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Integrated model

A model that integrates all elements can be depicted as follows:

Figure 10: Collaboration as an evolutionary process based on the OSB GmbH  

“Strategietrichter”
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Section 3
The Eight 
Collaboration
Success Factors
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3. Collaboration 
Success Factors
3.1 Factor I: Relevance and Sense of 
Urgency
Collaboration in the public sector is not an end in and of itself. It is only the right 

choice if it helps to overcome existing institutional constraints on effectively addressing 

public policy challenges. It therefore requires a case for action that is deemed relevant 

by all stakeholders. This helps get the right actors on board, keep them engaged and 

involve the right hierarchical level. The ‘urge to collaborate’ can arise from a variety 

of standpoints:

Institutional politics: a political strategy or interest can no longer be reached without •	

collaboration.

Service improvement: target groups cannot be reached through sector policies and •	

only through integrated intervention. 

Bottom-up pressure: the media and civil society groups put pressure on the public •	

sector to align public policies and increase coherence.

A case for action must demonstrate why maintaining the status quo is not a viable 

option. Equally importantly, the purpose of the collaboration should be realistic and 

figure prominently in the partner’s strategy. 

In the public sphere, change is 

inextricably linked to politics. It 

is often crucial to have a politi-

cal mandate and commitment on 

board along with people who have 

the decision-making power to influ-

ence the political agenda and imple-

mentation. 

Relevance

What agenda, mandate or programme are participants working with?•	

Does the purpose of the collaboration figure prominently in those?•	

Is it favoured by the current political constellation/coalition? Does the collab•	

oration project have sufficient political backing?

Does it address a topic of social, economic or environmental urgency? •	

Is it visible in the public arena and addressed by the media?•	

CHECKLIST

“Through clear-cut political backing, 

public administration became more deci-

sive and adventurous as it was released 

from the restraints of always having to get 

reassurance from the top. This consider-

ably accelerated progress.”

LSH participant
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3.2 Factor II: Benefits and Incentives
There must be a concrete reciprocal benefit from the partnership for each individual 

actor. Without such a benefit, there is often no momentum because none of the actors 

shows a clear interest or takes the lead, or the other partners fail to display any sense 

of ownership for the partnership idea. In private business, the benefits of collabora-

tion can be more clearly defined using financial and market criteria. The vagueness 

of benefits and absence of risks make collaboration in the public sector more difficult. 

Identifying and employing appropriate new incentives is therefore crucial. 

In addition to institutional interests, the personal added value for those participating 

is also very important. It cannot be taken for granted that the case for action (e.g. 

the improvement of social services etc.) alone creates enough momentum for the 

individual and becomes the passionate focus and spark that energises and mobilises. 

Such added-value might include enhanced skills, improved reputation through engage-

ment at the forefront of innovation and the building of new (informal) networks. 

Participants might also view the collaboration system as a welcome break in working 

routines and from the hierarchical patterns of action in their home organisations. 

This can be an incentive to participate on its own. Over the long term, the interests 

of the collaboration system should ideally replace personal added-value and partisan 

institutional interests. 

3.3 Factor III: People and Roles
Successful collaboration depends on the establishment of a social system and inter-

personal relationships and therefore relies decisively on certain individuals, their 

‘collaborative mindset’ and ability to form relationships of trust and transparency. A 

‘collaborative mindset’ includes:

CHECKLISTBenefits

What organizational benefits will result from the collaboration (i.e. reduction  •	

of costs, conservation of time and resources, development of long-term solu-

tions, compliance with statutes and directives etc.)?

Do partners perceive a reciprocal benefit that offsets risks and costs?•	

Is the relationship of risks entailed to possible benefits reasonable?•	

Is there sufficient personal added-value for those participating in the •	

collaboration (enhanced skills, new informal networks, access to information, 

reputation, money, joy, creativity etc.)?

What training needs and career ambitions do individual participants exhibit? •	

Will good personal relationships with participants’ bosses, colleagues, •	

employees etc. be fostered or threatened by participation?
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The desire to bring about change and to make a difference•	

An ability to embrace other people’s/institutions’ perspectives•	

Cultural sensitivity and communicative abilities•	

Openness towards solutions which go beyond set ways of thinking•	

Readiness to compromise and consideration for others, no rigid standpoint •	

Experience has shown that the selection of participants is vital for the success or 

failure of a collaborative endeavour. Although management and government commit-

ment to collaboration is important in the initiation phase, key people play a crucial 

role in developing and maintaining a collaboration process. Bringing in diverse but 

complementary individuals with the requisite responsibilities, skills, experience and 

relationships is vital to the collaborative process. Figure 11 lists the crucial roles within 

a dynamic collaboration system. 

Role Brief description

Visionary A visionary has a mental picture of what collaboration can accomplish, 

understands the need to be inclusive and interactive and works across 

systems and agencies to pursue outcomes.

Entrepreneur 	

or driver

The entrepreneur or driver has their finger of the pulse of the action, and 

can keep an eye on the main objective since they are not involved in too 

many aspects. They can cross over the boundaries of different sectors 

and disciplines and orchestrate a vision. 

Broker A broker has worked on collaboration projects before and can see the 

different points of view of each of the members of the system. They 

occupy a position of trust for all partners and intermediates.

Promoter The promoter is the ‘face’ of the case for collaboration, the one who 

presents it to the public and can speed up processes. They are likely to 

assume a leadership role and use influential techniques such as sales-

manship, personal appeal and persuasion.

Expert The expert has a strong technical background and communication skills. 

They integrate and package knowledge rather than creating new know

ledge, and have the technical knowledge to work on solutions.

Consultant The consultant contributes knowledge and experience and promotes 

self-reflection within the collaboration system. They are commissioned 

by the collaboration system and can also coach other actors.

Facilitator The facilitator shapes the architecture of intervention, organises the pro

cess and facilitates negotiations within the collaboration system. Their 

effectiveness depends on their credibility to the partners, familiarity with 

the collaborative project and being perceived as unbiased intermediaries.

Figure 11: Roles in a collaborative process 



37

Se
ct

io
n 

3

3.4 Factor IV: Organisational Structure – 
Order in Disorder
Collaboration requires an organisational structure to underpin its openness. The 

structural arrangement involves individuals and their social and political relationships 

and the flow of their action shapes and is shaped by it. This is particularly important at 

the beginning of the process. Inter-organisational bodies are the backbone that allows 
members to interact often, update one another, discuss issues openly, and convey all 

the necessary information to one another and to people outside the group. Organisa-

tion is also main factor for efficient output orientation. 

People and roles

Are there sufficient representatives on board who have a collaborative •	

mindset? Are the crucial roles (see figure 11) occupied?

What practical experience do those involved have in collaboration?  •	

Do they have any insight into the working logic of the other organisations?

What is the attitude actors have to approaching problem-solving and •	

performing new tasks?

To what extent do key individuals and organisations play an appropriate role •	

in the project? How can they be activated? 

To what extent do these individuals and organisations support the objectives •	

of the project? 

CHECKLIST

Organisational Structure

Do the collaboration partners clearly define and understand their roles, •	

rights, and responsibilities within the supervisory bodies? Are roles and 

mandates accepted by all partners? Is there enough proficiency to carry 

them out?

Does every level (upper management, middle management, operations) •	

within each partner organisation have some representation and ongoing 

involvement in the collaborative initiative?

Does the organisational structure reflect the diversity inside the collaboration •	

system?

CHECKLIST
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3.5 Factor V: Reflection and Learning – 
The Art of Design and Intervention
Collaboration processes are exposed to a continuously changing environment, and 

what may be the right thing today could be completely wrong tomorrow. The structure 

of collaboration must therefore be continuously adjusted to keep pace with these 

changing circumstances and remain open to variety of organisational structures and 

methods for accomplishing work. Collaboration is also based on relationships that are 

dynamic in their own right, subject to internal and external influences and which 

need time to be established. 

Collaboration therefore demands 

considerable learning and reflec-

tion on the part of all partners. 

Designing the learning architec-
ture is probably the collaboration 

manager’s most important task. 

This should involve information 

flow, learning loops and reflection 

and feedback cycles in which social 

dynamics and external influences, 

mistakes and failures are regularly 

assessed, reviewed and considered. Trust, commitment and conflict solving cannot 

be prescribed and need to be worked on continuously. 

Design elements include all interventions and periodic time-outs which slow down 

the operative stream, create a positive atmosphere of reflection, and generate oppor-

tunities for socialising and gatherings such as brainstorming sessions, focus groups, 

and informal meetings.

Figure 12: Time-outs for reflection in operative flow modelled on a concept  

developed by the OSB GmbH

“Organizations learn through individu-

als who learn. Individual learning does 

not guarantee organizational learning, 

but without it no organizational learning 

occurs” 

Peter Senge, The Fifth Discipline:  

The art and practice of the learning  

organization

Periodic
time-outs 
for reflection

Operative 
flow
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3.6 Factor VI: Capabilities and skills
Collaboration requires a variety of both management skills and soft skills (inter-

cultural sensibility, negotiation, compromise, conflict solving etc.) from those involved. 

These include:

Project management skills•	

Strategic thinking•	

Facilitation•	

Expertise in monitoring results and outcomes of a collaboration•	

Negotiation, communication and conflict-management skills.•	

Particularly in international collaboration projects, the ability to deal with different 

cultural perspectives and attitudes is crucial. Also, members should possess sufficient 

technical expertise and cross-sectoral knowledge to discuss integrated approaches.

Learning process

How could the collaboration relationship be consolidated? How could more •	

confidence be built and maintained?

Are the core processes linked to learning and reflexive processes and events?•	

Which learning interventions are used in the project to support the learning •	

capacity of the collaboration system?

How are lessons learned processed and documented?•	

Does the collaboration system perceive emerging conflicts as learning oppor-•	

tunities or does it tend to avoid conflicts? 

What participatory methods for monitoring and evaluating experience does •	

the collaboration system have?

How can the ability of the collaboration system to observe itself and reflect •	

on the process be strengthened?

CHECKLIST
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3.7 Factor VII: Resources
More often than not, collaboration requires more resources than initially expected. 

Obviously the amount of resources needed depends on the scope and duration of 

collaboration. The contribution of time resources is not limited to participation in 

workshops and collaboration meetings. It also includes a time commitment by partici-

pants to work on the issues in their home institutions throughout the entire process. 

This has many facets including providing information about the process, involving 

other staff members from the institution, asking for feedback and positions on certain 

issues, and explaining the complexities of the process and the constraints and inherent 

necessities to other partners. In public service, collaboration ventures have benefited 

from temporary releases so that representatives can fully engage in the joint effort. 

As for funding, the various activities that are crucial to collaboration success need 

sufficient basket funding from the outset. The collaboration should be accompanied 

by continuing capacity building on both technical and ‘collaborative skills’ to balance 

the different backgrounds of members, for example. Mediation and negotiation skills 

can be trained either by the facilitators (see below) or external consultants. The support 

structure should be well equipped with office space, IT etc.

