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OBJECTIVES
1. Describe the different potential partner populations to engage 

in the work of P2P awards 

2. Evaluate partners who have already been engaged in the 
project

3. Determine which partners are missing from the table within 
the project 

4. Plan for partnership development and coalition building 
processes (mission, vision, values, etc.) and how to engage all 
partners in those processes

5. Develop strategic and realistic goals and objectives for the 
project and determine how to involve all partners within that 
development 



What are Partnerships?
 A union of people and/or organizations working to influence outcomes on a 

specific problem or toward a common purpose ~Prevention Institute

 The foremost means to organize to address complex problems, share scarce 
resources, and achieve collective goals ~Weber & Khademian, 2008, p. 334

 Create collective solutions to complex problems through cross-boundary 
action, whether those boundaries are jurisdictional, organizational, 
programmatic, geographic, professional, or sectoral. ~IBM Center for The Business of 
Government



Partnerships, Coalitions, Networks, 
Collectives…
Which are we talking about here?
 Terms can be, and have been, used inter-changeably

 PCORI uses Partnership or Research Team

 Research Team Definition: A group of people organized to function cooperatively to 
design and conduct research. For PCORI, teams should include patients and other 
stakeholders as key contributors to the research process.

 Literature and research uses

 Networks

 Coalitions



PCORI’s Focal Partners
 Patients - patient partners include patients (those with lived experience), 

family members, caregivers, and the organizations that are representative of 
the population of interest in a particular study. 

 Stakeholders - stakeholder partners include members of constituencies based 
on professional, rather than personal, experience. These can include 
clinicians, healthcare purchasers, payers, industry, hospitals and other health 
systems, policy makers, and training institutions. 
http://www.pcori.org/funding-opportunities/what-we-mean-
engagement/pcoris-stakeholders

 Researchers – research partners include individuals and/or organizations with 
professional understanding and expertise in many aspects of the research 
process from question development to methods and analysis. These can 
include individuals from academic and non-academic research institutions.

http://www.pcori.org/funding-opportunities/what-we-mean-engagement/pcoris-stakeholders


Partnership Engagement Expectations
 All Partners should be engaged in some way throughout the research process. 

Examples provided for patient and stakeholder engagement are:

 Formulating research questions

 Defining essential characteristics of study participants, comparators, and outcomes

 Identifying and selecting outcomes that the population of interest notices and 
cares about (e.g., survival, function, symptoms, health-related quality of life) and 
that inform decision making relevant to the research topic

 Monitoring study conduct and progress

 Designing/suggesting plans for dissemination and implementation activities

http://www.pcori.org/funding-opportunities/merit-review-process/merit-review-criteria



How do you start?
 Determine your method for starting

 Starting small? 

 Benefits

 Downfalls

 Starting large?

 Benefits

 Downfalls



How do you start?
 Thoughtful inclusion of potential partners

 Diversity of partners has been proven to lead to more innovation within 
partnerships and their outcomes. ~When Teams Work Best, LaFasto and Larson 

 Diversity can be based on organization type, represented population, SES, ethnic 
background, geography, service orientation, etc.

 Continually test assumptions about diversity that is present within the partnership

 Avoid tokenism

 Who must be included at the start of the partnership?

 Who can be included as progress is made? 



How do you start?
 How do you lead your partnership?

 Four Principles to building and sustaining collaboration in a group ~Carl Larson

1. Build a credible, open process with strong process leadership

2. Emphasize the values on inclusiveness and trust

3. Assessment of community need and outreach to engage others

4. Reinforce openness and celebrate success!

 Six dimensions of Team Leadership ~When Teams Work Best, LaFasto and Larson 

1. Focus on the Goal

2. Ensure a Collaborative Climate

3. Build Confidence

4. Demonstrate Sufficient Technical Know-How

5. Set Priorities

6. Manage Performance



How do you start?
 Start with the end in mind

 What is your mission?

 Discussion with all partners 

 Keep in mind the different agenda and individual objectives each partner brings to the table

 Work to be collaborative, not competitive, in discussions

 Don’t spend time word-smithing

 What is your shared vision?

 Similar discussion to mission

 This should instill passion!

