno

(1864-1936)
Spanish philosopher

b

Decision-Making
Protocol and
Communications
Plan
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Stage 3: Ensure Success by Working
Organization-to-Organization

Reaping What We've Sown in the Fertile Plains

e journey now onto the fertile plains of Stage 3. Here, traveling is

easier. We begin to reap the benefits of all our experience in the first
two stages. We have traveled far to reach a place where our work can build
abetter community. Al this work can be more readily accomplished hecause
we've learned one another's strengths, how to organize ourselves effectively,
and how to best use our resources.

Now is the time for us to do the work we envisioned. We work organization- 66
to-organization to ensure the successtul results the collaboration seeks. This Just go out there
calls for output and action between organizations as well ax from our and do what
collaboration. you've got to do.

— Martina Navratilova

9T , (- vt of 1y " S NN R
What i output? The quantity, quality. and rate of production. The combined Czech/American
energy and resources of all the participating organizations now increase our tennis champion
overall output. »

What is action? The exertion of power, the implementation of our vision. To
implement our vision, more people at all levels will be involved in our
collaboration from now on,

While output and action are always part of the eollaborative effort, they are
crucial to the four kev challenges we face as we work organization-to-
organization to ensure suecess. In facmg these chailenges, we learn how to:

Manage the Work
Create Joint Systems
Evaluate the Results
Renew the Effort
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Manage the Work

66

If you have a
lot of things to do,
get the nap out of

the way first.

— An eight year-old
9

Manage the Work (Challenge 3A)

What did the Tri-County partners do as they came upon the fertile
plains? The resource team coordinated volunteers, wrote and re-
ceived a small grant. and collected information about foundations
interested in collaborative approaches to sheltering the homeless.
Meanwhile, the planning team identified and priced computer
hardware and software that would put the shelters “on line.” The
groups made decisions quickly: they knew what they were about.

If we are to be as successful as the Tri-County group and achieve
both output and action, our eoManoration will have to:

Review the Vision and D.sired Results

Lay Out an Action P'a:.

Create Accountabilit: Standards

Build Collaborative Work Habits

Review the Vision and Desired Results

As we begin this work. we need to confirm our destination. In other words,

i= our initial vision still appropriate? Prev.ously, we tried to en~ure that the

end user was involved in creating the vision, We also specified desired results

and strategies. Now, our collaboration must get specific about the communal
benefits. To do this we:

Include end users. Make sure end users are represented in the collabo-
ration. [f consumers were reluctant to participate in the earlier stages of
“abstract™ discussions, include them now. because discussions are con-
crete and affect them directly.

Ina service collaboration for drug-addicted young mothers, the
clients, therapists, public health nurses. and child-care workers were
asked to list all things needed to provide enhanced and coordinated
services. Ina literacy collaboration, adult students were asked tolist
the barriers to attending elasses,

Consult existing research. Look for rescarch on community needs and
resources everywhere: police departments, colleges and universities,
school districts, private rescarch groups and foundations. libraries.
newspapers, businesses, business associations, and state. county, and
local povernment agencies, Computers Hnk these groups tovet other data
bases. Most rescarch sources willingly sharve information and are. in fact,
hungry for audiences to use the work they do,

Conduct surveys, Survey commumity <ources and end users it abso-
lutelv necessarv, but resist recreating what abready exists and avoiding
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action by seeking vet more data, With information in hand. winnow to the
nitty-gritty. Do we need todo extensive analysis ofdata and call in outside
experts? Probably not. We know the results we want and why we need
them. Revise these desired results as necessary,

Lay Out an Action Plan

Afterensuring that the needs of end users a © included. develop action plans.
This work (and time) vary greatly depending on the collaboration’s specific
vision and desired results, but here are some principles to include:

e BeSpecific. State what actions to take. Vague expectations can lead the
effort away from the desired results. A subgroup. which might work more
quickly. can make detailed recommendations to the total group.

o Set Responsibilities. Introducing new services or products requires all
members of the collaboration to determine implementation roles, respon-
sibilitie- . accountabilities and completion dates. Make sure that the
implementers are thoroughly involved so they know what they are to do
and can help make the decisions that affect them. Actual job descriptions
might help. especially when the job as a member of the collaboration
differs from the job in the home base organization.

e Produce a budget. Show expenses and revenue tboth dollars and in-
kind support). A subgroup can be efficient here: the total group reviews
and ratifies.

e (Communicate with all appropriate people. Use the communication
plan to determine who these people are and what they need to receive.

Sometimes, we need to start small becausc both the collaboration and those
who support it need to see suceess. The decizion to start small is often a good
one. since a small venture offers quicker successes and easier access to
learning opportunities. Smaller tasks also let the group “practice” before
tackling =<omething bigger or rizkier. The following stories illustrate starting
~mall:

o In « metropolitan suburb. many organizations served the same
tinmlios. Knowing that a shared intake form would benefit the
funuliosand save time and monev, the orgaizations collaborated
to develop a sigle mtake form. Suceessfully completing this
projwct. the members discovered they had formed a strong hond
that alloveed them to consider even larger joint projects.

o An urban colluboration haped to create a citv-weide model for
providing respite services. Instead, the members discovered
nerghborhoods in which small pilot projects could procve the
sesefuiness of therr model They focused first on building small

11

Three brick layers
were asked what they
were doing. One said,

‘I'm laying bricks.’

The second replied,
‘I'm building a wall.’

The third stated,

‘I'm constructing

a temple.’

— Anonymous

”»”
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local collaborations, and later on creating a citv-wide collabo-
ration based on the success of these smaller projects.

In the first example, the collaboration started small and learned it could do
more. In the second example. the group knew its mission would take years
to achieve, so it started small with pilot projects in the hope of growing later.
In both cases. the collaborations needed success in a reasonable time,

Don't Raise a Star Child

Vhere a pilot project is needed, avoid devoting so much time and
effort to it that the “regular” workers and projects are neglected.
This fosters bad feelings at the mildest, and official rebukes for
favoritism at the worst. Keep a careful balance in mind so that the
collaboration pilot gets the resources and support it neceds with-
out swallowing up all the resources and support other emerging
projects need.

To develop an action plan. review with the whole group what the collabora-

existing resources and powers, Then decide whether or not to begin with a
pilot project.

tive action is likely to achieve. Develop a strategy to make the best use of

Choosing a Pilot Project

When choosing a pilot project. consider these questions: and show large-scale results. consider choosing a

¢ Does the pilot showcase the potential of the collabo- pilot that favors speed over output.)

rative vision? ¢  Who is the audience for the pilot nrogram? (The

¢  What small-scale action could help convince funders, collaboration may need to prove iself to an agency

power brokers. and the larger community to support
the collaboration?

Does the pilot take into account the needs of the
consumer? (Select a project that reflects real client or
community needs. While the piiot may not address all
areas of concern, it can persuade people to support
the collaboration by showing them that the community
henefits.)
Can the pilot © evaluated in a timety manner?

How soon must the collaboration show results?
iBecause many collaborat.on s take years to mature

executive or a group of legistators long before it
provides evidence to the communit;. Or, the collabo
ration may need to prove the benefits of collaboration
to peers and co-workers before approaching nore
powerful groups.)

Does the pilot help the coliaboration mature? (The
pilot must interest most members of the collabora
tion. Avoid building great strength in one program
areca because this imits the coliaboration’s ability to
adapt.y

106

Q

ERIC

Aruitoxt provided by Eic:




Stage 3: Ensure Success by Working Organization-to-Organization Manage the Work 99

Create Accountability Standards

Accountability is proof of action. To be accountable, we create standards by
asking questions such as: “How will we know if our associates are living up
to their side of the deal?” "How will cach of us know if we've done enough. or
need to do more?” (We can later use these accountability standards to
evaluate our work,) Let's look at several accountability descriptions:

o Marvis responsible for all communications, She writes all memos
and ! tters, and responds to all written communications,

o The executive director of cach member organization will ensure
full communication of all information about the collaboration
directly to respective boards. Notice of such communications will
be sent to the collaboration secretary tor our records,

o The XYZ ageney is the fiscal agent for this collaboration and is W B beli
accountable for all areas of financial management. including but e never know, oetlet:
not limited to: me, when we have

. ) succeeded best.
- Receiving grant moneys and other funds.

- Miguel de Unamuno
- Dispersing funds according to collaboration agreements. (1864-1936)

Spanish philosopher
b b

Muaintaining records of all transactions,

Reporting to the collaboration and funding sources as
required,

To prepare these descriptions, brainstorm possible accountability =stun-
dards. refine them using a subgroup. and review them with the total group.
Then include them in the action plan.

Build Collaborative Work Habits

Output and action through collaboration require new work skitls. Thoze ot us
who work our wayv through Stages 1 and 2 come to think about work in a
different wav. As one partner said, "Now. Thave to think of evervbody all the
time. not just the fastest way to get the job done It's like marrving into a
family with lots of kids: suddenly it's not just me anymore.”

Be aware that those people who huve not participated intimately in the
development of the collaboration will likely need training and coaching in
order to work collaborativelv, For evervone involved. build the tollowing
callaborative work habits:

. 107
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(49
You don’t manage
people; you
manage things.
You lead people.

— Grace Hooper
American admiral

”

For Leaders and Decision Makers

Gain commitment to strategic decisions: people support what they help
create.

Think through the impact of a decision on all those affected. not just one
organization.

Tell all the right people about all the important decisions and ¢ mversa-
tions; route important documents to them frequently.

Share the credit for successes with evervone involved.

Talk enthusiastically about collaboration to disperse the values of work-
ing together.

Maintain a constant mind-s¢t for negotiation and cooperation.

For Staff of Home Base Organizations

Aveoid adversarial language that heightens a sense of competition be.
tween home base organizations in the collaboration,

Listen for what clients and consumers need or want to hear about the
collaboration.

Think about who else needs information.

Ask for guidelines about specific steps the collaboration members have
tal
agreed to undertake together.

Accept changes,

For Community Members

Think in terms of what is best for the overall community, not just one
area.

Avoid language of right and wrong—not a “better way,” but “another
way.”
Think about who else needs to be involved.

Learn to forgive.

Retreat

Because planning can be complicated. consider a retreat he can often help the group accomphsh morte, faster

to plan the action, address contlicts, and emphasize the
special nature of the effort, Retreats buiid relationships
that help bridge differences and cement partnerships
Consider an outside facilitator who can focus the process
and who has no stake in the actions to be taker She or

If a retreat 1s not possible, set a senes of consecutne
work sessions. Stress the importance of attending. Agree
that whoever shows up will make the dec:sions Aboye
Atl, keep the imtiative rolling,
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Also pay attention to turf issues. While these can arise at any time, they are
especially prone to surface now because our collaboration is making deci-
sions about work and money, and we are involving others in the community.
As partners, we must encourage each other to be open about self-interests.

This is a perfect time to revisit our self-interests and invite the disclosur? of

others” self-interests.

Ask people within and outside the eollaboration to review the plan. Try not
to lose objectivity about what will ard won't work. Ensure that appropriate
leaders within the member organizations have reviewed the action plan and
have committed—in writing—to the time and dollars necessary to make the
effort happen.

Remember, colluboration is a cloverleaf that returns on itself, ever expand-
ing and improving. We will always be revising our vision, action plans,
accountabilities, and collective work habits,

L 2R R 4

The first milestone for ensuring success by working organization-to-
organization is an action plan, Refer to the Action Implementation Plan
in Appendix C tpage 161 for a planning format and guide.

In meeting the challenge of managing the work, the milestone demonstrates
our learning that output and action underlie:

¢ A review of the vision and desired results to confirm our destination and

ensure that end users are included.

e Laving out an action plan that is specific, sets responsibilities, includes
a budget. and is communicated to all appropriate people.

(reating accountability standards so we know what we have accom-
plished individually and together.

¢  Building collaborative work habits for leaders. staftf of home base organi-

zations, and community members.

Thix tertile plain tecls good, doen't it? We're beginning to enjoy the benefits
of w1l our hard work m the beginning stages of collaboration. What ean be
better than this? Creating joint systems,
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Listening, not
imitation, may be
the sincerest form

of flattery.

— Dr. Joyce Brothers
Americar. psychologist

”»

Action
Implementation
Plan
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Create Joint Systems (Challenge 3B)

As we learn to work organization-to-organization, the emphasis
changes from "What can you and [ do?”" to "What can our agencies
dotogether?” Linkingleaders at the collaboration table and through
comniunication is a beginning. But now we go beyond the represen-
tatives at the table by creating interagency work groups that plan,
implement, and evaluate the activities of the collaboration. We also
create common forms, information systems, and operating proce-
dures. This expands ownership and commitment.

The Tri-County group needed harmonious policies and common
intake procedures, so they brainstormed the daily snafus and bigger
svstem-wide problems the staff were encountering. This provided a
list of implementation issues to improve through training or better
communications, and policy issues to address on each organization's
board or governing bodyv. The steering committee enlisted represen-
tatives from various boards to draft joint policies.