Capabilities and Skills

How strong or weak are the collaboration capacities/skills of the collaborating •	

organisations and their delegates in the collaboration system? 

Which skills should be acquired from external sources?•	

Is there enough ‘expert ability’ to deal with specialised technical questions •	

that come up during collaboration? Can technical issues be discussed in an 

adequate way?

Is the level of methodological competence (project management, tender •	

procedures etc.) sufficient?

Is the level of social competence capable of dealing with various people, •	

perspectives, cultures, conflicts and group dynamics?

Have sufficient public relation and marketing skills been integrated into •	

the system?

Are soft skills well balanced with traditional management skills?•	

CHECKLIST
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3.8 Factor VIII: External Support, 
Moderation and Supervision
Collaboration can accomplish its goals more efficiently and effectively when it has 

access to outside support. This can take different forms such as external evaluation, 

technical consultancy, project management support or facilitation. Skilful, active and 

considerate facilitation is especially important and at the very core of successful dia-

logue processes. It is beneficial whenever participants from different hierarchies and 

backgrounds and with diverse skills, goals, wishes and abilities meet. People must 

be allowed and able to speak for themselves, and they should articulate their interests 

for themselves in their own way. 

It is important to clearly define the different tasks and contracts. Sometimes during 

collaboration facilitators and evaluators become too heavily involved in project manage-

ment and operative routines which can undermine their neutral role.

Resources

Have the resource needs (e.g. time, manpower, equipment, external support •	

etc.) been thoroughly assessed?

To what extent do the cooperating partners have a clear overview of the •	

resources (e.g. human resources, funds, time, know-how, expertise) available 

to them? 

How much time do the partners estimate the process will take? How realistic  •	

is this?

Do the resources available correspond to the desired output?•	

How will limited or fluctuating resources be managed?•	

What strategically important resources would it be worthwhile for the project •	

to acquire?

CHECKLIST

External Support

What are the areas where external support is needed most? Are there enough •	

resources for it?

Are sufficient capacities available for contracting and managing external •	

support (tender procedures, defining terms of reference etc.)?

Are external feedback loops in place (e.g. external evaluation, supervision, •	

team building …)?

CHECKLIST
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Section 4
The Five Typical 
Phases of a 
Collaboration 
Process
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4. Five Collaboration 
Phases

What is often missing from guidebooks on public sector collaboration is in-depth 

insight into the actual process of collaboration and those of social dynamics and strategy  

development. We open this ‘black box’ by portraying the five typical phases through 

which collaboration often passes. A case study of a major collaboration project on  

urban development in Hamburg introduced below serves to illustrate these five phases.

4.1 Case Study “Lebenswerte Stadt 
Hamburg”

Figure 13: LSH logo

In 2006, the Senate of the City of 

Hamburg launched the “Lebenswerte 

Stadt Hamburg” initiative (“Hamburg 

– A City Worth Living”) to promote sus-

tainable urban development and create 

liveable, attractive neighbourhoods. It 

was a large-scale attempt to ‘lift’ six 

deprived urban areas in Hamburg that 

were physically, socio-culturally and 

economically isolated from the rest of 

city, and thereby counter continuing 

trends towards segregation and gentri-

fication. Integrated cross-sector intervention methods were developed as an overall 

approach to addressing the problems in these areas. The selected projects dealt with 

a large variety of issues such as community centres, education initiatives, building 

renovations, green projects, social innovation, job creation and youth culture. The 

Free and Hanseatic City of Hamburg supported these activities with 90 million euros 

from 2006 until 2008.

The “Lebenswerte Stadt Hamburg” 	
initiative in short:

over 100 projects •	

implemented in 6 disadvantaged •	

areas in Hamburg 

covered a total population of about •	

120,000 people.

90 mil. euros for the period •	

2006 – 2008
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4.1.1 Objectives of the LSH project

The LSH project defined three levels of goals:

Short-term impact:•	  Visible improvement of the living situation in project areas

In order to achieve short-term, visible and noticeable improvements for the residents 

in the selected areas, a large number of starter projects were implemented. These were 

characterised by quick wins and relatively low complexity. 

Strategic level:•	  Development of innovative strategic approaches 

In addition to these small-scale projects, a number of innovative projects were 

initiated which required integrated approaches and cross-sectoral collaboration on 

both a horizontal (between ministries) and a vertical level (between ministries and 

municipalities). 

These were intended to have a sustainable impact on the living situation, and were 

also designed to lead to the establishment of improved citywide strategies in the area 

of urban development. Key projects included the establishment of community centres, 

integrated schools, and a housing improvement district. 

Structural level:•	  Collaboration and governance

In addition to the project focus, the LSH project sought to initiate new forms of 

collaborative governance to direct social dynamics in disadvantaged urban areas.

Figure 14: The three LSH objective levels, source: COMO GmbH

4.1.2 Implementation and LSH project structure

The city of Hamburg is one of Germany’s 16 Länder or federal states, which means the 

First Mayor of Hamburg’s role corresponds more to that of a minister president than 

just a city mayor. On a ministerial level, the government authorities (Fachbehörden) are 

Visible improvement of
living situation in selected

areas until end of 2007

Short-term
impact

approx. 90

projects

3 key projects

Development of
innovative strategic

approaches

Long-term
impact

Improved cross-sector collaboration in
the implementation of integrated urban

development programmes

New forms of
organisation +
collaboration

 

Im
p

a
c

t
le

v
e

l
G

o
v

e
rn

a
n

c
e

le
v

e
l



46

responsible for public education, correctional institutions and public safety, but also 

for libraries, recreational facilities, sanitation, the water supply and welfare services. 

On a municipal level, the city of Hamburg is made up of 7 boroughs (Bezirke) and 

subdivided into 105 quarters (Stadtteile). While Hamburg’s boroughs are not independ-

ent municipalities, their power and authority was substantially increased by a recent 

decentralisation initiative. 

The central characteristic of LSH was that the responsibility for its implementation 

was placed with different administrations at both the government and borough level. In 

contrast to usual practice, the desired integrated action required the various municipal 

administrations to work across existing sector, horizontal and vertical boundaries. The 

project therefore established a number of interagency bodies to ensure cross-sector 

coordination:

The Steering Committee, composed of high-level decision makers from the ministries 

and municipal level, met around four times a year and was chaired by the Minister for 

Urban Development and the Environment. It had the following tasks:

Provide the overall strategy•	

Reach decisions on issues that the project group cannot solve•	

Approve final drafts and agreements•	

Decide on the proposals and drafts delivered by the Core Team (see below)•	

Break down blockades and solve standoffs•	

The managing Core Team, consisting of middle-ranking representatives from the 

government authorities and boroughs, was mainly concerned with operative tasks and 

the smooth implementation of the overall initiative. Their responsibilities included:

Decisions on all topics regarding project management and operations•	

Clarification of roles and responsibilities•	

Decisions about project proposals and tenders•	

Monitoring project activities within the selected project areas•	

Writing proposals and submitting them to the Steering Committee•	

Drafting a new law•	

In the critical stages of LSH, the Core Team met almost weekly. A regular meeting 

was held once a month at which the Core Team was joined by representatives of the 

six municipal Project Teams (see below), who reported on implementation status and 

discussed challenges and stumbling blocks.

The six participating municipalities that formed the urban regeneration areas 

appointed Project Teams to effectively coordinate and monitor the projects in their 

respective areas and oversee their day-to-day operational aspects.

A number of external resources were engaged to support the implementation of the 

project:

External consulting to introduce a financial controlling system, develop a final impact •	

evaluation and provide continuing technical support to the project management
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Technical know-how from two universities on issues such as education reform and •	

family politics

PR consulting to develop and implement a communications strategy.•	

An external evaluation of and advising on the issue of collaborative project •	

organisation, implemented by COMO GmbH.

Figure 15: Project structure of LSH, source: COMO GmbH
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Phase 0: 
Paving the Way

Key Results
The case for action is analysed using the eight success factors introduced •	

in Section 3.

Potential partners are identified and contacted.•	

Drivers and promoters of the collaboration project are on board.•	

A core team is established.•	

Key Steps
Analyse the case for action•	

Identify and contact collaboration partners•	

Obtain support and backing•	
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Case Study LSH: “Cold Start”

Figure 16: Phase 0: Cold start, source: COMO GmbH

In early 2006, Hamburg’s mayor 

announced that the Senate intended 

to strengthen its focus on socially 

deprived areas in Hamburg over 

the following two years. Images of 

violent riots in segregated suburbs 
of Paris and a series of child abuse 

cases in Hamburg including the 

starvation of a seven-year-old girl in 

a notoriously distressed area in Hamburg formed the backdrop against which this deci-

sion was made. Another important factor was the up-coming election in 2008 – and 

the political strategy of the conservative ruling Christian Democrats to balance their 

focus on economic growth and landmark projects (a new concert hall, the Harbour City 

etc.) through increased social policy focus. Estimating that a quarter of the municipal 

areas in Hamburg might be prone to social segregation, the Senate published a list of 

13 municipal areas with ‘complex social problems’ in July 2006. 

Under this political pressure and top-down command, the Office of the Senate prepared 

a project proposal on the new “Lebenswerte Stadt Hamburg” initiative (LSH), which 

was approved by the Hamburg Parliament in December 2006. In the lead up to this 

step, initial projects had been selected by the Steering Committee based on applica-

tions from six boroughs. Since a strategic corridor and selection criteria were lacking, 

the selection process was rather ad hoc. Most of the selected projects were not new 

and had already been on the drawing board before LSH was started. 

Despite this top-down approach, the claim that LSH would create ‘collaborative change’ 

had powerful promoters within the government, namely the State Secretary and later 

Minister for Urban Development and the Environment, who showed a high level of 

commitment to the initiative’s goals.

Case study 	
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“I see the danger that the city is drifting  

apart. We want to avoid that, over the 

long term, similar social dynamics 

emerge as we have recently seen in Paris” 

First Major Ole von Beust  

in February 2006
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Overview: Where we are at this stage …
The purpose of this initial stage is to ensure that the future collaboration is based 
on a sound foundation. Things often go wrong during the very first steps – careful 

analysis, especially of the status of the above mentioned success criteria, is therefore 

crucial. If they are not present – especially those needed from the outset (relevancy, 

benefits, persons, and resources) – the option to retreat from the collaboration project 

should remain open.

Often, especially in the public sphere, collaboration is not based on a clear systematic 
analysis. It is often initiated by single actors or externally, worked on by a small core 

team or an individual, or prescribed by politics or donors by a simple imperative state-

ment. Governments or foundations often insist that recipients of funding collaborate, 

even if they have little evidence that it will work (this is often the case in development 

collaboration projects for example). 

Also, those initiating collaboration tend to believe that the sheer brilliance or common 

sense of a proposal or vision will carry the day. While they are often well-intended, 

they tend to neglect the fact that implementation requires a solid foundation and 
certain prerequisites. 

