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Ip for Success

whorative initiatives do not fail because the concept is flawed. They fail be-
« of poor planning and poor execution. Foresight and good preparation [
ent fiilure from poor planning. Good preparation brings credibility to the ef- |
and helps motivate stakeholders to participate. A well-conceived process
# credible stakeholder group provide the foundation for future success. The.
plined work of setting up for success facilitates working together. b

&

CHAPTER EIGHT

WORKING TOGETHER

ollaboration engages stakeholders in new and constructive ways. Stake-

holders need relationships of trust and respect and new skills for working to-
gether. They need information that supports mutual learning and consensus-based
decision making. They need specific tools and consciously designed processes to
help them define problems, create visions, and decide what should be done. Ad-
dressing each of these dimensions in a synergistic way makes collaboration pos-
sible and productive. Figure 8.1 highlights the “Working Together” phase of the
collaborative process.

Building Capacity

Few collaborative initiatives have the luxury of building relationships and skills
prior to the engagement itself. Most stakeholders are unwilling to commit addi-
tional time to do this. They simply want to get down to work and get it over with.
Successful efforts therefore build relationships and skills as part of an ongoing
process. In a collaborative initiative, this work begins at the outset and continues
throughout the process. Stakeholders learn to appreciate the perspectives of oth-
ers while learning new skills for working together.
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FIGURE 8.1. A GUIDE TO THE PRACTICES
OF SUCCESSFUL COLLABORATION.
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Building Relationships and Skills

Deeper relationships emerge as people begin to see others as fellow human be-
ings rather than as strangers or opponents. The experiences and stories of partici-
pants become as valuable to the process as expert information about the content.
Understanding the experiences of others fosters insight, learning, change, and
agreement. Collaborative leaders legitimize the race, gender, culture, class, sector,
or sexual orientation identities of stakeholders in order to ensure their engagement.
Process experts design experiences that transform how stakeholders see each other.
These experiences help people build trust, learn to respect and care for each oth-
er, listen to each other, and work together as peers.

Good facilitators teach new skills while facilitating the work of the group. At the
beginning of each new task, the facilitator provides an outline of the process and
defines and models the skills necessary to accomplish the work. Over time, the group
develops a new awareness of process and the tools that make it work, and they begin
to incorporate this awareness into their behaviors and actions. They learn preven-
tions to preclude trouble and interventions to regain focus when trouble occurs. They
Jearn to use dialogue and Socratic inquiry to build understanding of others’ per-
spectives rather than debate different points of view. Over time, the stakeholder
group’s collaborative skills become the norm rather than the exception.

Beginning the Process of Relationship and Skill Building

1. Introduce participants to each other. Stakeholders can introduce themselves or
another stakeholder. When stakeholders introduce themselves, ask them to de-
fine their role in the community rather than identifying themselves with a par-
ticular organization or position in a hierarchy. To build understanding of other
perspectives, have them describe the concerns that motivated them to participate
rather than their position on the issue. When stakeholders introduce others, ask
them to interview others whom they do not know or do not know well and cre-
ate a headline that captures something interesting about the person.

2. Use small groups to build relationships and skills. Working in small groups such as
dyads or triads made up of people with different or unfamiliar perspectives speeds
the relationship-building process and helps participants learn new skills. Groups
should include people with different perspectives and experiences. Change the
makeup of small groups regularly. Allow people enough time for introductions,
and provide a well-defined process to guide their work. Describing and demon-
strating relevant skills and designating facilitators for the small groups help ensure
productive Interaction and full participation. Early successes in small groups set
a powerful and positive tone for subsequent work.
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+ See facilitators’ guides like How to Make Meetings Work (Doyle and Straus,
1976) and Facilitator’s Guide to Participatory Decision-Making (Kaner, 1996) for
ideas for relationship and skill building for the process expert.

Ways of Engaging

Engaging Through Dialogue

Collaboration develops deeper agreements through shared understanding and
mutual learning. The engagement requires critical faculties for listening, inquir-
ing, and advocating. Two approaches for changing the norms of engagement can
help: engaging others in dialogue as a means of creating shared meaning and un-

derstanding and working with written information to develop understanding of

content and the critical assumptions that support different perspectives.

The process of dialogue changes the norms of public engagement. Rather than
producing controversy through debate and argument, productive dialogue creates
shared meaning and mutual learning, It builds the stakeholder group’s capacity
to do adaptive work through active listening and constructive inquiry and ad-
vocacy. The process legitimizes and clarifies the diverse perspectives of stake-
holders. When dialogue works, learning occurs, new possibilities emerge, and
relationships and skills—social capital—improve. Figure 8.2 contrasts the work-
ing premises of dialogue with those of debate.

Dialogue, like collaboration, has opening, narrowing, and closing phases. The
opening phase provides a sense of safety, allowing people to suspend judgment so
that new insights emerge. Participants learn from each other through inquiry-
exposing reasoning and underlying assumptions supporting differing perspectives
and concerns. New insights appear in the narrowing phase as participants advo-
cate new possibilities in ways that educate and inform. New understanding and
agreement develop in the closing phase. At its best, dialogue is an organic process,
with each phase unfolding naturally from previous ones.

Stakeholder facility for dialogue depends on the capacity for active listening
and constructive advocacy and inquiry. Groups learn these skills through struc-
tured group exercises. With regular use, these skills quickly become the norm,
allowing dialogue to take place with a less structured process.

In addition to these basic skills, several other factors nurture and support a
group’s capacity for dialogue. A facilitator can help the group honor its guidelines
for working together, raise awareness of group dynsmics not upparent to those
participating, and help the group work through difficult emotions, misunder-

Working Together

FIGURE 8.2. DEBATE AND DIALOGUE.

