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CHAPTER ONE

FIVE TRANSFORMATIONAL LEADERS
DISCUSS WHAT THEY'VE LEARNED

Sam Kaner

You’re about to read an edited transcript of two conversations over din-
ner among five chief executives and a moderator. The topic was “What
have we learned about creating collaborative cultures in our organizations?”

The executives are three CEOs and two executive directors. All five have
led their organizations through deep, systemic transformations. They have
each “earned their spurs” as leaders of change, and they each richly deserve to
be seen as leaders in the broad-based progressive movement to foster healthy
human systems at work and in larger constituent communities. This is not to
say that they have positioned themselves as public speakers or professional ex-
perts on collaboration; far from it. In fact, all five have focused their profes-
sional efforts on advancing the missions of their organizations. These are
CEOs, not management gurus. Nonetheless, in their efforts to overcome the
challenges presented by hierarchical authority, tradition, dependence on ex-
pertise, and the other sources of inertia that make genuine collaboration dif-
ficult, they have gained much wisdom.

The author would like to thank Susan Lubeck, Jacqueline Warner, and Sam Chapman for their assis-
tance in the preparation of this chapter.



Creating a Culture of Collaboration

Since every human organization is unique, perhaps it is self-evidently true
that the specific day-by-day activity of creating a culture of collaboration will
also have many unique components. This raises a basic question: are there
any commonalities, any challenges or insights that might resonate or apply
across different sectors and different types of organization? The organiza-
tions discussed in this chapter represent a broad range of enterprise cultures:
business, government, human services, academia, and politics. Yet even
though their organizations’ missions and strategies were uniquely different
from one another, the five chiefs had no trouble establishing a commonality of
experience. They immediately found their way to the central question: what
does it take for people—employees, customers, boards, other stakeholders—
to contribute meaningfully to the success of the enterprise as a whole? On
this topic, with its many various subthemes, the five spoke as colleagues, as
though they could take it for granted that they shared many assumptions and
goals.

In addition to writing this paper, I was also the conversation’s moderator
on both evenings. I am an organization development (OD) consultant, and all
five executives and their organizations were current OD clients of mine at the
time of the event. I was assisted in moderating this project by Susan Lubeck,
J-D., a professional colleague and senior OD consultant at our firm, Commu-
nity At Work.

In what follows, I have decided to let the wisdom of the conversation speak
for itself, without providing any footnotes or other editorializing comments.
However, I would like to use this initial moment, before the main event be-
gins, to share one observation that stood out for me.

More than any specific insight I heard discussed at the dinners—and there
were many, as you’ll see—I was struck, overall, by a quality of transforma-
tional leadership that all five of these leaders shared:

They had more questions than answers.

They were thoughtful, curious, and eager to show each other their think-
ing. They wanted to get a better grasp on what they did not yet have nailed
down. Throughout the conversation, and also back home at their organiza-
tions, they were able to “live in the question.” This is not to say that they were
overly cautious or ruminative in their approaches to running their organiza-
tions. I'rom watching them at first hand in each of their work settings, I know
them all to be risk takers—a quality that I think goes with the territory of lead-
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ing an organization through basically uncharted water. But what I saw at the
dinners is that they did not feel they had to have all the answers.

They all understood the desirability—perhaps I could even say they all rec-
ognized the necessity—of embedding participatory, collaborative values into their
organizations’ mind-sets and daily practices. Yet they had acknowledged for them-
selves that the project of building collaborative culture is not scientific. They did
not even presume that they could rely on a body of accepted practices that
would work the same way in every case, with predictable results. Leading an or-
ganization to change itself into a more empowered, more inspired, healthier
human system is a hope, not a formula; it’s something you do, and keep doing,
on faith. And you do it knowing you will face plenty of trials and errors along
the way. It’s an ongoing existential challenge, complete with the leader’s bur-
dens—being accountable (even if not solely responsible) for the painful, unpre-
dicted impacts on real people and for the inevitable less-than-perfect outcomes
for the system as a whole. The conversation got me thinking that where “change
strategy” is concerned, living in the question is probably the only honest choice.

The five chiefs seemed to take this for granted, and it made them reflec-
tive and humble. It appeared to be clear to them, even without discussing it di-
rectly, that the unknowns of system change were deeper and more impactful
than the models and techniques they employed. I suspect that this modesty 1is
a characteristic that comes with time; it’s a seasoning that I think develops after
one discovers the hard way that “hip, hype, and hurry up” might get a new
product out the door, but sustainable transformation is something else entirely.

I hope that message comes through in what follows. It was not the pur-
pose of this chapter to celebrate leadership or even to propose that the leader
is the key to a transformation. As Caroline Estes (1996) puts it, “Everyone has
a piece of the truth.”

Aleader has a role to play, yes, and in that role, he or she can provide the
organization with many important elements: vision, insight, expertise, focus,
resources, and so on. And I think it’s self-evidently important to discuss and
explore the role of leadership in a collaborative context, as this project has at-
tempted to do.

But being the formal leader in creating a culture of collaboration is not
the same as being the all-seeing, all-knowing provider of the “right way” to
make it work. It takes the village to raise the child. And isn’t that the whole
point of creating a collaborative culture to begin with?
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The Participants

Deborah Alvarez-Rodriguez: President and CEO of Goodwill Industries,
San Francisco, San Mateo, and Marin counties. Deborah has enabled a
systemwide rethinking of the Goodwill mission in the Bay Area. The re-
sult is a profound shift from the long-standing mission—managing thrift
stores that also provide job training and transitional support for people
with barriers to employment—to the revitalized new mission: Goodwill
Industries creates solutions to poverty through the businesses we operate. At this
writing, Goodwill 1s fully profitable, with gross revenues greatly increased
from its historical norms.

Kiriss Deiglmeier: Executive director of Stanford University Graduate
School of Business Center for Social Innovation (CSI). Kriss is responsi-
ble, along with her two academic co-directors, for creating and follow-
ing through on a systemwide shift in the GSI mission and strategy and
in the implementation of many new programs and services. Stanford
Graduate School of Business was recently honored by the Aspen Insti-
tute with the prestigious Beyond Grey Pinstripes award. Stanford
ranked as the number one full-time M.B.A. program, leading the way in
integrating social and environmental stewardship into business school
curricula and research.

John Harris: Founder and CEO of California Birth Defects Monitoring
Program (CBDMP). CBDMP is generally regarded as the world’s
largest research organization that focuses exclusively on finding causes
of birth defects. To further enhance the reach and power of his organi-
zation, John also founded Pediatric BioBank, an international collabora-
tive research organization that provides the best maternal health
researchers in the world with state-of-the-art technology, to collaborate
across traditional disciplines in studying why some babies are born
healthy and others are not.

Kathy Kneer: President and CEO of Planned Parenthood of California.
This organization is primarily an advocacy organization, affiliated with
the nine Planned Parenthood-affiliated operating medical clinics in
California. Under Kathy’s leadership since 1993, Planned Parenthood
Affiliates of California has become one of the leading voices in the
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national movement for women’s reproductive rights. Prior to 1993, Kathy
was COO at CBDMP and worked side by side with John Harris for
several years.

Jum Schorr: Executive director of Juma Ventures, Inc. This organization
provides employment and job skills training and support to at-risk
youth. Juma Ventures is frequently held up as a national model for a
successful social enterprise and youth development programs. Under
Jim’s tenure, Juma was refocused and redesigned in a multimonth
process that involved full participation from every staff person. In
February 2005, Juma Ventures was cited in the Harvard Business Review
as one of the most successful social enterprises in the United States.

The Conversation: Opening Thoughts

Sam Kaner: Well, how about if I start with the question in its most basic form:
What do you think it takes to create a culture of collaboration?

Jum Schorr: T think it takes a really deep belief among the key people in the or-
ganization that a collaborative culture is the path to the best results you
want to achieve. If they don’t believe it, they won’t help create it.

Sam: From your own personal experience, what suggests that as a key factor?

Jim: Some people, perhaps myself included, aren’t collaborative by nature.
They have been successful in their careers by being outstanding at what
they do as individuals—by cranking out work and producing results.
That attitude doesn’t translate well into the leadership role. I have man-
agers who I put into leadership roles because they’re good at what they
do, in their own area of competence. But once in the role, they need to
develop a whole new perspective. They have to think on behalf of some-
thing larger than themselves, on behalf of the success of the organiza-
tion as a whole, which 1s where the benefit of a collaborative culture
comes in. This is a challenging bridge to help them cross—it has cer-
tainly been challenging for me!

Kathy Rneer: I agree completely. As a leader, I have to keep in mind that I'm
doing this for the long-term benefit. There’s surely no reason to do it for
a short-term benefit.