Our collaboration may not need to create joint systems and policies among

its member o1ganizations. Yet joint systems and policies can help ensure our
actions and output. Therefore, we will likely need to:

Decide the Degree of Closeness
Create and Approve Joint Agreements
Make Needed Organizational Changes

Decide the Degree of Closeness

To begin. invite the whole group to decide how close the member organiza-
tions need to operate to support the collaborative structure and action plan.
Here are four possible wayvs of coordinating the work:

Interagency committee: Representatives from the member organiza-
tions participate on various committees or task forces to implement
programs or services. Leadership is on a committee-by-committee basis,
informal, and shared by all organizations.

Single point: A key organization coordinates program activities or
services as agreed with the other organizations. Leadership, which rests
with the single organization, is fairly informal.

Lead agency: All member organizations sign a written agreement
giving one organization greater authority and responsibility to ensure
that activitios or services are completed, evaluated, and supported.

1.9
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¢ Incorporation: In planning how to structure the work. some collabora-
tions discuss incorporation in which representatives of the collaborative
members become the bvard of the new corporation. A corporation.
however, takes on a life of its own and soon begins to define the vision,
relationships. and action steps in terms that may no longer serve the
member organizations. According to the definition used in this book. the
corporation is then no longer a collaboration. because the corporation is
no longer "mutually beneficial.”

These options represent a continuum of leadership. Since all the options are
valid, the key is to choose the one that gives sufficient control to move ahead.
vet is not so cumbersome that we spend a lot of etfort ereating joint systems
rather than executing our plans,

Data T oivaey Issues

Data privacy acts are special challenges to collaborations. These
acts were intended to protect individuals and families by prohibit-
ing release of private information. Talk to the county district
attorney or state attorney about the intent of the data privacy acts
in your community and the way the local courts interpret state and
federal statutes. To resolve data privacy issues, ask clients to sign a
release that identifies the specific member organization in a col-
laboration to whom information may be released.

Create and Approve Joint Agreements

All members of the collaboration must seek approval from their home
organization’s leadership for the potential agreements. After initial ap-
provalis received, write interagency agreements that clarify power. autiior-
ity, responsibility. and resources. A legal document may not be necessary,
but some form of written communication is needed to formalize relation-
<hips. Do this well. because clarity increases the likelihood that the organi-
zation will commit. A subgroup can draft the agreements to present to the
total group.

Next. cach home base organization needs to ask:

e What policies, procedures, and operations must we institute to support
the work of the collaboration?

o What policies, procedures, and operations do we need to chunge or
climinate because they obstruct cooperation?

111
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We’re still not where
we’re going but we'’re
still not where we were.
-— Natasha Josefowit:

French-American
writer and lecturer
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The more laws and
order are made
prominent, the more
thieves and robbers
there will be.

Each member organization asks these questions to ensure that the
collaboration’s proposed activities won't compromise that organization’s
mission, values, resources. or image: and to be sure that the work of the
collaboration will strengthen each organization.

Of course. what our collaboration needs may be in opposition to some of the
operating principles of member organizations: we need to find a balance. For
example, an organization’s authority to spend money may be limited by
bouard authorization, but our collaboration cannot wait for quarterly board
meetings to approve funds. Some organizations have policies that hamper
<haring client information such as confidential mailing lists. Here are some

— Lao Tsu
ic. 604-c. 531 B.C.E.

Chinese philosopher Restrictive Policies:

” .

other examples of both restrictive and supportive policies.

Limits on the hours the staff can spend working witl: other agencies

e Limits on the resources dedicated to interagencey activities

o Strict protocols on the use of logos and focus statements

e Policies withholding client information solely to protect market share

Supportive Policies:

e Expectations about outcomes from collaboration

o  Dollar expenditure limits tor collaborative work. above which board
approval is necessary

e Dizcretion for use of logos to people engaged in collaboration

Policies that make client weltare the primary principle. regardless of
who helps the elient

The Nonlegal Approach

To accomplish their plans, many coltaborations beliove
that they have 1o create some form of legal entity
separate from the home base organizations. Not neces
sarily 0! One organization may take fiscal responsibility:
another mught manage commumcations: yet another
might coordimate providing the semnvices or products.

A Traming Opportunity

Reviewing pohicies that meay testoct cotlaboration car be
a preat opportunity for trasning board and team members
nthe art of collaboration and policy makimng. Many
o1ganizations fabor under dodrds that manage tiny details
mstead of the g peture iseussions about whether o
cottann policy s restctive can spread vaives and deas
About how to make and narture good pohicies. as weltl as

Written agreements are important, but vt are of spend-
ing too much time on creating legally binding joint
systems, which nught be just another excuse for avoiding
conflict. not taking action. or skirting accountability. Get
started. Form tegal entities later, if necessan, after
achieving some results.

good callaboratinn. involving hiph level ana powertul
peopie n the effort is important hecause they can speed
the devetopment and passage of important policies and
regulations that support collaboration. An outside
taciitator mught be helpful, She or he can often he'p
focus (e Process,

Q
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The collaboration and the home base organizations need to negotiate joint
agreement on policies, procedures, and operations. To reach agreement,
seleet twoor three representatives from the collaboration towork with all the
organizations. Finalize the joint agreement with a single document contain-

ing all the appropriate signatures. Remember. the higher the level of

signature. the better for long-term support.

Make Needed Organizational Changes

To support the collaborative effort, member organizations may need to
change some of their operating policies and procedures. This often requires
the involvement of board or senior officials, Policies guide (xpectations;
expectations guide the way in which work is done. Only through policy level
changes can we permanently alter the way in which work gets done.

This is one of the places where tracking all the milestones pays oft. The
completed worksheets tor whatever form of documentation the collaboration
has choseniean be reviewed by all concerned in each home base organization.
A great deal of education of the entire organization is necessary. an effort
which should have been ongoing. In any case, complete records on the
collaboration’s vision, desired results, structure, action plan, and so on, will
help member organizations make the internal changes they need to support
the work of collaboration,

F.ach member of our collaboration follows up with her or hix organization to
ensure that needed policies, procedures, and operations are in writing and
have been instituted. Then we record these changes because they are
important for both evatuation and historical documentation.

The formal agreements are also perfect products for public relations. media
attention, and convinemng others that our colluboration is working,

L X X 4

Joint agreements are the milestone for the ehallenge of ereating joint
svstems. Refer toJoint Agreements in Appendix Cipage 1630 for a checklist
of items to be covered.

In erecting this mudestone, we realize that output and action are the
foundation for:

¢ Deciding on a degree of closeness between organizations that oives both
sufficrent control to move ahead vet = not cumbersome,

113

r )
Milestone

Joint
Agreements
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e (reating and approving joint agreements on policies, procedures. and
operations,

¢ Making needed organizational changes so that internal policies and
procedures support the collaboration.

Let's take a moment to look at what's happening on the fertile plains. All of
our planning is paving off. Together. we have ereated a record of our joint
efforts. Our next challenge: evaluating the work we've done,

Evaluate the Results (Challenge 3C)

At the thought of evaluation, the gut tightens. the stomach churns. We feel
judged:our self-esteem is at stake. Even ifour reaction is milder. we often see
evaluation as drudgery and paperwork.

Evaluation loomed over the Tri-County collaboration. No one knew
just how to approach it. The steering committee asked members to
attend a bimonthly meeting prepared to evaluate the pilot projects.
At the meeting. evervone realized that the results were not uniform,
so the group began to use client surveys, funder questionnaires, and
financial reviews to measure success, Results really showed up
when the partners shared this information. Then they discovered
how far they had come on the journey.

Evaluation is a discovery. and it should be a positive experience.

Through evaluation we learn how successful we are at achieving our
destination—our community benefits and separate self-interests, We

also learn what works and what doesn’t. To evaluate the work, our collabo-

ration must:

Value Evaluation

Create an Evaluation Plan

Continually Improve the Work

Evaluate the Results

Value Evaluation

We need to tailor evaluation to our unique collaboration, To do this, discuss
what evaluation can teach the collaboration, what potential effects it will
have on the joint effort and on the stakeholders, and what othersin similar
efforts can learn from our successes and failures. Here are some approaches
that help the collaboration value evaluation:

Q
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¢ View evaluation as reflection. Avoid assuming that the actions we
chose are the best or the only ways to achieve results. Healthy collabora-
tions evolve: they are open to modification and improvement.

¢ Integrate evaluation into the work. Evaluation needs to be integral
to our collaborative effort, not imposed from the outside. Those of us who
created the collaboration must involve ourselves in the decision about
how to design and implement the evaluation.

¢ Tailor evaluation to the stage of collaboration. The results of new
collaborations differ from those of well-established efforts. In the begin-
ning. our collaboration's only data may be the process milestones we've
accomplished. Later we may be able to provide information on whether
we are achieving results.

¢ Use multiple methods. Evaluation needs to capture diverse patterns
through both qualitative and quantitative methods.

¢ Evaluate results and processes. The milestone worksheets help
document and evaluate our processes, while we can measure our results
against the concrete measures we established when we first began our
collaboration.

e Appreciate failure. Be up-front about aborted efforts or fiascoes. These
needn't defeat us. In fact, they can strengthen us. Acknowledging a flop
is especially important when key decision makers. such as government
officials and funders, are involved. Interest them in problem solving, fully
inform them of mistakes, and invite them to see the failure as a learning
opportunity.

¢ Expect rich information. The same actions can influence recipients of

the collaborative effort in many different ways. Moreover, many different
actions can influence a given recipient toward a given result. Thus, we
must acknowledge the reality of both multiple results from a given effort
and multiple variables influencing a given result.

Prove it

Often we hope that an evaluation will “prove” that our work
resulted in specific outcomes. Because collaborations try to
achieve major changes with multiple results and variables, such
proof is rare if not impossible to come by. But we can sometimes
find correlations between our actions and changes in the commu-
nity. While not proof of our success, such correlations support our

case. They help us show the community that the collaboration
was effective.

(14
True science teaches.
above all, to doubt
and be ignorant.
— Miguel Unamuno

(1864-1936)
Spanish philosopher

”»”
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Create an Evaluation Plan

After beginning to value evaluation, we proceed to set up measures and
methods. While evaluation ideally needs to begin from the first meeting,
most collaborations do not formalize assessment until they are ready to act.
Yet we need to continually measure performance against expectations in
both process—how the group functions, and results—what the group achieves,

Process Evaluation
1.

66
To know that you do

not know is the best. 2.

To pretend to know
when you do not know
is a disease.

— Lao Tsu 3.

(c. 604-c. 531 B.C.E.)
Chinese philosopher

9

of each organization and how it
will know its self-interests are
being met.

Note when milestones are accom- 2
plished and what helped and hin-
dered their accomplishment.

Describe communication pro- 3.

cesses between members of the
collaboration.

Summarize the collaboration’s 4.

impact on its member organiza-
tions, What has each contribured?
How did the collaboration change
the wayv each organization does
business?

Note
became involved because of the

side effects,

collaboration”? How does their
involvement help the cause?

Who else 3.

Results Evaluation

State the separate self-interests 1,

State the desired community ben-
efits (for example, reduction in
homelessness) and how the col-
laboration will know if the effort
s successful,

Qutline the methods being uxed.
such as lobbyving, delivery of scr-
vices, creation of information
packets.

Summarize critical junctures,
tFor example, while a collabora-
tion may be unable to prove that
it reduced homelessness. it can
note an important accomplish-
ment, such as a drive to change
zoning ordinances that resulted
in increased permits for low-cost
housing.)

Describe how the characteristics
of the community being targeted
(geographic. ethnic population,
sector, field, service recipient)
have changed. the number and
diversity of the people involved,
their reaction to the collabora-
tion and its methods. and changes
in the community that might be
attributed to the effort.

Note side eftects. (For example,
the city council voted to rezone
iand is now more involved in the
The

reighborhood, however, protests

issues of homelessness,

iow tneome housing.)
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It our collaboration has observed it milestones, we now have fataowe need.
If not. we go back and review the previors steps and ensure that we have
completed and gathered all the documents. Next. ask a subgroup to lay out
the data <o that it fit= into the various proeess and result= categories. At this
time. the subgroup creates other categories as necded, then assigns respon-
sibilities for secking other data tif neededr. analyzing information. and
summarizing tindings. If alt this seems formidable. contact someone who
spectiatizes in evaluation,

Finally. the whole group reviews the plan, Then we ask key decision makers
in our home base organizations and other important stakeholders ifthe plan
will provide the information they need to continue =upporting our collabora-
tive oftort. After making any needed ehanges, we ratify the evaluation plan.