Debate

= Assuming that there is a right answer and
that you have it

« Combative: participants attempt to prove
the other side wrong

* About winning

« Listening to find flaws and make
counterarguments

¢ Defending our own assumptions as truth

* Seeing two sides of an issue

* Defending one’s own views against those
of others

« Searching for flaws and weaknesses in
others’ positions

* Discouraging further conversation by
creating winners and losers

« Seeking a conclusion or vote that ratifies
your position

Dialogue

« Assuming many people have part of the answer

» Collaborative: participants work together toward
common understanding

+ About exploring common ground

» Listening to understand, create shared meaning,
and find agreement

* Revealing assumptions for evaluation

* Seeing all sides of an issue

* Admitting that others’ thinking can improve
one’s own

* Searching for strengths and value in others’
positions

+ Keeping the topic open even after discussion enda

* Discovering new options, not seeking closure

Source: Created by Mark Gerzon for the Bipartisan Congressional Retreat. Adapted from work by the
Public Conversations Project, National Study Circles Resources, Educators for Social Responsibility.

standings, and conflict when they arise. Sufficient time—two hours or more when
possible—allows the process to work. More than one session may be necessary
in order to reach closure on a particular topic or issue. Because dialogue creates
shared meaning and understanding, participants speak more to the topic than to
each other. A circle of chairs where everyone can see each other works best,

Learning the Skills of Dialogue

1. Choose a topic or issue. A dialogue generally focuses on a particular topic or issue,

2. Surface personal perspectives on the topic. Allow stakeholders to reflect on and out-
line their own perspective about the topic or issue. Have them identify the rea-
sons or rationale for their perspective. Have each person verbally describe his or
her perspective and the rationale behind it. This process provides practice in mak:
ing thought processes visible to others. Other participants listen carefully without
interrupting.

3. Bulld shared understanding. Allow listeners to ask clarifying questions that check
for understanding. Thay are not to comment on or rebut what others say. This
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provides practice in inquiring to understand others’ perspective without attack- i
ing them. ~‘
4. Refine personal perspectives. As stakeholders begin to understand the perspectives ]
of others, ask them to refine their personal perspective based on what they have |
learned from others.
5. Fo_cus on new insights and perspectives. Repeat the process as necessary in dyads, v-'
triads, small groups, or the large group. When using dyads or triads, do several
rounds, changing partners with each round. Observe how individual and group 4

FIGURE 8.3. SOCRATIC INQUIRY.

Socratic Inquiry Is Socratic Inquiry Is Not

* Understanding issues, ideas, and values in the text * Debate

* About the text « Finding the “right”” answer

* Acquiring new insights and perspectives « About your opinion or position
from the text and from other participants

* Making meaning from the text through exploration » Acquiring organized knowledge

thinking evolves. New insights and perspectives emerge as learning takes place,
and an organic consensus tends to develop as thinking converges.

* See Peter Senge’s The Fifth Discipline Fieldbook (1994) for further information
about the use of dialogue and for very useful protocols for advocacy and
inquiry

See The Study Circle Handbook (Study Circles, 1993), for further information
about the use of dialogue for exploring public concerns.

orking with Written Information

Participants in most public engagements take information apart and debate it
rather than try to understand it. Instead of using information to educate, they use
it to buttress positions. The medium—the manner of presentation—often becomes
more important than the message. Collaboration seeks to change these norms.
Working with written information in a manner similar to dialogue fosters the skills
of reading, listening, and analytical thinking,

Stakeholders begin by understanding the issues and ideas in a written docu-
ment regardless of who the author is, the author’s biases, or the manner of writ-
ing. This Socratic method relies on questioning to probe the meaning of a text.
S_ocratcs had a specific lesson in mind that he sought to elicit through leading ques-
tions; Socratic inquiry, however, has no particular destination in mind (see Figure
8.3). A process of inquiry using open-ended questions leads to shared under-
standing of the text. Using this method helps participants

_ .
F;aln knowledge and perspective through deeper understanding of written
information

* Understand how others think about ideas, values, and information

Gain new insights and learning from other participants
¢ Create shared meaning from the text

* Build relationships of trust and respect
* Develop skills for listening, inquiry and advoecy

el .

The technique of Socratic inquiry has been used with all types of audiences, es-
pecially in educational settings from kindergarten to higher education. St. John’s
College in Santa Fe, New Mexico, uses the technique as its central teaching
method. Some programs use Socratic inquiry with inner-city and low-income
groups to develop skills and knowledge for full participation in civic and political
life. This wide application demonstrates that anyone, regardless of age or ability,
can access text, contribute worthwhile ideas to a conversation, derive meaning
from the insights of others, have their ideas valued by others who might be dif-
ferent from themselves, and create shared understanding and meaning by engag-
ing with others.

As in dialogue, a circle of chairs for participants is essential. Each person
should have a copy of the text in order to refer to it. People who have not read the
text sit outside the circle and serve as process observers and offer comments after
the session. Seminars work well with groups up to thirty people or so. For larger
numbers of participants, break the group down into smaller, more manageable
groups, conduct a separate inquiry with each, and then integrate learnings later.
Most seminars take forty-five minutes to an hour and a half to run their course.
The facilitator starts the conversation, keeps it focused on the text and the issues
raised by the text, keeps it moving, and ends it at an appropriate or strategic time.

Learning the Skills of Socratic Inquiry

1. Select and distribute a relevant text. The best texts for Socratic inquiry are rich in Is-
sues, ideas, and values. Since ambiguity about issues, ideas, and values charac-
terizes most public concerns, texts that uncover ambiguities serve better than
those that are narrow or one-sided.

2. Read the text. Ask participants to read the text several times before the seminar and
to note important points or questions raised by the text. Some seminar leaders
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encourage participants to read the text like a love letter, examining every word
phr‘ase, sentence, or paragraph for different meanings or interpretations l
3. Begin the conversation. When the group is gathered, ask an opening question' to begin
Fhe conversation. Opening questions should be open-ended, lead participants deeger
!nto the text, and reflect something about which the facilitator has genuine .
ity. If this fails to start the conversation, drop the question and try another. e
4. Keep t'he conversation moving. Once the conversation is moving interven.e only t
keep it ff>§used on the text and moving but not to promote )’/our own a erzldao
Ask participants to indicate and read specific paragraphs and pages witl?in th .
text that support their points. Encourage them to say more if necessary. Ask wh i
zg::s tthti'r:k f<?r how. a point one person raises relates to that of anothrey;. Remen:-
o oe; critcieq :,r:tt:?:i:zrl_s to understand what the author says, not to disagree
5. End Fhe conversation. Stop the conversation as energy decreases and before con
clusions are drawn. Socratic inquiry is not a decision-making process; rather, ;
creates shared meaning and understanding that informs future decisic;ns a
6. Reflect on the experience. Debrief the experience by quickly eliciting a word' or two
from each participant about his or her experience in the process. If the seminar is

part of an education phase of a collaborativ
e process, capture cont i
remember from the text itself. P s poms o