This first phase should also have some backing from potential collaboration partners 
and identify drivers or promoters. 

Working Steps
WORKING STEP Analyzing the case for action

Every collaborative journey starts with an idea based on which a proposal or project 

concept is drafted. This should be accompanied by a careful analysis of whether the 

envisioned collaboration has enough support and means to achieve its objectives. Deci-

sion-makers in particular will only participate in collaboration if its purpose is linked 

to a strategic priority of government that lends it credibility and validity. This analysis 

of the case for action can be conducted based on some of the above success factors (see 

section 3): The rationale must address the political goals, needs and expectations of 

stakeholders. It is also helpful if they are linked to regional, national or global trends 

and agendas. For LSH, where a broad array of constituencies had become alarmed by 

the problem of social deprivation expressed through social unrest, crime and child 

abuse (relevancy), the planned collaboration project needs to include enough incen-

tives (benefits), the right people with sufficient skills (persons and skills) and enough 

on-hand resources for getting things started and keeping them going (resources).

The unique selling feature should also be evaluated. Especially in international devel-

opment collaboration, challenges are often addressed by a burgeoning number of 

similar initiatives and national partners overloaded with collaboration requests. 

WORKING STEP	

Analyzing the case for action
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WORKING STEP Identifying and contacting collaboration partners

Unlike most private sector collaborations, collaboration partners in the public sector 

often cannot select their institutional partners based on their compatibility in terms 

of strategy, culture, structure or the personality of key people. They are often formally 

administered or even compulsory by law. This was the case with the LSH project in 

which politics pledged the cooperation of the ministries.

When collaboration partners are not formally prescribed, the analysis of the case 

for action provides conclusions, ideas and guidance that can help in identifying and 

contacting potential collaboration partners. Always bear in mind that, in contrast 

to networks, collaboration is characterised by fairly committed membership and all 

partners need to actively contribute both resources and expertise. 

Analysing the case for action 

A case for action is a continuous process that validates and reaffirms that 

change needs to happen. Without the continual reaffirmation of why changes 

must take place, a change effort can lose momentum and actors lose their stake 

in both the process and the outcome. 

TIPS & TOOLS

Analysing the case for action  

Is the case for action described in a sensible and plausible way? Is the real •	

motive openly revealed – or do actors have ‘hidden agendas’?

Does the proposal or concept respond to a major need or problem? Has it •	

been addressed by a collaborative effort before? If so – what experience was 

gained?

Is collaboration really needed? Why is it the best approach to achieve  •	

the goal?

Does a shared sense of urgency for collaboration exist? Is there a political •	

constituency for collaboration?

Does the collaboration have enough resources to be sustainable? Can (finan-•	

cial) resources be bundled across departments/agencies etc.?

Is it high on the agenda of participating institutions? Does it reflect the •	

priorities and needs of the stakeholders?

Does it have a unique selling point or are the objectives already covered  •	

by existing initiatives?

Where does the collaboration create real added value?•	

What are the strengths, weaknesses, opportunities and liabilities of the joint •	

project in terms of achieving the goals? What are the driving and constrain-

ing forces?

CHECKLIST         

WORKING STEP	

Identifying and contacting 	

collaboration partners
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WORKING STEP Obtaining support

Initial backing from stakeholders, allies and important resource persons should be 

obtained at this initial stage. Moving forward does not require complete agreement on 

‘the problem’, but it is important to have skilled sponsors, champions, organisers and 

advocacy groups to help build a coalition that has enough agreement to proceed. 

Having decision makers on board with a deep professional understanding and per-

sonal interest in exploring and shaping the collaboration is of key importance here. 

It is also a good idea to approach a promoter for the collaboration. This could be a 

senior statesman or other highly respected and high profile person. A promoter may 

not necessarily participate in the operational work, but they will represent the case 

Identifying collaboration partners

When collaboration involves a complex social system, it is crucial to define who 

is inside and outside the newly evolving collaboration system. In the beginning 

a guiding coalition is often needed to take the lead, the collaboration system 

will continuously evolve over the course of the project, particularly at the fringe, 

where new actors are coming in and others leaving. Defining ‘who is in’ and 

‘who is out’ is therefore a continuous process that needs be addressed by col

laboration management.

TIPS & TOOLS

Identifying and contacting partners

Who is already operating in the thematic fields? To what extent are they •	

affected by the ‘case for action’? To what extent are they themselves part of 

the problem? How willing are they to change?

Which organisations have already had positive experience in collaboration? •	

What is the collaboration history between the possible partners? Have there 

been any conflicts or barriers?

What organisations possess financial power in the thematic area of the •	

collaboration?

Do the partners have enough time, human resources (skills and capabilities) •	

to invest?

Which organisations possess technical expertise and experience in the •	

thematic area of the collaboration?

Which organisations have political influence, a reputation and network of •	

relationships?

Who are the ‘veto holders’ who may derail the project (even though they may •	

not have a lot of formal authority)?

Have you developed a unique and tailored approach to use when contacting •	

stakeholders?

CHECKLIST

WORKING STEP	

Obtaining support
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for action at various stages (conferences, workshops, to the media etc.). They can also 

exert pressure on those actors not willing to engage more actively.

Inspired by the case made for collaboration, successful collaboration projects often 

develop a highly committed core team or leadership coalition in the early stages. This 

coalition takes up the idea, makes it their own and moves it to a higher level. This core 

team should reflect the diversity of stakeholders and while it may consist of just three 

or four people at the beginning, it should grow over time to reach a critical mass. 

TIPS & TOOLSObtaining support

A top-down mandate and bottom-up pressure regarding the need to collaborate 

can be powerful reinforcing tendencies that stimulate collective action across 

levels and sectors.

Obtaining support

Have key actors responded positively to the idea? Have they signalled their •	

agreement?

If not: how can this support be obtained?•	

Who are the essential decision-makers, promoters or initiators who should •	

be included? 

How serious are they in their willingness to deal with the problem?•	

Who are possible allies with the strategic significance to push things •	

forward?

Are there activists who have a personal passion and commitment to the •	

collaboration cause?

Are key experts available to provide technical support?•	

CHECKLIST
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Phase 1: 
Establishing Contact /
Getting in Touch

Key Results
The collaboration partners know each other.•	

Interests and expectations are transparent and openly discussed.•	

The partners have a shared view of the collaboration’s scope.•	

Roles, tasks and contributions are clarified and divided up.•	

Prototype Projects and Quick Wins are defined and initiated.•	

Key Steps
Get to know each other, establish contact and build confidence•	

Clarify the contract, goal and scope of the collaboration•	

Negotiate benefits and interests•	

Clarify roles and contributions•	

Identify quick wins and prototype projects •	
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Case Study LSH: “Clash of Interests”

Figure 17: Phase 1: Clash of interests, source: COMO GmbH

Despite the large and non-bureaucratic budget provisions, many actors greeted the 

start of the LSH project with scepticism. The politicisation of the project (soon called 

‘the major’s project’) was too apparent to be overlooked, especially by implementing 

actors in the six boroughs. Its sustainability was questioned – a cynical view prevailed 

that it was merely designed to get more votes in the upcoming elections. 

While political pressure acceler-

ated to kick off of the initiative, it 

also resulted in snap judgements 
and the impression on the part of 

participants that they were being 

‘politically exploited’ and overrun. 

The strong top-down approach in 

the beginning created the suspicion 

that a truly inclusive and participa-

tory approach was not intended. 

The ‘back room diplomacy’ involved 

in the project’s planning also led 

to the absence of a shared vision, 

strategy and joint mental landscape 

(‘what direction are we heading?’). For most participants, the objectives defined for 

the project proposal were neither known nor comprehensible.

Case study 	
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Design element: Kick-Off Workshop 	
December 2006

The Kick-Off Workshop was designed 

to open up a space and time in which 

the projections, interests and suspicions 

could be made transparent and dis-

cussed. To dissolve barriers, the World 

Café method was chosen to create an 

informal and intimate coffee house 

atmosphere that represents a significant 

departure from everyday business.
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Consequently this phase was char-
acterised by partisan views, suspi-

cion and the repetition of patterns 

and reflexes. In first project meet-

ings, agreements on the next steps 

and operational procedures were 

the subject of lengthy and exhaust-

ing negotiations. Most institu-

tions followed their sectoral logic 

and resisted the call for integrated 

approaches. Representatives were 

sent by their home institutions 

charged with only looking after that organisation’s own needs – to advocate hard for 

their viewpoint and to make as few concessions as possible. Representatives of the 

government authorities announced in the Steering Committee, that they had ‘orders 

from the top to stick to their own responsibilities and only contribute in areas that fell under 

their purview’. 

Critical Positive

LSH is merely motivated by election 

politics; it is not oriented towards 

sustainable change.

Large budget that can be flexibly applied.

We have nothing to do with LSH, we have 

more important tasks.

Widening of horizons, interdisciplinary 

approach to urban development is long 

overdue.

A lack of participation by local actors and 

time pressure will foil the governance goals 

of LSH.

The process is more dynamic and speedy; 

focus on quick wins and visibility.

LSH gets massive resources from the top, 

while other local projects are neglected and 

receive no appreciation.

Ministries are put under pressure to 

collaborate more actively; Barriers are 

broken down.

LSH is not compatible with already existing 

projects and causes confusion.

The absence of any strategy, the massive 

time pressure and lack of communication 

must lead to ‘hara-kiri’ action and 

muddling through.

Figure 18: Perspectives on LSH at the beginning, source: COMO GmbH

“Many people including myself didn’t 

really understand why it started; what the 

terms of reference were; what the criteria 

were; what sort of projects they were looking 

for. The whole thing looked at projects 

that could achieve some outcome which 

probably met political demands but did 

not adequately address the who, how and 

why issues” 
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Overview: Where we are at this stage …
This phase marks the start of active collaboration. As was the case in LSH, public 

sector collaboration rarely goes through a stage of intense planning. They are often 

initiated rather ad hoc. Therefore, getting in touch with each other, defining the 

boundaries (who/what is part of the collaboration, what is not) allocating roles, tasks 

and contributions and developing a shared objective needs to be the subject of a lengthy 

consultation process after the collaboration process has already started.

Interested participants do exist and have been contacted, and they now meet each other 
for the first time face to face, exploring the extent to which they actually trust each 

other within the specific scope of the collaboration. If this ‘contact establishment’ is 

not carefully designed, mistrust, resistance and suspicion will underpin the collabora-

tion and it is difficult to eradicate them. 

The identification and definition of joint objectives is a negotiating process. Experience 

shows that it is useful here for both partners to begin by clearly formulating their  

own specific objectives. This can then serve as the basis for crystallising the mutual 

project objectives. Each partner can then evaluate what it can gain from the collabora-

tion, what the reciprocal benefits are, what expertise and resources it can bring in, and 

what organisational capacity is necessary to create and manage the collaboration 

effectively.

