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Introduction





We are living in the most challenging interdependent times in human history, which is also one of the most promising. Products are designed in one part of the world, using resources made in another, while they are manufactured in a different continent altogether. Global shipping brings these goods to everyone’s doorstep. People living in the most isolated part of the planet produce and interact with others across oceans and continents. Even young companies, run by small teams, forge international collaborations to bring products to market that can change and disrupt current business models on a significant scale.


Today, companies, non-profits and public agencies work together across all elements of their supply and value chains to bring products and services consistently to market. They collaborate through partnerships and alliances on every level: from creating the next new technical device to working on environmental issues.


Clearly the age of global interdependence socially, economically and environmentally is indeed here, and the opportunity it brings will profoundly change the way companies and organizations do their work. Because of today’s global complexity, we can no longer expect to form successful organizations on the backs of individuals alone but also on group collaboration. Individual leadership alone will not get us there. We must learn to grow our collaborative leadership capability, while applying ourselves individually to contribute to its emergence. It is only then through group collaboration, that we can be successful in developing organizational partnerships and alliances to meet the challenges and opportunities of today.


Surely, by their sheer size and ability to mobilize, corporations are at the center of realizing the true potential of global partnership collaboration. Out of the largest world economies, many companies overtake entire countries when comparing Gross Domestic Product figures to corporate revenues. According to the 2014 Fortune 500 list, Wal-Mart is the world’s largest public company employing 2 million people and generating top-line revenues of US$479 billion. This makes Wal-Mart about the 30th largest “economy” on the planet, ahead of whole countries like Venezuela and the Philippines, whose populations are 30 to 100 times greater than Wal-Mart’s employee base. Companies like Wal-Mart employ people across the globe, transferring physical and economic value seamlessly, a capability that no nation state can match. They do this by organizing and coordinating a network of activities that bring products and services to market.


Partnerships and alliances are a key component of these supply and value chains. From product design to the sourcing of raw materials, and across channel relationships, partnerships and alliances are interwoven throughout all supply and demand elements of corporate value creation. That is one piece of the potential of collaboration: the efficient and effective management of supply and value chains that leverage the interconnected nature of world markets. The other important element is the ability to address the social and environmental challenges faced on a worldwide basis by interweaving the way they create value through a network of partnerships.


A case in point is Unilever, a large global consumer products firm which operates in over 190 countries and sells to more than 2 billion people globally. In 2009, the company launched The Compass business plan, and in 2012, the Unilever Sustainable Living Plan. By completely reshaping Unilever’s supply chain through strategic partnerships, these ambitious directives are meant to decouple Unilever’s future growth from any negative environmental and social impact. Since the project’s inception, Unilever has launched several multi-year strategic alliances with companies, non-governmental organizations (NGOs), small- and medium-size enterprises and R&D experts and academics. In 2010, for example, Unilever signed a multi-year partnership with Jacobs Engineering Group Inc., an international technical professional services firm, to reduce its carbon, water and waste footprint across manufacturing sites. By the end of 2014, over 50% of Unilever’s factories were part of their World Class Manufacturing program (Unilever, 2013, p. 20). By 2015, because of a unique value chain partnership with the NGO Rainforest Alliance, Unilever will source all tea for its Lipton and PG Tips products from certified growers and by 2020, 100% of tea will be sustainably sourced. These goals will also be applied to other natural resources used in Unilever products across their supply chain. In addition, Unilever has partnered with competitors such as Nestle, Danone, and The Coca-Cola Company to form a plant-based bioplastics alliance to look for alternatives to petroleum-based packaging. These strategic collaborations make Unilever’s supply chain more sustainable and, as a result, more resilient to the uncertainties and ambiguities of a complex and interconnected global economy.


Unilever is just one example of a growing trend in making strategic collaboration the key competency for sustained competitive advantage. In 1980, only 2% of corporate value worldwide was tied into some kind of collaborative venture. Today, as much as 25% of corporate revenues and value are tied to alliances. This amounts to trillions of dollars that depends on business collaboration. Additionally, the total number of alliances that started over the last decade continues to grow significantly. International alliances in emerging markets in the form of joint ventures grew from US$5.2 billion in 2000 to US$12.1 billion in 2012, doubling even after the recession of 2009, mirroring Foreign Direct Investment (FDI) growth trends that continue to expand (Yuk, 2012). From international go-to-market partnerships to R&D alliances that reduce costs to operational collaborations that combine back-office processes, today’s companies are partnering more deeply and broadly across all parts of their supply and value chains. They do so to access new markets, reduce costs and become more nimble, competitive and innovative, thus increasing their resilience as they face the complexities of the international marketplace.