* See Michael Strong’s The Habit of Thought: From Socratic Seminars to Socratic
Practice (1997) and How fo Conduct Effective Socratic Seminars (1999), a videotape
for further information about Socratic inquiry. ’

srming the Stakeholders

!?'takch‘olders need two types of knowledge in a collaborative process: content in-
{ormation ab(?ut the concerns or issues and information about the curlrent and fz-
?m:c confext in which action will take place. Gathering and analyzing content
mlormau‘on uses the skills of dialogue and Socratic inquiry to create a shared

derstanding of the issues. Analyzing strengths, weaknesses, opportunities, :r:;

threats and developing scenarios describing alternative futures helps groups un-
derstand the context for action,

‘erstanding the Content

(i:n(;h'(trnng and analyzing information about cotitent helps stakeholders make good
:‘:‘( uu;ms in a ('.ollabnrauye process, In the early stagos, participants build a com-

on base of understanding about the presenting lsue, In luter stuges, they learn
about und evaluate alternative courses of actien,

o RS, -
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A history of conflict about facts and differing interpretations of implications
makes finding credible sources of information challenging. Unfortunately, duel-
ing experts and adversarial science commonly do more harm than good in in-
forming stakeholders. More intent on telling stakeholders what to do and impressing
them with what they know, content experts too often divide, confuse, and obfuscate
rather than enlighten.

Stakeholders have more confidence when they determine their own infor-
mation needs as well as how they will gather it, analyze it, and use it. This shared
understanding becomes a central reference point for the remainder of the process.
Gathering and analyzing information in credible and constructive ways Serves sev-
eral purposes. Because most public issues require adaptive work, new insights and
perspectives arise from a deeper understanding of the content. Relationships and
skills develop through interaction with written information, content experts, and
other stakeholders. With more understanding of and confidence in relevant in-
formation, stakeholders make better decisions.

Defining Information Needs

1. Determine areas of concern. Ask stakeholders, “When you think about the future of
[the issue], what concerns you the most?” Give them time for personal reflection,
and then have them share their ideas with others in dyads or triads. Have them
use dialogue for clarifying other participants’ views without argument. Use two
or three rounds to build understanding. Ask all stakeholder to refine their con-
cerns at the end of each round, building on what they hear from others. Once the
rounds are complete, ask each person to narrow his or her list to the two or three
most important concerns. In the large group, ask each person to share one of
those concerns. Write each one on a sticky note and stick it on the wall. Continue
until all concerns are out (the number will not be too large because many ideas
will be duplicated). Ask the stakeholders to group similar concerns. Once they are
satisfied with the groupings, have them name the groups. This becomes the ini-
tial list of shared concerns.

2. Identify the information needed to address the concerns. Ask the stakeholders to con-
sider the question, “What do we need to know in order to make good decisions?”
Use a brainstorming process to develop an initial list. Combine and group ideas
as necessary. Have the list checked by an outside source to be sure that nothing
significant has been overlooked.

3. Determine the best sequence for working with the information.

4. Determine the process for gathering information. There are several options: task
groups within the larger stakeholder group, individual experts, panels of experts,
surveys, of outside assessments by academic or consulting groups. Develop cri-
teria to help determine which approach to use. Stakeholders must agree on how

P |
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to gather the information and h
: ow to select resou i ildi
confidence in the information. esmaRiaysepinblcing
. /i‘\ngrt;e or; r|t()le|‘sl ali;d responsibilities for gathering information. Sometimes task groups with
e stakeholder group can be assigned to i i ;
‘ ather information. Task
be given specific instructio i ¥ i ol pot
ns about their role and tasks by the |
and should have diverse membershi i dadiogi A
ership so that i i
Tt bine e s p narrow interests or perspectives do
6. : ; :
tD'eCIde. how to use the information. Stakeholders must decide how the inform
, Rlon vcsjnll be_ presented, organized, analyzed, and considered. "
: a¢Sacor the /'nformatlon for future use. Record the learnings or things to remember
preparation for moving to the next stage. Check that all necessary information

has been gathered and considered. Prepare for problem-defining or visioning ac- !

tivities by asking stakeholders to lis i
' t what is known and not know i
This helps frame activities in subsequent stages. " obout the ssue

. fjeejohn R. E'hrmann and Barbara L. Stinson, “Joint Fact-Finding and the
se of Technical Experts” (1999), for further information.

aderstanding the Context

Publi iti

.th.1c proble.ms and opportunities do not happen in a vacuum; they take place
within a particular context—a bi 1 i ;

gger picture or a wider regional i
even global perspective—and i i  ress e U
a varied history of effort
P : rts to address them. Un-
maktdndmg this larger context grounds the work of stakeholders and helps them
€ more responsive decisions. New visi
. ; visions and strategies should
current reality with a desired fut ; o beibyon
ure state. Stakeholders must d
rent and future needs. Unfo i i s oo
. rtunately, most interventi ic i
rent and lutare necc ‘ A ntions on public issues, col-
erwise, pay little heed to understandi ,

pore | standing the context for action.

ccisions are disconnected from both current reality and the vagaries of
certain future. s

Two
I F;?owerful tOf)lS can help stakeholders understand the current and future
.;nalysis') S :lrrs;; anatllyllzmg strengths, weaknesses, opportunities, and threats (SWOT
i ces the contextual challenges in the
‘ : near term. Second, developi
scenarios exposes the deep uncertainties i i : b
: nties inherent in any future i
' : ¢ dec context an -

lights alternate possibilities for how the future might unfold et

:(:Z:ﬁf:g( Stregg&s(,) II/Veak]nesses, Opportunities, and Threats (SWOT). Busi
wses have used SWOT analysis as a tool for strategic ing Ie . .
ve : . gic planning for decades. N
communities and regions use it in the i s do.
Biim . . he public arenn, Strengths and : -
nc:'tx}l‘)c ‘:caturcu of the community or region that help or M:td@r tn (V:;')::‘::;“::"“d(:zl
with the presenting isucs. Opportunities ang Shrass define features of the cure
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in positive or negative ways. Understanding the implications of these features helps
inform other aspects of collaborative work, such as developing scenarios, collab-
orative problem solving, visioning, and strategic planning,

Analyzing Strengths, Weaknesses,
Opportunities, and Threats

1. Identify strengths, weaknesses, opportunities, and threats. Ask participants to make
a list of each of these aspects from their own perspective. Use the tools of dia-
logue in dyads, triads, or other small groups to build shared understanding and
develop a broader perspective. Have participants refine and prioritize their lists.
Transfer the top three or four points from each list to large sticky notes. Group
them by category: strengths, weaknesses, opportunities, and threats. Further
grouping within categories helps emphasize particularly significant features.