Throughout this phase, since the 

collaborative system has not yet 

developed its ‘protective coat’, 

members often argue and defend 

the partisan views of their home 

organisations. This should not be 

seen as problem, as it is in fact an 

important prerequisite for open 
discussion and negotiation of inter-

ests and expectations. People bring 

in their ‘hidden agendas’, projec-

tions, past experience (‘I know from 

experience that collaboration with 

this institution is a waste of energy.’) 

and prejudices.

After initial negotiations about incentives and the contract, the collaboration process 

should become operational as quickly as possible. Ideally, it should be structured 

around quick wins and small-scale projects resulting in enhanced visibility. 

This phase is the first test of 

whether different cultures 

can work with each other and 

build relationships of trust.

“How did we cope with it? Of course there 

were tensions. We had to be open and 

frank about our interests – everyone knew 

them anyway, without making them trans

parent. We used jokes a lot to dissolve the 

tension. It helped us to deal with it with-

out falling out. So we didn’t have illusions 

about each other, but we knew that the way 

forward required collaboration. It doesn’t 

mean that we have become good friends 

forever.” 

(LSH participant)

It is important that every active 

party in the collaboration has 

some role in setting its objectives. 
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Working Steps
WORKING STEP Getting to know each other, establishing contact and 
building confidence

Collaboration confronts those involved with unfamiliar new situations, roles, views, 

attitudes and people. Despite the fact that points of contact are steadily increasing, 

there are sometimes very few actors who come to the table with direct experience of 

the ‘other side’. Anyone who has already participated in collaborative efforts knows 

how quickly these can fall into familiar patterns, i.e. the ministry staff member feels 

obliged to begin by clarifying the group’s decision-making authority and distin

guishing this from its political authority.

To get off to good start, it is therefore important to provide an opportunity to mingle 

and gather, a space to physically meet face to face and get to know the people involved, 

creative intervention and workshop designs that include informal and cheerful ways of 

establishing contact, helping to create a positive energy, maintain momentum, develop 

a ‘collaboration spirit’ and enhance identification with the collaboration project.

Continuing communication

Collaboration cannot be commanded top-down, neither is it an end in itself. 

Therefore a collaboration that is likely to fail should not be allowed to get off the 

ground, since failed collaboration can create even greater acrimony and compe

tition between actors. Accordingly a point is finally reached during this phase 

at which the partners need to decide whether or not to proceed. Stop or go?

Are there any irreconcilable conflicts of interest (i.e. because •	

competitors or rivals are at the table)?

Are objectives and output achievable through existing •	

means?

Are there any adverse framework conditions that will continue •	

to undermine the collaboration process (changing politics, 

economic crises etc.)? 

TIPS & TOOLS

WORKING STEP	

Getting to know each other, 

establishing contact and 

building confidence
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WORKING STEP Clarifying contract, goal and scope

Particularly in public sector and development cooperation projects, the proposals or 

concepts which initiate collaborations are often rather vague and a bit blurry. They 

are tailored to the needs of political parties, donors or tender procedures, while the 

planned purpose, objective and output of the collaboration often remain unclear. 

Sometimes, the people drafting the proposal include as many projects, objectives 

and partners as they can, hoping that by doing so they can improve their chances 

of having a winning proposal. It is therefore important to clarify the scope of work, 

accountability and overall outcome envisioned at the outset of collaboration. In addition 

to outcomes for clients or target groups (e.g. improved health, education etc.), there 

Continuing communication

Keeping all members continuously informed and being as inclusive as possible 

are key elements in this phase. People are keen to know what is going on and 

when they don’t it may trigger rumors and a suspicion that certain interests are 

taken more seriously than others. Managing communication through social 

software such as blogs, Wikipedia articles, a one-stop web-based interface, and 

online discussion groups helps considerably. Particularly in international devel-

opment cooperation projects, where collaboration takes place across different 

regions and time zones, participants can access a collaboration web space on a 

24/7 basis. Such a platform may offer a space to do the following:

Share documents and information •	

Manage workflow •	

Share a common collaboration calendar •	

Manage collaborative projects using simple project management tools •	

Provide links to additional resources for collaboration •	

Display ongoing announcements specific to the collaborating companies •	

TIPS & TOOLS

Establishing contact

Does the chemistry among partners work? How do people feel about it? •	

How can it be enhanced?

Is the potential of creative designs and informal dynamics being used •	

and facilitated – or are meetings dominated by communication routines, 

technical discussion, tension and seriousness?

Do the individuals involved in the collaboration process speak the same lan-•	

guage? What are the differences in values, expectations and perception? 

Which people can function as brokers between different institutional ways •	

of ‘making sense’ of things?

Are there hierarchical structures that make it more difficult to ensure inter-•	

face collaboration among equals?

CHECKLIST

WORKING STEP	

Clarifying contract, goal and scope
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may be outcomes for individual members of the collaboration (e.g. developing skills 

and new capacities). At the next level, there might be outcomes for the institutions 

involved (e.g. resource sharing, integrated programme delivery) and outcomes in terms 

of services provided (new or modified services, e.g. a new mentoring programme, the 

inclusion of parent aides). Ultimately there might be outcomes for communities and 

perhaps policy changes (e.g. environmental regulations, drinking laws). 

It is not necessary (and in fact too early) to narrowly specify goals, objectives and mile-

stones. However, an initial horizon should be generated to create a common mental 

landscape and hold the collaboration process together. 

WORKING STEP Negotiating benefits and interests

Particularly in public administration, the prevailing conditions of fragmented insti-

tutional interests can and do freeze out collaborative action in practice, and often lie 

at the heart of the failure of collaboration processes. In times of decreasing financial 

budgets and questioned legitimacy, the competition between government agencies 
and the increasing competitive nature of non-governmental organisations is often an 

additional stumbling block to collaboration. 

In inter-organisational collaboration, it is only natural that each partner brings dif-

ferent interests to the table. Often representatives feel torn between trying to meet 

both their home organisation’s and the collaboration’s expectations. These interests, 
costs and expectations should be made as explicit as possible to avoid any freeloading 

and a culture of suspicion. 

Particularly for collaboration that involves public administrations, the lack of incentives 

to cooperate is frequently a problem. Benefits and incentives in public sector collabora-

tion cannot singularly be defined in market terms – they must be found somewhere 

else. When the value of collaboration remains vague, the partners are hesitant to invest 

in and make a strong commitment to the collaboration. 

CHECKLIST Clarifying the scope

What is the collaboration’s implicit/explicit mandate?•	

What objectives does that imply and what strategic objectives have already •	

been formulated? How specific and measurable are the goals described?

What is the scope of the collaboration in terms of output and target groups? •	

What results are expected to be achieved through the project? 

What is supposed to be different in one/two/three years’ time?•	

Is the purpose of the collaboration clear to all partners – and do they agree •	

with it? Do they share the same mindset?

Do partners aim to take the same path to achieve this purpose? •	

How must the scope be broadened (or narrowed) to win the support of crucial •	

actors or remove obstacles?

WORKING STEP	

Negotiating benefits and interests
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As prerequisite, it is important that each partner knows what it wants. The more 

confident the partners are about their own interests, the more likely it is that they can 

negotiate and compromise transparently. 

WORKING STEP Clarifying roles and contributions

True collaboration is role-based, where individuals understand and support each 

others’ roles and contributions to collaboration. It can be helpful to review the range 

of possible roles in collaboration systems in order to achieve clarity about which tasks 

and roles are specifically needed and who takes them on. Collaboration demands 

certain input in terms of time and resources. Paying lip service simply does not work. 

As one LSH participant put it, “it is important to not just be there in name, but to be 

contributing, cooperating.”

TIPS & TOOLSIndividual benefits 

In addition to organisational benefits, individual benefits for those participating  

should also be recognised and discussed. These include personal recognition  

and standing, skill set development, information networks, more stimulating  

working atmosphere etc. The focus here is on keeping people under the 

umbrella of collaboration.

Negotiating benefits and interests

What interests do the key stakeholders have in the issues at hand? Are they •	

clear about these themselves?

Are these interests openly discussed? If not – why are they being con-•	

cealed?

Are there conflicts of interest that cannot be solved? Who has a vested •	

interest?

How congruent are these interests with the overarching scope of collabora-•	

tion?

If the actors assert their interests, how might this affect the change •	

objective?

What are the benefits of collaboration? Is the value quantifiable?  •	

What are the transaction costs?

Can partners combine and use each other’s resources so that all benefit •	

from collaboration?

How can the collaboration process itself benefit participants by providing a •	

space and atmosphere that substantially differs from the working routines 

in their respective home organisations?

CHECKLIST

WORKING STEP	

Clarifying roles and contributions
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WORKING STEP Identifying quickwins and prototype projects

Even before all details have been defined, it is best to start working with one or more 

concrete activities or prototype projects that are visible and show that the network is 

not just ‘talking shop’, but actually working and ‘producing output’. This also enhances 

the formation of a social system as people start to work together. The first operative 

steps should be particularly directed at quick wins that help build momentum through 

early, visible successes and serve as additional incentive and an ‘energy booster’. This 

is a good way of motivating actors to become involved and might attract additional 

support or funding.

Clarifying roles and contributions

What is each partner’s role/contribution? What difference does their involve-•	

ment make?

Are the collaboration partners qualified to deliver this contribution, fulfil •	

their role and reach the required level of collaboration?

What information, resources and personal support do collaboration partners •	

need from the system in order to carry out theur tasks (e.g. secretarial,  

IT etc.)?

Are the resources and contributions brought to the collaboration by one •	

partner appreciated and respected by partner organizations?

Which individuals and organisations outside the collaboration system might •	

be considered exchange partners? 

CHECKLIST

CHECKLIST Clarifying roles and contributions

What prototype projects can create visibility, enhance identification and •	

produce quick wins? 

What resources are needed to initiate them?•	
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Phase 2: 
Setting Up

Key Results
A shared vision and mission statement is created and communicated.•	

Strategic options are developed and prioritized.•	

An organisational structure kicks in.•	

Key projects and milestones are defined.•	

A collaboration agreement is signed.•	

Key Steps
Create a vision and mission statement•	

Develop strategic options•	

Plan key projects and milestones•	

Develop an organisational structure•	
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Case Study LSH: “Muddling Through”

Figure 19: Phase 2: Muddling through, source: COMO GmbH

This phase of the LSH project was 

characterised by the continuing 

struggle to find the right tools to 

come to terms with the enormous 

number of operative tasks (con-

tracts, milestones, financial alloca-

tions, tender, etc.). The first projects  

in the selected areas started 

between January and February 

2007. The top-down pressure to 

implement and monitor over 100 

activities within a short time frame 

presented a huge challenge for 

project management and the work-
ing capacities of the coordinating 

ministry, which had previously dealt with more linear construction projects rather than 

complex multi-sector processes. This sudden implementation without any systematic 

clarification of operational procedures led to an underestimation of project manage-

ment demands. The projects were too hastily designed and cobbled together and the 

quality of milestones and operative planning was poor, which further exacerbated  

the controlling process. These difficulties needed to be dealt with ‘along the way” and 

an external consulting firm was added to provide support for financial and milestone 

controlling. 

