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a look at the third and fourth PROCESS FACTORS
elements in the Collaboration
Framework: process and } CORE FOUNDATION 4‘
contextual factors. GROUNDING

* Defining Relationships.

« Self-fulfilling Prophecies.

* The Six Process Factors.

e Community Linkages.

e Merging Community Linkages with the Framework.
e How Things Appear.

* The Six Contextual Factors.

 Organization of Information.

 Analysis of Process & Contextual Factors.

Time: 45 minutes to 4 hours depending upon the number of
people, the level of current knowledge, and the manner of
facilitation.

Audience:  10-50 people collaborating together.
Equipment:  Overhead projector, paper, pencils, flip chart, felt pens, sticky
dots, sticky notes, masking tape or push pins.
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e OUTCOMES: To assist the group's understanding of

the importance of relationships to the Collaboration
Framework.

DISCUSS: Relationships are the fundamental build-
ing blocks upon which communication, cooperation
and collaboration are built. They tie disparate
aspects together, into a whole much greater than its
singular parts, through trust and shared vision.
Relationships begin with one person—you—and
encompass all those with whom you connect in an
intricate web of mutual understanding. Nothing in
our world is truly independent from anything else.
In science we observe that no subatomic energies
exist without engaging other energy sources. Every-
thing is based upon relationships, yet, we tend to
focus upon singular aspects or symptoms, rather
than complex relationship-based issues. Changing
our system of service delivery from competition to
collaboration depends upon a clear understanding
of the big picture, and the invisible lines of relation-
ships which tie it all together.

Analyzing the Contextual Factors surrounding your
efforts—Connectedness, History of Working
Together, Political Climate, Policies/Laws/Regula-
tions, Resources, and Catalysts—can help you
prepare for possible obstacles and pitfalls.

Understanding the dynamic interaction between
Contextual Factors and the Process Factors—
Leadership, Community Development, Under-
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standing Community, Communication,
Sustainability, and Research and Evaluation—can
help you determine the possibility of having a
successful collaboration.

Focusing upon these factors helps to reduce frag-
mentation within the collaboration, and tends to
move group conversation from polite discussion to
skillful dialog, sound decision making, and action.

Our tendency is to identify problems to fix. We see
things and results easier than patterns of interaction.
We want to fix things as if they are external events,
not dependent upon underlying relationships. In so
doing, we are drawn toward quick, superficial fixes
which may worsen problems in the long run. By
contrast, building relationships takes time and long-
term commitment. There may not be tangible
"results” for years, because building relationships
tends to elude objective tracking measures. It's hard
to quantify trust and respect, both of which are
needed for successful collaborations, and both of
which spring from carefully nurtured relationships.

ACTIVITY: (1) Ask participants to turn to the person
next to them and discuss how they feel about this.
(2) Break into small groups and using the graphic in
the back of this unit, ask participants to identify
three positive relationships underlying the current
collaboration of which they are each aware. Why are
they positive?
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self-fulfilling prophecies (fromLeadership and the New
Science - Learning About Organization from an Orderly Universe, by
Margaret J. Wheatley.)

* OUTCOMES: To increase participants understanding
about our expectations, and how our perceptions of
others affects how we interact in a collaboration.

* DISCUSS: "Schroedinger's cat is a classic thought
problem in quantum physics. Physicist Erwin

_’ Schroedinger constructed the problem in 1935 to
P illustrate that in the quantum world nothing is real.
We cannot know anything about what is happening
to something if we are not looking at it, and,
.. stranger yet, nothing has happened to it until we
observe it... The problem of the cat has not yet been
resolved, but it is constructed as follows: A live cat is

elick on Image above placed in a box. The box has solid walls, so no one
or handout and use K i i L R

back button to return outside the box can see into it. This is a crucial

to this page factor, since the problem centers on the role of the

observer in evoking reality. A device will trigger the
release of either poison or food; the probability of
either occurrence is 50/50. Time passes. The trigger
goes off. The cat meets its fate. Or does it? Just as an
electron is both a wave and a particle until our
observation causes it to collapse as either a particle
or wave, Schroedinger argues that the cat is both
alive and dead until the moment we observe it.
Inside the box, unobserved, the cat exists only as a
probability wave. It is possible to calculate math-
ematically (as a Schroedinger wave function) all of
the cat's possible states. But it is impossible to say
that the cat is living or dead until we observe it. It is
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the act of observation that determines the collapse
of the cat's wave function and makes it either dead
or alive. Before we peer in, the cat exists as prob-
abilities. Our nosiness determines its fate." -p60.

