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Local Government Institute

e \\isconsin Towns Association

e \Wisconsin Counties Association

e League of Wisconsin Municipalities
e \Wisconsin Alliance of Cities
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Local Government Institute

Purpose:

Collaborate with others to find solutions
for the efficient delivery and funding of
local government services consistent
with the needs of our citizens.
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Collaborate

What do you think of when you hear the
word “collaborate” or
“collaboration”?

s It positive or negative?




Lessons Learned:

e Collaboration is “in the genes” of local
government - long history

e Collaborations must be voluntary and
organic — not mandated. One size
does not fit all.

e Focus on the way services are
delivered, not the number of local
overnment units.
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Presentation Notes
Ask audience how many have some sort of cooperative/collaborative agreement with an adjoining unit of government.


e Collaboration can result in significant
efficiencies over long-term, but not in
short-term — not a quick fix

e Not all services are suitable for
collaboration. Factors include:

— Association with community identity

— Geography: Scope and Limitations

— Operating & Capital Costs

— Ratio of Line Staff to Customers

— Mandates &)
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Roadmap For Government
Transformation

Obstacles to collaboration include:
e Turf

e Competition for Revenue/Growth
e Perceived Differences

e Perceived Loss of Identity, Access,
Reduced Control and Accountability,
Threat to Employees
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Roadmap For Government
Transformation

Many obstacles can be overcome, but
It takes nearly all of the following:

e Demonstrate improved service
e Clear fiscal benefit

e Shared perception of need

e Community support

e Trust

e Collaborative Leadership




e Set of skills and attributes needed to
deliver results across organizational
boundaries

e Brought about by the need to use
strategic alllances and partnerships to
more effectively mobilize capital and
deliver better results to customers
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Presentation Notes
Research tells us that the acts of leadership are the essence of community building, the
experience of contributing to and creating a shared future. Leadership generates and engages
passion and encourages commitment. We’ve found through research that effective leadership is
the most important determinant of healthy, vibrant communities, businesses or organizations.
Our understanding of what leadership is and how it works and the way, in which people
apply, it has shifted and continues to do so in the midst of a changing world.

One of these changes is the concept of collaborative leadership.


“A collaboration is a purposeful relationship in
which all parties strategically choose to
cooperate in order to accomplish a shared
outcome.” — Hank Rubin

“Collaboration needs a different kind of
leadership; it needs leaders who can
safeguard the process, facilitate interaction
and patiently deal with high levels of
frustration” — Rosabeth Moss Kanter
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Presentation Notes
Hank Rubin is an author and President of the Institute of Collaborative Leadership
Rosabeth Moss Kanter is professor at Harvard Business School who specializes in strategy, innovation and leadership
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Collaborative Leadership

“Getting value from difference is at the heart
of the collaborative leader’s task... they
have to learn to share control, and to trust a
partner to deliver, even though that partner
may operate very differently from
themselves.” — David Archer and Alex
Cameron
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Presentation Notes
Collaborative Leadership – How to Succeed in an Interconnected World
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Collaborative Leadership

Collaborative leaders accept responsibility for
building - or helping to ensure the success of
- a diverse team to accomplish a shared
purpose .
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Presentation Notes
Collaborative leadership embraces a process in which people with different views
and perspectives come together, set aside narrow self-interests, and discuss issues
openly and supportively in an attempt to find ways of helping each other solve
a larger problem or achieve broader goals.


Tools are:

e the purposeful exercise of your behavior,
communication, and organizational
resources in order to affect the perspective,
beliefs, and behaviors of a collaborative
partner

e the structure and climate of an environment
that supports the collaborative relationship

e Facts and evidence are the foundation of
successful collaborations
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Collaborative Leadership

What is your experience with
collaborations?

How did collaborative leadership
express itself?




Break
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So, What’s The Deal With Fences?

Let’s use fences as a metaphor for
agreements with our neighbors
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Types of Fences

Defensive Fence Neighborly Fence
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Presentation Notes
What can the culture of fences teach us about leadership and reaching agreements with our neighbors?  Let’s start by looking at how the fence can express our attitude toward our neighbors.  Which type is more conducive to reaching mutually beneficial agreements?  Of course the fences illustrated here are metaphors for our attitudes toward our neighbors.  Do you express defensiveness or neigborlieness?
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Fencing Protocol

e Fence or no fence?