Jum: I'm not even sure there are any short-term benefits. To my mind, the short
term impacts are risks.



Creating a Culture of Collaboration

Sam:Such as...?

Jim: Lost opportunities. Impatience from people with short attention spans and

lots of work to do back in their own program areas. The lowering of
morale that can come with that. And there’s a discomfort many people
feel at being expected to speak their minds when they aren’t really used
to talking to their peers that way. It can be polarizing in the short run.

Kathy: Yes, often the pressures to deliver a result in the near term are so strong,

I have to hold back my own impulses and just keep reminding myself of
the payoffs—even though those payoffs are two, three, five years away.
This is a hard thing to get across to my managers. I have had to keep
communicating about the value itself. And communicating about a value
1s always a work in progress.

Some things need to happen faster than the pace of collaboration
and full participation can permit. So you have to strike a balance be-
tween short- and long-term impacts. It’s a trade-off. And explaining that
rationale becomes part of what needs to be communicated.

John Harris: Yor me, there is one key value that I want my managers to under-

stand and endorse. There has to be shared belief among all of us that the
team works better than the individual. If they can accept that value and
treat it as a basic premise of our meetings and our projects, then they
will have an easier time tolerating the frustration and impatience that
accompany our efforts to build a shared framework of understanding.

Sam: How important is it for your groups to build a shared framework of un-

John:

derstanding among the members?

It is absolutely necessary, but in practice, it is a really hard thing to do.
You have to create an atmosphere where people are willing to listen and
where they are willing to teach one another and learn from one an-
other—and that’s very difficult. You get into the issues of hierarchy and
status, and people at both ends of the spectrum become reluctant to en-
gage. So when I address that dynamic, I do as Kathy suggested: I com-
municate about the value. However, rather than try to explain to them
the concept of shared understanding, I put it out as the principle that a
team works better than an individual.

Kriss Deiglmeier: A favorite saying of mine is “No one is as smart as everyone.”

I’'ve used that as a shorthand way to remind people to stay patient. And
I've found the result to be generally worth the effort. Even if a decision
takes longer to reach, the implementation has a much better chance of
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succeeding. Of course, like everyone else, I am dealing with many people
who don’t intuitively appreciate this value, so I agree. I put a lot of effort
into communicating and staying committed to the value.

Kathy: Different leaders may have different reasons they think collaboration is
important to their work. But once they come to that conclusion, I think
there is often a period where that one person has to put himself or her-
self out there and stand up for the value—even in the face of a lot of
people who don’t support it. I remember when John and I introduced
this value at CBDMP, we both had to put ourselves on the line, and for
a while there, we were target practice! Regularly. And as things unfolded,
we had to go through sustained periods of rebellion. We had to just keep
living the value, modeling it, and not taking all the criticism personally.

Ultimately, you want a group that believes in the values of full par-
ticipation, mutual understanding, and shared responsibility, but you
don’t start with any of that. No matter what words one communicates
about the value or the benefits, it is just not real in the beginning—or
for quite a while. So what you do have early on is a lot of personal risk
taking by the leadership, a lot of being willing to lead by example under
scrutiny. It took awhile for people to trust us enough to start taking risks
themselves.

Deborah Alvarez-Rodriguez: To me, it’s an article of faith. It’s not a matter, ex-
actly, of being able to achieve a linear result by a particular point in time.
It comes down to faith—a fundamental belief or understanding that
there is a better way. Yes, teamwork is harder, costly, slower in the short
run, and yes, sometimes being autocratic is even really the better choice.
But in the big picture, I just have a profound belief, a conviction, that
collaboration will not only eventually get you to the best solutions but
will in fact bring out the best in everyone. It will bring out the best in the
organization and its people. This is what I try to get across to my peo-
ple. I can put up with the level of risk and hassle because I believe in the
underlying view of the world that collaboration represents. There aren’t
too many things in my life I'd be willing to sacrifice as much as I've sac-
rificed to try to build a collaborative culture in an organization. I don’t
want to come across sounding overly religious here, but this notion of
faith and sacrifice, this is what it takes for me to get up every day and get
back in there. All the operational issues, the policy meetings, the budget
challenges, the personnel challenges, the lawsuits . . . all of it!
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Kathy: And don’t forget our boards of directors.

Deborah: Don’t get me started! Sometimes it all just boggles my mind. It’s like
“What, you want to share another idea with me? Can you please take a
number? Can’t you just go away and deal with these things yourself?”
And actually, it’s at those very moments, when it would be so much more
expedient to just forget about participatory values—those are the times
that my faith kicks in. “Stop, Debbie, slow down and listen; you just
might find the answer if you can just shut up and listen. You just might
see someone else step up and rise to the occasion.” And sometimes it
happens and sometimes it does not. But if I didn’t believe that it could
happen, that it will happen, and that it matters—deeply—not only for
my employees personally but for my basic view of the world—if I didn’t
believe it, I don’t know if I would keep coming back to work.

Creating and Managing Participants’ Expectations

Kathy: This is bringing something up for me: the issue of words versus action.
I have observed leaders—and I'm sure I have been guilty of this my-
self—who have advertised to their staff the desire to keep everyone in-
volved and obtain buy-in from everyone. And yet when they were under
pressure, they fell back on their own instincts and made the decision.
People can see through that, of course, and it becomes a setback.

Listening to Deborah, I realize that we are going to end up being
true to who we are. If as a leader you are a person who operates best in
a hierarchical structure, then fine—just say what’s true and let yourself
be as effective as you can be. I think it’s a serious mistake to say one thing
and act differently. And we need to be clear that what we tell people we
want to create is what we actually do want to create. Especially in the
early stage, when so much of our ability to make a change is based on
our own behavior—on the modeling we do, not our words. We have to
be careful not to communicate values that we can’t model.

Deborah: I agree. This notion of “walking your talk” and being consistent with
who you are is really important. People do pick up on the bull, really
quickly. Even so, in my own case, my actions are not entirely consistent
with my values, even though I truly do believe in them. I can jump too
far out in front, and when I do, I sometimes pay the price we’ve been
discussing.
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At those times, one of the most helpful tools has been acknowledg-
ing that I made a mistake. “I made this decision based on such-and-such
information and reasoning. I now see that it was not a good decision for
these reasons.” When I've done that, it has been very powerful; it en-
courages a level of risk taking in others. Just sharing and being honest
about the mistakes I've made has carried enormous weight. That’s been
a revelation for me. If I don’t walk my talk sometimes, I can acknowl-
edge it and hopefully learn from it, and we can move on.

Sam: Well, this raises a fundamental question: how do any of you manage to

walk the talk of teamwork and participation, modeling collaborative val-

ues, when at the same time you are the visionary of the group? Some-

times you are the person who has done the most thinking about the

future. On the strategic plane, you may well have the best judgment in

the room. And then during a discussion, all the ideas people bring up

are ones you've thought about and already dismissed months ago. . . .
So tell me, how do you balance this tension?

Kathy: Let’s suppose you do have a clear, compelling vision; you have already

John:

done the groundwork, the research, the background conversations, and
so on. In those situations, you don’t want or need your staff to be rein-
venting the wheel. In that case, the nature of the collaboration is to bring
all the players into alignment. You want them then to find ways to turn
the vision from ideas to reality.

In our case, to make our vision come true, I knew I needed very strong
implementation skills. I'm talking about the many skills that I didn’t my-
self have. So I was able to convey that I needed to learn from the peo-
ple in the room what it would take to make our mission succeed.

The mission itself was not up for grabs—our mission is to find causes
of birth defects, and even though that might sound like an easy and ob-
vious mission to get behind, there are in fact reasons why a scientist
might not like it or feel 100 per cent comfortable with it. But I learned
to be really clear about what’s not negotiable. At a certain point, I
learned how to bracket the academic conversations and move them out
of our planning sessions. At that point, I was able to focus the group’s
thinking, and everyone was able to relax. My message was, “I don’t have
the slightest idea how to make this happen; designing this certain system
or process is beyond me. I need people who can help me build this re-
search apparatus, and therefore I need you.” And I genuinely believe
that—1I mean, I know my limits as an implementer.
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Kriss: Do you believe that engaging your staff in designing the implementa-

tion will cause them to believe that they, too, helped develop the vision?

Jim: In my experience, yes, they did have that perception—because the vision

actually changed slightly in the process of being implemented.

Kiriss: 1 agree with that. Even if you have a vision that is 100 percent clear, it

really ends up being about 30 percent different from what you initially
brought to the group. It ends up better, in other words, because of every-
one’s unanticipated contributions.