Nike, headquartered in Beaverton, Oregon, is the largest producer of athletic footwear and athletic gear worldwide. Yet Nike does not manufacture a single shoe or athletic shirt. Rather, they produce with strategic suppliers in China, Indonesia, Vietnam and the Philippines to reduce costs and maintain flexibility. Boeing, the world’s largest aircraft company, manufactures its planes by purchasing 95% of its parts through a network of partner suppliers (Elmuti & Kathawala, 2001, p. 205). Apple and IBM are now partnering to integrate their capabilities for shared customers. For Apple, a partnership with IBM opens an opportunity to enter the corporate market to sustain growth. For IBM, leveraging business software expertise and big-data applications with a product like the iPad makes its products and services more accessible and easier to use. In the biotechnology and pharmaceutical industries, biotech-pharma alliances have grown since the early 1990s as smaller firms with competencies in scientific research partner with larger firms who have strength in drug development. In 2011 alone, strategic alliances amounting to nearly US$2 billion were launched between Samsung and Quintiles, Merck & Co. and Hanwha Chemical (South Korea), to name a few (IMAP, 2012, p. 8). All over the globe, firms operating in a variety of industries are establishing partnerships and alliances to bring products and services to market more efficiently and sustainably, developing opportunities and capabilities that generate more value than any company could accrue alone.


The opportunities to form collaborative alliances are not lost to not-for-profit organizations. NGOs and public entities turn to partnerships and alliances as a strategic tool to grow and lower costs. Many non-profits have combined back-office processes and others conducted joint programing activities. Ten years ago, Big Brothers Big Sisters of America and Boys & Girls Clubs of America began a joint programing alliance that continues to operate today. At a local level, they work together with schools, community organizations and businesses. Promoting local partnerships between mentor charities and clubs seems to make particular sense. NGOs are no different. Many of them create long-term strategic relationships with private-sector companies that advance their causes and support companies to build better business practices.


However, it is abundantly clear that delivering on the promise of collaborative partnerships is challenging. Studies from the Association of Strategic Alliance Professionals (ASAP) dating as far back as 2000 have consistently pointed to a real gap between the potential of these alliances and their actual success rate. According to ASAP, even in this recent 15 year period of growth, 50% to 60% of alliances fail, and 50% of those that survive do not meet expectations. This means that only one in four alliances are successful, a poor result for such a critical business strategy. These failures are costing global companies not only billions of dollars in wasted resources, effort and revenue, but also lost opportunities to grow and excel.


Much of the literature points to the underlying relationship dynamics as the main cause of alliance failure. ASAP proposes that alliance culture is the next major stumbling block after good alliance design and tools are put in place (De Man, Duysters, Krijnen, & Luvison, 2012, p. 9). According to alliances academic Ard Pieter De Man, professor at VU University Amsterdam, failure to resolve the trust and control dilemma is another major reason for such high failure rates and one of the key challenges in developing partnerships (De Man, 2014, pp. 1–20). Additionally, experts agree that building a collaboration mind-set and establishing collaboration behaviors is the solution. They also cite the importance of investing time to build relationships with internal stakeholders and partners (Hughes & Weiss, 2007, p. 7). It is clear that to increase success rates, the intersubjective capacities of individuals and groups to create a culture of collaboration, as well as the application of effective alliance processes, practices and tools need to be in place (Vanpoucke & Vereecke, 2009, pp. 20-21).


The focus of Enabling Collaboration is to describe a new framework and provide a methodology, a map, practices and tools in order to achieve a successful rate of partnerships and alliances. It is as much a question of learning to collaborate internally within a company, as it is about collaborating with other companies, nationally as well as internationally. The methodology presented can be applied to all kinds of groups. From building cross cultural, interorganizational or multi-disciplinary strategic alliances to working with internal teams and members of the board, the methodology enables group collaboration to be developed. The goal is improved Collaborative Advantage, a skill and capability needed to succeed and remain relevant in today’s economy.