Continually Improve the Work

Collaborations must constantly seek feedback by listening everywhere, and
continually assess theireffortsinaceord with theirdevelopmental stage The
purpose ix continuous improvement. Thus. evaluation hecomes integral to
the joint effort. What questions do we ark onan ongoing hasis?

e Istheefforteffective? Arewe achieving ourobjectives by benefiting the
community and meeting our own setf-interest=?

e Is the effort adequate? Are we using enough resources to achieve
results?

e Is the effort efficient? Have we expended minimum time, money. and
energy to build maximum relationships and take complete action?

e What lessons have we learned? What do we now know about the
relationships we have built and need to build. and the work we have done
and need to do?

Honest answers to these questions ereate opportunities for further change.
refinements, and improved results, Communieating those results builds
increased support rrom member organizations and frongthose who might he
persuaded to join the ettort.

66
and if ever i touched a
life i hope that
life knows
that i know that
touching is and clways
will be the true
revolution.

— Nikki Giovanni
American author
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Evaluation
Procedures

Renew the Effort

L R 2 4

The milestone at this point in the journey is the evaluation plan. Refer to
Evaluation Procedures in Appendix C (page 165! for a review of what to
include in creating an evaluation plan.

In placing this milestone by the road, we have learned how output and action
underlie our ability to:

* Value evaluation and tailor the evaluation to our unique collaboration.

* Createanevaluationplanthat continually measures performance against
expectations in both process—how the group functions, and results—
what the group achieves.

* Continually improve our work by seeking teedback evervwhere and
learning from the information.

As travelers we are proud of our progress and accomplishments. What next?
We must begin to renew the effort!

Renew the Effort (Challenge 3D)

Remember, the sol:- purpose of collaboration is for organizations to achieve
results they are more likely to achieve together than alone. Sometimes the
purpose of the group becomes fixed. and it disregards evaluative data that
demands a change in practice. To achieve both our self-interests and
community benefits, we must accept the validity of evaluation information.
especially when it says that we--individually and organizationally—are
part of the problem.

To address the problems and renew our effort, we must:
Promote Adaptability and Flexibility
Retire Appropriate Members
Add New Members
Celebrate, Ceiebrate

Promote Adaptability and Flexibility

To avoid the rigidity that can <et in, we must work at being adaptable and
flexible. Adaptability is the capacity to adjust to major changes in the
community we serve; that is, we adapt to changing external forces. Flexibil-
ity is the capacity of our collaboration to remain open to varied wavs of

11y
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organizing itzelf. We need to see ourselves as temporary and constantly
evolving.

Our collaboration uses information from evaluation and other sources to
renew its output and action. A review of the previous eleven challenges can
help us change either the objectives or the proces: of collaboration.

The Tri-County partners experienced many positive results. but the work
overwhelmed them. Some felt that collaboration was becoming an unpaid.
part-time job. In response, each shelter identified one staff person to work
tull time providing care and coordinating programs. Moreover, two new
organizations paid for part-time positions to support the collaboration. After
one team issued a report that documented change, the steering group threw
a holiday party to celebrate the enormous success of the program.

19
Just as the Tri-County group was adaptable and flexible. we need to discuss Pay attention to the
the evaluation to date and what is working and what is not. Use the following questions you need to
questions: ask, not the answers
o . . . . you want to hear.
¢ What is changing among member organizations, in the community. and
in social, political, and economice trends? — Leonard Hirsch
American consultant

e What is changing in our collabcration itself?

”

e What must we change to be more adaptable and flexible?
e Who has finished their work for the collaboration?
s How should we ask them to leave?

e Who else needs to be involved to further the effort? In other words, what
powers and preferences di we need now”

e  How should we approach new members?
o How should we orient them?
e \What is the best structure for the re-formed collaboration?

e How will we celebrate what we have accomplished and the people who
have helped us accomplish these things?

Consider taking time for a special "renewal meeting.” This can be erit ical for
collaboration. All too often we bemoan our failures and simply move on or
move into tryving to fix problems. What we need to do instead is to study both
our failures and successes, review the membership tour relationships) and
the challenges ithe work we have to doi, and use this information to renew
the eftort.

5 119
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Retire Appropriate Members

Retiring or “sunsetting” people and organizations is not easy. but at this
pointin our journey, we probably have less need for people who envision and
empower than for those who ensure suceess through attention to details.
procedures, and implementation. The following story illustrates the need to
retire members:

A group of eleven educational institutions and organizations were
collaborating on training. purchasing, and other specificadministra-
tive functions. Two members were cautious and refused to move
ahead: they worried that the State Department of Education was not
satisfied with the work the collaboration was doing. Others members
were pleased with the progress. Eventually, the members agreed to
disagree so that these tieo people and their organizations could leave
gractously.

A discussion of what eur collaberative group needs and who can best meet
those needs will likely manage the issue of sunsetting. The convener raises
the question: as a group, we provide the answers and reward our partners as
they leave,

Do not use sunsetting to avoid conflict. But if all other avenues have failed
and the member does not see that his or her contribution is hindering the
relationships and work, ask the person to leave. Reme mber. the collabora-
tion originally asked this person (and organization) to join because he or <he
had something to contribute. So if sunsetting is the best decision. be
considerate and careful: don't burn bridges. Here are some points to consider
when sunsetting 4 member:

* The member’s home base organization may need more education about
the effort and how the collaboration can meet both community needs and
the self-interests of its members. This might allow the organization to
educate its representative or send a better-qualified person,

Keeping Leaders Committed

After the actual work has begun, many of the more committed, imolve them in decidimg how the changes
powerful collaborative leaders 1ose mterest. That's Actually benefit the community and how the changes can
because hugh level administrators, board members, or heomsttutionalized. (This tendency tor teaders to dnft at
officials are: often more interested i broad pohcy than tt stage of group development underseores the impor
day to day worke Yet f their leadership drifts away, ow tance of having hoth policy makers and implementers
collaboration may drift too. To keep these leaders mvolved from the beginming
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e Another person from the same home base organization may be a more
amenable or capable representative. This may also allow the organiza-
tion to save face by stating that the person leaving is needed elsewhere.

e A powerbroker in the home base organization may be blocking the efforts
of the representative. All members need to help the organization deal
with this issue in the context of the collaboration. (See Think Strategi-
cally, page 67

¢ The person or home base organization may be much more useful later in
the collaboration’s life. Ask the organization’s leaders to postpone its
involvement. Promise to keep them fully informed.

Add New Members

In response to our collaboration’s changing needs, we may seck rew mem-
bers. While we may have been bringing in new people all along, formal or
informal evaluation tells us what powers to add and what style preferences
to search for. At this stage in the collaboration, we'll most likely need:

o Task-oriented players who might have found the first two stages too slow.
o  Staff who are likelv to implement the changes,

¢ (onsumers or end users who will benefit from the collaboration’s efforts.
(If earlier planning was frustrating for them, this time for action can be
exciting.)

First. we establish guidelines for adding members and develop more formal
orientation plans, Then, as we add new members, we need to help them learn
our culture. To do this, revisit the trust-building steps followed during the
early stages of collaboration. Insert all documents in a folder to be given to
the new member. Assign a “buddy”™ who will review the vision, desired
results, structure. and evaluation plans with the new member. Ask what the
new member needs in terms of self-interests, customs, languages. and
preferences, Confirm what powers the member can contribute tsee nages 29-
33 to review). After evervone has had time to build relationships, assign
responsibilitie< to the new member,

Axagroup. review the structure, heeause the addition of new members might
require changes. (For example. a group may change from the table model to
the wheel model, espeeially if the group is beginning to exeeed fifteen people.
Alxo reexamine the action plan and the joint agreements, Modify them as
needed to accommodate the new member< and new home base organizations,

€6

Evaluation is
by feedback, not
by autopsy.

— Karen Ray

American consultant
and author

9
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66

I believe that
unarmed truth and
unconditional love
will have the final

word in reality.
— Mnrtin Luther King
(1929-1968)

American clergyman
and civil rights leader

Vb

Checklist for
Changes

O

Celebrate, Celebrate

Everyone in our collaboration and all our supporters need to feel involved.
useful, and valued. As a group, reward those staying and those leaving for
their efforts. At this point, the greatest reward is public recognition,

One collaboration on family violence held an all-day conference and
celebration after months of work. Each action team presented its kev
discoveriesin video, drama, or music format — no traditional speeches.
Data were available in a beautifullv assembled summary booklet. A
band plaved; a singer conveved many of the emotions of those involved
in the issues of abuse. Four hundred peaple celebrated, joined arm in
arm, laughed, cried. And then the work continued. renewed, with new
people involved.

This celebration was a big "hash. gut our celebration need not be large,
What's important? Recognizing established members of the collabora
tion and creating an opportunity to include new people who might renew
the work.

LK 2 4

The last milestone for ensuring success by working organization-to-
organization is documented changes. Refer to Checklist for Changes in
Appendix C (page 167) for a further review,

In meeting the last challenge of Stage 3—renew the effort---we have learned
that output and action are the foundation for:

¢ Promoting adaptability and flexibility to adjust to changes in the commu-
nity and to remain open to varied ways of organizing ourselves.

* Retiring appropriate members so the collaboration has the skills and
powers to continue its work.

¢ Adding new members and orienting them to the eollaboration.

¢ Remembering to celebrate accomplishments and reward both those who
are staving and those who are leaving,

In Stage 3. we got 1o enjoy the benefits of our hard labor. Together we built
the organization-to-organization relationships that ensure success, Now we
move to Stage 4, of creating, sustaining. and enjoving collaboration. ¢
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Stage 4: Endow Continuity by
Working Collaboration-to-Community

Gathering Building Materials for the Future
from the Broad Forest

In Stage 4, our collaboration finally moves into the broad forest. In Stage
3, we worked organization-to-organization, and we were very productive.
We thought we had arrived at our destination and could rest there—and for
some collaborations, that is indeed the case. But others of us see the broad
forest on the horizon and wonder what resources exist there that might fulfill
our potential. So we travel again, arriving at the edge of the forest, gathering
building materials for the future by working collaboration-to-community to
endow the continuity of our results.

We accomplish continuity when cur collaboration increases relationships
and responsibilities in the greater community. Let's be clear here: continuity
means the continuance of the collaborative effort, not the collaboration
group. Even as we prepare to leave or end the collaboration, we want the
community to accept what we have started and te nurture it as part of larger
community efforts. Two anecdotes reveal the desire groups have for the
larger community to both embrace the results of the collaborative work and
increase its impact:

o A vouth-serving organization that is creating a community-wide.,
workforce-development strategy wants to see its effort go bevond
demonstration projects. It wants the strategy to be integral to every
school’s curriculum, supported by government jobs und training,
and augmented by all post-secondary institutions-—academic and
rocational.

* One city’s African American community has made progress in
articulating values and starting a foundation to foster economic
development. But to make a strong impact. many more people will
need toembrace and acelaim its values. Many funders will have to
endow the foundation so it can spur African American economic
development throughout the city.

66

The future of mankind
lies waiting for those
who come to
understand their lives
and take up their
responsibilities to all
living things.

.— Vine Victor Deloria, -Jr.

Standing Rock Sioux
author

”
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For collaborative efforts to succeed over time, many people need to under-
stand the magnitude and implications of the work we do. Our collaboration’s
story has to spread to endow the effort with support. We spread word of our
success through myths—stories we tell others about our results.

The word myth is commonly used to connote something not true. But myths
are actually stories explaining phenomena, such as war, love, puberty, and
aging. Through language and symbol, myths shape people's interpretation
of events and introduce new ways of understanding what has been achieved.
The following story illustrates the birth of a myth:

66 A collaboration beticeen the state and local school districts channeled
grants directly to classroom teachers to fund experimental curricula.
The steering committee for the collaboration met regulariyv in different
sites throughout the state. To reach the meeting site, members of the

To love what you do
and feel that it

matters—how could committee car-pooled, chatting freely on the drive. The story grew that
anything be more fun. this group knew evervbody in the state who was doing exciting new
— Katherine Graham u.'(‘)rk. Tlu‘) 171:\'1{1 was (.'rcated that this cgmmitﬂ_’e kept things moving
American newspaper with useful information and the latest ideas.
publisher
) Collaborations convey myths in personal contact and through the media.

These myths spread the word about our achievements, attract people to our
effort, and give our founders status and credibility, which helps them attract
and train new leaders. This is important because by involving more people
and having greater impact, we build for the future.

While continuity and myth are always present, they are crucial to the last
four key challenges of our journey:

Create Visibility

Involve the Community

Change the System

End the Collaboratior:
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Create Visibility (Challenge 4A)

Our collaboration needed resources early on to build relationships and
towork. That's why we emphasized communications with all stakehold-
ers. Now we need community-wide resources to endow the continuity of
effort because projects that will have a strongimpact on the community
require broad legitimacv. Effective collaborations tell their myths
before this point. But now is the time for a concerted effort

By its second winter, the Tri-Courty collaboration had done its work.
Stories abounded about how the collaboration could slay glants.
Throughout the community, funders, executives. board members,

the public in general transmitted the myth. The media covered the

storv—it was news' The collaboration clearly had a public relations
plan that was working.