Case study 	
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Design element: Reflection 
Workshop January 2007

The first in a series of ‘reflection work-

shops’ was conducted to assess and 

clarify the different roles and expecta-

tions of core team members and agree 

on the terms of collaboration. A distinct 

lack of sense of ownership became clear 

when, using the ‘travel coach’, govern-

ment authorities metaphorically saw 

themselves in the role of a ‘trailer hitch’ 

or ‘spare wheel’. 
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Since the management structure was 

prescribed top-down in the previous 

phase, it exhibited several weaknesses 

with respect to representation. As the 

boroughs called for, it was subsequently 

enlarged to integrate more representa-

tives from the local areas. 

In the absence of a clear strategy and 

due to the ‘pressure to act’, the organisa-

tion of the project was characterised by 

trouble shooting rather than strategic 
discourse. In a reflection workshop, 

this strategic gap was identified as a 

central weakness.

Overview: Where we are at this stage …
After roles and contributions have been clarified, the active parties in the collaboration 

should go ahead and develop an image or vision of the future that is relatively easy to 

communicate and appeals both to the partners and the external environment. A vision 

helps clarify the direction in which collaboration needs to move. Sometimes it has 

been formulated beforehand by an individual or the core team and is then expanded 

by the partners. 

This vision can be the basis for developing the right strategy to achieve it. Some 

partnerships and alliances set elaborate objectives right from the start. Normally this 

is not advisable, as the objectives only become more realistic once they are formulated 

through the process of collaboration. It is more helpful to agree on strategic orientation 

and to identify a few milestones pointing in this direction. 

The transparent and professional management of a collaboration system is a must if 

participants are to trust and engage in it. Especially in the beginning of a collabora-

tion process, a functioning and well balanced organisational and operational structure 

helps to establish output orientation and working routines

Remarks from first reflection 
workshop team members

To me, collaboration in the core team  

was like …

a roller coaster ride ( ages 6 and up)•	

finding a path through the mist•	

a highway trip in dense fog•	

a beehive•	

a hedgehog•	

a band rehearsal•	

a tractor ride in a marsh•	
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Working Steps
WORKING STEP Creating a vision and mission statement

In most successful collaborative efforts, the early coalition develops an image of the 

future that is relatively easy to communicate and appeals to internal and external stake-

holders. A vision says something that helps clarify the direction in which collaboration 

is heading. Without a sensible vision, a collaborative effort can easily dissolve into a list 

of confusing and incompatible projects. Since public administration is detached from 

direct contact with client groups, it helps to build a vision detailing its benefits for a 

shared target group to create a feeling of self-efficacy and relevancy. As one participant 

of public sector collaboration on youth drug prevention put it, “it became clear that the 

initial vision was about assisting the same client groups, same client population and the 

same common concern about a client group.” 

Following up on the joint objectives defined earlier, a mission concept is created. 

This comprises the guiding principles and values, the mission and the aims, which 

an organisation or region sets itself within a certain time frame. This tool is very 

appropriate in situations when a new group of actors comes together, when new  

horizons of meaning need to be opened for a common future, or when an organisation/

region wants to adapt their own vision to that of an enclosing ‘meta-system’ (i.e. the 

national level).

Sign a collaboration agreement

At the end of this phase, a collaboration agreement should be signed, which signals 

the commitment of all parties and provides a clear mandate. There are no firm 

rules for design, although the agreement should contain information on:

Background/context of the collaboration•	

Initial situation and goals as seen by the public sector partners•	

Joint project objective•	

Agreed indicators of goal achievement•	

Overall strategy, output and main activities•	

Agreements on specific project contributions•	

Project term•	

Rules for non-delivery of the agreed goods or services•	

TIPS & TOOLS

WORKING STEP	

Creating a vision and mission 	

statement 

TIPS & TOOLS Develop a vision

If you cannot communicate the vision to someone in five minutes or less and 

get a reaction that signifies both understanding and interest, you are not yet 

done formulating and shaping it.
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WORKING STEP Developing strategic options

Direct strategic options are selected and prioritised based on the vision and mission 

statement. Different options for reaching a certain result can be kept as open as 

possible, and the chosen path should be broken down into phases or determined as 

late as possible. This ensures flexibility and helps the process remain operational even 

if final objectives are unclear. Not all options for action can be implemented, which 

leads to the next step in prioritisation. Aspects that should be taken into consideration 

when selecting strategic options include:

The dynamics of change and the willingness of the actors to collaborate should •	

be taken into account on the one hand. Incorporating activities that lead to quick 

wins (see above), for example, is a good way of motivating actors to become 

involved. The development of incentive mechanisms plays a central role here  

(for the individual and for the organisation involved in collaboration).

On the other hand, issues such as the broad-based impact, reproducibility and •	

sustainability of the collaboration must be discussed and incorporated into the 

strategy as early as possible. 

Strategic action always involves careful consideration of the relationship between 

means and ends. The use of available resources should be examined for efficacy and 

effectiveness. 

Develop a vision and mission statement

What is our vision of the future? What are our hopes and fears?•	

What values guide us, and where do they come from?•	

What should change and what should stay the same?•	

Does the vision provide a clear and compelling statement of where all the •	

effort is leading?

How can the vision and mission be made clear to those outside the •	

collaboration with different areas of specialisation?

What are the vehicles through which a vision can be communicated?•	

CHECKLIST

WORKING STEP	

Developing strategic options

Develop strategic options

The criteria for selection – such as potential benefits and risks – and the options 

themselves should be negotiated and formulated jointly with all core partners. 

This can lead to the possible conflicts between goals becoming more apparent. 

However, it is easier to correct these at this early phase than when collaboration 

is already in the implementation stage.

TIPS & TOOLS
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WORKING STEP Key projects and milestones

Based on the strategic options, a mid-term planning strategy is needed to define the 

areas of action, responsibilities, milestones, deadlines etc. In addition to the more 

short-term oriented “quick wins”, this strategy is essential for sustainability. It is 

helpful to agree on core services and key projects that help the members to identify 

with the process. These could be projects with an innovative edge (i.e. through an 

integrated approach) that appeal and are visible to external actors. It is important 

to find the right balance between output that can be realistically achieved with the 

available means and is still attractive enough. It turned out to be a problem for LSH 

that attractive key projects were defined and communicated to the outside that were 

then only reluctantly implemented, This served to exacerbate frustration, cynicism 

and a critical perspective from external observers.

Milestones focus action on intermediary targets that are closer and easier to identify 

than fixed objectives. They are indicators that collaboration is on track and has really 

achieved something, however great or small. Milestones should also include clarifica-

tion of responsibilities for individual (i.e. packages of) tasks, since the clear assignment 

of activities is also a prerequisite for ownership. It is important to set a realistic time 
frame that is neither too short nor too long to maintain a healthy energy level and 

focus on the goals.

Develop strategic options

What strategic options for action are available to us in this context?•	

What decisions need to be taken, and under what conditions are which •	

options available?

How should we set our priorities in the list of strategic objectives?•	

How can we achieve the strategic objective? What experience do we have? •	

What can we base our action strategies on? Which proven procedures and 

methods can we fall back on?

What critical aspects for the successful implementation of the guiding strate-•	

gies can be identified?

What risks are inherent in the implementation of the guiding strategies /•	

the strategic options?

What alternative plans would be conceivable should certain risks •	

materialise?

Will the collaboration be accountable for outcomes regarding people, services, •	

systems or communities? 

Or is the role of the collaborative to ensure that these services are used and •	

positively benefit the target clientele group to create improved community 

conditions? 

CHECKLIST

WORKING STEP	

Key projects and milestones
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WORKING STEP Developing an organisational structure 

This step targets the establishment of systematic rules, roles, and structures to enable 

communication and participation. There is no set blueprint for this – the structure 

should follow the functions and strategies already defined during the negotiation 

phase. In our case study of the LSH project, the organisational bodies were mere 

blueprints designed on paper in the absence of any strategy. Important parts were 

therefore missing (e.g. representation of the local level). For managing the complex 

tasks of collaboration, different levels of organisation should be distinguished. The 

following differentiation has proven effective in the collaborative process:

Political organisational level:•	  responsible for verification and decision-making

Operational organisational level:•	  deals with operative processes and progress, 

controlling and monitoring.

Working Level:•	  responsible for technical discussions and proposals

Support level:•	  concerned with preparatory and administrative work as well as 

facilitation of workshops etc.

A genuine collaboration demands that all partners be equally represented in the 

organisational bodies and are given the same right to participate in decision-making 

processes. In practice, this is not always easy to achieve, given the occasional vast differ

ences in resources between partners (power, finance etc). It is also important to get 

the right hierarchies at the decision-making level and those with sufficient expertise 

on the working level. Because membership is often dynamic and changes, continual 

reworking is essential to sustain the shared understanding and common focus.

Develop key projects and milestones

What are the major items the collaboration can deliver that should be  •	

focused on? 

What are the critical phases or schedules of the collaboration that should be •	

assessed and measured via milestones?

When will the overall result be available? When are partial results to be •	

expected?

Who contributes what? Who adopts what responsibilities?•	

What are the resources? •	

What are the outcomes we can realistically achieve? •	

Are the output and goals achievable with the means we have?•	

CHECKLIST

WORKING STEP	

Developing an organisational 	

structure 
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Figure 20: Exemplary organisational structure, source: GTZ Capacity Works

Political and 
strategic steering

Responsibility for 
project/programme 

objectives

Responsibility for 
sub-objectives Sub-projects Support services

Coordination unit 
and secretariat

Supervisory board:
decision makers and 

high level 
representatives

Scientific council:
representatives of 

universities, NGOs and 
the media with an 

advisory roleSteering committee:
representatives of 

operational units of the 
ministries and project 

manager

Planning, monitoring 
and communication unit

Design an organisational structure

The distinction between different organisational levels automatically brings us 

to the need to identify the interfaces between the levels. An impact chain (see 

below) is an appropriate tool for designing the links between fields of work, 

components and the development of intervention methods as a whole.

TIPS & TOOLS
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Design an organisational structure

Is the organisational structure appropriate to the diversity of the tasks to be •	

undertaken and the risks involved?

What different models were considered and what different options •	

developed?

Has the political and socioeconomic context in which the project is being •	

implemented been given sufficient consideration in the design of the organi-

sational structure? 

Are changes monitored, ref lected upon and taken into account in •	

organisation?

Who will take which decisions and how? Who will be kept informed, and •	

how? How will leadership be developed to ensure objectives are achieved 

and the collaboration process is managed? 