The framework is centered on a methodology for coaching and facilitating group operability, as well as a business process for building strategic alliances and partnerships. As such, it draws from years of research on groups from social and group theorists (Beck, 1996; Graves, 2005; Isaacs, 1999; Lewin, 1948; Maturana, 1996; Moreno, 2008; Pichon-Rivière, 1985; Senge, 1990; Wilber, 2000). At the same time, the work incorporates thinking on business strategy, theory and practice in strategic alliances as well as in the fields of systems thinking, communications theory, collaborative economics, and organizational development (De Man, 2013; Griffin, 2003; Lewis, 1990; Littlejohn & Foss, 2011; Schein, 1999; Schelling, 1980; von Bertalanffy, 1968).


Of particular importance to the methodology is Enrique Pichon-Rivière, a world-renowned Argentine psychoanalyst and social and group theorist recognized in Europe and Latin America for his applied research in operative group processes. Enabling Collaboration introduces Pichon-Rivière’s methodology on “small groups” to strategic alliances and partnerships. His applied theoretical framework uses tools that map the intersubjective journey of groups and provides methods and approaches that support group cohesion and collaboration.


Working together productively, small groups discover shared goals and opportunities through communication and cooperation. This enables the group to become operative, promoting learning through productive engagement. Pichon-Rivière’s approach provides important insights which help to address the subjective challenges of trust and culture that lead to alliances’ success. The Operative Partnership Methodology presented in Section Two provides a rich foundation for supporting groups to collaborate effectively, thus producing successful partnerships that lead toward successful outcomes. While this book is centered on the topic of alliances and partnership, it is also an applied methodology for enabling Collaborative Leadership; that is, the capacity of groups to productively work together.


The thinking behind the framework is simple: successful partnerships and alliances are possible if the human dynamics of relationships—clear communication, group cohesion, complementarity of ideas, intentions, emotions and goals—are given the same importance as the financial models, marketing and PR strategies, operating contracts, governance processes, and negotiations: elements that are at times considered more important in business practice.


Collaborative Leadership, a posteriori to any sustainable alliance, conceives group leadership irrespective of individual leadership capabilities. It is a phenomenon that comes from the moment-by-moment reflective inquiry at the group level. It emerges with the support of the Partnership Coach who employs the Operative Partnership Methodology described later in Section Two.


The Operative Partnership Methodology coincides with the 5-Territories of Alliance Development presented in Section Three. This is an alliances business process that employs tools and facilitative interventions to produce the best possible partnership. The territories are:


Territory One: Align & Prepare aligning the alliance strategy to the corporate development plan and preparing the organization with the right tools, and teams for developing strategic relationships.


Territory Two: Invite & Commit the process, tools and activities by which a company invites another company to form a partnership and from which they commit to developing an alliance.


Territory Three: Create & Consolidate the work by which the group creates the roadmap of the alliance and consolidates the key structural elements into an Alliances Term Sheet.


Territory Four: Negotiate & Launch involves the negotiation of key contractual elements into a workable contract and the launching of the alliance in the marketplace.


Territory Five: Sustain & Deepen the continued work of the group to sustain the alliance and partnership after launch and the activities to deepen the business relationship in new potential areas of collaboration.


This framework incorporates over 15 years of developing alliances and partnerships in the field and integrates the work of strategic alliances academics, such as Ard-Pieter De Man (2013) and Jordan D. Lewis (1999), among other thinkers in the fields of negotiations, strategy and business practice. Integrating the understanding of such diverse sources provides valuable insights into creating successful group and organizational collaboration that can be applied across industries, organizations and cultures. Together, they form a framework that can be applied simultaneously as practice for Collaborative Leadership and as a process for developing organizational alliances of all forms and types.


The Operative Partnership Methodology and the 5-Territories of Alliance Development are built upon five key concepts.


1. Group Collaborative Leadership is foundational for any collective activity to be successful, an alliance or any endeavor that requires a group of people working together toward complementary or supplementary objectives. Focusing on groups, this is leadership beyond the individual but not instead of the individual. Individuality remains important to group collaboration by the contribution made to its emergence.


2. Collaborative Leadership and the capacity and capability to move into co-creationship are fundamentally an emotional group process of relatedness, belonging and mutuality. It occurs and emerges only at the group level and can be practiced only by groups when they come together to work. It cannot be practiced at the individual level.


3. Collaboration in alliances and partnerships can and will move beyond problem solving into a collective orientation to co-create a desired future.


