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ABSTRACT

The issues raised for inter professional collaboration are reviewed through data
GHULYHG IURP D FDVH VWXG\ RI D 6FRWWLVK ¶1HZ &RPPXQLW\ 6FKRRO· FOXVWHU 7KH
DWWLWXGHVRIVWDIIIURP1XUVHU\3ULPDU\DQG6HFRQGDU\VFKRROVWRFROODERUDWLRQDUH
H[DPLQHGDQGGLIIHUHQFHVGLVFXVVHG7KHÀQGLQJVVKRZWKDWWKHUHZHUHJHQHUDOO\
positive attitudes to collaboration but secondary school staff saw themselves as
having the least to gain. In general staff need continuing support from managers and
funders as well as persistence and patience in building up their work over time. In
SUDFWLFHKRZHYHUERWKWKHVHFULWHULDZHUHGLIÀFXOWWRIXOÀO7KLVVXJJHVWVWKDWLWLV
EHWWHUWRJRIRUVPDOODFKLHYDEOHJDLQVDVSDUWRIDQRYHUDOOORQJHUWHUPVWUDWHJ\UDWKHU
WKDQELJREMHFWLYHVWKDWDUHGLIÀFXOWWRUHDFK+RZHYHULWZDVIRXQGWKDWUHVSRQGHQWV
were set major tasks to achieve and links were not made between the macro and micro
levels of activity. It is suggested that collaboration is only one of many solutions to
the problem of delivering effective services and there are a number of circumstances
when it is best avoided. Such situations include when resources of time, energy and
money are extremely limited, when organisations are unstable, when organisations
have very similar functions or when continuing support is unavailable.
INTRODUCTION

