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A presentation that will cover…



Defining inter-organisational collaborations 
(IOCs)

“the belief that more… can be created than if each 
organization were to work alone” (Casey 2008)

“individuals representing multiple organizations… engage 
… outside the spheres of individuals or organizations 
working in isolation… ” (Kenton et al 2008)



• From individual buddying to merging

• From low commitment to formal agreement

Collaboration as ‘degrees’ of integration



Ongoing interest 
in collaboration 
to achieve 
integration in 
England…



Collaboration is a ‘good’ thing?

“… for many, collaboration has become a hammer and nearly all 
problems have become nails” (Silvia 2018)

“The trend toward calling all forms of working together ‘collaboration’ is 
problematic as it glosses over the diverse array of mechanisms for 
working together and the relative appropriateness of these for different 
tasks and contexts” (O’Flynn 2007)



“Many organizations aspire to gain collaborative advantage by 
working in partnerships across organizational, sectoral, and even 
national boundaries. Such collaborations, however, are difficult to 
manage, and the likelihood of disappointing outputs is high.” 
(Vangen and Huxham 2003)

Collaboration is difficult…



Gaps in understanding

What types of collaboration can work 
best in what circumstances? 

What are the conditions and 
behaviours that we need to support 

these endeavours? 



Collaborative 
Behaviour

Collaborative 
Functioning

Collaborative 
Performance

Produces Enables

How and why collaboration can work, for whom, 
and in what circumstances…

Adapted from Lasker et al (2001).



What is a realist synthesis?

• What works for whom, under what circumstances and why?

• Focus on mechanisms (resources & reasoning) and how context changes 
their activation

• E.g. Why does an intervention work in context A but not context B?

• Bringing together all data types: grey, academic, organisational reports, 
primary empirical data



Methodology

Systematic and purposive searches of evidence

To test and refine propositions:

• 34 interviews inc policy makers, practitioners, and 
patient representatives in England

• One patient representative focus group



Trust, Faith, and Confidence: the key to 
collaborative functioning

• Trust builds relationships and risk tolerance

• Faith motivates and sustains collaborative behaviour

• Confidence via contractual means can strengthen 
integration

• Many contextual factors affect these mechanisms: 
capacity, size, prior experience, reputation



Mechanisms underlying collaborative functioning 

Definition

Trust • Letting go & accepting vulnerability based upon positive 

expectations

• Communication spaces and channels 

• Sharing of information to support relationship-building

• Sharing and agreeing the vision between partners

Faith • Capacity to implement the collaboration

• How difficult it will be to achieve the collaboration (complexity)

• Whether actors perceive progress towards achievement of IOC 

goals

Confidence • Behaving collaboratively due to contractual or other obligation

• Processes and attitudes in place to resolve conflict



Practical next steps for collaboration

Building trust • Formulating and instilling a shared vision rather than ‘us vs. them’

• Delivering ‘quick wins’ at the beginning of the lifecycle 

• Understanding the regulatory environment

• Prioritising communication, face-to-face where possible

• Allowing flexibility and autonomy to acknowledge feelings of loss

Building Faith • Ensuring collaboration is coproduced with service users and the workforce 

• Having an appropriate level of ambition that prevents feelings of failure 

• Managing complexity by avoiding too many moving parts 

• Instil progress (forward momentum) with evaluation and milestones 

• Understand the reputation of IOC form and messaging is managed e.g. ‘privatisation’ 

‘performance management’

Building 

confidence

• Acknowledge unequal power structures

• Invest in contractual mechanisms alongside efforts to build relationships

• Perform due diligence around potential areas of disagreement, building accountability 

mechanisms into contracts to help resolve conflicts amicably



Holding on to benefits of collaboration

▪ Efficacy: improve communication, coordination, improvement 
strategies, and reputation management

▪ Efficiency: collaboration can improve financial and workforce 
resource allocation, with additional benefits to coordination, 
responsiveness, reduced duplication

▪ Effectiveness: knowledge exchange, learning and development



Implications for integration

▪ Collaboration is difficult: it requires significant time, effort, 
energy… and resource 

▪ It requires commitment and the case for population benefit

▪ Values and behaviours that show authenticity, empathy, visibility, 
generosity, and openness to learning from others



Thank you 

Contact: Dr Ross Millar, Director, Health 
Services Management Centre

Email: r.millar@bham.ac.uk

mailto:r.millar@bham.ac.uk


For further information
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