4. The journey toward group collaboration goes beyond learning into the experience of actually doing.


5. It is essential to have an objective third-party Partnership Coach working as an internal resource or an external support to build perspective by illuminating collective blind spots and navigating the inherent challenges when groups come together to work.


The goal of Enabling Collaboration is to help bring Collaborative Leadership capability to corporations and organizations providing groups and teams a way to perform better together in their partnerships and alliances, so that today’s complexity can become tomorrow’s shared coherent productivity. Enabling Collaboration provides a practical approach to address productively the challenges that occur when individuals meet together to form alliances and partnerships. The methodology is founded on applicable theories and practices that support groups as they traverse the challenges of collaboration. The method articulates a process that can be followed, business practices that support success, specific tools to use and a clear understanding of the professional roles and skills needed.






Section One


The Collaborative
Enterprise








The Collaborative Enterprise is an organization that consistently demonstrates the collective capabilities to collaborate internally as individuals and as groups and teams. It recognizes and works coherently and productively with all its shareholders and stakeholders. It engages with its community, within and outside their industry as part of an ecosystem of inputs, outputs, suppliers, customers, vendors and partners. It does so to face, in a productive and meaningful way, the complexities of the modern international, interconnected and interdependent marketplace.


Most certainly, there are companies that operate at higher levels of collaboration than others. Some are on the path to system-wide collaboration and others may be less operative but, nonetheless, are on the same journey. All companies operate with some level of collaboration and great majority of today’s executives view collaboration as a key strategic capability. In a PricewaterhouseCoopers’ annual Global CEO Survey from 2009, 75% of respondents rated partnerships as ‘important’ or critical’ to their business. In a 2012 study by IBM, Leading through Connections, 63% of CEOs noted a collaborative environment as a key focus for their firms. Collaboration in all its forms, either internally between organizational teams or through strategic alliances and partnerships is the capability that leaders believe will drive corporate success in this new era. However, there is no clear understanding of what it really is to be a Collaborative Enterprise and even less of an understanding on how to become more collaborative.


The Collaborative Enterprise is more than a Learning Organization. Through group relating, it can metabolize learning effectively to catalyze group operability into productive action. This kind of enterprise practices the disciplines of the Learning Organization, originally coined by Peter Senge (1990) in his book The Fifth Discipline. He described five disciplines that together help companies to learn and respond to competition and the wider business environment. The first two include Systems Thinking, which considers wholes and interrelationships rather than static snapshots (1990, p. 68), and Personal Mastery, which refers to personal growth and learning (Ibid., p. 141). The third and fourth disciplines include Mental Models, the images, assumptions and stories that individuals carry about the world and which determine how they make sense of it and take action (Ibid, pp. 174–75). Shared Vision involves the articulation of a common potential that unites organizations toward excellence and includes the personal visions of individuals. The final discipline, Team Learning, involves a commonality of purpose, a shared vision and an understanding of the way each individual complements another’s efforts (Ibid, p. 234).


The Collaborative Enterprise takes Team Learning into the next stage of organizational excellence by channeling the capabilities and capacities of Small Groups, which are the unit of collaborative productivity. Small Groups as defined by Pichon-Rivière are made up of people who meet in a temporal space and, through their internalized models of each other, operate together as a unit. In this sense, Small Groups learn to manage the explicit activities they engage in while, facing the implicit relational-emotional obstacles they experience. Small Groups of 3 to 20 people are either a team or a collective group of people that come together to perform a task and then disperse. In this case, they can include intact teams working jointly, e.g. marketing and finance groups collaborating or one company looking to develop a strategic partnership and alliance with another.


Consequently, based on Pichon-Rivière’s (1985) model of group operability, learning is not only based on exploring fixed assumptions and shared mental models (Senge, Ibid), which certainly contribute to operability, but also includes the group’s journey toward relationship. Group learning incorporates the psycho-social and emotional needs of the group, including the different roles the group members take on as they become a productive operating unit.


The Collaborative Enterprise operates from a conception that is quite different from that of the atomized company, a company that is only interested in its own growth. Unlike the atomized companies that are slowed and politicized by the complaints of marketing not working well with finance, finance having difficulty with operations and so on, for the Collaborative Enterprise there are practices and processes employed to support teams and groups to work together effectively, consistently and productively. Here, a culture of collaboration is in place. It can be associated with the entire organization or it can be treated as a subsystem, such as an alliance development unit that functions to extend inter-organizational alliances across an industry (Kozuch, 2009, p. 21) to advance collaboration and improve competitiveness.


