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ABSTRACT

This thesis documents an investigation into the nature of the influence exercised by

participants in inter-organisational collaboration. The outcome of the research is a
four dimensional framework which is intended as a conceptual device to aid

practitioners in developing their understanding of this focal phenomenon. The

framework identifies four important dimensions of influence:

e Influence Processes that Build Credibility, Relationships and Reciprocity in

Collaborations

o Resources for Building Influence in Collaborations

o Bases of Influence - a tension appears to exist between influence attempts that

are either characterised by rational behaviour or by emotive behaviour.

o Contextual Features of Collaboration - characteristics such as interdependence

and asymmetrical relationships and perceptions of power that typically act as

drivers that give rise to influencing behaviours among participants.

The framework is distinctive in nature because of its potential to aid practitioners in a

practical way to explore the nature of influence enacted by participants specifically

within a collaborative context. It is also intended to provide a structured approach to

navigating the complex field of relevant extant literature.

The main dimensions of the framework could be presented as handles for reflective
practice (Huxham and Vangen, 2005) and used to stimulate dialogue as to: how
influence processes could be enacted; the types of resources that may enable the
enactment of influence; the underlying tension between rational and emotive

behaviour and the contextual features that may stimulate influencing behaviour. In




this sense the framework could be used both as a diagnostic tool and a developmental

tool.

In this context the theoretical insights offered in the form of the conceptual
framework central to this research may be considered as an extension of the theory of

collaborative advantage (Huxham and Vangen, 2005).
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CHAPTER 1: RATIONALE FOR RESEARCH -
WHY IS COLLABORATION IMPORTANT?



INTRODUCTION

Background

While the importance and value of collaboration between business organisations has

long been recognised, it is now seen as a central part of the strategy of many

organisations (Huxham and Vangen 2005). Globalisation — the integration of
economic activity across borders, through markets — has accelerated and intensified

this shift in perspective (Stiglitz, 2002; Nye 2004, Wolfe, 2005). Leaders are

increasingly concerned with issues of a global nature; the title of the 2008 World
Economic Forum in Davos is the “power of collaborative innovation”. Ironically, the
technological innovations facilitating the process of globalisation have both given
rise to social advances and spawned new and complex economic and social issues.
These issues have produced the need for widespread organisational change. Indeed
as Hamel (2007 p45) suggests, while the century is still in its infancy it has already
engendered a sizeable brood of daunting management challenges which are
substantially different in nature to the ones previous generations of managers faced.
Other writers concur (Ahmed, 2007; Nye, 2004; Stiglitz, 2002) highlighting the
unintended physical and moral consequences of globalisation such as increasing

asymmetry in living conditions, climate change, and racial tensions on a scale

without precedent.

In this complex climate the leadership of organisations usually involves driving
greater efficiency and effectiveness in the use of resources and introducing new
forms of organising to tackle issues which demand the attention and action of

multiple agencies (Pettigrew, 2000; Fenton and Pettigrew, 2003; Osborne, 1997,



2004). Although this wave of change has engendered an eclectic range of theoretical
perspectives, Fenton and Pettigrew (2000 pp4) identify at least one point of

convergence,

“the form, process and role of organisations on the brink of the twenty first

century have fundamentally changed and continue to do so”

Fenton and Pettigrew (2000 pp4)

In the domain of both public and non-government agencies Osborne (1997 p317)

suggests that the macro-level shift away from the old model of corporate provision
and toward an approach based on managerialism and pluralism has had major
implications for both strategic and operational management. This shift 1s largely a
response to the increasing range of problems that demand new ways of managing,
leading and organising. At the core these have been labelled as wicked issues (Rittel
and Weber, 1973) and include deeply rooted societal issues such as poverty,
deprivation, crime, social exclusion, social justice, and health inequalities. It is
argued that these issues do not respect socially constructed order, they defy the
parameters of organisation boundaries and disciplines and typically no single agency
is fully equipped to tackle them in isolation (Huxham and Vangen, 1996; Huxham,
1996). In this thesis it is suggested that these issues not only drive the rising demand

for new ways of working and new ways of organising but also new ways of leading,

managing and more specifically new ways of influencing.