Create Visibility

We. too. need to:
Convey an Image
Promote the Results

Convey an Image*

To gain major support from the community, our collaboration must be seen
as a leader. Our image is crucial. It must grab the hearts of people. And the
simpler the message. the more room each heart will give it. Two aneedotes
reveal the power of an image.

o Onecollaboration wanted to convey the image of being purposeful
and quick to bring diverse groups together. They created a video of
a group of people (representing the diverse groups they wanted to
he seen as reaching) sitting in a civele of swivel chairs facing out—
backs to cach other. In the video, the leader of the collaboration
approaches evervone in turn asking them to participate. Eaci
person declines for various reasons.

The leader then moves decisively and turns each chae around so
all people are fucing intothe cirele, She sits in the one empty chair.,
peasses out papers to evervone saving that here are possible ways of
working together. Evervone looks at her or his paper.and all are
heard tosay in theirowen wav that there are some possibilities here.,
The videotape ends.

o Another group wanted to he seen a. leader i reducing funily
crolence, so they deceloped a public demonstration to underscore
the roots of abuse. In the demonstration cight people.each holding
a blanket, stand behind « woman, The woman sits ina charr. A

Materials on sonage e proviotion were adapted or Marketine Workbook tor Nonprotit

Organtzations by Gaes Stern araddable from the Aodec 01 Walder Fowndiatiom
Q
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14

All paths lead to the
same goal: to convey to
others what we are.
And we must pass
through solitude and
difficulty, isolation and
silence, in order to
reach forth to the
enchanted place...

-— Pablo Neruda
(1904-1973)

narrator explains that this woman had suffered abuse from her
husband and found it difficult to leave the situation.

After the explanation, a man representing her father puts a
blanket over the woman, saving that she must obey her father.
When the woman protests, a woman representing her mother
places another blanket over her, saving that “father knows best.”
Awoman representing u teacher places a third blanket over the
seated woman, admonishing herto follow the rules and sitin her
chair. A fourth blanket is placed over the seated woman by a
man representing her minister who tells her the Bible says she
must obey her husband. This continues until all eight blankets
are on her.

The narrator then says to the seated woman, “You're an adult.
You're intelligent. Why don't vou leave vour husband? Why do you
tolerate his abuse? Fight back!” The woman attempts to fight

through eight blankets. She is almost paralvzed. Then. one by one,
the people remove the blankets, briefly describing what each of
these important figures in her life can do to help her deal with the
abuse. The underlving message is that the collaboration will help
meake this possible,

Nobel Prize winning
Chilean author

”

In just a few minutes, with just a few words, both these collaborations
communicated a strong image. How can we do this? First, brainstorm
answers to the following questions:

e What myths can we tell about how the collaboration began and evolved.
and the results we have achieved?

e  What images—the combination of words, pictures, shapes, colors, and
sounds—convey what we've done and who we are?

2 What svmbols can we u=e to convey those images and tell our stories?

Have a subgroup refine these ideas into an image statement that is more
than words and sends the right message about the collaboration. Review it
with others to determine its impact. Refine it as needed. Then, as a group
ratifv the itaage and convey it evervwhere,

A Stranger in a Strange Land

Gradually, we revedl what's good in this new way of daing
ings. We acknowledge how hard the journey has been.
We begin to mfluence those around us to think about how
collaboration might strengthen their accustomed ways nf
potting the job done. This s the way the community
hunefits,

Going public ahout a collaboration 1s fike bemg o strarie
in a strange land. We don’t know what to expect or how
we'll be percewed. At first, we 're leery of tunders’
reactions, of other colleagues’ responses, of the
commumty’'s ability to understand. We talk hittle of our
probiems and more about the possibility of changes.,

Q 1 Z ,7
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Promote the Results

With mythsto relate and an image to convey. the collaboration now promotes
its results. We've actually been promoting our achievements all along. Every
time we communicate the vision. deseribe the collaboration process. stateour
actions. and so on. we are promoting results. To be really effective. we need
to realize that all along we must relate what we are doing and act tobuild the
relationships we need. because we—individually and collectively—are arole
model for the community.

But now, we approach promotion more deliberately. We develop and imple-
ment a promotion plan that will include many more people and resources to
endow our effort and increase our impact over time. So we approach
promotion by answering the following questions:

* Do we have a promotional message that motivates our audience
to take action?

The overall message needs to be consistent. but we are seeking different
responses from specific audiences. So we need to tailor some of our
message to particular publics. No matter who we are addressing. the
message needs to be in the evervday language of that audience. We
already know what our publics want (=ee Think Strategically. page 67x
now we must be clear about the response we want—enrollments, pur-
chases. referrals. donations, volunteer time.

* What specific next steps are we asking our publics to take?

For exampie. to ask people to donate may be a big leap. To ask them to
make a no-obligation phone call to learn more about the benefits to the
community and potential donors is less of a request tand more likely to get
a response). The message conveys the specific step, not the overall
program. Above all, the benefit to the public must be clear.

¢ How will we promote the message?

We need to consider a variety of techniques: advertising. billboards,
annual reports, brochures. celebrity endorsements, direct mail. editori-
als. feature stories. letters to the editors, networking, news conferences,
news releases, newslettc=~ nosters, public speaking. public service an-
nouncements, publishing articles and reports, special event=, talk shows.
trade fairs, videos, word of mouch.

Regardless of the technique, gear the approach to the particular public:

plan how each technique ean be used to maximum effeets use a mix of
techniques: repeat the message frequently over an extended period of

time: experiment and when the experiment works, do it again: don't he
seduced by glamour; and persevere,

66
Political
communication is
intended to move
people, not relate
information.

— Leonard Hirsch
American consultant

9
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66
Communication is a
marketable asset.

— Susan Sampsell

American
businesswoman

9

€6

Perserverance

and audacity

generally win.
— Dorothee DeLuzy

(1747-1830)
French actress

”

O

Here are some specific techniques that have been used successtully:

¢ Stories from clients and consumers about how things have improved
¢ A breakfast for funders to "tell the truth about how we got here”

¢ Data summaries from the evaluation sent to every legislator

¢ Data summaries from the evaluation sent periodically to every tounda-
tion that has some interest in the collaboration’s effort

* An article published in the local United Wav's newsletter about the
collaboration

* A one-page description of the collaboration and its values included in
every emplovee handbook in every participating organization

¢ Local news coverage of the benefits and cost-effectiveness of collabora-
tion, using a message that’s simple and compelling

¢ Luncheons, dinners, and socials to thank staff and supporters for imple-
menting the work

¢ Thank-vou letters to kev people involved at every stage. proclaiming the
successes and thanking them for their contribution

¢ Thank-vou letters to the associates, superiors, emplovees, and tamilies of
people involved. thanking them for supporting the collaboration member.,

Have a subcommittee flesh out the responses to the questions on page 121
and the suggestions above. This committee then details the necessary steps
of who will do what, by when, and with what resources. The eollaboration
reviews and approves the promotion plan,

Now we o to work., We turn loose those who like to tell stories: take
contmunity leaders to lunch: hold public meetings: involve the media; tell the
story over and over again: relate how the collaboration’s work benefits the
comniunity: tell evervone what's been learned: and declare the potential for
continuing the effort,

One common thread pervades community change theories; communities are
improved because individuals convinee other individuals to think and act
ditferently. Some people do feel coerced: others are enthusiastic. No matter
the response, we give one gift: our results,
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*e0

The first milestone in Stage 4 of endowing continuity by working collabora-
tion-to-community is a promotional plan. The resources are out there.
Accomplishing the milestone taps these resources. Refer to Promotional Plan
in Appendix C (page 169) for a guide to creating visibility.

Promotional
In meeting the challenge of creating visibility, the milestone demonstrates Plan

our learning that continuity and myth underlie:

e Conveying an image—a combination of words, pictures, colors, and
sounds—to relate what we have accomplished and who we are.

e (reating a plan to promote our results,

We have braved our way into the broad forest. We send messengers back to
the people on the fertile plain: "This forest is rich! It offers even more
resources than the plains, and the opportunity for greater impact.” Now we
face another challenge: integrating the benefits of collaboration into the
community.

Involve the Community (Challenge 4B)

Our collaboration began when we realized we could achieve better results
togetherthan alone. Creating visibility was our way of obtaining greater
resources for a greater impact of our effort.

But now, we learn that the community will have increased benefit when
a larger assembly than the one we first brought together sustains the
effort and increases the resources. So we begin to involve the commu-
nitv, not to promote our effort but to lay the groundwork for a
succession plan, a process that endows communal benefits over a
much longer period of time.

Fortunately, the Tri-County partners realized that a greater endow-
ment was needed. After almost two vears of working together and achiev-
ing results, they went on a retreat There, Marjorie called for ideas to Involve the Community
generate new interest and attract new resources for the homeless,

The members planned how to train other statf in existing shelters, how to
educate the community to promote partnerships to serve shelter clients, and
how to convince the legislature to reward agencies that saved money by
working together. Clearly. the Tri-County collaboration was integrating the
henefits of collaboration into the community.

<
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We can do this too if we:
Teach the Value of Collaboration
Bring Diverse Interests Together
Build Leadership
Hold Public Forums

Teach the Value of Collaboration

Our collaboration has been creating visibility for itself and promoting its
results. Now we have to educate the larger community about the value and
potential of collaboration. This provides opportunities for people to examine
their beliefs about the way work gets done to both produce communal benefit
and further separate self-interests. Three brief stories illustrate how groups
teach the value of collaboration:

* Afamilyviolence collaboration dedicated a small percentage of its
total budget to national training. They sought opportunities to

(44 present seminars on collaboration at national conferences. Those
Isolation is the worst that heard the message realized that they, too, could begin similar

possible counselor efforts in their communities.
— Miguel de Unamuno o Aliteracvgroup wrote a briefarticle outlining the advantages and
. disadvantages of collaboration, then placed the article in newslet-

(1864-1936) ' on. clel

Spanish philosopher ters and professional publications. The response indicated that
99 many communities in the country were eager to learn how to

improve literacv through collaboration.

¢ Each member organization of a food shelfcollaboration dedicated
a portion of its training budget to promoting collaboration in the
community. The response not onlv increased volunteers, it led to a
forum on the need to go bevond food distribution and regain the
focus on eliminating hunger.

How to teach the value of collaboration? Ask a subcommittee to outline
educational strategies. Then strategize how best to leverage resources to
reach the most people. (Follow the patterns used in Think Strategically. page
67. and Promote the Results. page 121.)
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Bring Diverse Interests Together

Toendow continuity for our collaborative effort and thereby increase impact,
we must bring diverse interests together, find common purposes, and build
linkages. To make this happen:

¢ Identify potential representatives of diverse community inter-
ests. Finding common ground and shared interests with these groups is

crucial. Focus especially on those groups that have not been previously
involved.

¢ Create an open and accessible decision-making process. This
increases ownership in the community both in terms of the number and
diversity of participants.

¢ Adjust programs and policies to benefit the community. Collabo-
rations can fail when costs outweigh benefits. When we ignore changing
community needs, policies and programs quickly become outmoded or
counterproductive. (See Adaptability and Flexibility, page 110.)

¢ Increase the base of support. The availability of resources determines
the degree to which the collaboration’s efforts become permanently inte-
grated into the community and the size of the community that will benefit.

A subcommittee drafts recommendations on the above; the whole group
discusses who will and won't be involved and the implications of these
decisions. While the collaboration seeks the greatest involvement of diverse

groups, not all interests are able or willing to join. (See Think Strategically,
page 67.)

Next, convene a meeting of the new representatives tobuild trust, modify the
vision. and enhance the desired results and strategies (revisit Stage 1 for
details). In Stage 3, we added new members to help further the efforts of our
collaboration. Now, we are adding new members who will be the future
leaders of an expanded effort (remember, the collaboration as we've know it
will soon come to an end). Then create opportunities to involve the new
members in rethinking organizational roles, organizing the enhancement
effort, doing the work. and evaluating the results (see Stages 2 and 3 for
details). This process is part of the cloverleaf on our journey. Thus, while
moving onward in Stage 4. we return to the carlier stages with more players
involved in a larger purpose.

132
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...bring people
together, set up

forums and
conversations,
celebrate our
humanity, our
capacity for affection.

— Henry Cisneros
Secrctary of HUD

”»

14

There are no
problems—only
opportunities to be
creative.

— Dorye Roettger

American author and
public speaker
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1

To produce things
and rear them, to
produce, but not take
possession of them, to
act, but not to rely on
one’s own ability, to
lead them, but not to
master them—this is
called a profound and
secret virtue.

— Lao Tsu

‘c. 604-c. 531 B.C.E.,
Chinese philosopher

b b

Build Leadership

Our community will be improved by using what the collaboration has taught
it and by developing new leadership beyond the leadership that already
resides in the collaboration. At this stage, leadership for the collaboration's
destination needs to move from the collaboration to the community. To move
leadership into a larger community, discuss these four questions.