Whatever the case, the Collaborative Enterprise is not meant to become a panacea of the perfect work environment, but rather a place where the difficulties of group relating are leveraged. In this respect, conflict between people and groups exists, yet it is used in a productive way to help groups work through the challenges of learning and decision taking.


It is common knowledge that meetings at the highest levels of global firms can be rife with politics. People are afraid of saying something that is not perfectly articulated and scientifically accurate, stifling innovation, creativity and capability to learn and address the realities of global complexity. However, for the Collaborative Enterprise, the politics may not go away fully, but the team’s capabilities to deal with the difficulties are enhanced. A Collaborative Enterprise does not have to be a major Fortune 100 company or a global networked firm. It could be a local restaurant in which there exists a high level of collaboration and cohesion where people work together productively. All the staff members earn a good living wage, help each other through productive disagreement, challenging and jointly creating to produce an optimal experience for clients. Customers with special dietary needs are given options, and suppliers deliver freshness and quality. Thus, the restaurant functions as a successful and coherent enterprise of relatedness and collaboration. In doing so, the Collaborative Enterprise creates an internal capability unique to itself. Collaborative Advantage is built upon the expanding capacity to partner internally as well as externally with other firms (Kozuch, 2009, p.23–26).


Expanding Circles of influence and Circles of Concern



The concepts of Circles of Influence and Circles of Concern originated from the work of Steven Covey (1993). In First things First, Covey distinguished between Circles of Influence—places where individuals can make a difference— and Circles of Concern—areas of interest where an individual’s subjective thoughts and worries lie (such as work, children, marriage and other areas of life). Covey determined that, for individuals to be highly effective, they should focus efforts where their Circles of Influence and Circles of Concern converge. These same concepts can be extrapolated to the Collaborative Enterprise. Greater collaboration can occur across a company’s supply and value chains where there exists expanded convergence of Circles of Concern and Circles of Influence. For a company, Circles of Concern relate to the collective thoughts and areas of interests that guide corporate commitments and promises. These are expressed through a company’s vision, core values, ideology and purpose related to employees, customers, clients, suppliers and others. Circles of Influence, stemming from Circles of Concern, are where resources and activities are placed (Figure 1).


[image: Image]


Figure 1 - Expanding Circles of Concern and Circles of Influence


Take, for instance, a company that produces men’s shaving products in the metropolitan area of New York. The company operates its business in a specific geographic market. It employs a handful of staff to sell the product through a few high-end boutique stores. Here the company’s area of concern could be simply to maintain a high-end market segment that only caters to the local market. The concern is for its localized customers, employees and the manufacturer that produces its products. However, should the company want to expand its circle of concern and engage in different activities, such as marketing its product as environmentally and animal-friendly or perhaps becoming interested in workers’ rights, it must then shift its circle of influence to work with other vendors, who are perhaps so specialized that they become strategic partners. For instance, to build its brand and because it believes strongly in animal rights, the company may invest a percentage of its profits in the preservation of a particular species or decide not to produce any products tested on animals. It may also partner with nonprofit companies, expanding its circle of influence as a result of its circle of concern.


As the Circles of Influence and Concern expand, the Collaborative Enterprise begins to function from a new perspective, which can improve its ability to react to market changes and oftentimes respond to market opportunities. It sets in place perpetually interlocking feedback loops of relatedness within all its Circles of Influence (customer service, sales, marketing, etc.) that weave a tightly knit canvas of optimal learning and practice with outside customers, suppliers, strategic collaborators, partners, government and nonprofit social groups across all areas of its business.


Collaborative Leadership


The Collaborative Enterprise thrives from a particular capability to tap into the potential of groups to partner and create opportunities and address challenges together. Through internal firm activities, as well as by collaborating productively with other companies across the supply and value chains as interdependent actors of a system, the Collaborative Enterprise becomes more resilient and successful. Regardless of whether the partnering occurs between the marketing and finance teams within a company or on a global scale between Nissan and Renault, the foundations are the same. They involve groups working together based on shared context, interests and affiliations where learning and co-creation is enabled. The only real difference is size and scope, but the essence is the same: Collaborative Leadership.