Hamel (2007, p51) argues that in the private sector companies increasingly find

themselves enmeshed in value webs and ecosystems, these are relational and



transactional networks over which they have limited control. Structural and

regulatory changes mean that firms have less control over their own destinies. The
growth of collaborative projects, industry consortia and other multi partner structures
iIs demanding a new approach and different kinds of organisational and managerial

capabilities.

In a collaborative context those charged with leading change often encounter a

distinctive set of challenges. They are likely to face the task of engaging and

mobilising the capabilities of a wide range of stakeholders, over whom they have
little or no formal authority (Huxham and Vangen, 2005). Increasingly employers

seek to recruit and develop within their organisations people equipped with the
competencies, skills, attitudes and approaches which wield influence, shape
collaborative relationships and deliver the desired outcomes of cross boundary
working (Williams, 2002; Trist, 1983; Péwell, 1998; Waddock and Post, 1995).
These individuals are referred to in the literature on inter-organisation collaboration

as boundary spanners or reticulists — people who have learned the art of walking

through walls (Trist, 1983 p280) and provide the glue that sustains the relationships

between parties (Powell, 1998 p237).

As a management consultant and formerly as a leader of a joint venture involving
partners from both the public and private sectors, I have observed the behaviours of
the boundary spanner in action and have witnessed, at first hand, the intricate
problems, dilemmas, challenges and rewards encountered by practitioners in the

process of leading and engaging in inter-agency collaborations. In writing this thesis



[ have drawn on all of these experiences and in doing so my aim is to offer insights

back to the field to which I owe a great deal of my own development.

Context

The outcome of the research reported in this thesis is the four dimensional
framework shown in figure 1.1. While the framework is intended to have general

application the majority of the empirical research was conducted in organisations
belonging to the Scottish College sector. The research took place over a four year

period and the empirical work centred on three case situations. The main case
situations all related to the Scottish College sector; two of these were treated as

principle cases and one was treated as a supplementary case. The context and

features of these case situations are summarised in chapter 2 of the thesis.

In order to increase the extent to which the theoretical framework that emerged from

the research would have a more generalisable application, attempts were made

throughout the research to collect data, in methodologically consistent ways, in other

public sector environments; specifically both in the health and economic
development sectors. Additionally, a small number of interviews were conducted in
private sector settings. Some of the supplementary interviews were conducted in

organisations located in other geographic areas of the UK and two interviews were

held in a private sector multi-national company.



The Original Contribution of the Thesis

The conceptual framework, shown in figure 1.1 below, summarises the principal

contribution of the thesis and provides a guide to the direction in which the thesis

progresses in subsequent chapters. The main dimensions of the framework are

presented briefly in this section.
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Figure 1.1: Elaborated conceptual framework reflecting the nature of influence exercised by
participants in inter-agency collaborations



A summary of the key concepts central to the framework is set out below:

Building credibility may be particularly important to influence processes in
the inter-agency domain. These may be expressed through the following
categories: building credibility by proxy; evidencing reputation; establishing
structure and controls; establishing trust and managing confidence.

Building relationships and reciprocity may be particulgrly important to
influence processes in the inter-agency domain. These may be expressed in
the following categories: risk taking; building a genuine dialogue; building
understanding behind the scenes; adapting to the culture.

Participants may draw upon a range of resources and associated activities in
the use of these resources to build influence in collaborations. These appear
to include: constructed rationality; web of influence; leadership style;

temporal and financial resources and reputation.

Influence attempts may be characterised by rationality at one end of the
behavioural spectrum or by emotive behaviour at the other end of the
spectrum and a tension appears to exist between these two potential extremes.

This tension acts as a backdrop against which influence processes are

enacted.

The nature of influence exercised by participants in inter-agency
collaborations appears to be strongly affected by a number of particular
contextual conditions that characterise the collaborative domain -
interdependence, asymmetrical relationships and perceptions of power,

temporal implications and cultural differences.




o The central concepts within the framework appear to be highly inter-

connected and interdependent.