L

How can member organizations increase their leadership of

collaboration? Here are ways to build organizational leadership for
collaboration:

Boards of Directors receive training in collaboration, adopt policies in
support of collaboratior. collaborate directly with other boards, and hold
their executives accountable for initiating and participating in effective
collaborations,

Executives and senior staff articulate how daily work benefits from
collaboration. They are specific so that people can see the real difference
in the way work gets done.

Staff receive training in specific collaboration skills, are encouraged to
form and enter into collaborations, and include collaboration as a crite-
rion in their performance reviews,

Programs and services are developed on the basis of collaboration with
other providers and the clients or consumers.

Participating organizations build leadership when they discover other places
and opportunities for collaboration and help others take advantage of these
opportunities.

2,

How will key stakeholders and the community at large be in lu-
enced? Here are ways to build collaborative leadership:

Elected officials and community leaders recognize differences among
communities, don’t impose a single structure for change across diverse
communities, and invest in system change efforts over time.

Funding bodies fund collaboration as a legitimate way of doing business
that requires long-term investment and support training for collabora-
tive leadership.

Clients, consumers, and community members promote collaboration
when it is in their best interest. Thus, they discover existing competen-
cies and use available resources.

133
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A colluboration must identify new people with vision and optimism to carry
onits work or build from its base. These new people become the new initiators
and conveners who develop relationships with diverse stakeholders.

:;l

Who is going to fulfill the key roles that will continue the collabo-
rative effort? We make sure we know what we need and then we identify
specific people to met those needs.

How will new leaders take charge? Members model collaboration for
others: that is, they think and act in ways that promote collaboration. The
challenge for members is to let go. to turn over the reins, The challenge
for institutions and communities is to cultivate and support the leaders
who will carry on the collaborative effort.

Hold Public Forums

Collaboration as a way of solving problems will not thrive if we don’t help the
community embrace the collaborative approach. To involve the community
we need forums, that is. places and wayx to build collaboration by exchanging
information and identifying common values.

The purpose of such forums:

Our institutions must encourage experimentation, because collaboration
relies on experimentation.

Communities must understand that no quick solutions to major problems
exist. because collaboration takes time.

Government agencies must move bevond mandating collaboration and
into supporting it by funding for long-term results rather than one- or
two-year cveles.

Private funders must cease seeing eollaboration as a new "program” that
receives only one-year project money. Rather, they must see it as a new

14

Invest in the human
soul. Who knows, it
might be a diamond
in the rough.
— Mary McLeod
Bethune
(1875-1955)

American educator
and writer

Y

Good Comnuiettes Goog Lot

Some communities just seem to "work.” Such communi
ties practice collaborative problem solving and consen
sus based decision making. In contrast, faltering commu
nities are marked by such negatives as contentiousness.
frenetic activity, or apathy, to name a few.

Leaders in communitics that work strnive to create win

termined course of action,

win sofutions and use power to convene people. These
leaders listen as much as they talk. Leaders in communi-
ties that don't work are threatened by citizen involve:
ment, try to use thewr power to decide for others, and
spend time trying to convince citizens to follow a prede

Adapted with pernission from National Civie Roview, 802 Spring 1991, Copyright 1991 National Civic League, Inc.
All nghts reserved,

Lo
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(19

You don’t truly know
something yourself
until you can take it
from your own mind
and put it into
somebody else’s.

— Milt Hinton
79-year-old jazz great

b

Succession
Planning

approach to system-wide change that takes years to succeed, but eventu-
ally yields benefits far beyond the scope of a single new initiative.

¢ Community members must view the issues as large, the destinations as
complex, the ways of getting there as varied. and the answers as rarely
simple but possible to address.

Our collaboration, going now beyond showcasing its own success, begins to
plan forums that invite discussion and challenge the assumptions that
contribute to preblems in the community. We return to our work plan,
modifying it to include public forums and planning how to build greater
ownership for the forums.

Toward the end of the four-stage journey we learn three truths:

* Thedemand for collaborations must come from those who will participate
in them.

* The support for collaboration must come from our institutions and our
communities.

* The resuits propel us to look at other ways to collaborate.
Once begun, we cannot stop.
L 2K 2R 4

A succession plan is the milestone for involving the community. Refer to
Succession Planning in Appendix C (page 171) for a checklist of key factors
Lo consider.

In erecting the milestone of succession planning. continuity and mvth are
part of our learning to:

* Teach the value of collaboration to the larger community so people will
examine their beliefs about the way work gets done.

* Bring diverse interests together to build linkages that will increase the
impact of our efforts,

¢ Build leadership bevond the collaboration to continue the work of the
group.

¢ Hold public forums-—places and ways to build collaboration and its
impact by exchanging information and identifving common values,

We've learned a lot on our journey. Now we share the benefits of our
experience with the community. Our next step: change the system that
created the problems we set out to solve,
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Change the System (Challenge 4C)

In our complex and rapidly changing global society, we need to replace
the myth of the rugged, independent individual with one of interde-
pendence among people and organizations with different world
views. The relationship of these people and organizations can be
viewed as a system.

A system is a group of key individuals and organizations that
interact to produce a benefit or to maintain ways of living,
working. and relating. For example. social systems exist to meet
people’s basic needs and manage emergencies. Justice systems
preserve law and order to keep people safe. Education systems
exist so people can learn, while business systems produce goods and
services, offer employment, and generate revenue.

Individuals and organizations that comprise a system interact, but they are
not managed. Some systems no longer provide benefits for us or don't provide
them in the best wayvs. As a result, problems mount. When that happens, we
must stop solving problems and work to change the system.

Change the System

Thus, we go beyond collaboration as we know it and create a new myth. In
this myth. individuals, organizations, and their separate actions merge to
mobilize communityv-wide efforts and resources. In our new myth, when one
part changes, evervthing <lianges—the system changes.

How is this new myth represented in the Tri-County story? At the retreat,
Peter said. “I believe we're really talking about going beyond help for the
homeless to preventing homelessness altogether.” The group planned how to
involve those in legislature, education, and business. When board members
voiced support for the kind of system-wide changes the members wanted to
work on, Betty challenged them to think about how they could develop—
together—programs that would affect the whole person and the whole
family. Thus, they set about changing the svstem that perpetuated home-
lessness,

To make lasting change in the community, we must:
Understand the Present System
Plan Changes In the System
Begin to Change the System

136
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é6

Today’s problems
come from yesterday's
solutions.

— Peter Senge
American author

2

é6

We are trained to seek
simplicity and
certainty.

We must hunger for
complexity and
embrace ambiguity.

— Leonard Hirsch
American consultant

9

Q

Understand the Present System

To make the substantial changes our communities need, we must push
bevond the presenting problems to find their sources within the system.
Service agencies and their funders and supporters help people in need;
collaborations go further and achieve results that organizations are more
likely toachieve together than alone. These results have impact on the larger
community. But the needs of our communities are even greater vet. For
lasting benefits, we need to help change the underlying svstem.

In our public forums, we call together many stakeholders who can:

* Describe present conditions. Because extensive data exists in most
communities, we seldom need to gather more information.

* Describe how people address those conditions. To do this, we bring
in the perspectives of all fields: arts, human services, environment.
health care, education. media, business: and of all sectors: public. private,
and nonprofit,

* Create a clear picture of the results we want. Lot's remember that
we want structural change. not more programs to alleviate problems.

Plan Changes in the System

We are raised in a culture that teaches one-thing-at-a-time linear thinking:
Line up. Follow the rules. Stav within the lines. Finish one thing before
beginning another. Systems thinking, however, looks at many parts of the
system all at once. deals with aiverse people and structures all at once. and
begins multifaceted approaches to change all at once. This type of thinking
uncovers the structural causes of behavior. Understanding how structure
influences behavior allows everyone to see more clearly the powers to change
the hehavior and to adopt policies that affect the larger system.

With all the data from our forums, our collaboration proceeds to:

* Map out all the interrelated parts of the system and how they are
linked. In relation to the desired results, we deseribe the impetus forand
the blocks to change in each part of the svstem.

* Lay out the leverage points in the system. What are these? Those
places to which we can apply pressure that will move the impetus for
chonge forward or reduce the blocks to change, Because the exertion of
leverage needs to have the greatest return for energy expended, we focus
on those most likely to move. Often the leverage points are key individu-
als and organizations, but sometimes we must address o community
wide perspective,
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¢ Redefine the desired results from the points of view of the key
stakeholders. Language is crucial to their ability to increase the
impetus for change and to reduce the blocks to change.

The collaborative approach is essential to systems thinking and systems
change because no one person or organization has a full understanding of the
problems, a complete picture of the desired results, or all the resources
necessary to bring about major changes in complex systems.

Begin to Change the System

Systems change incorporates the basic principles of collaboration covered in
the previous fourteen challenges. But in system thinking, these challenges
happen on a more complex level. We have to want to look at that bigger

picture—to develop an appetite for complexity.

What We Really Need

If collaborations are t¢ help communities address the
complexity of the problems we face. then they must focus
on the underlying structure of problems, as cotumnist
David Morns illustrates:

People's basic need is not for electricity: it's for
ighting, warmth, and mechanical power. If these
things can be provided more cheaply without using
electricity (by installing more windows to let in natural
light. for example) or by using less electricity (by
installing higher efficiency light bulbs), utilities should
invest in these alternatives instead.

Simutarly, our basic need 1sn't for roads. We need to
get to work, to shop, and to visit our friends. We can

achieve these objectives in different ways. For
example. compact communities reduce the need for
travel. The average household in a relatively high
density central-city iocation drives only half as much
as the average household in a low-density outer
suburban iocation . . . . Yet urban compactness
doesn't qualify for support from transportation funds.

What we really need are more people who are eager to
work within the ambiguity and complexity inherent to any
system. To foster this ezgerness, our collaboration needs
to embrace "systems thinking,” and reward people and
organizations in the community who are willing to nsk this
new approach.

Adapted from the work of David Morns. Used with permission.

Harnessing the Power of Systems

Thirk of powar as two boats---one with a large engine,
the other with a sail. The one with the engine consumes
anergy and may require more resources to operate than
we have. But we need only turn the key to get it moving,.
While the sailboat consumes no energy, 1t 15 no good
uniess we know how to tap the forces that operate on

it - the system. Many people enter into collaborai-on
beheving that topether they can build a bigger engine tor
therr boats - more funds. staff, and so forth But collabo-
rations are really successful when they can tap the forces
that drive the system,

Adapted from the work of Leonard Hesch. Used with permission.
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66
In all things that

are purely social we
can be as separate as
the fingers, yet one as
the hand in all things

essential to mutual

progress.

— Booker T. Washington

(1856-1915)
American educator

b

A Guide to
Systems
Change

To influence the system, we lay out an action plan. Qur plan will:

¢ Take action at the smallest level. Individuals and small groups are
easier to influence than government or multinational corporations. We
can change the system “from the bottom up” by in iuencing the decisions

and behaviors of these smaller groups. Their combined changes will alter
the larger system.

¢ Use multifaceted approaches in all applicable fields and sectors.
Act at many levels and in many sectors. Influence these levels simulta-
neously or sequentially, depending on what makes sense strategically
and considering the resources available.

* Help parts of the system form new relationships with other parts
of the system. Make connections with other systems where there have
been no earlier relationships.

¢ Stop and learn. Discover what has been learned and apply this knowl-
edge to other similar situations which in turn produce new information
for others to use.

We are learning more and more about collaboration—what works and what
does not. But injecting the principles of collaboration into systems change is
new. Here, our collaboration moves past its initial boundaries. That is,
heyond desired results to the systems level. Pushing ourselves bevond the
familiar, we hunger for complexity.

¢ o

Uncovering the leverage points where we can begin toinfluence change isour
milestone. Refer to A Guide to Systems Change in Appendix C (page 173) for
a summary of points on beginning systems change.

When we place the milestone by the side of the road in meeting the challenge
of changing the system, we have learned that continuity and myth underlie
our learning to:

¢ Understand the present system's conditions, the sources of those condi-
tions and a clear picture of the results we want.

¢ Plan changes in the syvstem by mapping out the interrelated parts. the
leverage points, and the viewpoints of key stakeholders,

¢ Begin to change the system,
The forest is a powerful source for new materials. We have journeyed far and

come to find that as we have changed, our community has heen enriched. All
that remains is to look at the end of our collaboration.
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End the Collaboration (Chall‘enge 4D)

In collaboration. we keep coming back to the beginning, each time _—— - “ PRRYY
building on and improving what we've been doing. In the first three \
challenges of Stage 4, we move the work of the collaboration into the
community. Thus, we endow cur effort with support and resources,
the building materials for continuity.

Turning ownership of the collaboration over to the community
means that our group. as we once knew it, is coming to an end. The
collaboration may not formally cease, but with so many new mem-
bers. we no longer look the same. Or we may truly come to an end
and bequeath our efforts to other groups and individuals who will
now take the leadership.