Not all things that are important can be observed
and measured. What is our relationship to the cat?
Why is the cat important?

Try to understand Schroedinger's cat in light of self-
fulfilling prophecies and the impact they have on
the people with whom we interact. This is a concept
that has been discussed at length in management
theory and education. If a teacher believes her
student to be gifted, it is a well known fact that that
particular student will excel. I1f a manager believes a
new employee to be especially smart, she will hear
words of wisdom every time the new hire speaks. If
we think someone is stupid or gifted, they appear
stupid or gifted to us. Our beliefs about others color
their actions in our eyes and it affects the way we
interact. If we're in a position of authority, we may
give choice assignments to an employee, expecting
them to succeed, and observing them in a way that
confirms our own beliefs.

Our powers of observation can bring Schroedinger's
cat to life. Our willingness to let others care for the
cat may keep it alive, too. Think about this as it
relates to diversity and your world view. Where do
you stand? What experiences do you bring to the
observation? The lenses we see through are different
for different people.
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e ACTIVITY: In small groups have participants share

their feelings about the information that has been
presented. How does this affect the way we work
collaboratively? What beliefs do we have that get in
the way of working together effectively? How can
we best surface our beliefs? Clarify our beliefs?
Reach a new understanding about them?

the 6 process factors

process outcomes
B |
Standards

spider web

click on image below
for handout and use
back button to return
to this page

PROCESS FACTORS
o Leadership
* Community Development
* Understanding Community
* Communication
* Sustainability
* Research & Evaluation

* OUTCOMES: To have participants gain knowledge

and understanding about the Collaboration
Framework's six Process Factors.

e ACTIVITY: A series of questions designed to help

clarify participants understanding about Process
Factors within their community are developed in
the following paragraphs. Answers can be discussed
in large or small groups. Results from this activity
can tie in with the Spider Web Analysis at the end
of this unit — think about how that may best work.

(1) Have participants write down their ideas regard-
ing each of the six factors and share them with the
group, or (2) Divide participants into six small
groups concentrating on one factor each, discuss
among themselves and report back to the full group,
or (3) Use a large flip chart poster to accommodate
all responses to visualize an overview of the group.

DISCUSS: Process Factors focus on the "how to"
aspect of the collaboration and cover specific skills
and components which are necessary to build
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effective working relationships. The Framework has
identified six major factors influencing the process
itself: (1) Understanding the Community, (2)
Community Development, (3) Leadership, (4)
Communication, (5) Research and Evaluation, and
(6) Sustainability. Each factor covers a broad range
of skills and/or tasks which impact the collaborative
process.

(1) Understanding the Community: How well do
you know your community? Its people? Its values?

Its habits? The more you know now, at the begin-
ning of your collaboration, the better off you'll be
later. It's important to gain a sense of your
community’s self-image, where the power rests, and
who has gifts to share. Who will your potential
audiences be? Your potential collaborators? Where
are the potential turf battles? An understanding of
your community will bring answers to these ques-
tions. It will allow you to recognize the diversity of
strengths and weaknesses that will influence the
success of your collaboration.

(2) Community Development: How will your
collaboration mobilize communities and build upon

community strengths? How will your efforts enable
trust to be built with community citizens? The
collaboration defines its own vision, mission, values,
principles and outcomes within the larger context of
the community's attitudes, norms, beliefs and
values. Your collaborative efforts must build upon
the positive environment within the community,
overcome potential barriers, and mobilize citizens to
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community conversation

change things for the better.

(3) Leadership: For purposes of collaboration
leaders are those who can impact change within
their community, group and/or organization. A key
responsibility is to assure diverse and representative
members have been brought to the collaborative
effort. Potentially impacted groups and individuals
should be contacted. Leadership should facilitate
team building, help define roles and responsibilities
and group protocols, capitalize upon diversity, and
focus upon group and individual strengths and
assets. Who are the leaders for your collaboration?
Who can best facilitate defining roles? Appreciating
diversity? Bringing representative community
members together?