John: Absolutely.

Leadership Competencies

Jim: As I listen to this conversation, a couple of themes are coming up for

me: patience and accountability. These have been important learnings
for me.

Sam: How so?
Jim: 'm someone who needs and wants to solve a problem as soon as it comes

up. I’'m not patient about discussing the issues; I want to get right to the
heart of “the answer.” And when I do make an effort to hold back and
give people the chance to contribute, not everyone is willing to speak up
and say what they really think. A few people, yes. But others seem, at
times, prepared to just wait things out. Either they make statements that
are innocuous, noncontroversial, or they don’t say much at all. And then,
because of my natural tendency, I'm often willing to jump in and fill the
dead space. Then I look back later and realize I did more talking than
I’'d wanted to.

John: Me too, sometimes. For sure.
Kathy, Deborah: Me too!
Jim: So I have had to make a very conscious, thoughtful effort about how I

carry myself at work. Every day. When I'm unprepared for a meeting—
when I let myself “wing it”—1I make the same mistakes: moving at my
pace, not the pace of a group; giving the answers to every question that
arises; not letting others wrestle with the issues. Not being a natural col-
laborative leader, I have had to learn to spend literally a couple of hours
each night thinking about the next day’s meetings. The one-to-one meet-
ings, the supervision sessions, the group meetings. If I do think about
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them and focus myself on being aware of the interaction, not just the
answers, I find that I'm a lot more effective in the role.

Sam: You mentioned two themes: patience and accountability. Could you say
more about the latter?

JFim: 1 don’t think a participatory process will work if people feel that it is ac-
ceptable for them to sit quietly in a meeting, keeping their opinions to
themselves so they don’t have to risk dealing with others who might dis-
agree with them. I can understand that some people might feel self-con-
scious for various reasons. And I don’t mean that I want to pressure
people to perform for the sake of performing. But on the other hand, I
don’t think it’s good for me to accommodate their passivity either. If they
are silent and I just jump in to fill in the blanks, I am in effect endorsing
their passivity. At those junctures, my behavior is saying, “It’s OK for you
to be quiet and let me talk. I'll just go ahead and do that.”

This is an insight that has proved very useful to me. I want people
in my groups to understand and experience that I do expect them to give
us their best thinking—not just as a nice idea, but as a responsibility.

John: Again, this rings true for me.

Deborah, Rriss, Rathy: Yes, me too.

Rriss: Speaking of preparation, I did not anticipate how much time it takes to
plan a collaborative process. Setting the goals, defining what’s not up for
grabs versus what decisions are the group’s to make. And this is true also
for the participation of the individuals—the issues Jim just brought up.
To me, whether it is silence or a different dynamic, the sort of endless
discussion that happens in academic settings, or whatever, you don’t just
get people to behave differently by politely asking them to. It takes struc-
ture. There is a vast depth of structure to collaboration. And designing
the structure and organizing the process take a whole lot of time and
concentration.

Jim: Exactly.

The Value of an External OD Consultant

Kathy: This conversation about structure and planning is reminding me of
Sam’s role and how it affects me. Do any of us think we could do this
kind of work if we did not have external consulting? I wonder. We’ve all
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had the chance to work with Sam, a disinterested third party—mnot some-
one to tell us what to do but someone who helps us think things through.
Is it realistic to expect that we could accomplish some of what we’ve been
discussing without some degree of external coaching?

Deborah: You can use your own organization as your sounding board only to a

certain extent. You can’t ever lose sight of the impacts of your role and
how your behavior is going to be perceived. My role, my authority, and
my power affect how people engage with me, even how they look at me.
I have to be careful how I phrase things. We can say, “Yes, we are all in
this together,” but the fact that 'm CEO carries a different weight, even
when I don’t want it to!

Jim: It’s inherently challenging to be a CEO and to be a collaborator among

others.

Deborah: That’s where having a skilled person like Sam comes in. It’s not just

Kriss:

that he helps me achieve my goals; it’s a lot more. I can learn—ypartly
from our conversations and partly from watching him handle the peo-
ple and the processes, in the various groups he facilitates at our company.
Basically, my relationship with Sam represents the maximum level
of vulnerability I allow myself to have at work. That then becomes the
context for my maximum level of “teachability.” My chance to be re-
flective and let my guard down is wrapped together with my chance to
learn and grow in this role.
The isolation we feel is one problem; another is the challenge of wear-
ing two hats. In my own case, I have to participate and facilitate. I have
multiple advisory and faculty boards. They need to hear my thinking—
and often I need to be thinking right alongside them. When I've got the
external facilitation support, I can participate fully; when I don’t have
the support and therefore I have to facilitate as well, it’s much harder to
make my best contributions. I really notice the difference.

Deborah: Well, let’s agree that the external process-consultant role is critical to

Kathy

success—yet there are so few people who do it well. Plus, it’s difficult
to fund, and it’s difficult to carve out the time for it.

: I think we have all realized this is something you can’t short-shrift. We

can have the vision, but to really make it happen, we need to use exter-
nal resources. It would be much harder if we didn’t. I think this is about
being honest with ourselves: are you really committed to collaboration?
Ifso...
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Deborah: Granted. Still, this has implications. For one, it’s challenging to figure

out where and when to deploy external facilitators and coaches and con-
sultants and at what level within the organization. I want to support my
middle managers and even my line staff to emerge as leaders. But it’s
very tricky to supply everyone with all the external support they might
need. I also need to run a profitable business that aligns with market re-
alities. So how does one multiply the “Sam Kaner effect”?

Jjohn: Part of our evolution to a collaborative culture was in the skills and tools

we developed to manage our meetings. Collaborative culture is experi-
enced in meetings, so I made it a priority for us to learn and improve
those skills. I started out poor, and now I'm good at meetings. I can fa-
cilitate. So can others. Our staff uses flipchart pads. Without consulting
support, this could not have happened. I had the insight to want to be
better at meeting management but didn’t have the skills.

Sam: You’re pointing out that skill building is part of the answer to the prob-

John:

lem of leveraging external resources. I'd like to pursue this a bit more.
What are your opinions of putting a lot of employees through a two- to
three-day workshop on a key topic? In your experience, how effective are
those programs as a vehicle for building collaborative culture?

Workshops are an introduction, but the real training ground happens
when you are inside a problem and you have to solve it. One time I ran
an all-staff meeting that was a disaster. I walked into Sam’s office the fol-

12>

lowing week and said, “That’s it—I’'m quitting!” But actually, once I got
over my initial discomfort, I found that the sense of failure gave me an
enormous impetus to improve. That experience of trial and error, of
falling down and learning how to get up—that was the real training. Sim-
ilarly, with my managers, we have to wrestle with very difficult problems,
and the experience of being frustrated, being disheartened, but still hang-
ing in there and recovering and then learning how and why our recov-
ery was possible—that was the training. After fifteen years of those
experiences, I'm very versatile. And many people in the organization
have developed their own competencies in similar ways—through real-
world training, not just workshops.

Kathy: Let’s acknowledge that it is important to build capacity in your organi-

zation. I think there are various ways you can do this. I routinely have
consultants other than Sam who work with my staft~—for planning, for
big meetings, for coaching, and so on. But I want to be tenacious about
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the importance of investing in ourselves as leaders. At some point, we
need a truly safe place for ourselves. That is the hardest part for me to
think about—because it is not comfortable to make the decision to in-
vest in myself, as an asset of the organization. I want to reiterate: if’ we
are going to make our commitment to collaboration and participation
into something real, we have to be willing to invest in the resource of a
talented, trustworthy outside consultant.

Kiiss: Would I be at the same stage of success now if I had undertaken to
change my organization without Sam or someone like him? Who knows?
But there is a significant possibility that I would not be. The complexity
of what I was undertaking was vast. I couldn’t see clearly. Working with
the consultant, assessing, helping make the options clear—all of that en-
abled me to make key decisions and then move forward in a conscious
and intentional way. I had a gut commitment to be inclusive and build
a critical mass of support, but there were so many variables in play. Pol-
itics, personalities, structure, funders. I can’t envision that I’d have been
able to juggle so many variables on my own. I'd have continued with my
values, yes, true. On a “successfulness scale” of one to ten, maybe I’d
have gotten to a five.

Jim: Would you say that a central factor was the opportunity to slow down and
think strategically?

Kriss: I's more than that. I know how to set the time aside to focus on think-
ing strategically. But in the complexity of my whole situation—I'm over-
seeing operations, I'm engaged in all the fundraising, I'm interfacing
politically throughout the system—it is extremely valuable to have some-
one skilled who can facilitate my thinking, someone I can bounce off,
someone who sees things in a different way—that’s their job.

