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Solid Ground Consulting +  Marc Smiley

CoLLABORATION (OVERVIEW

1. Many ways to say "collaboration”

Partnership
Cooperation
Alliance
Confederation
Leégue

Consordum

2. Collaboration is a spectrum of options, lesser to greater

Degreesofautonomy
Degreesofintegration

Degreesofrisk

3, Form follows function

Planningisessential todrive thebeginning of the process

Planning is essential tosolidify the umified a'pproach

4, Success is driven by mission, but limited by ego and culture

m Differentorganizational culturesmake for great diversity, butlower trust

Egoislike power: goodifused for good, but deadly if misplaced
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- COOPERATION COLLABORATION MERGER -

COORDINATION _ INTEGRATION

Mgt. Umbrella
or Merger

Shared N v (" Shared Back
Training o T Office
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DETAILS OF THE SPECTRUM

L Sho§t~te1m‘
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BENEFITS AND IMPACTS

Benefits Impacts
Visibility | Focus
Efﬁciel;cy o | | Energy
Growth | Resources
Léverage | ’ Oppfn‘tupiti&g
Resources : ‘ Risk
Sﬁstainability
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[DRIVERS AND BARRIERS
Drivers \ | Barriers
- Mission ‘ Ego
Unacceptable Limitations Culture
Leadershipand Vision Turf
Funders and Donors v Lack of Real or Perceived Value
Resources
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ELEMENTS OF THE STRATEGIC PLAN

General Board

Mission

Goals
{Outcomes)

Strategies
(Approaches)

Programs and Projects
(Outputs)

\

Specific WorkPlans

" (Accountability) Staff

Functional Budget
(Program Costs)
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Pre-ConNDITIONS TO EFFECTIVE COLLABORATION

Community
= Models of successful collaboration in the community , ,
= Community resources and commitment to collaboration

= Pressure to better meet community needs

Organizational Culture
= High levels of respect and trust among collaborators '
=  Common sense of vision regardless of specificstrategy
= Tolerance of other strategies in support of vision
= Capability of developing positive compromises and building consensus

= Adaptable people and systems

Organizational Needs
= Pressure to better meet the mission of the organization

= Perceived potential built into collaborative relationship
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PREPARING FOR (COLLABORATION

Leadership
= Opinionleaders have authority of membership
= Strong comumitment to participation and communication -

= Key roles are filled: sponsor, champion, internal facilitator

Resources ,
= Resources to support exploration and transition activities
= Tools for effective communication
»  Time for critical personnel to participate at key stages
= Ability to absorb “down time” that emerges in transitions

s Technical experts for key assessments and follow through (i.e., legal and accounting)

Process A
= Ability to understand role and intangible value of process
= Process support from external facilitator
= Ability to maintain the proper pace of the process

= Clearroles and responsibilities outlined and held accountable
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COLLABORATION SELF ASSESSMENT

How successful has collaboration beenin our community? Whatare thebestexamples?
Are there resources available to help support collaborative efforts?
Why do we want to collaborate? What are the drivers toward this idea? -

What is our track record with collaboration? Why have we been successtul? Wﬁy
have we struggled? ‘

What benefits would emerge from a collaborative process?

What s the level of trust and respect that currently exists among our potential collabo-
rators? ' o

What will it cost us to engage in this collaboration - both organizationally and
financially? What are the opportunity costs?

Whois behind our efforts to collaborate? Who is behind them?

What elements of our organization's infrastructure can best support the extra work of .
collaboration? Where will we be most taxed?

What are the steps in our process for building this collaborative venture? What factors
could influence that approach?. '
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FINDING THE RIGHT PARTNERS

Elements
e Missions.
* Organizational cultures.
» Willingnesstoshare ownership and give up some autonomy.

e Toleranceforrisk.

Assessment Questions
o Whatistheunique valueadded by each partner?
e Doourdifferencesstretchthe partnership orstressit?
o Canwecelebrate and learn from ourdifferences?

~® Aretheresignificant gaps that mustbe filled?

Action Plan
o Committotalking openly and honestly.
¢ Fillcritical gaps before the process gets too faralong.

* Draftstatementsof underlying principles and/orvalues.

Discussion Topics

e Askeachpartnertoshare:
o Whatisyourhistory of collaboration with other organizations?
o Whatisyourorganization’soperating style and culture?
o Whatcanyoutellus that will help us towork well with you?

o Whatare ourrisks? Whatis the worst case for each of us and for the collaboration?
e Howcanwe beneﬁt fromone another’s skills and networks?

e Dowehave gaps thatmustbe filled? Ifso, isitessential to fill them immediately?