Partnerships and Alliances Framework


Through enabling Collaborative Leadership, the Collaborative Enterprise builds partnerships and alliances that extend into the outer rings (Figure 1). The Partnership and Alliances Framework is made up of two interdependent elements, the relational and the structural, embedded in a shared context applied to help companies develop their business collaboration (Figure 2). In this context the term Partnership refers to the human dynamics of connecting in order to create a functional and operative business relationship. The term Alliance refers to the objective components of the business structure that is eventually created through collaboration as a result of the operative relationships established.
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Figure 2 - Partnerships and Alliances Framework


The Partnership Coach supports the groups by facilitating conversations, creating the atmosphere of success, supporting decision-making and promoting shared learning (pp. 29–32). He does this by employing the Operative Partnership Methodology and using the 5-Territories of Alliance Development described in sections two and three respectively.






Section Two


Operative
Partnership
Methodology









Chapter 1


Collaborative
Leadership through
Group Coaching





People that choose to partner, either within their own company or in a corporate alliance made up of different teams, operate in particular industries and cultures and do things in particular ways. Through the alliance development process, individuals from each company join to become one united group. It is the group leadership practices and how the groups come together—including the ways they communicate, cooperate and traverse challenges—that determine how successful they are in creating an alliance. Partnership development is all about group leadership. Yet group leadership is often left out of the focus of mainstream leadership literature and business practice.


The literature about leadership is heavily weighted toward the importance of the individual in the corporate world, as well as in government and non-profits. At the time of writing, only one of Amazon’s top ten leadership books focuses on teams, still with the individual leader of a team being the unit of focus. In partnerships, alliances and other team collaborations, the group is the true leader, but there is not much written on group leadership as a dynamic of study in and of itself. In much of the literature, group leadership is seen as a result of individual leadership, and not as a separate creation. Additionally, many of these books go directly from individuals to an organizational perspective, skipping groups altogether. The idea that an organization can truly grow and consistently meet the challenges of the modern economic system if groups are completely left out of the equation seems incongruous.


Successful group leadership emerges from something altogether different and not simply as the result of individual leadership driving group success. Understanding the difference between group leadership vs. individual leadership is a critical component of successful alliance building and collaboration.


The Leadership Summation Fallacy


The Leadership Summation Fallacy results from the false idea that adding up driven, perfect, conscious individual leaders results in strong collective leadership. It assumes that when individuals work on their own leadership and come together with others, they will all work effectively as a group. The business metaphor “a team is only as strong as its weakest link” underlines the Summation Fallacy suggesting that all links are somehow added together in some linear fashion.


Additionally, there are “dream teams” made up of strong leaders that ultimately fail despite expectations that they would succeed. Major corporations formed by the “best and brightest” of business school graduates, such as Enron, WorldCom and Tyco, ended in disaster. Enron and WorldCom went into bankruptcy due to accounting fraud and pervasive corruption, and Tyco due to outright theft, all occurring at the highest levels of management. Although individuals do come together regularly in “group configurations”, that does not mean they are truly operative. How they function together, their capacity to communicate, dialogue, and discuss important issues directly and authentically as a group is critical. At the individual level, alliances and partnership leaders do have to work on themselves, through leadership coaching and other means. Yet the individual leadership development necessary for successful alliances and business collaboration is in itself insufficient for partnership development.


As an individual subject, a person enters a group with a system of unconscious interpretations, fears, fixed ideas and relational qualities that interact and interrelate with other subjects. The chemistry of this interrelationship only becomes apparent when people begin to work together. Then, the individuals begin to discover their relationship challenges within the group and have to work through them. Partnership development requires Collaborative Leadership for success to happen and not individual leadership to be operative.


This approach considers the team as a whole, a body of interrelated capacities and capabilities that form, conform, conjoin and evolve to become the Operative Partnership Group. In partnership development, group members work through a process of conforming to and creating the team’s reason for being together, its culture of communication and coalescence. Like individual rivers flowing into and creating an in nasciente body of water. The group that results is a systemic living and breathing entity that encompasses all members and transcends them not as a summation of 2+2 = 4, but instead as an emergence of something altogether new and distinct. It is this emergence through the partnership process that leads to a successful and productive group structure.