The aim of this research is to make both a contribution to knowledge and to the

practice of collaboration management. These areas of contribution can be

summarised in the following ways:

Firstly, the theoretical framework set out in figure 1.1, seeks to make a contribution
to knowledge by providing a rich theoretical framework bringing together a range of
important concepts associated with the exercise of influence within collaborative
contexts. In combining and presenting the concepts that arose consistently
throughout the research, the research addresses what appears to be a significant

limitation in the field. Yukl and Falbe (1990, 2002 p164) highlight the paucity of

research on influence in general and in particular, in relation to combinations of

approaches in different settings:
“The relationship between specific forms of power, specific influence

behaviours and influence outcomes is not understood very well yet.”

Yukl and Falbe (1990, 2002 p164)

Secondly, this research treats influence as a multi-faceted phenomenon which
demands a processual approach. I suggest that in this way the research makes a

contribution towards addressing a second shortcoming of research in the field: (Yukl

2002 p169):



“Most researchers treat each influence attempt as an isolated episode,

rather than as part of a sequence of reciprocal influence processes that occur

in an evolving relationship between two parties. As a result we still have only

a very limited understanding of influence processes in organisations and the

implications for effective leadership.” Yukl (2002 p169)

Thirdly, as Yukl and Falbe (1990) point out, most research into different forms of
influence has been conducted primarily through the use of quantitative methods,

therefore this research seeks to make a contribution by using qualitative methods to

address some residual 1ssues.

Finally, the research seeks to make a contribution to the practice of collaboration
management by providing a conceptual framework for exploring and understanding
the nature of influence exercised by participants in inter-organisational
collaborations. The framework is intended to offer practitioners a device for
exploring and reflecting upon insights into the nature of influence exercised by

participants in inter-organisational collaborations.

Constraints

In the early stages of the research access to reliable informants was negotiated as part
of my role as a management consultant, having been engaged in all of the above
organisations to undertake consulting assignments. In these I was either contracted to

them directly, as clients, or as organisations consulted as part of a wider client

engagement. Therefore, an early constraint related to my initial role and the impact



of this upon respondents’ perceptions of me, stemming from their experience of my

intervention, initially as a consultant and later as a researcher. When the case

situations were formally secured it was important to re-establish my identity as

purely a researcher. I achieved this both through careful explanation of the shift in

role and by ensuring that some time elapsed between the initial research

interventions as a consultant and the later interventions undertaken as a researcher.

The other main constraint was the ability to gain access to a sufficient range of
reliable informants, particularly in the later stages of the research when I was reliant
on the respondents making time for research interviews over and above their normal
duties. This constraint was overcome as far as possible by requesting for interviews
with a range of participants, in each case setting, over a period of time and remaining
extremely flexible about respecting the organisations’ time constraints. Wherever
possible I arranged interviews to coincide with particular events, for example I held
interviews with key informants at critical stages prior to and following the merger of
two colleges. This ensured that the impressions of the events were fresh in their

minds. I was then able to refer to these events with subsequent participants and gain

a sense of whether their perceptions were similar.

Impact upon the conduct of the research

It would have been possible to have overcome many of the constraints by conducting

the research using positivist methods, based on survey methods. However the
acknowledged paucity of research in this area based upon methodology which is

consistent with the social constructionist paradigm suggests that the use of an
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appropriate blend of qualitative methods, such as participant observation, semi-

structured interviews, research diaries and case studies would result in richer data.

While the chosen methodology introduced constraints, in terms of access to

respondents - and consequently had implications for issues of validity, reliability and

generalisability - it produced rich discursive data. This, together with the analysis of
existing theory, is the basis upon which the conceptual framework has been

constructed. In chapters 2 and 8 the issues of validity, reliability and generalisability

are discussed in terms of the approaches used to mitigate this area of constraint.

An introduction to the main theoretical influences underpinning the research

While it is important, by way of introduction, to provide a broad overview of the
main theoretical influences that underpin the research <ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>