2. Analyze the information. Strengths describe assets of features of the community of
region that support future action. Weaknesses define challenges or barriers that
must be compensated for in order to make progress. Opportunities identify fea-
tures of the contextual environment that can be used to advantage. Potential
threats may undermine efforts to move ahead. After identifying these features,
ask the group to consider their implications for future action.

Developing Scenarios. The few trenchant questions in a SWOT analysis help
stakeholders understand the current and near-term features of the contextual en-
vironment. Understanding a future fraught with uncertainty is more challenging.
The key variables or driving forces affecting the future of a community or region—
population growth, changing business environments, shifting tax bases, growing
social problems, economic globalization, developments in new technology, in=
creasing interdependence with other communities and regions, and others-—are
generally unpredictable or out of its control. Beyond a few years out, forecasting
becomes inaccurate or impossible. Most groups find it easier to assume that the
future will be very much like today rather than consciously considering its unpre-
dictability. This limited understanding of the future context can lead to unre-
sponsive and ungrounded decisions with potentially harmful consequences.
When forecasting is unreliable, other tools must be used to consider the in-
herent unpredictability of the future. Anticipating the future in a rapidly chang-
ing environment cally for more than systematic analysis; it demands creativity,
insight, and intuition, Developing scenarios or stories about possible futures com-
bine thexe elements into a foundation for improving community and regional vi-
vions and strategles, Understanding the contextual environment helps shape
wmummnand atensasios and notions,



The Collaborative Leadership Fieldbook i

Distinguishing three types of uncertainties helps define the purpose and focus “
of scenarios. First, statistical forecasting techniques can predict some factors af-

fecting the future when sufficient history and data exist. For example, insurance

companies use actuarial data about accidents and mortality to identify the prob- ]

ability of future events in order to set premiums.

Second, some factors affecting the future cannot be accurately predicted,
though different plausible assertions can be made about what may happen to these
“structural” uncertainties. The ongoing debate between the bulls and the bears

reflects the inherent structural uncertainty of the stock market. Both sides rely on 4§

the same information about the performance of the economy. They discern com-
mon patterns while drawing different conclusions. Each side tells a very different
yet plausible story about how the future might unfold—one optimistic, one pes-
simistic. Neither predicts the future with any level of confidence. When structural
uncertainties pervade, a scenarios process identifies a range of plausible assertions
or assumptions about them and creates stories about what the future might be like.
The majority of the most important factors affecting the future of a community
or region fall in the category of structural uncertainties.

Third, some uncertainties are virtually unknowable. What are referred to as
“acts of God” might include such things as terrorist attacks, catastrophic floods
or other weather-related events, collisions with meteors, and surprise acts of war.
A community or region can prepare for these events by putting in place structures,
protocols, and organizations to deal with potential emergencies. Neither forecasting
nor scenarios can help cope with these unpredictable events.

A scenarios process begins by identifying the structural uncertainties—the driv-
ing forces—affecting the future of the community or region. Internally consistent
stories based on different assumptions about these forces describe possible future con-
texts. Each story describes a larger world in which a community or region may have
to live. A community or region will have little control over this external environment.

Unlike traditional forecasting or research approaches, scenarios present al-
ternative images instead of extrapolating current trends. They embrace qualitative
perspectives and the potential for sharp discontinuities that more quantitative mod-
els exclude. Creating scenarios requires decision makers and stakeholders to ques-
tion their broadest assumptions about the way the world works so they can foresee
decisions that might be missed or denied. Within a community or region, scenar-
ios provide a common vocabulary and an effective basis for communicating com-
plex, and sometimes paradoxical, conditions and options. By providing a deep
understanding of the future context, scenarios allow communities and regions to
create realistic, responsive, and grounded visions and strategies.

The use of scenarios as a way of enhancing visloning anc strategic plan-
ning efforts has expanded in recent years from the cerporate workd to government
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and, now, to communities, regions, and countries. Royal Dutch Sh.cll developed the
methodology to help make better decisions about volatile oil prices. The Gl.oba.l
Business Network, a California consulting group, refined the process in thc. private
sector through its work with large corporations. In the pu!olic arena, s.cen.arxos have
been used to guide South Africa’s transition from aparthelc.l toa multlr'flmal ficmoc-
racy, cope with the challenges of economic and population growth in Missoula,
Montana, and Charlotte, North Carolina, and restructure the nonprofit sector in
the Boston metropolitan region. .

Scenarios serve several purposes. They can help a community or region idens
tify an emerging public agenda and build agreement on concerns that need to
be addressed. The stories offer a starting point or artifact to react to and' k')uud on,
They inform the visioning process by helping stakeholders identify qualitics or ase
pects of the future they would like to create or avoid. Stakeh?ldcrs test stratoglos
by evaluating which options work best in different future envn'onmcr.lts.

Within communities and regions, the scenarios process helps build tru,t and
skills for collaboration among disparate stakeholders. The process prO\"ldel [}
safe environment to explore difficult issues and improve communication, Citizens,
not experts, create scenarios. Different and varied perspectives among stakehold-
ers challenge current assumptions about the future. The stakeholder group or &
smaller task group can develop the scenarios.

The tools of facilitation, dialogue, and Socratic inquiry support the work of
developing scenarios. Some of the subtle aspects of developing'scenarios such us
identification of driving forces and the development of scenario themes require
skillful and experienced facilitators to get good results. Process experts new to sce-
narios should work with more experienced people when possible.

Developing Scenarios

1. Set up the scenarios development process. Identify the scenario development group
participants, and design the scenario development proces's.