What was this intersection like for the Tri-County partners? They
held a retreat, and the members stood around the piano and sang! They

had stayed the course; they had crossed the finish line; they were ready for End the.
) 1 . _ oL _ Collaboration
the next race up the hillside! Joining together to celebrate accomplishments
had become a ritual. <o it was fitting to mark their transformation with a
celebration.
Ritual endings help a collaboration change or cease as it is known. Rituals
also allow the new people to begin again at Stage 1. To do this, we:
Understand the Need for an Ending
Create Ending Rituals
Understand the Need for an Ending
Aformal endingtoanexisting collaborative relationshipis critical for several
reasons: 66
¢ People change. Rarely do people stay atone levelin their work over long People change
periods of time. Those who created and sustained the collaboration and forget to tell
through its four stages may have changed. If they are to continue to value each other.
the collaboration. we need to reward them through a ritual. — Lillian Hellman
American playwright
* Relationships change. If the collaboration has been successtul. there and author
may be another around the corner. Some of the same people may be 99

involved tespecially in rural areas where there are tewer organizations
and smaller populations), but because the context will be different. the
relationships will change. The most powertul personin this collaboration
mayv be only a minor plaver in another group. or the small player may
become very important in a new situation. Knding rituals help people
prepare themselves to take on new roles in new eollaborations, .

1.4
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(19

Celebrity was a

long time in coming:

it will go away.
Everything goes
away.

— Carol Burnett
American comediennv

b

Organizations may not change. The role the home base organizations
have played may have changed only a little in comparison to the collabo-
ration. Ending rituals free people to return fully to their organizations
and their duties there,

Friendships are formed. In the process of collaborating, strong bonds
of friendship are often built. A ritual ending helps acknowledge that the
initial basis for these friendships—collaboration—is over.

Endings must be marked. For some members, the months tmaybe
vears!) that they have dedicated to the collaboration can feel overwhelm-
ing. Ritual helps people mark the end of working together and proceed to
other activities.

To prepare for a formal ending. the collaboration needs to answer the
following questions:

What do menibers need to feel recognized?

What do members need to know has been accomplished?

What has to be conveved to the larger community to continue the effort?
How can the ending ritual help us convey this?

How will future work be substantially different from the wav we've been
doing things?

How will we capture the history of owr . ork together?

Create Ending Rituals

We need to celebrate the end of our collaboration—-as it's been known. The
celebration marks closure to a series of unigue relationships and ways of
working. Let’s not panic here! To ritualize an eaaing does not mean holding
amystic or "touchy-feely™ event, Our celebration simply necds to cover the
following elements:

A time and place where most of the key players can be present

Kecolleetions of what each per<on and organization contributed to the
collaboration

Involvement of as many of the supporters of the colliboration and its
members as possible

Inclusion of =ome myths about “how it uzed to be worse™ or "how it was
hefore”

Enjovment!
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Stage 4 Endow Continuity by Working Collaboration-to-Community

End the Collaboration 138

Here are two ways collaborations have conducted ending rituals:

o Aliteracygroup went back to the retreat house where they had held
their first meeting. They reviewed their written history, making
commentsand corrections for later publication of the document. A
kev figure from the state office distributed certificates as a “thank
vou." Members then talked about what they had learned from the
collaboration and about their plans for other kinds of similarwork
in the future, Refreshments and friendly conversation concluded
their collaboration.

o Anothergroup, which had worked together for four yvears, alivays
traveled some distance to attend meetings. This time, they chose a
favorite meeting spot and staved overnight. During the formal
dinner celebration, a state legislator thanked them for their work
by describing how they had changed important services to the
indigent throughout the state, Then they danced!

L K R 4

The final milestone in our journey is an ending ritual. Refer to Ending
Rituals in Appendix C tpage 175 for a summary of key elements,

In meeting the last challenge of Stage 4—end the collaboration—we have
learned that continuity and myth are the foundation for:

e Understanding the need for an ending.

e (reating ending rituals that include time. place. recollection of contribu-
tions. involvement of as many people as possible. inclusion of some myths,
and enjoyment!

As we wateh the sun set over our collaboration, we rejoice in our road. our
destination, our comrades, With laughter and tears, we take off our hats and
pass them to others, to those new people who have joined ux and who will
carry on the flag.

We sit around the campfire, here in the clearing, and tell our story. We have
climbed the hills; we have slogged through the marshland: we have har-
vested the fertile plains: we have gathered resources for the future from the
broad forest. Our gifts are many: our legacy rich.

Tothe best of our ability, we have built our relationships and done our work
We have achieved our desired results, and the effort has been moved into the
community where it belongs, Working collaboration-to-community has en-
dowed our effort with continuity, The stages and their challenges are
complete. Now let’s dance our ending!

14

You must know
the story of your culture
and be proud of your
ancestors

— Romana Banuelos
U.S. Treasurer

b

»
Milestone

Ending Rituals

. 142
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136 PART III HOW DO WE JOURNEY TOGETHER?

(14
If' I am not for myself.
who is for me?
If'I am only for myself.
who am I?
If not now, when?

— Rabbi Hillel
First century B.C.E. sage

”

Q

Every exit is an entrance somewhere else. These words capture well our

journey together—our destination toward which we travelers move on aroad

of our creation. And. as we've learned, this road is really a cloverleaf—we
keep coming back to the beginning. each time building on and improving
what we've been doing. We don't start over. We learn, refine, shift, include
others, increase the scope of our effort, and move en. Some collaborations
end: others regenerate and continue. But we do not cease from our journey.
And cach time the road brings us back to the beginning. as weary as we may
teel. we may well be ready to start all over again! @

143
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Q

Nineteen Factors Influencing
Successful Collaborations

This handbook stems from the nineteen factors influencing successful
collaborations identified in Collaboration: What Makes It Work* by Paul
Mattessich and Barbara Monsey of the Wilder Research Center. Grouped
into six categories, this review of the research literature describes:

Factors Related to the ENVIRONMENT

1. History of collaboration or cooperation in the community
2. Collaborative group seen as a leader in the community

3. Political/social climate favorable

Factors Related to MEMBERSHIP CHARACTERISTICS
Mutual respect. understanding. and trust

Appropriate cross-section of members

I ON

-~

6. Members see collaboration as in their self-interest
7. Ability to compromise

Factors Related to PROCESS/STRUCTURE

8. Members share a stake in both process and outcome
9. Multiple lavers of decision making

10. Flexibility

11. Development of clear roles and policy guidelines

12, Adaptuability

Factors Related to COMMUNICATION
1:3. Open and frequent communication
14. Established informal and formal communication links

Factors Related to PURPOSE

15. Conerete, attainable goals and objectives
16. Shared vision

17. Unique purpose

Factors Related to RESOURCES
18, Sufficient funds
19. Skilled convener

Thix rescarch offers a base for evervthing we do. A questionnaire based on
the research is available for use by vour collaboration. Contact the Wilder
Research Center for further information 1612-6.47-4600.

Collaboration What Makes D Work by Paad Mot soinanid Barbara Movcsoy s anadabde proom
Woldder Dahloshing Conter. 00 Laponnd Av o . S Pand DMN SSTO0 b 1odl e
Fson 2706020 00 Moo apolvcand St Poul 654 602 ]
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Annotated Resources

This resource list includes books, publications, and articles that have helped AM
shape the authors' thinking and practice in collaboration. The list is by no
means exhaustive. Many varied and excellent materials have been pub-
lished on management. conflict resolution, planning, evaluation. promotion,

and so forth. This list is for those readers who want more in-depth under-
standing of the concepts that shaped this book.

Books

Albrecht, Karl, and Ron Zemke. Service America. Homewood, Hlinois:
Dow Jones/Irwin, 1985,

Details challenges and solution for nonprofit work in the 1990x.

Atkinson, Philip. Creating Culture Change: Key to Successful Total
Quality Management. United Kingdom: IFS Publications, 1990.
Collaboration often requires organizations to change: this book lays

out the steps for making changes in the context of continuous process
improvement.

Bennis, Warren, Wiy Leaders Can't Lead. San FranciscozJossey-Bass, 1989,
Bennis explains that fragmentation of service delivery is an uncon-
scious effort to stop change. Becoming a conscious leader of change is
kev to creating change on a system-wide basis.

Blake, Robert, and Jane Mouton. Consultation. Reading,.
Massachusetts: Addison-Wesley, 1976.
Strategies for helping organizations identifyv issues and apply
solutions,

Cohen, Arthur M., and R. Douglas Smith. The Critieal Incident in
Growth Groups: Theory and Technique. San Diego: University
Assoctates, 1976,

Looks at shaping the growth and development of groups through
verbal interventions and the role of the group leader in influencing
the development of i common point of view,

Gardner, John. On Leadersinp. New York: MaeMillan Free Press: 1996,
F ¢ octive eollaborations require effective leaders: Gardner identifies
kev <kills for effective relationships between leaders and followers,

LRIC 14y




140 APPENDIX B

Goodman, Robert. After the Planners. New York: Simon & Schuster, 1973.

A provocative look at the impact of changing urban svstems.

Gray, Barbara. Collaborating: Finding Common Ground for Multiparty
Problems. San Francisco: Jossey-Bass, 1989,
Describes the need for collaboration; its dvnamic processes: conflict,
politics, and power; various designs for collaborations; and the need to
move toward a collaborative world.

Havelock, Ronald. Change Agent’s Guide to Innovation in Education.
Englewood Cliffs, New Jersey: Education Technology Publications, 1973.
Explains how to diagnose problems in educational institutions and
intervene to create change. ‘

Heider, John. Tao of Leadership. New York: Bantam Books, 1988.

Applies ancient Chinese thinking to leadership strategies for a new age.

Johnson, David, and Frank Johnson. Joining Together. Englewood
Clifts, New Jersey: Prentice Hall, 1990.
This handbook helps inexperienced group facilitators lead a series of
powerful group development activities.

Kagan, Sharon L. United We Stand: Collaboration for Child Care and
Early Education Services. New York: Teachers College Press, 1991,
Provides an excellent overview of collaboration. including its social
context, rationale, and benefits. and an understanding of the

collaborative process in the context of early childhood care and
. education.

Kanter, Rosabeth Moss. (iange Masters., New York: Simon & Schuster.
1983,

This classic text promotes innovation in organizations.

Keirsey, David, and Marilyn Bates. Please Understand Me. Del Mar,

Cahifornia: Prometheus Nemesis, 1984,

Desceribes individual behavior styvles according to the Myers-Briggs
Inventory.

McLagan, Patricia, and Peter Krembs, On-the Level . St Paul,
Minnesota: Melagan International, 1988,
Action ideas for communicating about work performance that people
in partnerships can use to address problems.

147
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Pfeiffer, J. William, and John E. Jones, editors. A Handbook of
Structured Experiences for Human Relations Training, Volume V.
San Diego: University Associates, 1975.
Part of a series of handbooks of structured experiences to facilitate
group beginnings, decision making, communication, leadership,
team building, and so forth.

Porter, Lyman et al. Behavior in Organizations. New York: McGraw-
Hill, 1975.

People and teams share the same kinds of problems no matter what
organization they work in, but each human is a unique contributor
to that group. Porter recommends many different strategies for
resolving teamwork issues,

Scholtes, Peter. Team Handboon. Madison, Wisconsin: Joiner
Publications, 1988.

An eminently usable set of exercises to build teamwork.

Senge, Peter. Fifth Discipline. New York: Doubleday/Currency, 1990.

Ideas for changing organizations and systems drawn from an eclectic
collection of sciences.

Tannen, Deborah. You Just Don't Understand. New York: Ballantine, 1990.

The best intentions are not always enough for men and women to
communicate successfully while solving problems. Tannen has written
a volume about interpreting one another accurately.

Tjosvold, Dean, and Mary Tjosvold. Leading the Team Organization.
New York: Lexington Books, 1991.
Building an effective team at the senior management level is critical
to being a successful partner. The Tjosvolds lay out key steps for
team building.

Walton, Richard. Interpersonal Peacemaking ! Third Person Consultation,
Reading. Massachusetts: Addizon-Wesley Organizational
Development Series, 1987,

A primer for intervening effectively in other people’s conflicts,

Walton, Richard. Managing Contlict [ nterpersonal Dialogue. Reading.
Massachusetts: Addison-Wesley Organizational Development Series,
19K7.

A primer for helping people re<olve work -related confliets.

n 14%
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Monographs and Selections

Andress, Shelby, and Eugene C. Roehlkepartain. Working Together
for Youth: A Practical Guide for Individuals and Groups.
Minneapolis, Minnesota: Lutheran Brotherhood. 1993.

How to begin with individual motivation and move on to building a
vision. taking action. and widening the circle of involvement.

Bruner, Charles. Thinking Collaboraticely: Ten Questions and Answers to
Help Policy Makers Improve Children’s Services. Washington. D.C.:
Education and Human Services Consortium. 1991.

A policy maker's guide to designing effective collaborations at state
and local levels by providing an undersianding of the basics of
collaboration—what it is and how to know when it ix working—and
strategies for states and state poliey makers to use.