What sort of quantifiable evidence will serve as the basis for management •	

decisions? 
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Phase 3: 
Implementation

Key Results
Conflict solution methods have been understood and applied.•	

The development of a result chain has taken the strategy to a higher level. •	

An operational plan, including milestones, activities, output etc. has been •	

drafted on the basis of the result chain

If needed, an M&E system is now up and running.•	

Key Steps
Develop a result chain•	

Draft an operational plan•	

Develop an M&E system•	

Deal with conflicts•	
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Case Study LSH: “Bottleneck,  
Shock and Learning”

Figure 21: Bottleneck, shock and learning, source: COMO GmbH

Having gone through the previous ‘trial and error’ phase, the project eventually 

advanced to implementation mode. Strikingly, while the project initially had a strong 

top-down character, it soon developed momentum and energy on a municipal level, 

where ‘institutional entrepreneurs’ and people with real commitment discovered the 

opportunity to try new things. Eventually the top-down mandate and a bottom-up 

willingness to collaborate complemented and reinforced one another. 

However, conflict and frustration arose from the deadlock surrounding the strategic 

projects: While short-term and small scale projects were largely successful, the complex  

ones demanded cross-sector collaboration, ownership, negotiation, strategic think-

ing, a departure from classical action modes etc. Particularly affected was an inte-

grated schools project that targeted 

improving collaboration between 

schools, communities and institu-

tions of informal learning. This 

demanded collaboration in an area 

of previously static sector respon-

sibilities – between ministries of 

urban development, social services 

and education on the horizontal 

level, and between ministries and 

borough administrations on the 

vertical level. During the imple-

mentation phase, the project man-

ager responsible for this project 

disappeared, strategic concepts 

Case study 	

Lebenswerte Stadt Hamburg
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Overstrained
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Interests
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Withdrawal
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Cold Startrr ing Muddling
Through

Restraining Forces

Supporting Forces

Underestimating

Overstrained

Clash of
Interests

Intensity of 
Collaboration

Expert-WSReflection-WS/          
Mid-term Report

Design element: External 
intervention May 2007

Observing the deadlock and recogniz-

ing the risk of failure, the external 

evaluator decided to openly intervene 

in the project process. In a short mid-

term report to the Steering Committee, 

the impasse was revealed. The report 

pointed out that the strategic claim of 

LSH was in jeopardy. This sparked open 

controversy among decision-makers and 

led to a radical reversal of the project 

organisation.
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were not delivered or lacked any form of integrated approach, and decisions were 

postponed over and over again. Like a hot potato, controversial management decisions 

were passed on from one hierarchy to another, and across different ministries, with 

each blaming the others for the deadlock.

It became clear that these strategic projects demanded systemic change ‘while the 
motor was running’ – a form of collaborative governance, and dealt with a diversity of 

legal, technical and financial issues that were unfamiliar. Confronted with these new 

modes of thinking and acting, public administrations were not yet able to transparently 

communicate mutual expectations and transcend their own perspectives. This was 

especially true in the area of education, both formal and informal. 

This resulted in an overall dead-
lock regarding the collaborative 
approach. With only small-scale 

projects up and running, this 

‘operative trivialisation’ of the 

strategic claim led to growing 

frustration and cynicism. At one 

point, project advocates worried 

that these stumbling blocks would 

destroy the effort. This climaxed in 

an open conflict during a workshop 

on “Education and Community” in 

June 2007, in which the ministry 

in charge introduced a paper, which 

was meant as a ‘blueprint’ for a 

citywide approach, but had been 

written behind closed doors with-

out any participation from other 

ministries. 

At this point, it was crucial that promoters were on board who insisted on the innova-

tive claim of LSH and, in the person of the new Senator for Urban Development and 

the Environment, could exert enough top-down pressure and use their political capital 

to gain bipartisan support. Again, the mixture of bottom-up ‘unrest’ and top-down 

hierarchy proved vital. The education ministry recognised that ‘muddling through’ 

without ownership, strategy and structural adjustment would not suffice. As a result, 

a reorganisation of the project team in charge and a radical reversal of project organi-

sation took place.

Design element: Expert workshops 
(January 2007 – March 2008)

Observing the strategic deficits of LSH, 

a series of workshops on current trends 

and challenges in urban development 

was conducted with input from national 

academic and political experts. This pro-

vided the opportunity to discuss strate-

gic and programmatic issues in an area 

free from operative pressure and beyond 

hierarchical boundaries. This not only 

led to enhanced skills and expertise but 

also to growing identification with the 

strategic claim of LSH in particular and 

urban development in general.

Marketing and PR 

One factor the participants frequently mention that promoted collaboration 

was the implementation of marketing and public-relations efforts. Internal 

marketing provides “branding” and visibility (through regular newsletters, etc.) 

for collaboration and can thus enhance identification with the initiative and 

persuade people to attend meetings and participate. Promoting the partner-

ship to one’s own agency and to external stakeholders is crucial for obtaining 

backing and scaling-up the efforts.

TIPS & TOOLS
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Overview: Where we are at this stage …
This phase is characterised as full scale implementation mode. Therefore, project man
agement essentials, such as continual reporting, operative planning and controlling, 

and the efficient preparation and conduct of meetings figure prominently. Also, a public  

relations and communications strategy (logo, promotion material, flyers, website etc.) 

can enhance identification with the project, and create visibility and momentum.

During implementation, the actors must find ways of dealing with divergent opinions 

and agreeing on broadly consensual solutions. Regular coordination meetings at which 

all the actors get together are absolutely essential. The aim of these meetings should 

be to jointly review the status of the collaboration in relation to the success factors, 

agree on the assessment of the process, and make adjustments to organisation and 

strategy if necessary. 

In every collaborative journey there are challenges and setbacks that have to be over-

come. If collaboration brings about change, it also leads to unmet expectations, misper-

ceptions and fear and resistance through the shift of power relationships, new responsi

bilities, the loss of old habits, new challenges and tasks, etc. It is also confronted with 

constantly changing environments, in politics or the institutions involved.

The longer all of these remain unobserved and unaddressed, the more severe the 

trouble and the stronger mutual suspicion of hidden agendas become. It increases the 

chances of distrust and the failure of the collaboration. During the implementation 

phase, effective collaboration should therefore incorporate continuous feedback loops, 

space for open reflection and measures of conflict solving. The latter is particularly 

important as conflict need not necessarily be bad, but may cause all partners to look 

more closely at the situation and come up with an innovative new solution that is (more 

than) acceptable to all partners – what is often called a win-win situation.

Depending on the scope and objective of collaboration, it may be necessary to dif-
ferentiate the strategy and give an account of achievements. Working on refining the 

strategy can also help to draw a review of the first stages and contribute to improving 

services and learning. On the basis of the refined strategy, a monitoring and evaluation 
(M&E) system helps to make the project sustainable and monitor its achievements. 

The coordination meetings can also be used to review project progress in terms of the 

defined milestones and the monitoring system to initiate and maintain a continuous 

process of improvement

Working Steps
WORKING STEP Strategy development: Result chain

The strategic options formulated earlier offer an ideal basis for the subsequent defini-

tion of results chains, an instrument which should be used because it also facilitates 

results monitoring. The results chain is a complementary tool to the logical framework. 

It visualises the linkages between the project’s output/services and the project’s impacts 

in a more specific way. Every chain consists of the following elements: input/resources, 

activities, output (service/contribution), use of output, outcome (direct benefit),  

impact (indirect benefit).

WORKING STEP	

Strategy development: 	

Result chain 
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OECD-DAC term Definition Key question

Impact

Longer term, 

overarching 

effects

Positive and negative, primary 

and secondary, frequently 

longer-term changes resulting 

from a development measure, 

directly or indirectly intended, 

or unintended 

What politically, economically 

and socially important changes 

occur in the sector or country  

to which the direct effect  

contributes?

Outcome 

Short and medium 

term, direct 

policy effects

The short and medium term 

changes likely or actually 

achieved as a result of using the 

output of an intervention

Who benefited from the change 

resulting from the use of the 

project output and how? What 

exactly changed? What exactly 

will you do?

Use of output 
(not in DAC)

Participants make use of the 

products, goods, services and 

institutions or regulations 

produced.

What do users do differently 

when they sustainably integrate 

project output into their  

(professional) routines?

Output Products, goods, services and 

institutions or regulations  

produced by the measure.

What exactly does the project 

make available to its environ-

ment? What is the effect of the 

activities?

Activities All the actions within the 

framework of a development 

measure

What does the project team do? 

Who is involved? For whom are 

the activities intended, who 

benefits from them?

Input/resources Financial, personnel, material 

contributions and funds provided 

within the framework of devel-

opment measures by various 

participants and through various 

instruments.

Figure 22: Levels of the result chain/DAC = Development Assistance Committee  

of the OECD. 

Indicators are the means through which the project’s results (use of output, outcomes, 

impact) are given a specific meaning. They provide clear signals of success (and failure) 

and a ‘quality standard’ for a project (‘How can we see if this expected change (result) 

has been achieved and measure it?’)

To work out specific indicators, the following questions should be answered step by 

step, being as specific as you can:

Quality (how good should something be)?•	

Quantity (how much of it must there be)?•	

Location (where exactly must it be done)?•	

Time (by when must the effect occur)?•	

Actor: (who? with whom? for whom?)•	
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Good indicators should be located at the level where the project has a direct effect, 

bear a clear relation to the objective, and specify the dimensions. The following table 

provides a method of structuring the indicators:

Field of 
observation 
(indicator)

Method / 
instrument for 
data collection

When and 
how often 
to monitor?

Responsibility 
and actors 
involved

Resources 
needed

Indicator 1 Focus group 

interviews, one 

group in every 

district composed 

of 6 male and 6 

female leaders 

belonging to 

different ethnic 

and religious 

groups 

Every 6 

months:  

May and 

November 

Field office 

coordinator in 

every district, 

with support 

of a consultant

Mobilisation•	

Workshop •	

materials for 

visualisation

Lunch for 15 •	

people per 

workshop

Facilitator to •	

conduct work-

shops

Strategy development and impact chain

A result chain is a rather complex instrument that was first developed in 

German development collaboration. There are a number of manuals that 

provide an overview and additional guidance, such as:

C GTZ (2008): Results-oriented monitoring. Guidelines for technical cooperation.

TIPS & TOOLS

Developing a result chain

How well does the selection of agreed output correspond to the results that •	

are to be achieved?

How clearly have the strategic focal points been defined? How well have they •	

already been communicated?

How will we connect with the action strategies of the actors?•	

What options have been considered? What risks have been accounted for? •	

What attitudes might impede progress? How does the strategy consider •	

issues of cultural and political feasibility?

How do the strategies aim to transfer process-related and learning •	

capacities?

Were clear impact indicators agreed (min. level use of output) that quantify •	

goal achievement?

CHECKLIST
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WORKING STEP Drawing up an operational plan

One simple and proven option for breaking a strategy down into concrete activities is 

to take the areas of intervention defined in the results chain in which the partnership 

provides input (output in the results chain) as the starting point. These ‘headings’ 

can then be used to combine the most important activities into work packages and 

transfer them to an operation plan.