2. Conduct individual interviews. Interviews with a cross-section of the stakeholder
group help focus the scenario work. They identify pertinent strategic questions
and ensure the relevance of the scenario work. These interviews generally follow
the format and protocol described in Chapter Six.

3. Educate the stakeholders or the scenario working group. Stakeholders need to uns
derstand the purpose of scenarios and how they will be developed and used. Back-
ground Information from individual interviews or other studies provides a shared
understanding that ensures the relevance of scenarlos to presenting concerns.
New perspectives from expaerts and “remarkable people,” that s, unconventional
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thinkers with particular insight, inform the work and challenge stakeholders to
consider hidden or unspoken dimensions of possible futures (Schwarz, 1994). {;

4. Identify the driving forces. The scenario working group identifies the driving forces:
the most important and uncertain factors affecting the future of the community §
or region. Use dyads, triads, or other small groups to brainstorm possible dri- |
ving forces. Use sticky notes to rank driving forces first by importance and then
by degree of uncertainty. The five to ten most important and uncertain factors
become the driving forces for the scenarios.

5. Develop scenario themes or story plots. Participants create scenario themes or story 1
plots by making different plausible assumptions about the driving forces. Out of
a range of possibilities, the group chooses two to four themes or plots. Good
themes or plots are relevant, plausible, provocative, and divergent.

6. Create the scenarios. The scenarios working group expands the themes or plots
into stories about how the future might unfold. Each story has an internally con-
sistent logic that considers what happens to each of the driving forces, catalytic
events that might occur, how the story progresses over time, possible newspaper
headlines, early indicators, and a symbolic name that vividly captures the essence
of the story and quickly distinguishes it from the others.

7. Prepare the scenarios for use. Scenarios are tools for developing visions and strate-
gies, not an end product. The scenarios working group develops a means of
presenting the scenarios for use by stakeholders and others. This might include
written stories, multimedia presentations, or improvisational theater,

rowing as stakeholders define problems or create visions and identify alternative
solutions or strategies. Finally, closing occurs, with clear and firm agreemen%s. about
what should be done. This work must be carefully designed, skillfully .facﬂltatcd,
and powerfully led. Most collaborative initiatives use some combination of col-
laborative problem solving, visioning, and strategic planning to help stakehold-
ers decide what needs to be done.

+ See Chapter Seven, “Setting Up for Success,” for more information on
choosing an approach or combination of approaches.

Collaborative Problem Solving

Collaborative problem solving relies on a particular set of .tools ar‘ld strategics to
help stakeholders define problems and solutions. More specifically, .1t defines a way
of organizing the work of deciding what needs to be done. ?ubhc GOHGERAS re-
quire adaptive work and a heuristic and iterative process for gettmg results. Though
this may sound chaotic, an underlying logic helps make }t work. First, a group can-
not agree on solutions unless it agrees on the underlying Problem or pr(zl)l(‘,mu.
Collaborative problem solving defines problems before fieﬁnlng solutl.ons. Scconld,
each step in collaborative problem solving has its opening or generative ph:dtm: iy
narrowing or evaluating phase, and its closing or reaching agreement phase. I hird,
a series of specific steps guide the process. For collabora‘tNC problem solving to
work, groups must engage on the same task at the same time.

* See Chapter Fifteen, “Scenarios: Catalysts for Civic Change,” for examples
of the use of scenarios in the public arena.

* See Peter Schwartz’s book, The Art of the Long View (1991), for a good intro-
duction to scenarios. Kees van der Heijden’s book, Scenarios: The Art of Strate-
gic Conversation (1996), although directed more to the private sector, provides
the most help on the subtleties of scenario development and describes
specific processes for various steps. Learning from the Future (1998), edited by
Liam Fahey and Robert M. Randall, offers valuable ideas about scenario
themes, story plots and the use of scenarios for developing testing visions
and strategies.

Six Steps for Collaborative Problem Solving

Michael Doyle and David Straus (1976) outlined six steps, each designeq to answer
a specific question, for organizing the work of collaborative problem solving.

Defining Problems

1. How do stakeholders perceive the problem? The problem definition pl.vflse- begins
with the perception of the problem. This first step surfaces apd legitimizes dif-
ferent perceptions of the problem and helps define its dimensions.

2. What is the real problem? This step specifically defines the problem.

3. Why is it a problem? The group analyzes the problem, bullding an understand-
Ing of its causes and consequences, This deeper understanding provides the basls

for developing solutions,

ciding What Needs to Be Done

New relationships, skills, and understanding prepare stakeholders for the real work
of’ collaboration: deciding what needs to be done. Inquiry and learning shift to
building agreements, T'he open-narrow-close framework provides guidance. Up
to this point, the process has been one of opening, Now the work turns to nar-
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lefining Solutions

4. What are possible solutions to the problem? The solution phase begins by gener- ':

ating alte_rnative ideas for solving the problem. Creativity rather than practicality
shapes this dynamic stage of the process.

- How should these alternatives be evaluated? Alternatives must be evaluated in order
to narrow the range of possible solutions. This analytic stage considers the desir-

ability and practicality of alternative solutions.

What is the solution? What will the group’s decision be? This step requires agree-

ment on both how the final decision will be made—the process—and what the
decision will be—the content.

* See Michael Doyle’s and David Straus’s How to Make Meetings Work (1976)
and Sam Kaner’s Facilitator’s Guide to Participatory Decision-Making (1996) for

further information on the concepts and tools used in collaborative
problem solving,

Isioning

(.)vcfr the past three decades, the concept of vision has dominated thinking about
sct-tl.ng direction. Heroic, charismatic leaders show the way by providing an in-
spiring vision. The leader persuades followers to align themselves in support of
tl.lc leader’s vision and motivates them to achieve it. Some circumstances—a cri-
sis, for example—may require this style of leadership. The complexity of public
concerns and the diversity of people affected by them demand a different style
In the public arena, citizens are more likely to respond to a vision they helpe(i
create than to the vision of a single leader. A shared vision leads to mutual under-
s‘landing and commitment. This does not mean, as some think, a diminished need
for leadership. Rather than a solitary, visionary leader painting a picture of what
needs to be done (the content), a few credible leaders provide inspiration and a
means (the process) for creating a shared vision. Collaborative leaders help stake-
holders set direction and inspire them to move in that direction.
Sie.veral recurring themes characterize the notion of a vision. A vision describes
a desirable future to be realized over a period of time. An effective vision invigo-
rafcs and inspires people to achieve it. A compelling vision aligns people in pur-
suit of it. A vision answers the questions of what will be done, why it should be
done, and how it will be done. It is not abstract. When in place, a vision provides
a context and rationale for decision making and criteria— values - 10 guide ac-
tion. Achieving a vision requires creativity, risk taking, and rxpc‘rimmllutioﬁ A
shared vision creates expectations when people can foel what would mvan' )
achieve it, A palpable tension pulls energy toward the vislon, Npecific nlraicgicn
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link current circumstances to a desirable future state, grounding the vision in the
realities of the current and future context.