 What is your purpose?

 Can be stated within the mission or a separate, more detailed statement

 What are your goals (long term and short term)?



Network type Function

Information sharing, 
informational, information 
diffusion

Primary focus is on sharing information across organizational boundaries . A number of authors make a
distinction between information sharing and knowledge exchange. (Isett et al ., 2011; Mays & Scutchfield, 2010; McGuire, 2006;
Milward & Provan, 2006; Huang, forthcoming)

Knowledge generation and 
exchange, knowledge 
management

Primary focus is the generation of new knowledge, as well as the spread of new ideas and practices between
organizations. (Bell &. Zaheer, 2007; Carlsson, 2003; Hartley & Benington, 2006; Huerta et al ., 2006; McGuire, 2006; Weber & Khademian, 2008; Phelps,
Heidl, & Wadhwa, 2012)

Capacity building, social 
capital, outreach

Primary focus is on building social capital in community settings, and on improving the administrative
capacity of the network members. (Isett et al ., 2011; McGuire, 2006; Milward & Provan, 2006)

Individual, organizational, 
network and community 
learning

Primary focus here is learning, which overlaps both with knowledge exchange and capacity building .
Knight and Pye (2005) describe network level learning . (Borgatti & Foster, 2003; Klijn et al, 2010; Knight, 2002; Knight & Pye,
2005; Schulz & Geithner, 2010)

Problem solving, complex 
issue management

Primary focus is on improving response to complex issues, and/or solving complex problems (where a
solution is possible) . Often emerges from an information diffusion or knowledge exchange network. (Isett et al
., 2011; McGuire, 2006; Milward & Provan, 2006)

Effective service delivery, 
service implementation, 
service coordination, action

Primary focus is service delivery, where services are jointly produced by more than two organizations.
Collaboration is often between programs in larger organizations . (Graddy & Chen, 2006; Isett et al ., 2011; Mays & Scutchfield,
2010; McGuire, 2006; Milward & Provan, 2006)

Innovation
Primary focus is on creating an environment where diversity, collaboration and openness are promoted
with the goal of enabling and diffusing innovation . (Borgatti & Foster, 2003; Hartley & Benington, 2006; Hoberecht et al ., 2011; Keast
et al ., 2004; Thorgren, Wincent, & Örtqvist, 2009; Klijn et al ., 2010; Turrini et al ., 2010; Munoz & Lu, 2011)

Policy
Primary focus here is an interest in public decisions within a particular area of policy. The original
conceptualization of policy networks concerned decision making about public resource allocation. (Isett et al .,
2011; Mays & Scutchfield, 2010; Rethemeyer & Hatmaker, 2008)

Collaborative governance
Primary focus on direction, control and coordination of collective action between governmentagencies
and non-public groups, including government funded initiatives or contracts . (Ansell & Gash, 2008; Provan & Lemaire,
2012; Vangen et al, 2014)



Challenges

 There are inevitable challenges to working in partnership

 Several have been researched and are references on the next 3 slides



Challenge Why it is a challenge How it might be mitigated

Obstacles to 
performance and
accountability
(Provan & Milward, 2001; Bryson et al
., 2006; Provan & Lemaire, 2012;
Romzek et al ., 2012; Romzek et al .,
2014)

Accountability can be a particularly complex issue,
as it is often not clear to whom the network is
accountable and for what . This diffusion of
accountability can lead
to “free-riders”, where some organizations
participate minimally and let others pick up the
slack .

Establish an early expectation that all network members will
contribute in some fashion over time, setting the stage for
network members to hold each other accountable .

Tracking inputs and creating transparency within the network 
can also make individual member contributions and
corresponding outcomes more visible and provide evidence
for tough conversations with “free-riders .”

Management 
complexity
(Agranoff&McGuire, 2001; Milward &
Provan, 2006; McPherson et al ., 2006;
Provan & Lemaire, 2012; Kelman,
Hong, & Turbitt, 2013)

Management within a network context requires
managing across organizations as well as within the
traditional hierarchical structures of member
organizations .
Tensions that arise between the two are typically
difficult to resolve but still require confronting .

Acquire and share knowledge within the network about how
networks operate .