An operation plan should contain the following elements:

Output•	  of the results chain and its indicators.

Beneath each of these a list of the most important •	 assigned activities (medium 

detail) can be added.

Milestones•	  (sub-goals or interim goals on the path to project execution) defined for 

activities or blocks of activities (= work packages).

Information on •	 responsibilities for carrying out activities (see next point).

Information on the •	 chronological sequence of implementation of activities  

(e.g. GANTT chart with bars, or quarter statement for implementation).

Fields for the •	 operational monitoring of the achievement of milestones. It has proven 

valuable to show progress or degree of goal achievement using a traffic light colour 

code or percentage. In addition, fields for explanations of successes or deviations, 

lessons learned and decisions taken are useful.

Information on •	 financial resources provided and possibly also human resources 

(budget planning).

There are no binding rules for the concrete design of the operation plan. Many users 

prefer to combine all this information in an Excel spreadsheet (integrated operation 

plan). This avoids duplication and discrepancies (changes need only be made at one 

place). Fields not required for the specific purpose can be left blank. Other project 

managers work with a separate GANTT chart (chronological sequence of activities), 

or a budget and milestone plan, which has the advantage of a clearer overview of the 

individual formats. Figure 23 shows a sample format for an integrated operation plan 

which combines all the information described in one place.

WORKING STEP	

Drawing up an operational plan

Developing a result chain

How are the rough work packages to be concretely implemented?•	

Who will be responsible for implementation?•	

What resources are available for the individual work packages?•	

What are the deadlines for the relevant milestones?•	

Are work packages derived from the strategy? Is responsibility for these •	

defined, and the performance of the tasks reviewed?

Have the partners carried out the activities defined in the operation plan, •	

and were the agreed resources provided?

CHECKLIST



79

Se
ct

io
n 

4

S.
 

no
.

O
ut

pu
t

In
di

ca
to

r
M

ai
n 

ta
sk

s /
m

ile
st

on
es

Re
sp

on
si

bi
lit

y
Ti

m
ef

ra
m

e 
(2

00
9)

Ti
m

ef
ra

m
e 

(2
01

0)

A
pr

M
ay

Ju
n

Ju
l

A
u

g
S

ep
t

O
ct

N
ov

D
ec

Ja
n

F
eb

M
ar

A
pr

M
ay

Ju
n

A
 P
re
pa

ra
to
ry
 w
or
k

1
C

on
tr

ac
ti

n
g 

&
 s

ta
ke

-

h
ol

de
r 

co
n

su
lt

at
io

n
s

C
on

tr
ac

t
C

on
tr

ac
tu

al
 e

n
ga

ge
m

en
t  

of
 D

M
I

G
T

Z
/I

nW
E

n
t

X
X

In
du

st
ri

es
 &

 in
du

s-

tr
ia

l p
ar

ks
 / 

es
ta

te
s 

se
le

ct
ed

 f
or

 p
il

ot

S
el

ec
ti

on
 o

f 
in

du
st

ri
es

, 

in
du

st
ri

al
 p

ar
ks

 (
ph

ar
m

a-

ce
u

ti
ca

ls
 e

tc
.).

D
M

I/
G

T
Z

/

In
W

E
n

t

X
X

M
oU

St
ak

eh
ol

de
r 

co
n

su
lt

at
io

n
s 

an
d 

M
oU

 

D
M

I/
G

T
Z

/

In
W

E
n

t

X

Ju
n

io
r 

co
n

su
lt

an
ts

 

in
 p

la
ce

E
n

ga
ge

m
en

t o
f 

ju
n

io
r 

co
n

su
lt

an
ts

 (u
p 

to
 3

) t
o 

su
pp

or
t D

M
I 

te
am

In
W

E
n

t/
gt

z
X

X

B
 D

em
on

st
ra
ti
on

 o
f 
iD

R
M
 in

 s
el
ec
te
d 
in
du

st
ri
es

1
H

az
ar

d 
id

en
ti

fi
ca

ti
on

 a
n

d 

ri
sk

 a
ss

es
sm

en
t (

H
IR

A
) 

in
cl

u
di

n
g 

th
e 

ap
pl

ic
at

io
n

 

of
 s

pa
ti

al
 c

on
ce

pt
s.

A
ss

es
sm

en
t r

ep
or

t
H

az
ar

d/
ri

sk
 a

ss
es

sm
en

t
D

M
I

X
X

2
D

ev
el

op
m

en
t o

f 
on

-s
it

e 

em
er

ge
n

cy
 m

an
ag

em
en

t 

pl
an

s 

O
n

-s
it

e 
pl

an
 

P
la

n
 p

re
pa

ra
ti

on
D

M
I

X
X

P
la

n
 r

ev
ie

w
 a

n
d 

ev
al

u
at

io
n

D
M

I 
(N

D
M

A
/

M
oE

F/
C

IF
)

X

3
S

af
et

y 
au

di
ts

 &
 r

ep
or

ts
A

u
di

t r
ep

or
t

R
ep

or
t p

re
pa

ra
ti

on
X

X
X

4
D

ev
el

op
m

en
t o

f 
of

f-
si

te
 

em
er

ge
n

cy
 m

an
ag

em
en

t 

pl
an

s 

O
ff

-s
it

e 
pl

an
R

ep
or

t p
re

pa
ra

ti
on

D
M

I/
In

W
E

n
t/

G
T

Z

X
X

X
X

Fi
gu

re
 2
3:

 I
nW

E
n

t I
n

di
a 

In
du

st
ri

al
 D

is
as

te
r 

R
is

k 
M

an
ag

em
en

t –
 D

et
ai

le
d 

O
pe

ra
ti

on
al

 P
la

n
 2

0
0

9
 –

 2
0

10
, s

ou
rc

e:
 I

nW
E

n
t g

G
m

bH



80

WORKING STEP Develop an M&E system

Monitoring has been a fixed element in development collaboration since the mid-

1980s. It is used to provide information for the goal-oriented organisation of projects 

and for reporting. There has, however, been a clear shift in the focus of monitoring 

in the past ten years. For quite some time, monitoring was concerned with document-

ing input, activities and direct output of a project (quality at entry). With the general 

reorientation of development collaboration towards achieving results, the focus of 

monitoring activities has shifted towards the use of output, short and medium-term 

outcomes and longer-term impacts on development at a higher level (quality at exit). 

This also affects the evaluation of collaboration. Its success is measured in terms of 

achieving development goals, which increasingly have to be demonstrated by results-
oriented monitoring (RoM). In the public sector in general, there is increased pressure 

to report on achieved results.

WORKING STEP	

Develop an M&E system

TIPS & TOOLS Develop and implement M&E System

The development and implementation of a result-based M&E system poses 

a challenge for small-scale and short-term collaborations in particular, since 

plenty of time, energy and expertise is required. The decision to establish an 

M&E system for any given collaboration should be evaluated in view of the avail-

able resources. It does not make sense to develop an elaborate system which 

cannot be sustained and creates a ‘paper tiger’.

Elaborate guidance on the establishment of an M&E system is beyond the scope 

of this handbook. However, numerous guidelines published by institutions of 

German development collaboration provide support and tools:

C GTZ (2008): Results-oriented monitoring. Guidelines for technical cooperation.

Develop and implement M&E System

What monitoring tools and prior experience exist within the project? •	

(strengths and weaknesses)

What is the main purpose of monitoring in this project? Why do we need •	

monitoring? (organisation, reporting, learning, marketing …)

Who is the most interested stakeholder in result-based monitoring?  •	

Who will be responsible? Who else should be involved?

What kinds of resources are available for result-based monitoring?•	

When should the monitoring system be established? (beginning, middle, •	

end of the project)

CHECKLIST
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WORKING STEP Dealing with conflicts

Truly effective collaboration can only then be achieved when actors realise that conflict 
sparked by differences in perspective, skills, access to information, and strategic focus 

actually generate much of the value that can come from collaboration across organi-

sational boundaries. But without a structured method for dealing with these issues, 

people get bogged down not only in what the right result should be but also in how to 

arrive at it. Often, they will avoid or work around conflict, thereby forgoing important 

opportunities to collaborate. And when people do decide to confront their differences, 

they usually default to the approach they know best: debating about who’s right and 

who’s wrong or haggling over small concessions. Among the negative consequences 

of such approaches are suboptimal, ‘split-the-difference’ resolutions and damage to 

relationships, if not outright deadlock. At the very least, a well-defined, well-designed 

conflict resolution method will reduce transaction costs, such as wasted time and the 

accumulation of ill will, that often come with the struggle to work though differences. 

At best, it will yield the innovative outcomes that are likely to emerge from discussions 

that draw on a multitude of objectives and perspectives.

WORKING STEP	

Dealing with conflicts

Clashes between parties are the 

crucible in which creative solutions are 

developed and wise trade-offs among 

competing objectives are made.

TIPS & TOOLSDealing with conflict and resistances

The following principles should be kept in mind when dealing with conflict 

and resistance:

There is no change without conflict and resistance.•	  If they do not occur, it 

is more likely that nobody really believes in the collaborative effort and its 

ultimate success. It is not the emergence of resistance that should worry 

you, but its absence.

Resistance always contains a coded message that is emotional by nature.•	  

When people mount resistance to a useful or necessary ‘case for action’, it 

means they have reservations, anxiety or fears. 

Ignoring resistance and conflict leads to obstruction.•	  Conflict and resistance 

mean that things cannot yet proceed as planned. Provide some time for 

reflection and conflict-solving.

Move with the resistance not against it.•	  The emotional energy needs to be 

acknowledged, taken seriously and channeled. 

Taken from: Doppler/Lauterburg 2000: Managing Corporate Change, Berlin
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Dealing with conflict

Are conflicts between partners addressed and resolved openly at an early •	

stage?

How are conf lict relationships or conf licting interests constructively  •	

dealt with?

What do the conflicts have in common? If there are similarities, what are •	

the deeper reasons for this?

What general lessons can we learn from them? How can we put this lesson •	

learned into practice in project work?

If conflicts cannot be solved at a horizontal level, what forms are available to •	

deal with them hierarchically (e.g. via top-down pressure etc.)?

CHECKLIST
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Phase 4: 
Evaluation and 
Scaling Up

Key Results
The outcome of the collaboration has been assessed.•	

The collaboration takes a new direction or ending.•	

Positive collaborative efforts have been institutionalised or integrated into •	

ongoing organisation.

Key Steps
Assess the outcome•	

Define and describe the products•	

Publish products and outcome•	

Scale up•	
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Case Study LSH: “Consolidation and 
Sustainability”

Figure 24: Sustainability, source: COMO GmbH

The results of the initiative can be divided into the social effects, performance and 

the importance of efficient processes. In the selected boroughs, an evaluation showed 

that the major goal of improved living conditions was achieved.