Buhl, Alice. Patternsof Cooperation Among Grantmakers. Washington. D.C.:
Council on Foundations. 1991.
Explores the process for developing joint projects. examines what
funders should consider, and explains the advantages and
disadvantages of current practices of collaboration.

Chynoweth, Judith K. et al. Experiments in Svstems Change: States
Implement Familv Policy. Washington. D.C.: Council of Governors’
Policy Advisors, 1992,

Discusses systems change factors supporting the status quo and
promoting systems change, and various change strategies that have
been employed in nine states.

Collaboration and Conflict: Selected Readings on Collaboration.
Selected Readings on Collaboration for Participants in the 1991
Annual Meeting of Independent Sector. Washington, D.C.:
Independent Sector. 1991,

Selected readings gathered tor the 1991 annual meeting of the
Independent Sector on different aspects of collaboration. including
understanding collaboration. patterns of collaboration, thinking
collaboratively. and collaborative problem solving.

The Community Collaboration Manual. Washington, 1).C: National
Assembly of National Health and Social Welfare Organizations,
Junuary 19491,

A manual for building collaborations with Hsts of items< to consider,
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Empowering Learners Collaborative. Empowerment Through
Collaboration: Learnings from a Literacy Collaborative. St. Paul.
Minnesota: United Way of the Saint Paul Area, 1992
Looks at collaboration, what it is and how it can be used. as well as
the components of collaboration, the impact on the partners in the
project and the learnings from the effort. An independent evaluation
of the project is also available.

Himmelman, Arthur T.on munities Working Collaboratively fora Change.
Minneapolis, Minnesota: The Himmelman Consulting Groap.
runpublished) 1991,

Presents two approaches to collaboration—betterment and
empowerment-—the key components and activities of each, ax well as
how to move from betterment to empowerment.

Mattessich, Paul W. and Barbara Monsey. Collaboration: What Makes
It Work. St. Paul. Minnesota: Amherst H. Wilder Foundation, 1992,
A review of research literature on nineteen factors influencing
successful collaboration. The report includes a description of cach
factor, implications for collaborative efforts, and illustrations from
case studies.

Melaville, Atelia 1., and Martin oJ. Blank. What It Takes: Structuring
Interagency Partnerships to Connect Children and Familics with
Comprehensive Screices, Washington, D.C: Fducation and Human
Services Consortium, 1991,

Looks at what iz needed in interagency partnerships and the state’s
role in loeal initiatives as well as the dynamics of working together,
guidelines for new partners, and questions to mobilize action.

Melaville, Atelia I, Martin J. Blank, and Gelarch Asayesh. Together
We Can: A Guide for Crafting a Profanuly System of Education and
Hioman Sercices, Washington, D.C: US. Department of Education.
1993,

Dixeusses a vision of improved coordination of education. health. and
human services for fiimilies and provides a five-stage process for
achieving that vision.

Mobilization for America’s Children. StanJards for Success: Building
Contr unity Supports for America’s Children. Aexandrin, Virgine
United Way of America, 1993,

Provides standards for mobitization of local coahition= and programs as
well = standards for trackine the well-bemng of children and famihes

o vl
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Perspectives on Collaborative Funding: A Resource for Grantmakers.
Northern California Grantmakers. 1985.

A collection of twelve articles on collaborations among funders

Articles

AtKisson, Alan. "The Innovation Diffusion Game: A Tool for Encouraging
Participation in Positive Cultural Change.” In Context No. 25.
Context Institute. Bainbridge Island. Washington.

Describes nine role types usually found in the process of cultural
change. and five critical characteristies of successful innovations.

Bastien, David T., and Todd J. Hostager. “Jazz as a Process of
Orgamzation Innovation.” Star Tribune. Minneapoli=. Minnesota.
October 23, 1988,

An analysis of how a jazz group’s ability to share information.
communicate invention strategies, and coordinate complex ideas can
be applied to organizations.

Berger, Renee A. "Teamworks.” Speech delivered to the Minnesota
Council on Feundations, September 27, 1989.

Outlines the steps for successful partnerships.

Beraard, Bonnie. "Working Togethier: Principles of Effective
Collaboration.” Prevention Forum, October 1989, p 4.
A selection of research-based attributes which result in effective
collaborations.

Cohen, Larry, Nancy Baer, and Pam Satterwhite. "Developing
Effective Coalitions: An Eight Step Guide.” Contra Costa Health
Services Department. Pleasant Hill. California, cunpublished) 1991,
A deseription of eight praectical steps for creating community
coalitions.

Gardner, Sid. "Failure by Fragmeatation ™ Caligornia Tomorrows, Fall 1989,
Argues that funders diminish effective human services by fragmenting
delivery among too many agencies. and that improvements can be made
by building collaborations focused on accountubitity,

Hawthorne, Joyce. "Waorking Together for At Risk Youth ™ Wisconsin
Department of Public Instruetion, 1988,

A discussion of commmon barriers to coordination of services for
children needing medical and social services.

151
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Hequet, Marc. “Poof! Myth and Fable Appear ax Human Development
Tools.” Training. December 1992, pp 46-50.
Discusses the emerging use of myth, fable, and archetype as
workplace human development tools.

Hord, Shirley M. "A Synthesis of Research on Organizational
Collaboration.” Educational Leadership, February 1986, pp 22-26.
Distinguishes between cooperation and collaboration in the areas of
beginning process. communication. resources and ownership,
requirements and characteristies, leadership and control. and
rewards.

Powell, Douglas R. "Evaluating Family Resource Programs: Guidelines
for Appropriate Practice.” Purduce University. Highlights of a
kevnote address from a meeting on program evaluation sponsored
by the Oregon Family Resource Coalition, June 1992,

Provides five guidelines for tailoring evaluation to the unique
characteristies of a family resource program,

“Public/Private Ventures: The Next Step.” The Ford Foundation
Letter. Vol 20, No. 1. February 1989,

Two case studies of collaboration in a public-private partnership.

Ray, Karen. "Advanced Teamwork: Collaboration Among Scattered
Teams." Karen Ray Associates, Minneapolis, Minnesota,
tunpublished) 1991,

Describes four major tasks of working closely together while
separated by distance,

Sabatino, Frank. “How Collaboration Ix Influencing Boards™ Strategic
Plans.” Trustee, August. 1992, pp 8-10,
Looks at the community forees that are pushing hospitals to
consider colliboration: rezourees. ethics, cost control, phy=ician
input. businesx input, and chiet executive officer accountability, @
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Documentation Forms/Worksheets

Many times in a collaboration, documentation is the only proof we have that
we have been accomplishing important work. The following forms, guides.
and checklists help document what our collaboration is doing.

Copy the ones here and use them freely and liberally in order to:

1.

Keep track of progress. both successes and learnings
Update inactive collaboration members

Plan and organize work tone funder used these forms to contract with a
group about what tasks would be completed in what order:

Report accomplishments to supervisors, officials. and funders
Upditte records regularly
('reate a history for orienting new membors

Telbstories to help convinee the greater community that collaboration can
change syvstems

Celebrate all that's been achieved

153
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Membership Roster - Document 1A

As of tdate) o Page __ _of ___

List the organizations involved and their representatives. Initial self-interests and possible contribu-
tions can be declared by individual/organization or summarized for all involved. How these factors are
listed depends on the level of trust - the higher the trust, the more individuals can lay claim to their

declarations. Update this roster regularly.

Organization
Reprose tive's Y/ . her, epe . . .
CpreseRtarives ane, prome e Initial Self-Interests Possible Contributions
organization nane and address, and tpe
of arganization 'Le. nonprofit. govern
ment. grassroots, funder, and soporth

Orgnzational and Personal Gains Powers and Commatments

151
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Document 1A

w  Membership Roster (continued)

As of tdate)

Page _ of

Organization
Representative’s name, phone number,
organization name and address, and tvpe
of orgamization (e, nonprofit, govern
ment, grassroots, funder, and so forth:

Initial Self-Interests
Organizational and Personal Gains

Possible Contributions
Powers and Comumitments

O
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Meeting Agenda and Summary

Dochfnent 1B

Calling the Next Meeting (send to participants ir advance of next meeting)

Collaboration name or purpose:

Purpose of next meeting:

Meeting date:
Location:
Start and end times:

Convener:

Phone:

Participants (see membership roster for addresses and phone numbers):

Action Agenda

Item

. ops
Disposition
For information. discusston, or decision

Responsibility

Time

Copyright 1994 Amherst H. Wilder Foundation
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Meeting Agenda and Summary (continued) Document 1B

Summary of Decisions Made/Actions to be Taken
This sumimarizes the previous meeting and accompanies the agendas for the next meeting.

Decision Made/Action to be Taken Responsibility Deadline

Summary of Achievements to Date
This is a log of all achievements, It provides an excellent history and basis for evaluation.
Update it regulariy.

Achievements Responsibility Date

1 =
.LJA'

) —_—
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Vision and Focus Statements Document 1C JFEA

This document provides an excellent record of the rationale for the vision and focus statements.
It also aids in achieving support from key stakeholders.

1. What is our destination—what will we achieve, for whom and where?

2. What is the scope of our effort—how big, how many, how much?

3. How is this destination unique among members of the collaboration?

4. How can we phrase the vision statement so that it is not complicated?

Our draft vision is:

5. After considering our statement, how can we rephrase it so that it is easy to understand
and easy to repeat?

Qur vision is: i

6. Imagining that we have fifleen seconds to communicate the essence of our vision, what
short phrase best captures the heart of it?

Our focus is:

Copyright 1994 Amberst H. Wilder Foundation




Tl Desired Results and Strategies Document 1D

Before we proceed with this step. we need to make sure that we have accomplished the following:

¢ Declared Self-Interests
Attach or note the location of Document 1A—an updated membership roster including member's
personal and organizational self-interests.

¢ Recorded Achievements to Date
Attach or note the location of Document 1B—meeting summaries and record of achievements,
Continually accumulate records of achievements.

e Identified Our Vision and Focus Statements
Attach or note the location of Document 1C.

We're now ready to develop statements of our desired results and strategies,

Communal Benefits  Outline what we are trving to achieve, .

What are our long-term desired results?

What are our short-term desired results?

Are the results we've identified tangible? Can we measure them ' Can coners recognize them?!

Qo 1 :
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Desired Results and Strategies (continvet) ~ Document 1D

Key Strategies  Give the key stakeholders perspectives: rate them “for,” *against.” or *persuadable.”
Sequence the approach—who talks to whom, and in what order.

Key Stakeholder Perspective Rate (F/A/P) | Sequence

Redefined Results Now we restate our desired results integrating stakcholders’ perspectives,

Redefined long-term results;

Redetined short-term results

Strategic Aim  Lixt specific actions to influence stakeholders.

Responsibility Action Step Deadline

pr
o
b
=
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Letters of Commitment Document 2A

Obtain a letter of commitment from each participating organization, Ask that the letter be on the

organization’s letterhead and be signed by highest authority possible. Check off the following to make
sure they are included: '

< Commitment to planning and an understanding that the process takes time

= Acknowledgment of the other partners and their contributions

Commitment to the vision, focus, desired resuits, and strategies that have been laid out
Statement of what the organization expects in return for participation

Listing of the types of powers that can be committed (connections, expertise, funds, and so forth)

L L L L

Areas of authority where the representative can commit resources and act on behalf of the
organization

16]

Copyright 1994 Amherst H Wilder Foundation




Conflict Resolutions

Document 2B BtH

Include at least the following in the record:

A record of conflict is valuable to show that progress has been made, to revisit resolutions should
similar issues arise again, to evaluate accomplishments, and to keep as an historical record. Attach
conflicts and their resolutions to meeting summaries or keep them with other milestone documents.

Date | Type of Conflict | Facilitator and Process Used

Resolutions

Healing Rituzals

14
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Conflict Resolutions (ggetinued) Document 2B

Date | Type of Conflict | Facilitator and Process Used | Resolutions Healing Rituals

1653
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Collaboration Structure Document 2C T3

Determine how to organize to get work done efficiently. Ask: “What kinds of groups do we need to form
in order to do our work? Is it critical for all of us to make all decisions, or can some decisions be made
by subgroups? How much must we communicate with one another?”

L Structure. Sketch the collaboration's structure—table, wheel, or other (see page 82 for more
*O« Other

AN TG

information);

2. Level of Authority. Decide if authority is hierarchical, individual-based. group centered. orother
Sketch how members relate to each other (see page 83 for more information®:
= ! ~
S . e C oX ‘ ‘ Other

]

3. Roles. Assign specific responsibilities to individuals. small groups., the whole group andror <tatt,
Add those responsibilities to the sketch of levels of authority above,

Continued
Copyright 1994 Amherst Ho Wilder Foundation 1 6 4




Collaboration Structure (continued) Document 2C

1. Resources. Decide what is needed; what will be the source (members, the community, in-kind
funding); and who will control which resources.