(4) Communication: Clarity and openness of
communication is essential, and norms for commu-
nicating must be established that are acceptable to
all current and potential members. Respect for
diversity is important. A process for communicating
between meetings must be established, as well as
how the collaboration will communicate with the
broader community. Both formal and informal
communicative paths should be explored. How will
you establish norms for communication acceptable
to all current and potential members? Who will be
responsible for taking meeting minutes? For com-
municating between meetings?

(5) Research and Evaluation: Your effort should
review examples of other successful collaborative
models, best practices, and approaches that may
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benefit your efforts. What data do you need in
order to establish objective benchmarks for future
success? How will you analyze and evaluate your
efforts? Consider these questions now, because the
primary objective of your collaboration will be to
meet its desired outcomes and without an evaluative
method built in, you won't know whether or not
your efforts are successful.

(6) Sustainability: Plan now for ways in which to
assure that your membership, resources, and strate-
gic program planning will be strong for both the
short and long-term. What terms will members
have, and how will they be replaced? Will you have
formal agreements of operation? How will you
assure that appropriate levels of money, time and
people will be available to meet the collaboration's
efforts?

community linkages

click on image below
for handout and use
back button to return
to this page

* OUTCOMES: To develop participant’s understanding

of community relationships and communnity
linkages.

* DISCUSS: One of the first steps in defining existing

and potential relationships is developing an under-
standing of the linkages within your community.
They generally fall into five levels—Networking,
Cooperation or Alliance, Coordination or Partner-
ship, Coalition, and Collaboration. Each level can
be evaluated in terms of its own purpose, structure,
and process. Developing a matrix of "community

—interactive training package— 9 9


http://www.highgroundmeadows.com/collaboration/~main~.pdf
http://www.highgroundmeadows.com/collaboration/training.html

Training Manual Menu

community linkages
" S—
Standards

community connection

e

find your group

Unit4

defining & building

Main

relationships

linkages" provides focus and clarity as your collabo-
ration supports new relationships. By recognizing
the interrelatedness of relationships within your
collaboration you will strengthen your infrastruc-
ture and help your efforts to be successful.

e ACTIVITY: Using the chart of community linkages
have participants identify current linkages within
their community. This may best be done in small
teams analyzing and recomposing to present back to
the large group. Have the group reach consensus on
the linkage(s) they are now in, and where they want
to be in a specific time period. These results tie
directly to the next section, Merging Community
Linkages with the Framework.

What examples of Networking are occurring in
your communities now? Of Cooperation or Alli-
ance? Of Coordination or Partnership? Of Coali-
tion? Of Collaboration?

merging community linkages with the

Framework

click on image above for
handout and use back button
to return to this page

* OUTCOMES: To build a workplan correlating the
group's linkages with the Framework.

* DISCUSS: Oftentimes a visual representation of our
collaborative efforts helps us understand where we
are now, and where we hope to be. Now that we've
identified current linkages (and future linkages) we
can relate these linkages with all five aspects of the
Collaboration Framework: (1) Grounding, (2) Core
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Foundation, (3) Process Factors, (4) Contextual
Factors, and (5) Outcomes.

e ACTIVITY: Using the chart, Merging Linkages with
the Framework, have participants identify the parts
of the Framework and their levels of influence on
the different linkages. What does this mean for the
group's collaborative effort now, and in the future?

On the chart, Grounding refers to how extensive
the diversity of the people are that are involved;
Core Foundation relates to how well the vision,
mission, etc. have been designed and established by
all members; and Outcomes correspond to how well
clearly defined outcomes and impacts are owned by
the whole group. Process and Contextual Factors are
those factors that influence the linkage the most.

how things appear (fromLeadership and the New Science -
Learning About Organization form an Orderly Universe, by Margaret J.
Wheatley.)

e OUTCOMES: To develop an understanding of how
click on image below our perceptions of people and events shape our

for handout and use realities.
back button to return

to this page * DISCUsS: Physicists such as John Archibald Wheeler
believe in a participatory universe, in which the act

\\o“s of looking for information evokes the information
o ce® we go looking for. The double-slit experiment in

e
95‘(\ a®
\\\.\J
e?

which electrons behave as if they know we're
watching them—patterning as a wave with two slits
open or as a particle with one slit open, and acting
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"To live only for
some future goal is
shallow. It's the sides
of the mountain that
sustain life, not the
top."