Identify how each organization fits into the network and predict
the tensions that may arise .

Ensure good conflict resolution mechanisms are in place to
address issues in an open and transparent way.

Foreshadow the fact that some tensions may be irresolvable and
that this is acceptable within the network culture .

Power imbalance and
resulting conflict
(Bryson et al ., 2006; Provan &
Lemaire, 2012; Purdy, 2012)

As in life, organizational members come into the 
network with differing levels of status and resources,
making power imbalances a reality .

Use language that reinforces equality among members .
Provide early and ongoing assurance that the interests of all

members are being considered .
Use resources to mitigate power imbalances and manage

conflict effectively .

Lack of organizational 
capacity to work 
collaboratively
(Bryson et al ., 2006; McPherson et al
., 2006; Kelman & Hong,
forthcoming)

Organizational members may lack experience
working collaboratively because of
traditional organizational ways of working .

Work to develop the network culture or a compelling narrative
such as the ‘network way of working .’

Provide education on collaboration to network members .
Choose an early activity to work together on that has good

potential for a quick win .
Model a collaborative leadership style .



Challenge Why it is a challenge How it might be mitigated

Sustainability
(Provan & Milward, 1995; Provan et al .,
2010; O’Toole & Meier, 2004; Provan &
Huang, 2012; Bakker, Raab & Milward,
2012)

Sustaining a network can be challenging for a number
of reasons, many of which have been discussed
throughout this table . An additional challenge to
network sustainability is change in the environment 
within which a network operates, or the network 
moving to a new evolutionary stage of development .

Be aware of the common challenges experienced by networks,
mitigating them where possible.

Ensure the network remains nimble by trying to anticipate and
respond/adapt to changes in context.

Promote network level learning .
Institutionalize network structures and processes to

encourage stability .
Culture clash, or
competing
“institutional logics”
(Bryson et al ., 2006; Hoberecht et al
., 2011; Huerta et al ., 2006;
McPherson, Popp, & Lindstrom, 2006;
Provan
& Lemaire, 2012)

Member organizations have different ways of doing 
things (cultures) and/or institutional logics (e .g .,
approach to decision making, ways of providing
services, transparency with partners), which can
make it challenging to agree on essential structures, 
processes and outcomes .

Identify and openly discuss the underlying cultures and
logics of member organizations .

Develop structures and processes for the network that reflect a
diversity of those found within member organizations .

Loss of autonomy
(Provan & Lemaire, 2012)

Legally autonomous organizations may resist 
coordinated decision-making, particularly when the
decisions are not perceived as being
in the best interests of their organization .

Ensure that planning and decision- making is participatory and
open .

Pay attention to how a potential decision couldaffect
organizational members differently; highlight the potential
gains .

Coordination fatigue 
and costs, including 
being pulled in multiple
directions
(Huerta et al ., 2006; Provan &
Lemaire, 2012)

Working collaboratively and coordinating decisions
and activities take time and effort away from the day-
to-day work of an organization . As well, it is not
uncommon for a single organization to belong  to
multiple networks, which exacerbates the time and
effort required .

Adoption of an appropriate governance form and sufficient
resourcing of the network can help ensure that the time 
individual member organizations commit to network activities is
optimized .

Creating a network culture that allows members to engage at
varying intensities on particular activities can also provide
relief.



Challenge Why it is a challenge How it might be mitigated

Developing trusting 
relationships
(Axelrod, 1984; Bryson et al ., 2006;
McGuire, 2006; Keast et al ., 2004;
Huxham & Vangen, 2005; Gulati et al
., 2011)

Trusting relationships take time to build, and must
continue to be attended to if trust is to be 
maintained over time because reciprocity emerges
from repeated interactions .

Build trust initially by sharing non- threatening information or 
knowledge and engaging in low-risk activities, thus
demonstrating competency, good intentions and follow-
through .

Regular check-ins on the ‘health’ of network relationships may
help identify and mitigate trouble .

Use the strategy of tit for tat; if someone cooperates with you in
the first round, you cooperate with them in the next .

Cooperate with a non-cooperator occasionally as they may
surprise you and cooperate .



Questions, Comments?
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