e Observe boundaries

e Respect limits

e Share your plans

e Put the best face outward

e Fences are shared responsibilities
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Presentation Notes
The culture of fences has a set of protocols – some of which is actually embedded in state law.
First thing we have to work out with our neighbors is whether a fence is needed or not.  What is the purpose of the fence?  Is it to mark a property line, keep cows in or provide aesthetic interest?  Is a fence the best way to accomplish the purpose?  State law requires a fence for farming or grazing, but leaves it up to the parties as to whether markers can be used or even to agree not to have a fence if another means of keeping property interests separate can be worked out.  Make sure you discuss the purpose of any agreement with your neighbor before you start talking about the details.  You may find that your mutual purpose can be accomplished more simply than a formal agreement.
Fences are not boundaries – they are merely representations of boundaries.  Fences are not required to follow boundaries and a fence dispute is different from a boundary dispute.  The same holds for agreements between jurisdictions.  Agreements are representations of a collection of facts and points – they are not the facts themselves.  Settle any disputes over underlying facts before entering into an agreement -  it’s usually a lot less expensive to do so.  Disputes over facts can generally be settled without attorneys.  Disputes over agreements become legal disputes involving courts , attorneys and steep fees.
There are many things on the land that place restrictions on where and how fences can be constructed.  Rivers, lakes, mountains and roads are a few things that place limits on fence building.  Leaders must understand the limits to the agreements they are negotiating – when do they apply and when do they not apply?  What conditions trigger different elements of the agreement?  Understanding and respecting the limits of the agreement is the basis for a successful relationship.
No one likes surprises.  When a neighbor is thinking about building a fence, it is good practice to share the plans for the fence with your neighbor so they know what to expect and how it affects their interest.  Collaborative leaders are transparent in their intent.  They do not hold back information from their neighbors in order to gain an advantage or leverage.  Transparency builds trust and trust builds better relationships – whether or not a fence ends up getting built.
When you build a fence, it is standard practice to put the best face toward your neighbors.  Likewise, relationships with your neighbors are enhanced when you present your best civil behavior.  Respect, common courtesy, and civil dialog are the basis for rational discussion of issues and arriving at common interest.
The responsibility for constructing and maintaining a fence is shared between the property owners unless mutually agreed otherwise, even if the need for the fence arose from only one of the property owners.  Development of an agreement is a shared responsibility – both parties share in the cost and effort of construction and maintenance.



Collaborative Leadership & Good
Agreements

*Who | am as a person is the core of
who | am as a leader

Leadership Is about service to your
community and enabling others to use
their own Iinitiative and experiences
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Presentation Notes
Your ability to reach good agreements with your neighbors is directly tied to who you are as a person, your attitude toward others and your skills as a collaborative leader.

Leadership is ultimately a matter of integrity and authenticity than it is techniques and
tips, formula or magic. This does not mean knowledge, skills, and techniques have no
usefulness; it means we must never be seduced into thinking that they are the sole substance of
leadership. Who you are as a person is the core of who you are as a leader.

Understanding and tapping into your own potential needs to be done before you can tap into the
potential of others around you.

The process of inner work brings the being of the leader to consciousness, a consciousness of
identity, mission, connectedness, and context that enables the ability to read reality truthfully
and respond to reality responsibly. Richard Neibuhr writes in The Responsible Self: "Self-
knowledge is no mere luxury to be cultivated during idle moments. It is essential to the
responsible life.“

The formation of leadership with the capacity to truly bring out the best in others, transform
organizations, and productively contribute to the large society requires nothing less than the
inclusion of inner work.

the first and most important choice a leader makes is the choice to
serve, without which one’s capacity to lead is profoundly limited.”

Leadership is not about the individual, rather it is about others, about building capacity in our organizations and communities to accomplish progress and a better life for all.
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Qualities of Collaborative Leaders

e Willingness to take risks

e Eager listeners

e Passion for the cause

e Optimistic about the future

e Able to share knowledge, power and
credit
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Key Lessons for Collaborative
Leaders

Find the personal motive for collaborating
Find ways of simplifying complex situations for your people
Prepare for how you are going to handle conflict well in advance

Recognise that there are some people or organisations you just can’t
partner with

Have the courage to act for the long term

Actively manage the tension between focusing on delivery and on
building relationships

Invest in strong personal relationships at all levels
Inject energy, passion and drive into your leadership style
Have the confidence to share the credit generously

Continually develop your interpersonal skills, in particular: empathy,
patience, tenacity, holding difficult conversations, and coalition
building.
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What Are Your Opportunities?

e Break Into groups

e |n your group talk about opportunities
for new collaborations you have with
other units of government

e Select one opportunity and describe
what needs to be done to make it
happen
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