- Robert M. Pirsig
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differently if the recording apparatus is on or off—
has become the basic question upon which quan-
tum physics rests. The correlation in this for col-
laborators is the mystery of observation and the role
of the observer, and how our perceptions of people
and events shape our realities.

"It is difficult to develop a new sensitivity to the fact
that no form of measurement is neutral. Physicists
call this awareness contextualism, a sensitivity to
the interdependency between how things appear
and the environment which causes them to appear.
Contextualism raises some very important ques-
tions. How can we trust that we get the information
we need to make intelligent decisions? How can we
know what is the right information to look for?" -
p63.

What this suggests is that we should be less worried
about the data we collect and organize and the
information we sift in hopes of finding the right
answer, and more concerned with the nature of our
participatory experience together. Bringing all
participants to the table, enjoying the diverse
richness of many different interpretations and
observations, generating information, thinking
about who we are and what we want to be to-
gether—that's collaboration.

It's also the best way to build ownership! People
support what they create. Quantum physics suggests
that it's impossible for any idea, plan, strategy or
collaboration to be successful if the participants
don't personally interact with it! "Reality emerges

10 2 the Collaboration Framework
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from our process of observation, from decisions we
the observers make about what we will see. It does
not exist independent of those activities. Therefore,
we cannot talk people into reality because there
truly is no reality to describe if they haven't been
there. People can only become aware of the reality
of the plan by interacting with it, by creating
different possibilities through their personal pro-
cesses of observation."

"A guantum universe is enacted only in an environ-
ment rich in relationships. Nothing happens in the
guantum world without something encountering
something else. Nothing is independent of the
relationships that occur. | am constantly creating the
world—evoking it, not discovering it—as | partici-
pate in all its many interactions. This is a world of
process, not a world of things." -p68.

ACTIVITY: Ask participants to turn to the person
next to them and discuss how they feel about this.
Or break into small groups for a more in-depth
discussion if time allows: Have participants (1)
Observe - "What do you see?", (2) Reflect - "How
are you responding?", (3) Interpret - "What does
this mean?", and (4) Decide - "What will you do?".

How does this knowledge affect us? How might our
collaboration affect some one or some thing that we
haven't discussed? How have our perceptions
colored the way we've done business in the past?
Currently?

—interactive training package—10 3
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the 6 contextual factors

e OUTCOMES: To develop an understanding of what
Contextual Factors are, and how they impact the
collaboration.

e ACTIVITY: Questions designed to help clarify partici-
pants understanding about the six Contextual
Factors are posed in the following paragraphs. Use
these questions for the large group, individually or
in small groups as you see fit. The results to this
activity also tie in with the Spider Web Analysis at
the end of this unit.

(1) Have participants write their ideas (the more
specific the better) on sticky notes and place them
on flip charts for each factor, or (2) Divide partici-
pants into small groups focusing upon one or two
factors, and then have them report back to the full
group, or (3) Record answers on a large flip chart
poster with the large group.

* DIscuss: Contextual Factors are characteristics of
the physical and structural setting of the commu-
nity, the resources available within the community,
and the social and political contexts related to the
effectiveness of a collaboration. The relationship
between Contextual Factors and Process Factors is
reciprocal and mutually influential. The six identi-
fied factors are (1) Connectedness, (2) History of
Working Together, (3) Political Climate, (4) Poli-
cies/Laws/Regulations, (5) Resources, and (6)
Catalysts. Respect for diversity is a key issue and the
capacity of the community to value the represented
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voices influences each factor.

(1) Connectedness: How do people know each
other and how do they connect with one another?
What are the linkages between individuals, groups,
and communities? What formal and informal
networks of communication support or hinder these
linkages? Successful collaborations involve individu-
als, groups, organizations and communities that are
well connected and have established informal and
formal communication networks at all levels of
connectedness.

