Why Interorganizational Collaboration? Interorganizational collaboration is an essential concept to understand in our contemporary world and is related to at least three phenomena that challenge traditional conceptions of top-down organizing. First, the nature of large-scale problems has spurred increased interconnectedness among diverse people and places. Consider how the Zika or the Ebola virus mobilized the medical community, the pharmaceutical industry, and governments and industry to counteract the spread of the virus throughout the world. Reflect on the politics and ethics associated with solving such a problem—issues such as a lack of resources, infrastructure, and the presence of sustained poverty intersect with the ability to administer to the sick, invent vaccines, and stifle the spread of a flourishing virus. Second, interorganizational collaboration influences what it means to organize. The jurisdiction of solving what are often described as wicked problems7 falls to many organizations and types of organizational structures, including the government, communities, corporations, nonprofits, as well as interested private citizens. Imagine how different the organizational structures and leadership practices are among the stakeholders of the heroin/drug collaboration in Gloucester. Organizational leaders and members learn to work outside their usual customs and expectations. For example, a police officer may be familiar with direct orders, chains of command, and bureaucratic procedures that are essential to police work. Those practices could slow, stall, or—worse yet, disrupt—the progress of interorganizational collaboration that functions by sharing decision-making duties. Finally, younger workers and the influence of technology are changing expectations and the way we communicate in the workforce. A growing cohort of millennials are entering boundary-spanning positions where they will work within and across their organizations to address problems. They bring new skill sets and values to the workforce. We are only beginning to acknowledge that the assumptions we have about working and the skills needed to run, organize, and communicate in traditional, bureaucratic organizations are not the same skills needed to run, organize, and communicate when working across groups, organizations, industries, and communities.8 In interorganizational collaboration, power is shared; partners do not work for each other; and they likely have collateral positions and responsibilities in other organizations and teams. Incentives are not bound by pay and promotion, and work is not governed by policies and procedures but by the relationships stakeholders have to each other and the problems they are trying to resolve. Previously learned communication skills, such as persuasion and debate, are grounded in different values and assumptions. They are not sufficient for solving the contemporary problems posed by our diverse yet interconnected society. Persuasion and debate are important when we need to rally support and resources around good solutions, but they work counter to innovation and problem solving when we don’t have the answers and need to be open to new ideas. Communication skills associated with collaboration need to be taught to today’s workers. Refocusing our university curriculum to emphasize skills such as dialogue, critical listening, principled negotiation, consensus decision making, and appreciative inquiry will strengthen our ability to function within the collaborative environment. We believe students and workers seeking success in today’s workplace should be as familiar with collaborative communication practices as they are with almost any other communication principle covered in college courses. The purpose of this book is to help the reader understand the complex phenomena of interorganizational collaboration and the ethics required to work within a world of diverse perspectives and experiences. After establishing that foundation, the text turns to the communication practices and skills needed to innovate and identify solutions to the problems that plague our communities and planet.

[bookmark: _GoBack]Organizational Shifts Demand Collaboration In a recent study scholars argued, “In today’s global economy, knowledge is overturning the old rules of strategy. Global competition as the foundation of industrialized economies has shifted from natural resources to intellectual assets in such a way that the current era is titled the knowledge era.”16 The most successful knowledge-creation organizations today foster a culture of collaboration, trust, and learning and promote decentralized and less formal structures and procedures.17 These trends are linked to spontaneity and creativity. The implications are profound for organizational design requiring loose, informal structures, where employees have the authority to make decisions. Employees in the most successful organizations are encouraged to work together both formally on teams and informally across all sectors of organizing. In this era of knowledge organizations, managers need to be skilled at cultivating trust. Distrust leads to hoarding and holding of information and knowledge that runs counter to innovation.18 Learning environments must be created to encourage employees to ask questions and to challenge one another.19 Hence organizational structures and practices today require distinct knowledge and skills associated with collaborating. Leadership Is Needed. In a review of studies and articles regarding the future of the workplace, it was found that 84 percent of global business and human resource executives are scrambling to develop leaders “as traditional leadership models are not keeping pace with today’s rapidly changing business and work environment.”20 With the proliferation of collaboration as a mechanism for solving problems, it makes sense that organizational leadership needs are changing. Lowitt argued that the leadership necessary to sustain business and to solve the most pressing problems in our world (such as shortages of water and food, and the destruction of natural resources on which businesses rely) must come from all sectors of society. He predicted organizations will increasingly rely on a partnership of private businesses, the