Deborah: When 1 first became CEO of Goodwill, I was hired with a mandate
to bring a lot of change to this company. I interviewed many people
before I took the job. And then after I started, I spent several weeks con-
tinuing to assess and gain a sense of the scale of the needed organiza-
tional transformation. After a couple of months, it became clear just how
huge the change was going to be. And it became equally clear that I
couldn’t lead this transformation without someone helping me with in
the ways we discussed: helping me with my clarity, my discipline, my pac-
ing. I would have gotten caught up in details and focused on the most
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expedient solution, even though I really wanted to be collaborative and
strategic.

Interestingly, the expenditures for consulting services introduce a
level of discipline: when you’re spending the time and money on this
high-level consultation, it really makes you think twice about short-cir-
cuiting the collaborative process and undermining your investment. So
the discipline in and of itself has been very useful to me.

Jim: I've found that my instincts are good in some areas and not so good in

others. With people issues, I've been surprised at how often my instincts
aren’t as good as I need them to be. Working with Sam has helped me
with that, helped me make better decisions, especially in the realm of
various personnel issues. Dealing with the transition challenges of being
successor to the founder of our organization, dealing with the human
variables of building a whole new leadership team—all those types of
decisions. On the people side, I don’t always see the land mines. . . .
That’s a lot of what I get out of the relationship with Sam. In some
areas, I can see pretty clearly. With human dimensions, I don’t.

What Keeps You Up at Night?

Sam: As you've each been speaking about your relationships with me and what

John:

it means for you, you have also been speaking about yourselves—just as
Jim just did. And you’ve been sharing your hopes and your fears and
your sense of where you’re strong and where you need help. I’d like to
ask you to stay with this a bit longer—not about me, not about your re-
lationship to a consultant, but just about yourselves as individuals in this
role. You are each having to carrying the ball of being the visionary
leader, but also you can’t avoid being the role model for collaboration—
the chief implementer of the culture change—and you must also be the
chief implementer of the strategy itself. With all the weight and all the
pressure of having to measure up on competing and sometimes contra-
dictory roles, what is hard for you about that? What keeps you up at
night? What weighs on your shoulders heavily about playing this role?

People. There are many people I love to learn from, and I can and do
learn from them. But now and then I have to deal with people I'd
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basically just like to klonk!—on a good day! And they can be in positions
of very high responsibility—for example, they might be high-ranking
government officials, some of whom I have to deal with month in, month
out. Or perhaps they are research scientists, based at a university but
running studies through our organization so their influence is widely felt.
And there have been senior people within my own staff, too. All these
people are in their roles because they are capable at something, whether
science or management. Yet for whatever reason, their personalities don’t
mesh well with mine.

What worries me is the way I might react to such people. I don’t
want to lose my objectivity, even when I’'m having emotional reactions.
Partly I'm concerned that I won’t listen to them; I’ll write them off. Or
even more likely in my case, I worry that I'll overcompensate and give
them too much influence on my decisions—not because they intimidate
me or anything like that but because I don’t want to let my anger get the
best of me, so I lean in the other direction.

Sam: So 1t’s how to manage your own feelings as you manage the relationships
with the ones you’re having trouble with?

John: Yes.

Sam: What’s your M. O. for working with that concern, so you don’t get con-
stantly caught up in it?

John: I bought my own sound bite, believing the team works better than an in-
dividual. I have a deep belief in that. I like sports, and it works in sports.
In research, it’s obvious: you can’t work in any way other than as a team.
I really deeply believe in that. And I also deeply believe that many peo-
ple can do many things better than I can.

Sam: So reaching to that belief in the power of teams and collaborating helps
you get past your own personal feelings.

John: Yes—though I don’t always get past them, as you know [laughs]. . . . Also,
I think my fear of failure is another of these. It presses on me. And then
I draw on my belief in the power of teams to help me override that fear.

Kathy: 1 too have a fear of failure—but even more than that, I have that nag-
ging question, “Did I do enough? Maybe I should’ve done one more
thing.” That’s the fear that eats at me. The stakes are high. Not just for
our employees or my board but, more importantly, for all women and
their health and, even beyond that, the role of women in our society.
There are so many things that need to be done; so many forces and chal-
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lenges coming up all the time. Did I do enough? And the issue of col-
laboration gets in here because it begs the question, “Am I putting
enough time into developing my staff? Am I doing enough there?”
Deborah: Two questions keep me up at night: Am I doing the right thing? And
am [ getting too far out there, too grandiose? Both questions are under-
girded by that fact that so many of our employees are vulnerable, still
learning how to get on their feet. If I make bad decisions and we have
to downsize, I’'m hurting the person with four kids including one who’s
autistic—I"m contributing to messing up their lives. Should I really put
so much effort and money and time into this whole transformation
process? Maybe I should slow down, focus on incremental gains.

And the vision that I have been holding out—am I crazy? I want to
grow a major business, a real business; I want to prove you can do business
in a way that treats poor people as the essence of value creation, not as a
by-product of value creation. At the end of the day, I would hate to think
I was instrumental in destroying an eighty-seven-year-old organization.

Jim: That fear of screwing up an organization—I’ve had to work hard on get-
ting over that one. Juma Ventures, from an external perspective, was very
healthy, innovative, successful, when I took over. Of course, it had its fair
share of challenges and issues—but all the same, I was succeeding the
founder of a successful, reputable organization, and I did not want to
screw it up.

Even so, I definitely wanted to refocus the whole enterprise. We have
closed businesses to streamline the operation, we have strengthened
many programs, we have positioned ourselves for a significant expansion
on quite a different footing than our previous approach, and one of the
features of the change has been the depth of collaboration that has been
undertaken by my new team. But the subterranean worry about mess-
ing things up—that has been tough to get my hands around.

Nonetheless, there is an even bigger weight I carry. That’s the soli-
tude of the role, the feeling of being alone in the job, in so many ways. It
is ironic that despite my serious effort and investment to deepen our
teamwork and collaboration, I myself feel so isolated.

Being collaborative, it turns out, does not mean being deep friends.
The boss is the boss, and having a staft as youthful as mine just ampli-
fies this condition. It isn’t a fear, but it’s a deep, nagging loneliness that
keeps me awake all the same.
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Difficult Dynamics, Part One: Individuals Who Are Reluctant
to Embrace a Collaborative Philosophy

Sam:

At the beginning of our conversation tonight, Jim suggested that one of
the critical success factors for building a culture of collaboration was a
deep belief in collaborative philosophy among the key players. The way
you put it, Jim, was, “If they don’t believe it, they won’t help create it.”
John, you echoed this theme a few minutes ago when you said that what
keeps you up at night is the people who are not collaborative. So tell me,
what happens with the people who simply don’t see it the way each of
you does?

Kathy: Obviously, it’s not as simple as “fire them.” If you did that, a wealth of

knowledge and seasoning would walk out the door.

Jim: Or maybe the person is someone you recruited and cultivated for a long

Sam:

John:

time, perhaps because they provide cultural balance to a workforce that
needs to maintain staff’ diversity.

Yes. What do you do about these types of employees? You don’t want to
lose them, and they don’t want to change. And yet your other employ-
ees are watching you. If you don’t handle those people effectively, it will
often be perceived as evidence that you don’t walk the talk. I'd appreci-
ate hearing you talk about this struggle.

I'm very conscious of this issue. I'm also very sure I don’t have an an-
swer—I’m very conscious of that too. I'm working with scientists whose
main labs are based all over the world and who all share a few key as-
sumptions of the academic-scientific culture, which are anathema to the
collaborative philosophy. Being a principal investigator, a PI, is basically
like being the lord of the land. In my day-to-day negotiations with PIs,
I'm constantly trying to stand for a collaborative model, a model based
on sharing protocols and data early on—not after studies are published
but much sooner—so that we can get on with the business of actually
finding causes of birth defects. And this is a very, very hard stance to
take. These are people who have enormous research grants: they are
tenured, they are deans, they are senior scientists in some of the largest
research centers in the world, and they often don’t give a damn about
sharing protocols—at least, not before they publish their own findings.
To them, collaboration means reading papers at conferences or corre-
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sponding about interesting questions. At most, it means working with a
small group, their own individual research teams. But it does not, for ex-
ample, mean sharing with their counterparts at other universities the set
of raw data collected during interviews with pregnant mothers.

So I have to make trade-offs when I negotiate with these scientists.
Sometimes I feel like I'm not walking the walk, I'm not consistent. I can
say that I am conscious all the time of what is a collaborative arrange-
ment and what isn’t. But I don’t have the . . . the what? Is it the power?
The clout? I do have excellent resources and systems to share, which is
why 'm even at the table. . . . I just don’t have a model, I don’t feel I've
solved this challenge yet.