Resources Needed Source Who Controls

16
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Decision-Making Protocol Document 2D [PPS

Update this form regularly for all decisions made by the collaboration.

Decisions to With What Level Where that

f Authori
be Made of Authority Who Makes Them Person Fits in the

Abotet collaboration Undateral, consultative,
AI".’“I““ L r””“'\. consensual, demoeratic, Structure

or delegated

4,
bh

Q .
. Continued
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e Communications Plan "~ Document 2D

Note communications, who receives them, and how,

Type of Communication/Information/Reward Who It Goes To By What Means

E MC Copvrght 19948 Anherst H Wilder Foundation




Document 3A

Action Implementation_Plan 161
Briefly restate the desired results and strategies (with revisions as needed):
Complete the following action implementation plan:
Actions to Be Taken | Who is Responsible | By When | With What Accountability | Cost
1
iby
Continued
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=W Action Implementation Plan (contiveds ~ Document 3A

Actions to Be Taken | Who is Responsible | By When | With What Accountability | Cost

Note what information will be shared with whom and who is | Total Cost:
responsible for doing so. Add this to the communications
plan-- Document 2D,

) 1.9
o 40U
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Joint Agreements | Document 3B S

Use this checklist to create the joint agreements between organizations:

J What degree of closeness have all organizations agreed on for the joint agreements?
(Inter-agency committee, single point, lead agency. consolidation, incorporation)

- What authority will each organization ex. ~cise?

Jd Which responsibilities will each organization fulfill?
i

Q —
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P Joint Agreements (continued) Document 3B

-] What kinds of powers and other resources will each organization contribute?

-4 Which key people in each organization must sign the agreement and have they signed?

-l What important policies, procedures, and operations have to be changed in each organization
to further the collaboration, and what is the plan for implementing those changes?

< Who has responsibility for drafting the agreements and negotiating any differences among the
member organizations?

171
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Evaluation Procedures

Document 3C TH

Review all milestones to date, including the meeting summaries. Then, make sure to cover the following:

Process Evaluation

Results Evaluation

1. Statethe separate self-interests of each organi-
zation and how it will know when its self-
interests are being met:

2. Note when milestones are accomplished and
what helped and hindered their accomplish-
ment:

3. Describe communicative processes hetween
members of the collaboration:

1.

2.

3.

State the desired community benefits (for ex-
ample, reduction in homelessness) and how the
collaboration will know if the effort is successful:

Outline the methods being used. such as lobby'-
ing. delivery of services. creation of information
packets:

Summarize critical junctures toward achieving
communal benefits:

Copyright 1994 Amherst H. Wilder Poundation
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Evaluation Procedures (continued) Document 3C

Process Evaluation Results Evaluation

4. Summarize the collaboration's impact on the | 4. Describe the characteristics of the community

member organizations. What has each contrib- being targeted, the number and diversity of
uted”? How did the collaboration change the people involved, their reaction to the effort and
wav each organization does business? its methods, and changes in the community

that might be attributed to this effort:

-

5. Note side effects. Who else becomes involved? | 5. Note side effects. Who else becomes involved?
How does that help the effort? How does that help the effort?

6. Other: 6 Other:

Now draw some conclusions:

¢  What lessons have we learned?

¢ What do we need to change or add? 1 iy
'

[ ]

What previous challenges should we review?

Copyright 1994 Amherst H. Wilder Forndation




Checklist for Changes = Document 3D %

To ensure that our collaboration remains adaptable and flexible, we need to stop to review at least the

following:
< What is changing among member organizations, in the community, and in social. political. and
economic trends (adaptability)?

- What is changing in the collaboration itself (flexibility)?

< What do we need to change to be more adaptable and flexible”?

- Who has finished their work for the collaboration?

-1 How should we ask them to leave?
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78 Checklist for Changes (continued) Document 3D

- Who else needs to be involved to further the etfort. In other words, what powers and preferences
are needed now?

d How should we approach new members?

< How should we orient and integrate them?

< What is the best strueture for the retormed collaboration?

A How will ve celebrate what we have accomplished and the people who have made those

contributions?
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Promotional Plan - Document 4A

169

1. First we ask ourselves:

e What myths can we tell about the results we have achieved?

¢ What myths can we tell about how the collaboration began and evolved?

What images (rather than explanationsi do we want to convey about what we've done
and who we are?

¢ What svmbols can we use to convey those images and tell our stories?

2. Next we draft an image statement and review it with others to determine its impact:

3. Then we refine the statement,

Our image is:

176
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Promotional Plan (continued

Document 4A

4. Last, we lay out our promotion campaign:

What is our message?

What specific next steps are we asking our publics to take?
&

How will we promote the message?

What specific steps will we undertake?

Who will be rexponsible for which steps?

What will it cost?

Where will we obtain the resources?

When will we finish each step?
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Succession Planning " Document 4B [N

In planning how to involve the community in our collaborative effort, we need to consider the tollowing:

= What do we need to tell the public about collaboration so that we attract future leaders?

< Who are potential representatives of diverse community interests?

< How do we adjust our decision-making process to make it more open and accessible?

- What programs and policies do we need to change because they are outmoded?

o How can we increase our base of support to work more widely in the community”

o l I Ci

» ‘ Continued
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Succession Planning (continued) Document 4B

- How can member organizations enhance their internal leadership?

-l How will key stakeholders in the community at large be influenced?

-1 Who are the potential leaders?

o How will we select, charge, and train them?

o How will present leaders let go of the reins?

< What kinds of forums can we build in the community that generate wide ownership.
invite discussion, and chaltlenge assumptions?
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A Guide to §ystemé Change A Document 4C [P

To begin to change systems, we need to answer the following questions:

1. What are present conditions? Because extensive data exists in most communities, you may have
little need to gather more information.

2. How do people address those conditions? Bring in the perspectives of all fields: arts, human
services, environment, health care, education, media, and business; and of all scctors: public,
private, and nonprofit.

3. What s our picture of desired results? Remember the desired picture is one of structural
change, not of providing more programs to alleviate problems.

4. How do we map out all the interrelated parts of the system and how they are linked? In
relation to the desired results, describe the impetus for and the blocks to change in each part of the
system.

5. What are the leverage points in the system? Leverage points are those places to which you can
apply pressure that will move the impetus for change forward and/or reduce the blocks to change.
The exertion of leverage needs to have the greatest return for energy expended, so focus on those
most likely to move. Often the leverage points are key individuals and organizations, but sometimes
there is a community-wide perspective that must be addressed.

100
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174 A Guide to S)’Stems Change (continued) Document 4C

6. How do we redefine the desired results from the viewpoints of the various leverage
points? Language is crucial for increasing the impetus for chr.nge or reducing the blocks to change.

-1

What action can we take, at the smallest level, to begin change? Individuals and small
groups are easier to influence than government or multinational corporations. Use the aggregated
achievements in smaller arenas to influence larger parts of the svstem.

8. What multi-faceted approaches can we use in all fields and sectors? Although many
approaches must be done in concert with each other, some can be implemented sequentially.

9. How do we help parts of the system form new relationships? These relationshins are to be
with other parts of the system and with other systems which had no earlier relationships.

10. When will we stop and learn? Extract and apply the learnings to other similar situations which
in turn produce new loarnings.

15§
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Ending Rituals ) Document 4D

175

In planning ending rituals, fill in the circles and build each element into the celebration:

Messages to
the community:

~ How

future work
will be different:

/Me;lber

/recognition needs:

" Time

Involvement
/ and place:

of many:
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Marketing Workbook for
Nonpro¥t Organizations
By Gary J. Stern

Marketing Workhook

e Nonprofit QOrganizations

“A priceless tool. " - William T. Merritt,
President / CEO, National Black United
Fund, Inc.

e APROVEN, step-by-step guide tomar-
. keting success for nonprofits. Follow
the same steps used by ex:erts 1o create a straightforward
plan that delivers results. Our practical worksheets and
action steps guide you to u final marketing plan that wil!
help vou:
¢ Increase resources
o Mateh services to real needs

Strategic Planning
Workhook

tor Nonprotit Crgamzabons

Strategic Planning Workbook
for Nonprofit Organizations
By Brvan W. Barry

ca dfesaver!” - Candes Chuniney,

Lot Executive Director, The San Antonio

AT N .

e Area Foundation

. STRATEGIC PLANNING is the

razor's edge between organizations
tlmt thx ive and those that struggle tosurvive. Five steps.,
a series of worksheets, and plenty of examples guide yvou
to a nu-nonsense ,.an. Your plan will help you:

» Solve major organizational prohien:s

e Flourish. even in times of reduced funding

Collaboration: What Makes It Work
I aul W. Mattessich, Ph.D. and
Barbara R. Morsey, M P H.

COLLABORATION
YWhat Makes It Work

“the latest research .. what we all need
to know!” = Sharon Kagan, Senior
Associate, Yale University

EVERYONE'S TALKING about col-
laboration. but few seem to know
'\Littvsslch and Monsey's exhaustive

what it means

. g
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Available from the Amherst H. Wilder Foundation...

» Motivate vour audience to respond
e Maximize impact on the community
* (ain the financial clout to carry out your mission

The MARKETING WORKBOOK features:

* Easy-to understand definitions and overviews of key
concepts

* A sample plan yeu can model yvours on

e Tested tecaniques in idea generating. market re-
search, and service promotion

Author Gary Stern is a nationally-known nonprofit
marketing consultant. Over 15.000 copies sold.

132 pages, paperback, 1990, ISBN (0-940-06901-6 $25%

Build teamwork and expertise
Lead rather than follow
(apitalize on ynur strengths

The STRATEGIC "LANNING WORKBOOK features:

e Detachable worksheets for easy copying and distri-
bution

* A sample three-year plan including mission. strat-
egy, staffing, finance, and implementation

» How toadapt the process to vour fit your organization

Author Bryan Barry ix an internationally recognized
expert in nenprofit planning and management. Over
30,000 copies sold.

88 pages, paperback, 1986, ISBN 0-940-06900-8  $25%

search uncovered nineteen principles behind this complex
but potent tool. Use this literature review to:

e Prepare and plan for collaboration in your community
e Identify strengths and weaknesses in your collaboration
e Envision new ways to accomplish your mission

Includes a working definition of collaboration. summaries
of the major research findings. detailed descriptions of
each success principle. and an extensive bibliography.

5.3 pages, paperback, 1992, ISBN 0-940-06902.4 $11%
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Working Together... and Getting Greater Results

B ringing together diverse stakeholders,
melding their resources, and stretching
their minds to embrace new ideas and a new
language is essential to resolving our problems.
Is there some way people can work together to
resolve problems over time? Yes. Collaboration
provides an opportunity and a challenge to
bring people together in ways that are more
than the sum of individuals. And we can apply
many of the key elements of effective
collaboration to any joint effort.

Collaboration is a process that gets people to
work together in new ways. The process does
not end but spawns new co.laborative ventures.
Collaboration becomes a continuing

phenomenon with a wide range of results that
empower people and systems to change.

Authors Winer and Ray provide a series of
concrete steps that any group can follow when
collaborating. Their tips and warning signs,
gleaned from years of experience in
collaboration and organizational consulting,
help beginners avoid the pitfalls encountered
by many joint efforts. A complete set of
worksh. -ets is included to guide and document
the collaborative process.

Also helpful: the research report, Collaboration:
What Makes It Work, available from the Wilder
Foundation Publishing Center.

What People Are Saying About Collaboration Handbook:

“Simple. clear, effective, upbeat. The general air

of positivity and the ‘can-do” attitude are

mspiring. Simpler than other such manuals.”
Juhie Glover, Director of External
Attarrs, The Doors A Center for
Alternatives, New York, NY

We're so pleased to be able to recommend
Collaboration: What Makes It Work . and the
accompanying workbook Collaboration:
Creating, Sustaining, and Enjoving the
Jowrnev. Inthe past, methods for achieving
successful collaborations were often vague.
These two hooks offer the most explicit and
useful approach we have seen for achieving
collaboration’s important benefits”

Nonpragit Werlid

“A vers sienicant contribution to those of us
who work in collaborations, evaluate them,
teach about them, train in them. 'thank vou
many times over.”

Shefby Andre <<,
Phirector af Consuloimg Service s,
Search Institute, Mimneapolis, MN

“Pertinent. humorous, practical. and wize, Onthe
Journey toward collaboration. the authors have
provided our organizations a beacon to guide us
from our piast tradition of intense competition
toward o future where our destinies are
intertwined.”

Jim Fisher, Director of Plannming
and Business Development.
Bethesda Care Syatem,
Zanesville, Ohio

“Stimulating insights into wavs that group< can
work together”

Arts Mavagement

“Practical adviee on selecting collaboration
partners, forming long-term visions, negotiating
working relations, resolving conflict. and
cn=urmg collaboration. I recommend facelts i
community planning political science,
organzational feadership, sociologyand
p-vehology consider this book for then chisses ™
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Wilder Foundation

Publishing Center
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