When old ways of thinking and acting fail to match changing circumstances,
a shared vision can provide a revolutionary reconception of future possibilities.
By providing a broader context for action, a shared vision allows people to break
out of historic mind-sets. It shifts emphasis from the present to the future by redi-
recting energy toward positive, desirable outcomes rather than avoidance of nega-
tive, undesirable consequences.

Creating a Shared Vision

The best visioning processes integrate personal vision into shared vision by finding
common ground. The process is organic and emergent rather than logical and ratio-
nal. It taps both the heart and the mind of participants. As in other collaborative
processes, a visioning process moves from a generative phase—opening—to an eval-
uative phase—narrowing—to an alignment or agreement phase—closing. A success-
ful process generates alignment with the vision.

1. Define shared vision and its importance. Participants understand the definition of
a vision, its importance, and the process for creating a shared vision.

2. Identify personal visions. Have participants take a few minutes to define their per-
sonal vision. Ask them to create a compelling image of a desirable future relevant
to presenting issues and concerns that is personally meaningful and fuffilling and
serves the needs of society. Have them describe it in terms of what it would look
like and feel like, and how they would experience it. Ask them to define the val-
ues that inform and support their vision. Have them identify any personal con-
cerns or aspirations. Ask them to see their vision in the present as if it had been
achieved and to capture particular images of success. When they are finished, ask
them to circle key themes and images.

3. Expand and refine personal visions. Ask participants to share their personal visions
in dyads or triads. Have listeners look for aspects in common and for ideas that
support or enhance their own vision. Listeners can ask clarifying questions but
should not critique another’s vision. Have participants do two or three rounds of
sharing their personal vision and incorporating ideas from others at the end of
each round. On completion, have each participant identify three to five key
themes or images that are especially important to them.

4. Record elements of personal visions. Record essential elements of personal visions
on sticky notes. Be sure other participants understand the meaning of each ele-
ment. Put the sticky notes on a wall where all are visible.

5. Create a shared vision. Have the group put common themes or images together
with other simllar themas or images. Ask group members to describe the rationale
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for why particular themes and images go together. Have participants move th
sticky notes until all are satisfied with groupings. Ask the group to name the group- ‘:
ings. This label identifies the characteristics, dimensions, and values implicit in the{f
vision. Contradictions within groupings or between groupings should be recon- 4
ciled if necessary at this point. Check for missing elements that would help make
the vision clear and complete. Have participants draft a vision statement incorpo-§
rating these various aspects and check for alignment. ;

* See Peter Senge’s The Fifth Discipline(New York: Currency Doubleday, 1990) ;
and The Fifih Discipline Fieldbook (New York: Currency Doubleday, 1994),
along with Carl Moore, Gianni Longo, and Patsy Palmer, “Visioning”
(1999), for further information on and other approaches to visioning.

ategic Planning j
Strategic planning incorporates both collaborative problem solving and visioning
into a more comprehensive approach. It establishes a disciplined process for re-
sponding to a dynamically changing context. The process provides a means for §
creating a plan while concurrently building support for it. It defines strategic goals
and objectives, as well as specific actions necessary to achieve them. The plan it- 4
self becomes a means of communication and a structure for management and
control. The use of scenarios complements the work of strategic planning under
conditions of great uncertainty. A strategic plan provides a rationale for future ac- °
tions, sets priorities, and describes how work will be done.

Once a discipline reserved for experts, the practice of strategic planning has
cvolved into a collective endeavor. In the past, policy analysts would study an issue
and use their intelligence and education to develop optimal strategies or policies.
The increasing complexity of public issues and diversity of political perspectives,
coupled with growing distrust of government, undermined confidence in the work
of the “best and the brightest.” In an age of uncertainty, optimal strategies no
longer exist. Sound strategy requires a skillful strategy process capable of accom-
plishing adaptive work, not a cadre of experts. Sound strategies mobilize the assets
of a community or region and lead to synergistic combinations of programs and
services that produce results and enhance the health and sustainability of the area.
Figure 8.4 contrasts traditional and evolving approaches to strategic planning,

A skillful strategy process builds sound strategy by improving the match be-
tween the evolving needs of a community or region and the capacity to respond to
these needs. It informs and facilitates a strategic conversation among stakcholders
that leads to alignment and commitment. It uses a wide range of’ techniques and
tools to help stakeholders define the concerns or isues that nieed to be uddressed,
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FIGURE 8.4. APPROACHES TO STRATEGIC PLANNING.
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what stakeholders determine it to be

identify the challenges or barriers to action, analyze the contextual ?nv;ronn;:;::,
describe current reality, envision a desirable future, and develop strategies lor ac
ing this future. Figure 8.5 describes this framework.

Facilitating a Skillful Strategy Process

Define the strategic questions to be addressed. A skillful strategy process responds

to particular needs. identifying these needs and defining the fqutestior:s :::::\ :‘ene:

determines the focus of strategic :
to be answered about these concerns i - .
(())pen-ended questions like those described in * Understa.ndmg How Citizens Think
About Public Issues” in Chapter Six can help inform this work.