From Group Theory to Partnership Development


The study of groups in social psychology and as a scientific discipline in the social sciences started a little more than 100 years ago. As early as 1908, a few texts were published on the topic of social psychology depicting two different approaches to the science of groups (Franzoi, 2007). The work of William McDougall in An Introduction to Social Psychology (1908) focused on the individual as the key source of analysis for groups. In contrast, Edward Ross in Social Psychology: An Outline and Source Book (1908) is considered by many as a social psychologist focused on groups themselves and not considering individuals as relevant (Franzoi, 2007). Sigmund Freud in Group Psychology and the Analysis of the Ego (1922) depicted social psychological development as being part and parcel of all individual psychology. In this respect, he did not prioritize one level of analysis over another, but rather combined both. It was not for another 20 years that group theory and the study of groups truly began taking shape in North America, Europe and Latin America.


Important contributions to the study of groups began to emerge around the world in the 1940s, with many prominent thinkers escaping World War II and immigrating to North America. The US saw the work of Kurt Lewin, instrumental in using a scientific approach to the study of groups and how individuals are shaped by the world around them. His work provides understanding of the many contextual elements that act upon groups and individuals. In his Field Theory in Social Science (1951), Lewin asserts that individuals can and should be studied in relation to the life-space in which they operate. Understanding this idea helps social change agents devise interventions that affect the social system and the groups that operate in them. Lewin defined the distinction between objective sociological problems and how they intersect with the subjective psychological and cultural problems of groups. In so doing, Lewin adopted the concept of T-groups, or training groups. Essentially T-groups were meetings of 3 to 20 people that studied and reflected upon the reactions of each member to the others. The aim was to discover and dissect group norms and dynamics including group emotional interactions. The T-group process assisted the group members to improve interaction by becoming more aware of how they affected each other emotionally. This helped Lewin to discover “sociologically characterized places, like gates in social channels, where attitudes count most for certain social processes and where individual or group decisions have a particularly great social affect” (1947, p. 147). Lewin discovered that emotions and the ways people relate become the conduits from which a group is able to work together as a whole. Another major contribution of Lewin’s includes the development of action research influential in organizational development work, organizational leadership and group systems theory.


Jacob L. Moreno, a well-known contributor to the study of groups and a pioneer of group psychotherapy, is recognized for his development of sociometry, a quantitative method for measuring social relationships, and credited for his work in social network analysis. His work focused on helping groups become more alive and awake so that they could be more productive, innovative and creative.


In Great Britain, contemporaries of Lewin and Moreno, S.H. Foulks (1964) and Wilfred Bion (1961) developed important theories. Foulks was known for group therapy work “based on the recognition of man’s social nature and of the basic need to relate to others” (Maglo, 2002, p. 31). He is known for identifying and articulating the problems and emotional states of groups conceived through his methods of the work group and the basic assumptions group. According to Bion, these processes are occurring simultaneously when groups interact. The work group refers to the activities and reasons why groups come together, while the basic assumptions group refers to the underlining dynamics operating below the surface that interferes with the group task (Bion, 1961, p. 63–64).


Having grown up in Argentina, Enrique Pichon-Rivière is a world renowned psychoanalyst, social and group psychology theorist, recognized for his groundbreaking work and applied research in operative group processes. He is studied in Europe and Latin America, but is not well known in the US. Combining the theoretical frameworks of Lewin, Moreno, and Bion, Pichon-Rivière developed an approach and methodology that can be applied in all manner of group interactions. Like Foulkes, Pichon-Rivière embarked on serious experimental research on how groups interact and through his studies conceived a “theoretical, methodological and technical” (Adamson, 2013, p.4) framework applicable to all kinds of business collaborations including alliances and partnerships. His methodology helps partnership developers map the inter-subjective journey that groups must undertake to build successful alliances. It also helps them to understand the challenges that groups face while providing a method to quantify group operability toward true collaboration. Coupled with group coaching and group facilitative support, Pichon-Rivière’s framework becomes a tool for enabling successful strategic alliances to be created.


Applying Group Theory to Partnerships & Alliances


Business collaboration in the form of strategic alliances and partnerships involves two or more people collaborating together. In fact, often times, it involves several groups working concurrently. Since business collaboration occurs fundamentally at the group level, it is most consistent that group theory and practice be applied to establish successful strategic alliances and partnerships. Although people as individuals do take a part in becoming group members, collaboration occurs when they enter the group and coalesce into an operating process.