(2) History of Working Together/Customs: How
has the community worked cooperatively or

collaboratively in the past? How does the commu-
nity solve problems? When the community worked
on difficult issues in the past, how did it welcome
diversity, embrace creative solutions, and develop
community-wide strategies? How competitive is/was
the climate? Collaborations tend to succeed in
environments oriented toward cooperation, not
competition.

(3) Palitical Climate: This entails the history and
environment surrounding power and decision
making. What politicians will support your plans?
Who will resist? Are political leaders open to dia-
logue around new ideas? What leaders, systems
within the community, and networks of people
make up the communities political climate? How
can you best influence decision makers and gain
their support and endorsement?
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(4) Policies/Laws/Regulations: These represent the
concepts and activities used to solve problems. This
includes laws and policies within the community as
a whole, and the policies, job descriptions, and
agency expectations of individual collaborator's
organizations. What supportive policies, laws, and
regulations are in place? What resistive ones?

(5) Resources: There are four types of capitol within
collaborations—Environmental, In-kind, Financial,
and Human. Is there an environment that supports
connectedness, a history of working together, a
supportive political climate, and laws and policies
that encourage cooperative behavior? What In-kind
contributions form collaborators are there (meeting
rooms, supplies, computers, etc.? Is there any
financial or monetary resources for the collaboration
to draw upon? And most important for the contin-
ued success of the collaboration, what investment
will there be of people's time, expertise and energy?

(6) Catalysts: Two types of catalysts are needed. The
first catalyst includes the existing problem(s) or
reason(s) for the collaboration to exist. Do the
community and/or potential collaboration members
view the issue as requiring a comprehensive re-
sponse? The second type of catalyst needed is a
convener, or person who calls the initial meeting.
Who is your convener? Is s/he respected and viewed
as a legitimate player? Does s/he have good organi-
zational and interpersonal skills? Does s/he have
passion and fairness?
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New Science by Margaret J. Wheatley.)
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* OUTCOMES: To bring the group to an understand-
ing about how they'll organize the information they
collect

* DIScUsS: "Newer theories of the brain describe
information as widely distributed, not necessarily
limited to specific neuron sites.” -p111. Research
finds a fluid pattern of memory and electrical
activity that arises from relationships within the
entire neural network. The image is information
transmitted simultaneously in all directions rather
than through a strict neural pathway. The implica-
tions, however, are clear: hierarchical channels
restrict communication and dampen relationships.
As we move toward more collaborative models of
behavior we must shift the way we organize and
disseminate our information to include as many
people in as open a manner as possible.

"The literature on organizational innovation is rich
in lessons that apply here; and, not surprisingly, it
describes processes that are also prevalent in the
natural universe. Innovation is fostered by informa-
tion gathered from new connections; from insights
gained by journeys into other disciplines or places;
from active, collegial networks and fluid, open
boundaries. Innovation arises from ongoing circles
of exchange, where information is not just accumu-
lated or stored, but created. " -p113.

* ACTIVITY: Have participants interact with one
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another, sharing their ideas and observations about
the discussion points. How will you create an
environment that supports diverse opinions for your
collaboration? How will you structure the way you
organize and discuss information? How will you
nurture individual and group relationships?

analysis of process & contextual factors

PROCESS FACTOI

/-

7R
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for handout and use
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* OUTCOMES: To identify the strengths and weak-

nesses of each factor in it's relation to the collabora-
tion in a visual manner easily read by all group
members.

DISCUsS: A Spider Web analysis can help measure
the positive and negative influences on both process
and contextual factors for your collaboration. In a
very visual way, participants can obtain an easily
identified map of where they'll need to devote their
time, energy and expertise. The responses to the
questions posed earlier in this unit regarding Process
and Contextual Factors allow participants to quickly
and easily plot each factor along it's line.

ACTIVITY: (1) Go through the factors with the full
group, getting a sense of where the collaboration is
on each factor's continuum and plotting its point
on a flip chart or an acetate overhead, (2) Divide
the group into two and have participants in one
group plot Context Factors, and the other group
plot Process Factors, then report back to each other,
and (3) Develop each factor's measure at the same
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time it is first discussed in this unit, as an adjunct or
replacement to the questions.