On strategic level, the short-term 

planning and political pressure 

to act (‘cold start’) prevented the 

development of a shared vision and 

‘mental landscape’ in the begin-

ning of LSH. During implementa-

tion, however, with the support of 

the expert workshops, participants 

developed a growing identification 
with the strategic claims of the ini-

tiative and in the end saw them-

selves as ‘pioneers’ and ‘experts’ 

within their home institutions for a 

collaborative realignment of urban 

development in Hamburg. In the 

end, this process-oriented strategy development, the dawn of a city-wide strategy debate 

and the struggle for joint positions itself became one the goals and success stories of 

LSH. This was further promoted by a large nationwide conference in April 2008.

Case study 	

Lebenswerte Stadt Hamburg

Cold Starting Muddling
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Bottleneck/Shock Learning Sustainability

Accepting

Denying
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Mobilization
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Overstrained
Impasse

Withdrawal

Clash of 
Interests
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Clash of
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Collaboration

Time / 
Phases

Strategy -WS
Evaluation     

Report

Expansion/
Integration

Design element: Strategy 
Workshop March 2008

Objective of the strategy workshop was 

to consolidate the project results, develop  

an exit strategy and ensure sustainability 

and follow-up. Participants symbolically 

put those ‘ingredients’ and contributions  

that they would like to preserve from 

LSH and include in the upcoming pro

cess of drafting a new municipal urban 

development programme into a ‘treasure  

chest’. 



85

Se
ct

io
n 

4

Also, participants agreed that within the course of LSH a social system had been 
formed, supported by the series of reflection workshops. This was characterised by 

the establishment of a constructive ‘culture of conflict’, efficient working routines, the 

creation of informal networks and non-bureaucratic decision-making processes, 

improved and direct contact on a vertical level (government authorities became more 

visible at the borough level) and ‘eye to eye’ communication beyond hierarchies.

In the concluding stages, almost 

all participants agreed that these 

new forms of strategic discussion 

and collaborative modes of think-

ing should be continued and in fact 

taken to a higher level. This call 

was also supported by politics and 

manifested in the decision to inte-

grate the initiated processes into 

the development of the new 5-year programme on urban development. At the end of 

LSH, there was still a high level of uncertainty as to whether these promises would be 

kept after the elections. Although these elections did result in a new political coalition, 

the major recommendations to come out of LSH were implemented. The new urban 

development programme, approved in June 2009, was inclusively drafted integrating 

the cross-sectoral bodies already established for the implementation of LSH. A new 

organisational structure and institutional arrangement had been established. Overall, 

urban development in Hamburg was lifted to a new qualitative level.

The success was in fact not just some kind 

of measurable outcome. The true success 

was the establishment of a project. It was 

allowing a process to take place that, while 

it went through good times and bad times, 

would remain.

LSH results in short

Improvement of residents’ images of each other and their areas •	

Strengthening of social capital in the areas •	

Development of projects deemed high quality by residents and experts alike•	

Successful regeneration of large recreational areas •	

Revitalisation of urban planning•	

Development of holistic initiatives created by various administrations •	

Mainstreaming of LSH results into new 5-year urban renewal programme•	
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Overview: Where we are at this stage …
At the end of a collaboration project, securing output and making it sustainable is 

crucial. Two extremes should be avoided here. One is having everything collapse when 

the project comes to an end and funding is stopped. The other is having initiatives turn 

into ‘institutions’ because of inertia. Sustaining a collaboration project does not mean 

institutionalising it, but rather using its results and success stories and building new 

forms of institutionalised change on top of them. 

Discussing continuity and sustainability requires the assessment of successes and 
failures. In the closing phase of a development partnership, the question of how to pro

cess and communicate the results often arises. This also includes considering possible 

supplementary external results studies. These are particularly useful if important learn-

ing experience that should be processed and credibly documented in an external results 

analysis is anticipated. In order to create learning and repeatability, the process should 

be well evaluated and documented, and the innovation achieved should be disseminated 

(information brochures, events, incentive mechanisms on the markets etc.).

The challenge of sustainability is particularly important in development collaboration 

projects, since part of the goal is to enable partner institutions to initiate and implement 

development partnerships themselves. However, if results are to be measured, basic 

data must be properly identified in the earlier phases and indicators for the outcome 

must be set. 

Working Steps
WORKING STEP Assess the uccess

For scaling up collaborative innovation, an assessment must be made of how new 

approaches, behaviours and attitudes have helped improve performance. In this era of 

accountability, collaboration must seek tangible ways to demonstrate its success. There 

are no standards of success or expected outcomes for collaboration. As mentioned 

above, outcome and benefits may occur in a number of strata (see figure 25 below). 

They might result in better services, improved decision making, better living conditions 

or improved bridge-building between silos and sectors.

Issues of sustainability 	

should be taken into 	

account as early as the 	

strategic planning and 	

implementation phases.

WORKING STEP	

Assess the success
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Outcome for Type of outcome

Individuals (intrapersonal) 

Clients•	

Community residents•	

Member of collaboration project•	

Changes in

Attitude•	

Knowledge•	

Skills•	

Behaviours•	

Self-concept•	

Groups (interpersonal) 

Families•	

Workgroups•	

Networks•	

Changes in

Relationships•	

Integration•	

Practices•	

Organisations

Agencies•	

Departments •	

Changes in 

Organisational culture•	

Services provided•	

Resource use•	

Rules and regulations•	

Systems (intra-organisational) 

Cluster of agencies•	

Related organisations•	

Changes in 

System function•	

Delivery of services•	

Resource use/generation•	

Communities 

Geographical unit•	

Political unit•	

Changes in 

Cohesion/identity•	

Civic action•	

Social norms•	

Policies•	

Social, economic, environmental conditions•	

Public Policies 

Local•	

State•	

National•	

Changes in 

Regulations•	

Laws•	

Ordinances•	

Figure 25: Possible collaboration outcome levels, source: COMO GmbH

Impact chain, indicators and monitoring provide a good basis for evaluating the suc-

cess, impact and outcome of collaboration. It is crucial here to adjust the evaluation to 

suit the collaboration: It is inappropriate to measure community-level outcome when 

the collaborative effort was only concerned with delivery of services or the collaborative 

project’s implementation was aborted or changed. 
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TIPS & TOOLS Evaluation of outcome

Success in collaboration projects can be characterised in a number of very 

different ways. This is a particularly important consideration in cross-sector 

collaboration, in which different notions of success might be at odds with each 

other. Also, while some might focus on the ‘end result’, for others the ‘how’ in 

terms of learning and processes matters at least as much as the ‘what’. In order 

to see the situation from all sides and guarantee the neutrality of assessment, 

an external evaluation should be undertaken. These are particularly valuable 

when they are iterative and accompany the process, since mid-term reviews and 

results can then be continuously integrated into the process (evaluation as an 

‘instrument of learning’). In development cooperation, outcome and results 

should be evaluated according to the OECD-DAC principles and criteria:

C OECD/DAC (1998): Review of the DAC Principles for Evaluation of  

Development Assistance. Paris.

Assess the outcome

What quantitative and qualitative criteria should be used to judge the success •	

of the collaboration?

What has been accomplished? What is the evidence of its effects?•	

What are the benefits – and for whom?•	

What is the value of the collaborative effort?•	

CHECKLIST
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Perceived effectiveness
Overall, how effective was this collaboration in achieving its expected purpose 

and outcome?

not at all effective	 very effective

	 1	 2	 3	 4	 5	 6	 7

Perceived increase in quality of working relationships
Overall, how would you rate the quality of working relationships that have 

developed between your organisation and partner organisations as a result of 

this collaboration?

very low quality	 very high quality

	 1	 2	 3	 4	 5	 6	 7

Perceived broadening of views
Overall, to what extent has your organisation’s view of the issue(s) that 

brought the collaboration together broadened as a result of listening to partner 

organisations’ views?

not at all	 to a great extent

	 1	 2	 3	 4	 5	 6	 7

Perceived increase in network density
Overall, to what extent has your organisation increased its interaction with 

partner organisations (like increased referrals and/or service contracts, joint 

program development) as a result of the collaboration?

not at all	 to a great extent

	 1	 2	 3	 4	 5	 6	 7

Perceived increase in power relationships
Overall, to what extent has the collaboration helped to make partner organisations’  

influence on each other more equal?

not at all	 to a great extent

	 1	 2	 3	 4	 5	 6	 7

Thomson, Ann Marie / Perry, James L. and Miller, Theodore K. (2008). Linking 

Collaboration Processes and Outcomes; Foundations for Advancing Empirical Theory.  

In: Big Ideas in Collaborative Public Management. Edited by Lisa Blomgren 

Bingham and Rosemary O’Leary. Armonk, NY: M.E. Sharpe, Inc.

CHECKLIST
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WORKING STEP Ensure scaling up

In public sector collaboration, there is 

a need to focus on reproducibility and 

broadly-based impact in order to maximise 

the results for the largest possible target 

group. In development collaboration in 

particular, empowerment is the intended 

final outcome with the emphasis on build-

ing local capacities to take control of their 

own development.

The sustainable effects of collaboration 

could include:

The formation of future collaborative •	

efforts

Greater acceptance of a policy solution •	

Greater willingness to exchange ideas•	

Improved bridge-building between silos and sectors•	

Successful collaboration is distinguished by its early start on the active dissemina-

tion of achieved innovation (information brochures, events, incentive mechanisms 

on the markets etc.) and the promotion of sustainability by focusing on enabling 

intermediaries and target groups. Products generated and disseminated could be an 

integrated strategy or policy approach, an optimised process model or problem solving 

path, lessons learned and learning examples (knowledge management system etc.), 

tools or toolbox, or the overall description of the change/collaboration process. 

WORKING STEP	

Ensure scaling up

Using the universally comprehen

sible system of musical notation, a 

composer writes a piece of cham-

ber music for oboe, violin and 

trombone. The piece is published, 

distributed and performed by var-

ious musicians in various concert 

halls at various locations. Each 

interpretation sounds different, 

but the composer’s piece underly-

ing the interpretations remains 

the same.

GTZ Capacity Works

Scaling up

The dissemination and replication of the collaborative approach is frequently 

overlooked in project execution, leaving the sole focus on the successful pilot 

project. While the issue of ‘scaling up’ only takes full effect in the course of 

the collaboration’s project cycle, it must be taken into account during the early 

stages of collaboration and strategic planning!

TIPS & TOOLS
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Ensure scaling up

What are the best practices that can be generalised and applied regardless •	

of project context?

Under what financial and institutional conditions can they be generalised?•	

What skills are needed to make use of the success story and innovation? •	

What stakeholders possess them?

How is the success story of the collaboration project processed, boiled down •	

to its essentials, disseminated and promoted? 

Have partners been identified who are capable of performing the tasks  •	

of information, education and communication of a collaboration’s  

achievements and innovation?

How are the innovation and solutions developed by the collaboration fed into •	

the partnering institutions and/or into the political/policy dialogue?

CHECKLIST
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