public sector, and the civil society (nonprofits and social organizations) to remain viable. Organizations will adopt a “collaborative mind-set,” and they will “want to hire and develop leaders who are adept at building relationships with a range of stakeholders.”21 Whether you work in the nonprofit or for-profit organizational world, you are likely to find your organization involved in social and environmental problem solving. Hence, the changing leadership needs of organizations are not limited to a particular sector of society. Collaborative leadership skills are essential in today’s workforce. The era of collaboration holds leaders accountable to their employees, communities, and distant stakeholders. Consider the issues at the beginning of this chapter. All of the organizations involved have missions that are related to but are not the same as the mission of the collaborative endeavor. The people organizing the collaborative program are paid by the organizations they represent. So how do they get anything done? What motivates them to make decisions with other people? Why do they stay involved? How do they make those decisions? Who is ultimately accountable? These are some of the questions associated with understanding and participating in collaboration. The process requires rethinking how communication and participation work in cross-sectoral collaboration. The focus on training workers in the collaborative mind-set is evident with the emergence of several new institutes and professional resources. For example, the Intersector Project states it is a nonprofit organization that: seeks to empower practitioners in the business, government, and nonprofit sectors to collaborate to solve problems that cannot be solved by one sector alone. We conduct research in inter-sector collaboration and convey our findings to leaders in every sector to help them design and implement their own effective collaborative initiatives.22 This project has created a number of free online tools and resources. The Stanford Social Innovation Review, Informing and Inspiring Leaders of Social Change (SSIR) has been highly influential for collaborative organizations in its development of “collective impact.”23 SSIR offers ongoing training, webinars, and resources for cross-sectoral leadership. Organizations partner with leading universities such as Harvard and Stanford to prepare individuals to work within a collaborative environment.







Interconnected Problems Death by overdose attributed to heroin use and prescription drug abuse has quadrupled between the years of 1999 and 2013. After four consecutive untimely deaths, police in Gloucester, Massachusetts, collaborated with the health department, the city council, and the mayor’s office to come up with “out of the box” ideas that might help solve the problem. The result was a radical shift in police thinking; addiction was viewed as a disease as opposed to a crime. The altered approach encouraged scores of people suffering to get help, with the police as the first point of contact. The program has garnered national attention and has led to further collaboration among the police, pharmaceutical companies, and legislators as they continue to identify methods for stemming the problem at its source.1 In what many have called a cost-cutting measure gone horribly awry, over one hundred thousand people from mostly economically disadvantaged populations found their drinking water contaminated with lead. In Flint, Michigan, lead levels were over 800 times higher than allowed by law; residents were forced to drink bottled water and were restricted from using the tap water in their homes for months. Government agencies, nonprofit organizations, and local community members scrambled to work together to restore a safe water supply for Flint residents. Agencies such as the Environmental Protection Agency, The US Department of Agriculture, The Michigan Department of Education, the Centers for Disease Control, and the Department of Health and Human Services (just to name a few) were all involved in various aspects of this crisis. But was there a coordinating body? How did all of these organizations work together on this issue? Who talked to whom? In a crisis, these can be important questions, and answers are unclear in the case of Flint.2 Since 2011, drought has been a mainstay in the summer news headlines. Water scarcity and its effects on our entire national ecosystem have touched all our lives. In California, two major collaborations worked to address the drought while breaking down the traditional governmental barriers to water management. The Western Governors’ Drought Forum brought local, state, and national government agencies together on water resource management—a topic with little traditional interagency cooperation. The forum released a unified operation plan and enabled communication between agencies to allow leaders to cultivate collaborative strategies.3 In a similar collaborative effort, the California Roundtable on Agriculture and the Environment (CRAE) brought together diverse stakeholders in a forum for dialogue to “adopt a fresh perspective” on water management. In creating this dialogic space, the members of the forum identified three key areas of discourse not present in previous discussions of drought: (1) Blame is not a productive response; (2) We are all part of an interdependent system, experiencing this problem together; and (3) to move toward solutions, we must talk with— not—at each other and be willing to work collaboratively. Identifying these absent discourses around drought and water management, CRAE can focus “on how we might work together rather than who’s to blame, we can all come to the table and find solutions for better stewarding our water supply.”4 Millions of Syrians are fleeing their homeland during the ISIS occupation. Countries all over Europe, Asia, and the Americas are trying to address how to handle this influx of displaced people. One small piece of this large international crisis is how to connect displaced persons with the services they need and with concerned family members. Organizations like NetHope are bringing together cross-sector innovators who can collaborate on ways to develop programs and mitigate risk through information