Describe the current and future context. Understanding the context helps ground

strategy development. This includes understanding the challeng|es andnbaai:\r:‘eer: ::
i i ing i identifying the relevant structural unce
dealing with presenting issues, iden . el 55
i ity or region, and analyzing the cu
fecting the future of the community . ; ‘ i
i i i or region will have to exist.
sible future contexts in which the community vist The foo
i ibed in “ ing the Context for Collaboration™ in P
and techniques described in Analyzing . ' _
ter Six alogg with SWOT analysis and scenarios, can he|p|> inform thlft\i/::rakr.‘d .
b ity: . Skillful strategies help communi -
Describe current reality: where we are niti e
‘ be. A description of cur
i they are to where they want to
gions move from where e e iy or
ity i the current capacity 0
rent reality includes an assessment of rrent )
region toymeet critical needs and an analysis of its capaat){ for change. SWOT
analysis can be particularly helpful in describing currentfreacl;tyi“Ed ure defines
isi i : t to be. A vision of a des
Envision the desired future: where we wan e L
- t. A skillful strategy process ensures
the target for strategy developmen i e
i is, it wi i i e of plausible future envir .
sion is robust, that is, it will be viable in a rang |
The visioning technique defined in this chapter can be used to develop| :t;: vision
SWOT analysls and scenarios can be used to test the viability of the vision.

5. Define strategles: how we get there. Strategles define what a community or re-

glon should do in order to achleve the desired future state. Strategy development
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may include understanding what is known about how this can be accom lished
and defining the assets of the community or region relevant to the vision pSound
strategies describe a synergistic combination of policies, programs, and ;ewices
that ca.n achieve this future. They define the capacities the commu;lity or region
needs in order to implement these strategies, as well as the actions necessag/ to

build these capacities. SWOT analysi i
u : lysis and scenarios can be used to te ia-
bility of proposed strategies. e

* See Kees van der Heijden’s Scenarios: The Art of Strategic Conversation (1996) for
further information on evolving approaches to strategic planning,

* See John Kretzmann and John McKnight’s Building Communities from the Inside
Qut: A Path Toward Finding and Mobilizing a Community’s Assets (1993) for further
information on identifying and mobilizing community assets.

rom Recommendations to Action

Whﬂc a collaborat.ive process builds agreement among participating stakeholders
1ts‘ larger purpose is to build agreement in the community or region. The makeup;
of the stakeholder group and the quality of its work provide the credibility to move

rccc.)mmen.datlons to action. By working together in skillful ways, communities and
regions build the capacity for moving to action.

FIGURE 8.5. STRATEGIC PLANNING FRAMEWORK.
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CHAPTER NINE

MOVING TO ACTION

Citizens must ultimately judge civic leadership strategies by the results they
produce. In leadership theorist James MacGregor Burns’s words, “Power
and leadership are measured by the degree of production of intended effects”
(Burns, 1978, p. 22). Successful civic leaders choose strategies most likely to lead
to results. If old ways fail, they invent new means for achieving results. Collabo-
ration itself emerged as a leadership strategy in the public arena when more
traditional strategies could no longer produce intended results.

Similarly, the success of a collaborative effort depends on the capacity of
stakeholders to convert their agreements into meaningful results in the commu-
nity. Stakeholders must cope with a number of challenges in order to move rec-
ommendations to action. Their conclusions will inevitably be misunderstood or
misinterpreted. Agreements reached through trust, constructive engagement, and
mutual learning may not translate into hierarchical organizations managed by
command and control. Parochial politics may undermine collaborative action.

The process of collaboration itself creates the assets for overcoming these chal-
lenges. Well-conceived and well-executed initiatives create a constituency for change
with carefully considered recommendations and well-informed rationale. Reaching
out to the community builds a broader constituency, thus extending and strengthen-
ing this work. This expanded influence helps hold formal decision-making bodies,
public agencies, and implementing organizations accountable for moving to action,
Figure 9.1 highlights the "Moving to Action” phase of the collthorative process,
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FIGURE 9.1. A GUIDE TO THE PRACTICES
OF SUCCESSFUL COLLABORATION.
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The recommendations of stakeholders must be legitimized and accepted by
the community, decision makers, and implementing groups before the actual work
of implementation begins. Once this occurs, stakeholders and implementing
groups can develop action plans that clearly define roles and responsibilities and
establish appropriate structures to manage the work.

Reaching Out

Consciously planned efforts to build a broader constituency and engage with de-
cision makers and implementing organizations help stakeholders move recom-
mendations to action. Stakeholders help mitigate divisions in the community or
region by educating and engaging others while expanding their own influence. In-
forming decision makers and implementing organizations about the progress of
collaborative work prevents future surprises. The success of future negotiations
with these bodies depends on the efforts to keep them informed.

Building a Broader Constituency

The broader community needs to understand the work of the stakeholder group,
its thinking process, and the rationale for its conclusions. Reaching out to the com-
munity or region begins early and recurs regularly. It uses a variety of media to
inform, educate, and work with others in order to gain their support. Consistent
with the idea of collaboration, engagements with the broader community use sim-
ilar processes for working together. Stakeholders reach out to diverse interests to
communicate the importance of collaboration. Public forums do more than share
information or gauge public support. Citizens have real opportunities to help shape
stakeholder recommendations.

The various stages of a collaborative effort provide logical points for reach-
ing out. At the start, letting others know about the process, its purpose, who par-
ticipates, and how the effort fits with other public decision-making processes helps
alleviate suspicion. This clarifies the role citizens can play and informs them about
future opportunities to participate. Early efforts to reach out provide an oppor-
tunity to expand the stakeholder group if others want to participate. As a collah-
orative effort progresses, stakeholders can provide citizens with summaries of work
in progress and a rationale for their work and engage others in improving it.

The steering committee and the stakeholders manage outreach to the com-
munity ax i specific track of u collaborative process. They carefully design each
effort to achleve specific objectives, Several consideration guide this design work:
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* What are the desired results or outcomes?

* What do people need to know at the current stage of the effort?
* How will this information be communicated?

*  Who will communicate this information?

*  What processes will be used to engage others in useful ways?

As in stakeholder meetings, skillful facilitation helps make these events effective. ”
If public meetings do not work, citizens will not support the effort. Process experts 1
can facilitate the engagement, but stakeholders must provide leadership and speak ]
for their work. Citizens get a firsthand account of the experience of collaboration §

and learn about the results from the people who did the work.

Public forums offer one way of reaching out. Other media complement face-
to-face meetings and reach a broader audience. Stakeholders have used radio call-
in shows, live television presentations, extended newspaper coverage, special inserts
in newspapers, and messages included in utility bills to communicate their work.

Facilitating a Public Forum
One example of a public forum looks like this:

1. Review the history and purpose of the collaborative effort. Citizens need to know the
purpose of the initiative, why a collaborative strategy is needed, and how the ef-
fort fits with other public decision-making processes.