I do know and believe in my heart that science will find causes of
birth defects sooner, and better, if the best thinkers in the world would
do a better job of pooling resources and brainpower, and I want to make
that happen as much as possible in my lifetime. But I don’t know how to
do it, against all the assumptions and culture and reward systems cur-
rently in effect.

Kriss: From my perspective, the answer is that there is no answer. You make
your best guess, from a cost-benefit standpoint, about how to approach
each test, and you evaluate whether the benefit will outweigh the cost.
Because there’s definitely going to be cost. There’s no model for these
really sophisticated challenges; these are judgment calls. And you’re
going to pay the consequences of whichever decision you make.

Kathy: Yes, this is life; it’s reality. You can’t eliminate “resisters.” Sometimes
they have their own important contributions to make. In those circum-
stances, you have to learn how to work around them, in essence, and still
move the organization forward. Sometimes they may reach a point
where the organization’s momentum is too strong to resist; sometimes
they may discover that they are in peril of being marginalized, left be-
hind by the flow of events. Some change; some never do. Some leave.

Deborah: We have all faced this problem, I'm sure. At times the main problem
is about lost opportunity, but at other times the problem is that damage
is being done to the organization. In the latter case, you have to be
thoughtful about how to contain the damage. Let’s assume that the per-
son is not easily “sent away”’—perhaps because he or she is an expert in
their area or because the person has built an important network for im-
plementing things effectively. I have had to work with such people, to talk
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through the new parameters within the organization, and help them de-
fine their job and their niche differently. For some people, this might
mean limiting their scope of influence; for others, it might mean coach-
ing them to become more involved or to become more of a mentor. I
calculate the potential damage they can do to the effort, and then I make
the appropriate move.

Sam: The other day I was at your organization, and I saw you struggle with a

Kriss:

version of this issue. You had a meeting of key stakeholders who were
making decisions about whether to treat a certain priority as having
medium importance or super importance. You personally felt it was
hugely important, and you wanted to use the meeting to build alignment.
Most of the people you had invited to that meeting had misgivings, but
you felt optimistic. If you made your best case and if you talked things
through with them respectfully and if you operated from a commitment
to problem-solve in order to deal with their concerns, then you hoped
that the meeting would build to a consensus outcome. However, you al-
ready knew that you were going to have trouble with one particular
stakeholder. This person—whose presence was not absolutely essential—
was going to come to that meeting with the openly declared intention of
defeating or at least constraining your initiative.

So you had a choice to make: should you bring this stakeholder to
the meeting as a full participant and pay the various costs—the extra
time it would take, the inevitable periods of frustration and misunder-
standing in a meeting that was originally supposed to be upbeat, and
most of all, the uncertainty and risk of a potentially troubling outcome—
or should you move ahead with your core group and then, once you had
built a critical mass, deal with this “resister” one-on-one—offline, as
some people call it. And this question you had to deal with is my ques-
tion to all of you: when you are facing that situation, when you are siz-
ing up the trade-offs of including versus not including the people whom
you know will make trouble, what goes through your mind? How do you
size up the trade-off?

I think in previous positions at different organizations, in more cases than
not I have moved in the direction of isolating these people. And I think
I have learned a lot from doing that. In hindsight, I'd have thrown them
more into the mix and designed the process to accommodate more ten-
sion and disagreement. And most important, I would want to design a
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process that aims at a high standard of actually thinking through and
achieving a goal. I want the participants to see that I am not going to
create a process that is superficial and noncontroversial just to accom-
modate the feelings of people who are stubborn or afraid. If someone
does not want to collaborate in a well-designed process, I want all of us
to see the challenge for what it is, so that we can keep thinking, keep
working, accepting the reality but not becoming defeated by pretending
to be “collegial” but actually being avoidant.

Jim: I had a situation last year that was of that ilk. Didn’t handle it very well.
I had a leadership team member who was really out of sync with me and
my style and vision for the organization, just everything. This was a sea-
soned member of our staff—influential with the younger staff and very
well-respected, for good reason. Still, we had a lot of differences, espe-
cially about vision and strategy. And rather than deal with the gap be-
tween us in a real-time, confrontational way—mnot in a negative, blameful
put-down session but with productive confrontation—rather than do
that, I chose to just observe it all and create a mental list of reasons why
I couldn’t work with this person. I waited till I had my whole case orga-
nized, and then I confronted her in a this-is-the-last-straw kind of way.
In doing so, I created a wall between us. By design. I thought I could iso-
late her from the rest of the organization, and for some reason I thought
that might work. Boy, did it ever not work. I essentially resisted the op-
portunity to confront her in small ways, in real time. Instead I let it build
up to a breaking point: “Here’s the way it is: you can keep your job, but
you’re off this leadership team. . . .” And of course the fallout was ex-
tremely negative. The isolating strategy was anything but effective. The
fallout rippled all through the organization.

Sam: As you reflect on this experience, it sounds really hard to live through—
for you and for everyone concerned.

Jim: You bet. If T could do it again, or if I ever come up to a situation similar
to it again, I'd like to think I would handle it very differently.

Sam: One aspect of what you're sharing connects to a point you were making
earlier this evening when you spoke about the theme of accountability.
At that time, you were saying that it was critical, in building a culture of
collaboration, to hold people accountable for saying out loud more of
what they’re actually thinking about key issues at work. Listening to you
now, I'm hearing a closely related thread: that one of the things that goes
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with the territory of handling people challenges is to hold yourself ac-
countable to engaging with them.

Jim: Exactly right. You can’t call it collaboration and then withdraw when the

Kathy: Sometimes we might represent collaboration as a process design, a map

John:

Kriss:

stakes go up.

with milestones and stakeholders and such. But I think what Jim is talk-
ing about here is a lot more than designing and implementing a process
to do a project. Jim’s talking about an organic way of being. As we share
our thoughts about these experiences, what we have in common is that
we’re trying to make a certain way of being become organic, natural to
the organization. In creating a culture of collaboration, there’s no such
thing as “OK, we’re done.” It’s organic; it’s continuous; it keeps devel-
oping and transforming. And that’s really hard and taxing. And so much
of it is brand new because it keeps unfolding;

In my situation, I’'m so personally ambivalent. The mission is to find
causes of birth defects. For this you need scientists—the best scientists.
The core value of collaboration seems like a no-brainer to me: why would
we let scientific progress crawl along at the pace of one decade at a time
when we can move things exponentially faster if people would work to-
gether? But those scientists aren’t collaborative. I need them, and they are
who they are. So I probably do accommodate in different ways because
of my two competing values: “find causes” versus “be collaborative.”

I know what you mean. In my organization, not only are we part of a
university, with all of the academic culture you’re describing, but we’re
housed in a business school. So you can imagine how many people think
collaborative culture is worth striving for. I remember one incident when
I really caught on to this. I was working with one of the key thinkers at
my organization, and we were talking about engaging with students, fac-
ulty, and a variety of other stakeholders to get input on a major upcom-
ing initiative. I thought we were talking about “how to,” not “whether
to.” But I realized I was wrong when this person said, “But if we get
them involved in this, they’ll think it’s their idea!” The reward system in
the university is based on ideas, holding on to ideas and positioning one-
self over who takes credit.

John: Exactly. In my own organization, I built a collaborative culture and used

it during a three-year reengineering, when we cut down from studying
more than one hundred types of rare birth defects and got focused on
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the five most common, costly, and deadly. And we reduced our “cycle
time” enormously—that’s the time it takes to complete a study from start
to finish. And yet when it comes to the actual ongoing scientific work,
even with the research being done entirely with our own scientists at my
own organization, I'm still not fully clear about where to come down.
The mission value is toward the scientist, but the core value is toward
collaboration. I'm sure the collaborative culture gets watered down; I'm
sure I am making this mistake ongoingly.

Kathy: T don’t see it as a mistake; you'’re dealing with the way things are. And
like you said, you’re still conscious of it. You’re not just giving in to the
mainstream cultural norms. This is, I think, what we’re all trying to do:
change things. And real change is not going to be simple or easy. Youre
doing it, John.

John: Well, it’s true that I'm constantly, painfully aware of the choices I keep
making. I just don’t have a model for making the real, lasting change
more likely to come true.

Kathy: You’re inventing the model. We’re all inventing it. By the way, Debo-
rah, what happened? What did you do?