In this sense, Collaborative Leadership can only occur when participants come together to form a group with a distinct and separate identity from its individual members. Group leadership cannot be developed by individuals working on their own leadership development; group leadership is practiced by the group only at the group level. Even in the case of the team making the initial invitation to partner, the alliances business unit must also build their own collaborative leadership capabilities. As the partnership is being developed between the two companies and two alliances business teams, the leadership capabilities of both as a new alliance group must be fostered throughout the 5-Territories of Alliance Development.


Therefore, a sensible path to partnership development is constructed through a group approach which requires group learning and the collective contributions of people from varied backgrounds. Focusing on the entire group’s capabilities to communicate, collaborate, learn and face challenges as a whole allows the group to become collectively responsible for its results. If individuals are singled out in partnership development it causes fractures in the group that may lead to misunderstandings in the future and, worse, partnership derailment. Rather, a group approach helps the team to confront their interactions as a whole and produce united activities that surmount individualized challenges by taking them to the collective level. The collective is where partnerships and alliances are created. Such an approach supports the development of a successful consolidated partnership.


Facilitating Partnership Development


Collaborative Leadership is critical for alliance development but it is the group phenomenon that occurs at the group level that poses a clear challenge for alliances teams. When individuals communicate and engage in group partnership development, they become contributors as well as receivers of inter-subjective and intra-subjective relational experience. Consequently, individuals lose perspective of what is happening in the group from a third person point of view. They become immersed in experience as they contribute to the group’s formation while a third-person perspective can discern the group progress in their task. The Partnership Coach, whose task is to observe, reflect and provide feedback from this third-person perspective, can discern the group’s progress (Figure 3). When individuals are immersed in relating, they cannot see what is happening in the group, they only experience what is happening through their reactions and contributions. Only an outside perspective can see the group as a whole operating unit and help it be successful in its task.


[image: Image]


Figure 3 – Partnership Coach’s Third Person Perspective


The Partnership Coach, being both part of and separate from the group, can take this third-person perspective. From this role new insights and new opportunities for action can be discerned and reflected back to the group to elaborate.


Partnership coaching involves the process of discerning patterns of communication, interaction and relationship occurring within the group. From this point of view, the group’s overall functioning can be mapped and experienced as an emergent quality created by the relational field developed through and between the individuals of a group. In this respect, it is a new corpus that is formed, where no single individual—weak or strong—dominates this emergence. Like an orchestra playing, each individual plays his or her part and the music that arises becomes an entirely new phenomenon generated by group process. Just as this new music is much more than a summation of individual capacities or identities, so too is the successful group partnership made up of entirely new biological and socio-cultural phenomenon generated by the group which the coach helps to consolidate.


Partnership Creation Through Effective Partnership Coaching


Much as in individual leadership coaching, Collaborative Leadership development has tools and methods that help groups operate well together. Individual leadership development would require coaching to support personalized development. The same process applies to group leadership development. For groups to lead successfully as a unit, they require a methodology that includes coaching, tools, practices and support to traverse the partnership journey and overcome the challenges that emerge within the group process.


All group collaborations, including alliances and partnerships, are in fact an objective process that is taken by companies interested in creating an alliance, as well as a subjective leadership journey experienced by the groups to establish the partnership. Based on a trained understanding of operative group practices, methods and tools, the Partnership Coach supports both the business and the interpersonal aspects of this important work.


The Role of the Partnership Coach


The role of the Partnership Coach is to support the optimal functioning of the groups as it journeys through the subjective challenges inherent in forming an Operative Partnership Group, i.e., a group that functions at an optimal level on the tasks it sets for itself. To do this, the coach employs a specific method of practice described in the following chapters to support group collaboration throughout the alliance development process.


The role of the Partnership Coach can be taken by either an experienced member of an organization’s alliances team or by an outside consultant. Both options have challenges and benefits (Table 1).












	Coaching Role


	Challenges


	Benefits







	As an internal alliance team function


	
Coach must maintain and demonstrate objectivity in the interaction between the groups.


Coach must be granted a certain amount of leeway from the internal team to do his work.


His social role of an authority figure vs. his likely functional role as team member must be respected.



	
Coach can help the alliances business unit team to become more aware of the patterns that are being generated, help them build awareness and increase overall performance.


Can provide insights that can be used to move the process forward from a purely business perspective.








	As an outside consultant


	
If the facilitation services are being paid by one firm, it is possible that there may be an implied favoritism.


If the facilitation is paid by both firms, there is less belief in favoritism and perceived lack of objectivity.
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