2. Review the concept of collaboration. Citizens need to understand the premise and
principles of successful collaboration.

3. Review and clarify roles and responsibilities. A clear description of the roles and re-
sponsibilities of stakeholders, decision makers, and implementing organizations
helps citizens understand how they can engage in the effort.

4. Identify participating stakeholders. Citizens need to see the stakeholder group as
a microcosm of the community, not as a narrow interest group. The credibility of
the stakeholder group enhances the credibility of the effort.

5. Review the status of the stakeholder process. Let participants know what work has
been accomplished and what remains to be done.

6. Present an overview of work accomplished and clarify for understanding. This may in-
clude educational information, problem definitions, visions, solutions, or strate-
gies. Describe the considerations supporting this work and the rationale for any
conclusions.

7. Engage citizens. Ask participants to assess the work In progress. Have them iden-
tify strong points, and elicit ideas from them for Improving or enhancing the work,

8. Review next steps. |dentify future opportunities for engagement.

T —
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Engaging with Decision Makers and Implementing Organizations

By building a broader constituency, stakeholders demonstrate broad-based support
for their work. This augments the capacity of the stakeholder group to influence
decision makers and implementing organizations to act on its recommendations.

When recommendations require legislative action, stakeholders work closely
with elected officials and public agencies. The nature of this engagement ranges
from acquiescence to working partnerships to challenging negotiations. In any cir-
cumstance, stakeholders need to recognize that their collective influence can be
formidable and compelling even without formal authority. Power does not re-
side solely in the hands of decision makers. Although the active support of elected
leaders enhances the possibilities of collaboration, stakeholders do not need the
permission of elected leaders to do their work.

Effective links between citizen-driven efforts and elected leaders help ensure
the success of these initiatives and can take different forms. Sometimes elected
leaders participate directly as stakeholders. At other times, they help identify
and select the stakeholders. Some examples of collaboration move forward with-
out the support of elected leaders. Citizens provide leadership when elected lead-
ers either cannot or will not take the initiative.

Collaborative processes can provide the conceptual framework for coherent
public policy. This helps elected leaders understand what needs to be done in a
deeper way and provides a comprehensive basis for action. Sometimes elected lead-
ers use the credibility of collaborative stakeholder groups to provide the cover they
need to take politically risky actions. At other times, stakeholders use their collec-
tive influence to hold elected leaders and formal organizations accountable for ac-
tion on their recommendations. Stakeholders become, in John Gardner’s words,
“a constituency for the whole” (Gardner, 1990, p. 109) that can speak credibly for
the larger community, not just another interest group.

In many cases, civic action does not depend on legislative approval. Instead,
working together leads to new partnerships between existing organizations or the
creation of new entities to move recommendations to action. As with relationships
with elected leaders, the links between stakeholders and potential implementing
organizations take different forms. Where possible, members of these organiza-
tions participate as stakeholders in the collaborative process. They provide a com-
munication link to their organizations but are not solely responsible for gaining its
support. The stakcholder group as a collective body provides the most impor-
tant link with implementing organizations.

Just as in reaching out o the community or region, communicating with de-
cision makers and implementing organizations begins early and recurs regularly.
Information about the status of the effort, including what the stukeholder group



credibility of the initiative. Feedback from these groups helps stakeholders un
derstand potential legislative or organizational constraints, allowing them to for
mulate better recommendations. The steering committee manages these effort

using stakeholders to convey the value and credibility of the work to other influ- §

ential parties.

Managing Action

Developing Action Plans

Successful collaboration produces tangible results that leads to real progress on

public issues while changing the way communities do business. Careful and con- I
scious effort turns recommendations into agreements and agreements into action ]
plans, structures, and organizing frameworks to facilitate the transition from vi- ;
sion to action. Most agreements reached through collaboration require coordi-
nation of cross-boundary activities, sharing of management responsibilities, finding |
and mobilizing resources, and mutual accountability. Sometimes complex agree- |

ments lead to subsequent smaller-scale collaborative initiatives to refine action
plans. Stakeholders need to define action steps, clarify roles and responsibilities,
and put structures in place to oversee and evaluate implementation.

Action plans specify what work needs to be done, who will do it, and when it will
be done. A stakeholder group will often designate a special task group to do this
planning work. The stakeholder group oversees the work in order to maintain the
integrity of their work and ensure that all parties understand its intent. The task
group may need to include new people from implementing organizations that were
not part of the stakeholder group.

An effective action plan consists of several elements. First, specific action steps
relate directly to achieving the desired results. The steps themselves are clear
and unambiguous, and each party understands their intent and meaning. Second,
action steps define the roles and responsibilities of each participant or organiza-
tion. Everyone knows what each party is expected to do. Sometimes a type of “job
description” formalizes these arrangements. Third, a schedule or time line de-
scribes the sequence of events. Fourth, resource needs are specified and budgets
or other control mechanisms established. Securing resources becomes part of the
action plan. Fifth, accountability standards fhollitate mananging and evaluating
the work of implementation. Finally, action plans need to be communicated to the
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stakeholder group and to all parties responsible for implementation for review and
approval.

Organizing and Managing Implementation

With action plans defined, many collaborative initiatives establish a separate struce
ture to manage and provide oversight for implementation. Sometimes a new co-
ordinating group or interagency committee performs this function. Some of the
original stakeholders provide continuity and guidance working closely with mems-
bers of implementing organizations. In other circumnstances, stakeholders desig=
nate a lead agency or organization to coordinate activities or establish a new entity
to do the work.

This managing structure helps turn action plans into real work. Its tasks in-
clude helping implementing organizations change internal systems to meet new
demands, building new partnerships among existing organizations, establishing
new organizations to meet new or unmet needs, or organizing further collaboras
tive efforts to define what remains to be done. Analyzing existing arrangements
and mapping the relationships between its parts help specify these needs.

Realizing the Promise of Collaboration

Collaboration helps communities and regions negotiate real differences in values
and priorities. Moving to action converts these agreements into real change. Civic
leaders choose to collaborate because it produces tangible results and teaches &
more productive way of addressing public concerns. By working together, citizens
develop a different kind of civic culture that builds social capital and enhances the
civic community.
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