Deborah: Well, in this particular case, I chose to include the person and take
the gamble. I thought my chance of bringing him on board was much
greater if I could use the presence and strength of the group. We would
all wrestle through everything together. We had several hours set aside,
and this was a big opportunity. And it turned out wonderfully! We saw
his objections melt when he had the chance to be taken seriously and
have his concerns dealt with thoughtfully. So yes, I made the decision to
put this right in the middle of the challenge, to let all the stakeholders
duke it out as needed and work things through. [This key stakeholder
went on to become a strong, vocal advocate for this decision, influenc-
ing and ultimately leading a key group to endorse and implement cru-
cial elements of the decision.]

Sam: And what was your rationale, since you have sometimes made the oppo-
site choice?

Deborah: 1 thought, “Now is the time to put them in the middle. There’s enough
bench strength, enough dynamic support, enough good faith.”

Sam: Enough “bench strength.” Does that seem like a reliable criterion?

Deborah: Yes. And I have made the same decision at other times, over this past
year, for a different reason. Sometimes you include people to get them
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to either step up or step out. Like Kriss was saying before, sometimes it’s
important for people to discover the situation in a living, dynamic, social
context. If they’re doing poorly in it, they can see their situation and it
can help them choose which change to make.

Sam: And does this interface with your thought about “bench strength”?
Deborah: Yes, exactly. Several months ago, I had a group that was composed

primarily of either consultants or people who were on their way out.
This was not a group to do a lot of pushing and testing and pressuring
with. The payofl’ would not have been there. I would have been investing
for nothing. I had one staff person in it who was maybe or maybe not
going to stay with the organization. But instead of being clear in my
mind about whether to use the group as an implicit context to help him
self-evaluate, I was ambivalent. I put him in for a while; I pulled him out;
I left him hanging about whether he should come back in—it became a
mess. He left, but it was not an easy termination. And I'm still paying
consequences in terms of cleanup.

In retrospect, I should have orchestrated his departure sooner. I was
hoping that putting him in this group would help resolve the situation
one way or the other, but I misestimated the strength of the group. It
was simply not resilient enough to engage with problematic passive-
aggressive behavior by a member, not strong enough to respectfully con-
front that behavior and push the person to shape up.

Sam: 1 see a lot of heads nodding,
Kathy: This 1s a key insight. A participatory process can be draining on a

group—especially if it’s the first time they’re coming around. It can be
draining. You're right—there are certain things you can only do with the
right mix of people. You have to be thinking about this when you make
judgments like which groups to use to launch a process, and which
groups to include later. Yes, this is really, really important.

Difficult Dynamics, Part Two: Working with Newcomers

Sam: What about the newcomer? There are people in key positions who are

not resistant in the sense that they actively disagree with collaborative
philosophy, but they are naive about it. Maybe they are completely un-
aware of collaboration as a legitimate approach to management. Or
maybe they know the hype about it but have never lived through the
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kinds of tests and character building that you’ve all been describing
today. How do you work with the newcomer who just wants to “go off
and do his or her job™?

Deborah: We’re having this exact conversation now. We hired a key player, a se-
nior manager who is excellent at the type of work we hired him to do.
And he has a new team. I quickly saw that his team was going to need
some attention because we’re still in the process of building our culture
and there was no reason to assume that this new team, led by a new-
comer, was going to develop along collaborative lines. So I discussed it
with him and we came to the conclusion that for a while, I would join
his operations team. The idea is to make sure the team has the support
and attention of the CEO to make it as successful as possible. We had to
clarify that I'm not watching over him and his team; I'm offering coach-
ing and support and vision while they invent themselves.

Jim: You’re engaging with them.

Deborah: Yes, precisely. I can’t afford to leave these early developments to
chance.

Jim: Me too. I am so much more deeply engaged than I was a year ago.

John: About eight years ago, we did an analysis of the turnover pattern in our
organization. We learned that we had a huge turnover rate among peo-
ple who were in their first three years at our organization. But we also
found that those who made it to the three-year mark were likely to stay
forever. My strategic management team discussed this quite seriously,
and we came to the conclusion, since borne out, that it takes a huge ef-
fort to build a shared framework of understanding with newcomers. For
high-level people, the GCEO has a major role in this. I can recall twice
over the years bringing on high-level staff, whom I recruited for many
months each, and then once they were hired, I moved on to other
things—and in both cases they didn’t last a year. At other times, I have
brought in people who I have stayed closely connected to, and—sur-
prisel—they’re still here to this day. It takes an enormous commitment
of senior staff to bring them in. I have seen senior staft’ be welcoming,
and I have seen them be resistant, to the introduction of new managers,
whether senior or middle managers. And you can predict the outcome,
if you’re paying attention.

Kathy: That goes to what Deborah was saying: she interjected herself into the
situation where the newcomers were being indoctrinated with the vision
and values and culture of the organization.
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At a previous job where I was COO, we went through a period during
the early years when the organization was new, small, and very collabo-
rative. Then we had a big growth spurt, and we made the mistake of
thinking that collaboration was fully incorporated into the culture. We
didn’t systematize it. We didn’t do anything intentional to integrate the
way the leadership team worked with the way the rest of the organiza-
tion worked. We had so many new projects and programs starting up
that we just let people do things their own way. And sure enough, we
paid significant consequences for that. That experience raised a ques-
tion for me that I'm hoping we can spend some time on: how to institu-
tionalize the culture.

Institutionalizing the Culture of Collaboration

Jum: Recruiting is one key, I think. It’s more a question of how we recruit in a

Kriss:

way that sets up for success. This past year, as I've been rebuilding, I am
much more insistent on the alignment of values and people. I've got an
idea in mind, a vision, I guess you could say, of the culture we want to
create. Not the culture that currently exists, which is basically the culture
that has existed for years, but rather a culture that is more in line with
the type of values we have been discussing.

It’s one thing to hire good people, who at the hiring interview say they
value collaboration and empowerment as a management style. I'd think,
“OK, great, they’re aligned with the values.” But there’s a large gap be-
tween statements made in a hiring interview and the ways people behave
from day to day.

Jim:1 may be a little delusional about how well I can assess that on the front

Kriss:

end, but I'm making people decisions with a broader set of thinking and
information than I did a year ago.

You're right, we can do a lot of good or ill by the type of people we se-
lect to place in leadership roles. And I agree with you that conscious re-
cruiting practices can play a strong role in institutionalizing a
collaborative culture. Even so, it’s a totally different thing to hold people
accountable for their daily and monthly behavior. It’s not at all obvious
how to define objectives that pertain directly to participatory values or
how to measure, monitor, and evaluate successful job performance. In
other words, how do you build accountability into this value?
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Deborah: This is a major question, and I wonder if part of the answer is that

Kriss:

you can’t be too methodical. I have 450 employees, spread across more
than a dozen businesses. I have various layers of management, and I
have a board. And I want to create a companywide mentality of em-
powerment and distributed leadership, with collaboration across sectors
whenever appropriate. I keep wondering, is it possible to allow the lead-
ership to emerge, not to force it or even structure it too much? Is that
possible? What can I do to encourage a process that is more organic?

I’'m trying to ignite my managers and sales staff’ with a different
mentality, a real belief in their own power. It’s working, too—we have
plenty of data, from sales figures to retention rates, that show that it’s
working. But this growing belief in their own power was not ignited
though some sort of organized team-building process or through any
type of structured collaborative problem-solving project. It was mainly
just role modeling. I have been dropping in, walking the ship, and mak-
ing a strong effort to stop and listen, stop and listen. Then I bring peo-
ple together to problem-solve and especially to figure our how to act on
each other’s ideas. It works.

I do see, however, that I am encountering various pockets of resis-
tance, often from middle managers, who don’t want to shift to new ideas
and new ways of thinking. I have not been especially successful at in-
spiring all of them to change. A few, yes. Others, no. But with my hope
for enabling leadership to emerge rather than force it, I've been ap-
proaching the situation more as one of encouraging little pockets of
“change activity” as opposed to resourcing organized, ongoing, facili-
tated teams. So I'm not quite sure: it’s a question—and it’s one I'm ask-
ing a lot these days: Do you always have to have a methodical way to
institute collaboration? Or can you build certain platforms or system—
like a communication infrastructure and an accountability infrastruc-
ture—that can support the stirring of the pot, this pot of change?

Your comments about some of your middle managers and your decision
to try to enable change rather than force it remind me of some similar
decisions I've had to make. We have significantly changed our mission,
our vision, and our strategy. Now I'm faced with how to build the critical
mass of support across our various constituencies. We have the business
school to contend with; we also have influential alumni; we have wealthy
and well-connected donors, some of whom are individuals and some
foundations; we have a world-class journal on social innovation, complete
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with a staff and its own board; we have undergraduates; and we have
many, many programs to run.