M
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THE Many DiMENSIONS OF CULTURE

Culture includes
o Customsand piactices
e Language
e Rituals
e Sourcesof étatus,power, and deference
e Indicatorsofstatus, power, and deference
e Meansofpersuasion .
e Attitudestoward time and information

Examples of cultural differences

e FEthnic
e Geographic
o Regional

o Rural-Urban-Suburban
e Fconomic
o Gender
e Generational

¢ Organizational

Size

Maturity

Form (nonprofit, for-proﬁt government, university)
Orientation (faith-based, advocacy, science)
Professional (medicine, nursing, social work)

0 000 C
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PrRINCIPLES OF MERGER

= Mergers mustsucceed atmultiplelevels: Business systems, organizationstructure, legal
arrangements, space planning, etc. Culture isawholedifferent dimension, both
influencing and being influenced by every other change.

m  Themostcritical element of an emerging common cultureis ajointly created and shared
missionand vision. This cannotsimply be wordplay; there mustbe asense of discovery
and ownership.

m  Asuccessful merged organization (and its culture) celebrates and combines the best |
elements of both previous organizations. Itfeelslike ajoining of equals, nota takeover of
oneby the other.

= Bemindful of the human dimension. Organizations—and especially people—donot
changeon paper.

+ lttakestime for people to embrace any change, particularly when they werenot part
of thedecision-making process.

+ Givepeoplea chance for closure: acknowledge the past, bid farewell, grieveif
necessary.

+ Givepeopleachancetoexploreand dispel, rather thanreinforce, their previous
stereotypes of one another.

+ Some people will thrive, some will wilt, and you can’t tell who’s who
+ Thisisanespecially important time to recognize achievements, celebrate milestones,
and start writing anew history.

s Demonstrateavalue of transparency and openness. Provide all theinformation people
want. Erron the side of too much. People will fill gaps with rumors, suspicions, and tea
leaves.

m  Ultimately, anew cultureis measured by replacing feelmgs of “Us and Them” will a
spiritof “Us together working on our common goals.”
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" CoOLLABORATION Tips

1. Pick the right people to work with from the beginning. Make sure you are work-
ing with people with whom you do, or can develop, trust. .

2. Communicate well, and in particular, listen. Go out of your way to ensure that
people understand and are kept apprised of whatis happening in the project.

3. Be patient. Developing strong relationships takes time. It may be important to success-
fully complete small projects before taking on larger collaboration efforts. Itis usually a
good idea for groups to “date” before they “marry.”

4. Define common ground early and completely. Don‘t assume that you know whatis
common without taking the time to define common ground with specificoutcomes.

5. Find mutual benefit. Collaboration is different than service. All parties should be
getting benefits from the partnership without feeling paternal or “put out. "

6. Know when not to collaborate. Collaboration is only good when it is good —itisnot
a universal answer to all project implementation. If it’s not right, don't forceiit.

7. Establish ground rules early. This isimportant for decisions, communications, and
nearly every interaction. Clear expectations are essential to good partnerships.

8. Gethelp. A credible facilitator and/or consultant may be essential at key poihts. Don't
rely on internal facilitation for critical discussions that require complete and equal par-
ticipation from members of more than one group. -

9. Make the meetings effective. Meetings should always be effective, but when you
have more than one group coming together, it is even more important to use time well,
Bad meetings can begin to instill doubt and discontent among participants.

~ 10. Have food, the universal bridge builder. When groups break bread together, they
incorporate both social and organizational discussions more effectively. Both are impor-
tant for good collaboration.

11. Focus on potential outcomes. Focus on results, not process —especially in the begin-
ning. Allow the partnership to find new, creative approaches. Don’tbe restricted by
approaches that you have “always used.” : -
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- COLLABORATION TIPS (CONTINUED)

12. Clearly state the consequences of failure. Collaborations come together because
there are benefits of success and consequences of failure. Understanding both will help
people understand why the hard work is worthiit.

13. Find resources to do the collaboration right. Good collaborations almost always
require funding and staff support to get them right. It canbe critical for all of the part-
ners to commit resources to start and seek resources to sustain collaboration.

14, Involve decision-makers at the right time. Decision-makers need to be at the table.
Ferrying decisions back-and-forth from the participants to those with the power to
decide will cause delays, frustration and a breakdown of trust.