FOR ALL ACTIVITY OPTIONS: after each line is
plotted connect the dots for a visual representation
of the spider web's outline, clearly showing the
strengths and weaknesses of the present collabora-
tion in regards to all Process and Contextual Fac-
tors. The closer the factor is to a positive influence,
the further out from the center the point will be
located.
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*+ Eeoresrnic Well-Being
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+ Health
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\ Potiny orilapmene Impact Measures
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* Resperve Developrnerst

1

* Politin! Clanare CONTEXTUAL FACTORS

* Resonroes

+ Catalysts

* Policies’ Tams/Regularion

+ Histary of Warkirgg Togetha
+ Dommectedtaes

 tLeademhip PROCESS FACTORS
+ Corrregreity Developrnsrat

+ Uhulmsnaroniong Corvonimeizy
+ R AR tinRe

* Suszainability

* Revearch ¥ Fualuation

$ Visigre-M issiore—Vakues—Frinciples CORE FOUNDATION *

Diwmizy GROUNDING

1905 the NaﬁmsiNMar&fw Collzboration
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o Leadership

o Community Development
o Understanding Community
o Communication
 Sustainability
o Research ¢ Evaluation
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common
understanding
Clearninghouse for
information Create
base of support

Loose / flexible link
Roles loosely defined
Community action is
primary link among
members

community linkages - choices & decisions
Levels Purpose Structure Process
Networking Dialogue and Non-hierarchical Low key leadership

Minimal decision
making Little conflict
Informal
communication

Cooperation
or Alliance

Match needs and
provide coordination
Limit duplication of
services Ensure
tasks are done

Central body of
people as
communication hub
Semi-formal links
Roles somewhat
defined Links

Facilitative leaders
Complex decision
making Some
conflict Formal
communications
within the central

Coordination
or
Partnership

advisory Group group
leverages / raises
money
Share resources to Central body of Autonomous

address common
issues Merge
resource base to
create something new

people consists of
decision makers
Roles defined Links
formalized Group
develops new
resources and joint
budget

leadership but focus is
onissue Group
decision making in

central and subgroups
Communicatio is
frequent and clear

Coalition

Share ideas and be
willing to pull
resources from
existing systems
Develop commitment
for a minimum of three
years

All members
involved in decision
making Roles and
time defined Links

formalized with written
agreements Group
develops new
resources and joint
budget

Shared leadership
Decision making
formal with all
members
Communication is
common and
prioritized

Collaboration

Accomplish shared
vision and impact
benchmarks Buuild
interdependent
system to address
issues and
opportunities

Consensus used in
shared decision
making Roles, time
and evaluation
fromalized Links are
formal and written in
work assignments

Leadership high,
trust level high,
productivity high
Ideas and decisions
equally shared
Highly developed
communication

© Teresa Hogue, OCCL, 1995
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community linkages & the Framework

Merging Community Linkages with the Collaboration Framewaork

Grownding Core Cutcomes Process Contextual
Foundation Factors Factors
Networking Communication History of
warking together
Connaclednass

(O

Caollaboration Communication History of

Cooperalion Communication History of
or Alliance Cammunity working together
Q Q Q denelopment Connectedness
Leadership Resources
Coordination Communication History of
- Community working togethar
; developmant Connectednass
Partnership O G G Lead ErF;hip Resources
Understanding Catalysts
community
Coalition Communication History of
Cammunily working logelher
6 development Connectedness
Leadership Hecources
Understanding Catalysts
community Political climate
Reseanch &
Evaluation

Caommunity working together
development Connectedness
Leadership Aesources
Understanding Catalysts
community Paolitical climate
Rasearch & Folicies, laws &
Evaluation requlations
Sustainability

'CI = ilized 19 he laas! autant . = UtEzed b tha graates! aatarm 2 Tarasa Hague, ODCL, 1005
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the sides of the mountain...

"To live only for
some future goal Is
shallow. It's the sides
of the mountain that
sustain life, not the
top.”

- Robert M. Pirsig
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nothing &
no one Is
Independent
N our
relationship
rlch universe
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CONTEXTUAL
FACTORS

o Political Climate
* Resources
o Catalysts
o Policies/Laws/Regulations
o History of Working Together

o Connectedness
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spiderweb analysis

Process Factors

+ Communication

Community
+ Development

)
. + Ts Catalysts +
' Policies +

Contextual Factors |
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