I came to realize that I will not be able to acquire solid support or
even endorsement from everyone at the same time. So I decided to focus
on the early adopters. As a statistical probability, I know that only about
one person in twenty from each constituency is likely to be an automatic,
intuitive supporter of this or any change in our mission, vision, or strat-
egy. So I am not going to push the river; I have embarked on a search to
identify and cultivate the one in twenty. We have found that the early
adopters are becoming our evangelists, and they are going to be instru-
mental in inspiring and encouraging the majority to change.

_Jjohn: This may shed some light on an aspect of our experience that has puzzled
me for years. In the mid-1990s, we invested heavily in using a collabora-
tive process to refocus our strategy and redesign the organization. In terms
of the strategic consequences, we benefited greatly. However, in terms of
the culture change, it has been harder to characterize. A few of us were
deeply and significantly influenced. I'd say that for a few of us, it was trans-
formative. But for most of the organization, I would not say that our team
practices are outstanding. Most people would probably say, “Yes, we func-
tion as a team,” but in many cases, I can still see a lot of room for im-
provement—to say the least! Well, it has puzzled me; I wasn’t sure how to
think about what has gone wrong, though I have mainly blamed myself.

Sam: So you were saying that you might be putting this together in a new way
this evening . . . ?

John: Yes. I wouldn’t say we have a team culture. But we did have a few early
adopters, as Kriss calls them, and I think that led us to a key improve-
ment in our culture: we have created a learning environment. I think
everyone in the organization would agree that compared to the mid-
nineties, we now are much more goal-oriented, with milestones we can
state and measure. We have “status meetings” to track our progress. Also,
we have a formal process of lining up people’s individual goals for the
year with our departmental and organizational goals, and we do peo-
ple’s annual performance reviews with that alignment in mind. In other
words, we have converted solidly into a project-managed culture, with
more permission and more capacity to learn as we go along.

In the beginning of this transformation, which grew directly out of
the organization redesign I mentioned earlier, there were a few people
who really pushed it forward. It grew out of our determination to build
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a project-managed, team-based culture. In fact, that’s exactly the phrase
I used—*a project-managed, team-based culture”—whenever I com-
municated about what we were aspiring to become. Well, I don’t think
we have done as well as I'd wanted, on the team-based side, although
many people would disagree with me. But we have definitely accom-
plished the shift to project management. And that happened through the
influence of our early adopters, who were, as I can see now, actually
more aligned with project management via a “project team” model of
implementation than they were aligned with a model that aimed at a
deep, participatory-value-based culture.

Jim: Your experience suggests that a new culture can become ingrained even
when you didn’t fully understand what was taking place or how. This is
both interesting and reassuring.

Deborah: It’s another case of emergence rather than planfulness. The early
adopters emerged as leaders and took the culture in a certain direction.
Not 180 degrees different from where John had wanted to go, but not
100 percent the same either. This is the self-organizing behavior that I
do believe occurs in a complex adaptive system.

Changing Systems to Institutionalize the Culture Change

Jim: Before branching in that direction, though, I would like to go back to
something else. A few minutes ago, Kriss posed the question, “How can
we institutionalize the culture we aspire to create?” This is a key ques-
tion at Juma.

As a social enterprise organization, we’ve got a “double bottom line”:
because we are a business, we want to earn enough revenues to turn a
profit or at least break even, yet our main reason for existing is to help
our youth employees pull themselves out of poverty. Those two purposes
are not easy to reconcile. It is much more profitable to sell ice cream
when you don’t have to provide additional programs and services to your
ice cream vendors; yet if’ you just throw many of our youth into jobs
without individual support, they can easily fail. We needed to take a huge
leap forward—we needed to vastly improve our performance on both of
our bottom lines, even though in some ways success on one side seemed
like it would undercut success on the other side. In fact, this was the
whole impetus for redesigning the organization in the first place.
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Well, we have definitely made great strides on this: we have devel-
oped a deep, serious commitment to the principle of integration, inte-
grating every aspect of our youth service with every aspect of how we
run our business. That’s the goal. And in practice, it means collaborat-
ing across functions, on every aspect of our work. My youth develop-
ment staff’ and my business management staff’ have to collaborate on
many, many issues. For now, we’re successful at it. But this brings me back
to Kriss’s question, which is precisely the question I’'m focused on now
at Juma: “What can be done to ensure that spirit of collaboration in the
long term?

So Deborah, a few minutes ago you said something I wanted to fol-
low up on. You said we could possibly build systems and platforms that
could support people to step up and take initiative, try out new ideas,
collaborate across sectors, and so on.

Deborah: Yes, exactly. That’s what self-organizing systems do. They build plat-
forms that support people to behave with some degree of spontaneity
and autonomy. That’s exactly what we’re trying to do—determine which
platforms, which systems, will support the broadest distribution of lead-
ership, initiative taking, and teamwork.

Jim: Well, good; this is what I want to explore further. Here’s my question to
you about that: what systems and practices, from your experience, might
be the ones that have the most leverage?

Deborah: 1 can think of a few. I'll start with one we’re deeply engaged in right
now. We are looking at our HR policies and programs—the whole HR
function, actually—as the backbone of any organizational culture. This
is because HR helps recruit, orient, and reinforce, through many difter-
ent policies and procedures, what you want in the culture. Therefore, we
decided, among other things, to completely redo every part of our per-
formance appraisal system. And that’s what we’re doing. As a first step,
we are working on changing the entire performance appraisal system so
that individual goals are aligned with their departmental-organizational
goals and aligned as well with agencywide goals so you can see the con-
nection. Just like John described.

John: That’s a huge project in itself.

Deborah: You bet! And by the way, the negotiating among the various players
about how to do that in a collaborative, cross-functional way has been
quite a challenge too. We’re getting there, but building these systems is
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not simple. Here’s another one, Jim. Early on when I was getting the
transformation under way, I made the mistake of relying on the old ex-
isting communication system. That was an absolute disaster. The mes-
sages I sent were not being repeated, the underlying philosophy was not
being reinforced, and it continued to deteriorate until I faced up to what
was happening—or, rather, what was not happening

Except when I did it personally, there were no internal systemwide
communications, period. So I proceeded to hire a whole new commu-
nications team, and they built completely new infrastructure to support
internal communications. And they built it in a way that expressed and
reinforced what I see as a core value of collaboration: open communi-
cation; dialogue; feedback. Now communication flows back and forth.
The process of obtaining feedback has been built in to the communica-
tion system. I no longer worry that my messages are going to be filtered
unless I do eighty million focus groups all the time.

Kathy: John and I had the same experience in the late 1980s, and we turned it
around, with the same result.

John: Yes, it’s true. When our internal communication systems are functioning
well, the level of shared understanding is much better. And the morale
is higher. People trust more. And they ask me better questions, too, and
more of them.

Deborah: Another way to institutionalize our new culture is through training.
We’ve always been big investors in training on basic technical skills for
certain groups of our employees; but in this past year, we have been
working hard to rethink the entire function and make it more available
to more people—everyone, actually—in more modalities, such as men-
toring and real-time problem solving, not just classroom training, and on
different competencies, including culture-oriented skills of leadership
and collaboration.

Kathy: I've been thinking along a similar line. At my organization, I've been
focusing on professional development. It’s related to training but more
personal and more directed toward strengthening the courage and char-
acter of our emerging leaders in the movement. One of the deepest rea-
sons I care about the culture at Planned Parenthood is because I care
about the strength and effectiveness of the entire national women’s
movement. We need to be working to develop the next generation of
leaders focused on women’s rights. And collaborative processes are an
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incredibly powerful context for building organizational strength and a
movement. So I have been pretty intentional about bringing in external
coaches and facilitators such as Phyllis Watts, Wildswan Resources, and
Sunny Sabbini, from Community At Work. And I don’t just bring these
people in for a meeting here or there; we have long-term relationships
with them so that my stafl’ can gain personal opportunities to grow, both
through one-on-one sessions and through participating in challenging
thinking sessions. Earlier in this session, we spoke about the importance
of having external support, the importance of investing in our own pro-
fessional development. As I see it, long-term contractual relationships
with external consultants are definitely part of institutionalizing the value
of collaboration.

Jum: This is all really, really helpful. I’'m thinking, as you’re speaking, of op-

portunities to use these as I continue to rebuild my own organization.

Deborah: One more: incentives. We’re doing that now—thinking through the

Kriss:

John:

Kathy:

: Planned Parenthood too. In some ways, we’re autonomous; yet in many

Kriss:

possible ways of creating an “incentive infrastructure.” This is different
from performance appraisal. The question here is, “How do we incen-
tivize the culture of teamwork and innovation?” I don’t have the answer,
but we have a team now working on it.

