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Learning about our partners — how they frame reality, what their roles and
ambitions are, how far they are prepared to cede power, and for what purposes —is
important in the search for collective action. According to Williams and Sullivan
(2011), this leads to learning with others in pursuit of joint solutions to complex
problems, particularly the premium of intersectoral learning and the development
of new models of public service delivery in an economic climate of financial
restraint. They suggest that organisational learning is linked to structural conditions
such as cultures, power, relationships, norms and rules that mediate that process,
which are linked to leadership style and interpretive approaches to learning that
focus on this socialisation. The use of formal power in shaping and transferring
organisational learning through different structures, systems and people also needs
delicate and refined qualities to manage interpersonal relationships, based on
individual qualities such as perception, empathy, discretion, subtlety, flexibility and
decisiveness. These are debated more fully in Chapters Four and Five that discuss
the development of the workforce. Leaders are required to evidence high-quality
conflict management and interpersonal skills. Trust is important in promoting
collaborative working, requiring leaders to have an open attitude, to emphasise
long-term relationships and to respect partners’ autonomy. In general, shared and
distributed models have much value in collaborative arenas, particularly because of
their rejection of hierarchical imperatives, their appreciation of dispersed power,
especially in groups, and their emphasis on mutual learning, experimentation and
reflective practice. Paradoxically, strong hierarchical leadership may be required in
particular circumstances at particular stages of the collaborative process to achieve
change by demonstrating considerable persistence to implement and embed
strategic actions. There is an argument in favour of encouraging employees not
to think in terms of success or failure, but in terms of learning and experience
(Farson and Keynes, 2002).
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Leadership in integrated or multi-agency environments

The ability to work across boundaries and to persuade others over the right
course of action has become more important than the cavalry charge on behalf
of a single institution or better delivery for service users, by creating a cadre of
leaders to address multiple or single needs. This post-heroic model of leadership
involves multiple actors who take up leadership roles both formally and informally,
and who importantly share leadership by working collaboratively. The focus
therefore goes beyond personal behavioural style or competencies but is on
organisational relations, connectedness, interventions into the organisation system,
changing organisation practices and processes (Turnball James, 2011). Complicated
relationships in multdisaiplinary environments and integrated services require
the negotiating of authority between professionals and managers from different
professional backgrounds. The literature on collaborative leadership can be applied
to both intra and interorganisational settings. It reflects the interdependence and
connectivity in public management (although this is increasingly being reduced),
and counters the limitations of traditional approaches to leadership, particularly
those based on the primacy of hierarchy and heroic leadership. It involves managing
power relationships and generating consensus (Williams and Sullivan, 2011).
The emphasis on working collaboratively offers the prospect of delivering
outcomes and achieving synergy around social issues that are beyond the
capabilities of single organisations. Leadership has been named as a one of the
determinants of effective collaborative practice (Sullivan and Skelcher, 2002).
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