As the person who raised the question originally, I'm appreciating all of
what I'm hearing and find myself very stimulated by it—and yet I’'m
struggling a bit with some of it. I'm questioning how to apply some of
this thinking to a larger system like mine. For example, take compensa-
tion. The pay scales at Stanford are set far beyond my influence. The in-
centives and bonuses for the professors are established. Or take human
resource systems and policies: same thing. My little CSI is independent
in some ways, but not in those ways.

Us too. Much of our compensation structure and our HR policies are
governed by the state of California, the Department of Health Services,
the Civil Service union, the March of Dimes, the National Institute of
Health, . . .

regards, we voluntarily abide by norms and standards of the state and
national federations.

I guess what I'm realizing, then, is that the very concept of institution-
alizing your culture is a balancing act between systems you can influence
straightforwardly and those you can’t. And as I think about this, I sus-
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pect that for each of us, maybe there are one or two key systems, key
components, that can drive the institutionalization of culture. I'm think-
ing, for example, of Nordstrom. I grew up in Seattle, and I saw it grow
from one store downtown through all its stages of national expansion—
in fact, I was with Nordstrom when they opened up the East Coast. And
through it all, at every step of the way; it is “customer service” that has
kept that company alive. They have a core philosophy, as many other
businesses do, a key driver that guides the development of a few critical
systems. It gives the organization its spine.

Sam: So let me check to see if I'm understanding you. Are you suggesting that
each of your organizations may need to find its own one or two “key dri-
vers,” as Nordstrom has?

Riiss: Yes.

Sam: So that those one or two key drivers would enable you to institutionalize
the culture of collaboration in unique ways in your own systems?

Kriss: Yes. And you know, I have one other thought about this. We are all being
pushed by many factors, and there is a never-ending supply of things to
think about and things to do. This year we’re focused on growth, next
year it might be downsizing. My point is that we may never have the time
to institute every one of our infrastructures perfectly. I think we each
have to think for ourselves, determine and decide on the right priorities.
If you want to promote a culture of collaboration, ask what are the one
or two key drivers that will give you the most bang for your buck, to sys-
tematize and institutionalize collaboration.

Closing Thoughts

Sam: We’re going to have to wrap up soon. First, let’s see if I can summarize
your thoughts on this topic—you’ve said a lot! Deborah mentioned four
systems: performance appraisal, communications, training, and incen-
tives. For each of those, Deborah, if I've understood correctly, you are
in the midst of developing not just policies but an entire infrastructure,
expressly with the intention of institutionalizing a culture of teamwork
and innovation.

Deborah: Yes. We're right in the middle of all this now, so I don’t know whether
it will turn out to be right or wrong; I don’t yet have a good sense of the
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payofls or the trade-offs. These are the four core systems we have iden-
tified to date, and I expect we’ll identify others as we go along.

Sam: Farlier, Jim brought up recruiting. Jim, you reported that you were much

more aware this year than previously that you could screen for a person’s
potential affinity for collaboration even before you hired the person. That
struck me as another area that might clearly strengthen the culture.

Jim: 1 think so. I hope so.
Sam: John, you spoke about the importance of an environment that encour-

aged learning and continuous improvement through such methods as
alignment of goals, tracking meetings and progress, and other project
management systems and tools. Kathy, you brought up professional de-
velopment, and you reminded us to think of long-term relationships with
external change consultants as part of institutionalizing your culture.
And Kriss has offered an insight that it might be most practical and per-
haps most effective to focus on one or two key drivers, based on a core
philosophy, and use those drivers to push the development of systems
and practices.

Kathy: Good job, Sam. If we had more time, I think I'd want to look carefully

at another one of these: participatory governance. Our boards play a
significant role in how we do or don’t walk our talk of collaboration.

Deborah: Our executive teams, too. Yes, that would be an important topic. As

I’ve said, I'm working to create a distributed network model for leader-
ship, and yet I still understand the importance of preserving a clear locus
of authority. Balancing these two, living with the dynamic tension be-
tween them, and even consciously institutionalizing it—well, we would
have a lot to talk about on this subject.

Jim: I'd want us to trade our experiences on the actual work of implementing

Kriss:

the various systems we’ve been discussing; I'm thinking about phases and
stages. At Juma, I think we had to go through some major phases before
we could become ready to undertake the transformation. I certainly had
to get ready myself; certain other alignments had to be dismantled, and
there was also a transitional period of trial and error before I even knew
what I was looking for.

And of course at Juma you have the additional challenge of a workforce
who are mostly going to leave the organization within a couple years of
their arrival.
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Deborah: Goodwill too. Almost all of our employees leave, by design.

Kathy: And what about the students at Stanford? Or for that matter, my vol-
unteers . . . ?

Kriss: And our funders. And the faculty. Yes, there are loads of challenges about
engaging the various constituencies, the stakeholders who are not our
managers. This is actually the issue that most centrally affects me and
my organization. Stakeholder engagement is the type of collaboration
my particular effort has focused on, much more so than participatory
management. And that does bring me back full circle to one other topic
I touched on earlier: using early adopters to connect with these con-
stituencies. I’d like to explore this more: what critical success factors are
involved in improving and increasing your base of support with those
stakeholder groups? I understand the value of early adopters; how do
we substantially increase their numbers?

Kathy: I know we have to close, but I do have one response to Kriss that I re-
ally believe in. As you know, we work in coalitions all the time. It’s one
of my core areas of expertise. And one thing I've learned is that you
don’t try to convert everyone to your way of thinking; you develop a few
key relationships and strengthen them. For the broader constituency, you
send messages that speak to them, and you create an overall climate of
common interest. But don’t expect to get very many players from these
other groups to take your projects seriously. They have their own projects
to work on; that’s where their passions are. So when you need support
and effort from your other stakeholder groups, you use your key rela-
tionships to carry the water. Don’t expect everyone to take responsibil-
ity for everything.

Deborah: Yes, but . . .

Sam: Excuse me, excuse me; sorry to interrupt, but we need to finish up. I see
that there are many other meaningful questions we could explore. With
your permission, though, I would like to override this discussion and
move into a closing summary.

Lveryone: Yes. Fine. Go for it!

Sam: Throughout this conversation, I noticed that each of you would take turns
agreeing with something and then taking the thought in a somewhat dif-
ferent direction. You resonated with one another in many ways, yet you
frequently had many perspectives on a single issue, and I often had the
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sense that you were each emphasizing different things. Kriss drew this to
our attention most explicitly when she encouraged us to recognize the
different needs and conditions that distinguish one organization from the
next. And this simple fact—the diversity of your organizations and their
structures and missions—begs the question, “Is there ‘one right philos-
ophy,” one correct model or definition, of a ‘culture of collaboration’»”

We’ve been talking about five different organizations that share a
core value of wanting to put participatory values into practice. Does this
mean they each share the same meaning and vision of a culture of col-
laboration? I think I'm walking away tonight convinced that the answer
is no. To my mind, we’ve been hearing that whether a particular orga-
nization leans more toward a project management culture or more to-
ward a distributed leadership culture or more toward a stakeholder
engagement culture or more toward capacity-building professional de-
velopment or more toward a double-bottom-line integrative culture, all
of them are manifestations, one way or another, of participatory values.

Jim: That speaks for me. I'm still not sure what the core of our long-term cul-
ture will be, although it’s true that “integration” will hopefully be our
driver. And your point, Sam, brings me to a closing comment of my
own. I think of myself as a practical person, a person who is driven by
goals and results. As a consequence of that, I became a proponent of
participatory leadership not because I felt it was great in and of itself but
because I have seen quite clearly that as a practical matter, it’s a model
that can help us achieve our highest potential. So yes, I have become a
convert to participatory leadership. Thank you all for supporting my
learning on this.

Deborah: For me, I'd like to end on a different note. Still hopeful, yes, and def-
initely inspired by all the thinking we have done here. But for me, the
jury on the primacy of a culture of collaboration is still out. As I've said,
I want to create a balance between planfulness and chaos, between team-
work and initiative taking, between doing really good thinking in groups
and taking bold risks and sometimes even failing as individuals. I really
want to work with that tension, experiment with it, use it. I agree with
Sam’s point about participatory values: what I want most is not any spe-
cific formulaic culture; I just want to keep finding ways to bring out the
best in everyone.
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Kriss: And please keep me posted on how that evolves.

John: In fact, it would be great for us all to stay in touch.

Jim: To be continued, then.

Kathy: Let’s hope. And not just for ourselves and our own organizations. Fvery
organization can be strengthened from within. And we’re all better for it.

Sam: Thank you, everyone.
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