1HZ&RPPXQLW\6FKRROVLQ6FRWODQGKDYHHYROYHGIURPWKH¶)XOO6HUYLFH6FKRRO·
model which originated in the USA in the late 1980s to address problems of deprivation
DQGDOLHQDWLRQLQFHQWUHVRIXUEDQDQGLQQHUFLW\GHFD\7KHDLPRIWKHPRGHOKDVEHHQ
to provide education as well as other supportive health and welfare services to parents
and children in one institution through extended opening times throughout the year.
Working with rather than on parents and children through the collaborative effort of
different agencies and professionals groups is central to the philosophy and success
of this model. In just over ten years from its inception the initiative which developed
LQ1HZ<RUN&LW\LWKDVVSUHDGWRRYHUVFKRROVLQÀIWHHQ86VWDWHVDVZHOODV
to other countries such as Australia (Baron, 2001; Semmens, 2001).
7KH ORQJWHUP REMHFWLYH RI 6FRWWLVK SROLF\ LQ UHODWLRQ WR SUHYHQWLQJ VRFLDO
H[FOXVLRQ LV WR GHYHORS ZD\V RI ZRUNLQJ ¶ZKLFK LQWHJUDWH SURJUDPPHV QRW MXVW
within Government, but at all levels of action right down to local neighbourhoods
DQGFRPPXQLWLHV· 6FRWWLVK2IÀFHE 7KXVVFKRROVDUHH[SHFWHGWRZRUNZLWK
other agencies both to prevent social exclusion taking place and to help reintegrate
those who have been socially excluded into mainstream society. Historically, targeting
resources on the most disadvantaged has been an approach implemented to tackle the
HIIHFWVRIHFRQRPLFDQGVRFLDOGLVDGYDQWDJHIRUH[DPSOH(GXFDWLRQDO3ULRULW\$UHDV
DQG&RPPXQLW\'HYHORSPHQW3URMHFWVLQWKH8. +DOVH\ 0RUHUHFHQWO\
governments in the UK have focused on raising educational achievement particularly
LQJHRJUDSKLFDODUHDVFKDUDFWHULVHGE\VHYHUHVRFLRHFRQRPLFGHSULYDWLRQ,WKDV
ORQJEHHQUHFRJQLVHGWKDWDJHQFLHVPXVWZRUNLQFORVHFRRSHUDWLRQLIWKH\ZLVKWR
provide an effective seamless response to the needs of socially excluded communities
(Dyson, et al., 1998; Tett, et al.:HEEDQG9XOOLDP\ 6XFK´MRLQHG
up” thinking lies behind a number of international educational initiatives such as
inclusive schools, full service schools and Education Action Zones (see Dryfoos,
&DPSEHOO3RZHU ,QWKH8.VFKRROVDUHHQYLVDJHGDVSOD\LQJ
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a key role in the current government’s policies to promote social inclusion among
children and young people in particular and in tackling social exclusion in general.
,Q6FRWODQGWKH¶6RFLDO,QFOXVLRQ6WUDWHJ\·GRFXPHQWVWUHVVHVWKDW¶WKH*RYHUQPHQW
LVLQYHVWLQJKHDYLO\LQSURJUDPPHVWRSURPRWHLQFOXVLRQDPRQJVFKRRODJHFKLOGUHQ
including New Community Schools, Early Intervention Schemes, Alternatives to
([FOXVLRQIURP6FKRRODQG)DPLO\/LWHUDF\· 6FRWWLVK2IÀFHD )XUWKHUPRUH
it is recognised that schools on their own cannot solve the problems associated with
social exclusion.
Research has shown (Atkinson, et al., %DOO WKDWPXOWLDJHQF\SURMHFWV
especially those which are based outside any one school, have been able to provide
DVWUXFWXUHZKHUHWDNHXSRIVHUYLFHVFDQEHDGGUHVVHGDQGHQFRXUDJHG3URMHFWV
that have involved social and health services, housing, police, community education
and Non Governmental Organisations (NGOs) collaborating together with parents
and schools, focussing on providing integrated services at the point of need, have
been shown to be the most effective (Semmens, 2001; Whitty, et al., 1998). New
&RPPXQLW\6FKRROV 1&6 DLPWR¶SURYLGHLQWHJUDWHGVFKRROEDVHGKHDOWKDQGVRFLDO
services as a means of supporting individuals and families in combating educational
XQGHUDFKLHYHPHQWLQGLVDGYDQWDJHGDUHDV· 6FRWWLVK2IÀFH $FDVHVWXG\RI
one New Community Schools cluster therefore provides an opportunity to examine
the perceptions of a group of professionals to partnership and collaboration.
7KHIRFXVRQLQWHUSURIHVVLRQDOFROODERUDWLRQVKRXOGDOVREHVHHQLQWKHFRQWH[W
of earlier attacks on the motivation of professionals. During the 1970s and 1980s,
these attacks came from two distinct quarters. Those on the left suggested that,
whilst pretending to operate as benign agents, professionals were reinforcing social
inequalities and extending their empires (Weatherley, 1979; Lipsky, 1980; Wilding,
1982). However, those on the right mounted stronger attacks because they wished to
reduce expenditure on welfare. Adopting the arguments of the left, it was suggested
WKDWSURIHVVLRQDOVIDUIURPEHLQJQHXWUDOZHUHGULYHQE\LGHRORJ\DQGVHOILQWHUHVW
1RWRQO\SURYLGLQJSRRUYDOXHIRUPRQH\LWZDVVXJJHVWHGWKDWWKHLUV\VWHPRIVHOI
UHJXODWLRQUHVXOWHGLQFRUUXSWLRQDQGLQHIÀFLHQF\ 'HDNLQ 7REULQJWKHVH
wayward professionals into line, it was argued, they needed to be subjected to the
disciplines of managerialism and the market. Within the context of the market (Le
Grand, 1991; Glennester, 1991), professionals should be responsive to rational
client choices and should adapt their services to meet client needs. Mangerialism
dictated that professional performance should not be judged by internal standards,
but by externally imposed and objectively measured targets. In the NCS context
the managerialist agenda is addressed partly through output measures of governing
DUUDQJHPHQWVYLD¶WKHDXGLWDQGUHYLHZRIH[LVWLQJLQWHUDJHQF\ZRUNDJDLQVW1&6
aims and objectives’ (Sammons, et al    ,W LV DOVR DGGUHVVHG WKURXJK
¶WKHPDQDJHPHQWVWUXFWXUH>WKDW@«LQFOXGHVDVLQJOHUHSRUWLQJDQGDFFRXQWDELOLW\
IUDPHZRUN«IRUDOOWKHFRUHVHUYLFHVLQYROYHG· 6FRWWLVK2IÀFH 
The operation of NCS therefore provides a useful focus for studying a range
RILVVXHVLQUHODWLRQWRWKHHIÀFDF\RILQWHUSURIHVVLRQDOFROODERUDWLYHDSSURDFKHV
DQGWKHGLIÀFXOWLHVWKDWPLJKWEHH[SHULHQFHGLQDFKLHYLQJFKDQJHGDWWLWXGHVDQG
action. To this end data derived from an evaluation of an NCS project for a Scottish
Local Authority afforded the opportunity to study professionals’ perceptions of
FROODERUDWLRQ LQ RQH VRFLRHFRQRPLFDOO\ H[FOXGHG DUHD %HIRUH ZH GLVFXVV RXU
ÀQGLQJVZHSURYLGHDEULHIDFFRXQWRIWKH1&6LQLWLDWLYH
NEW COMMUNITY SCHOOLS

7KHSURPRWLRQRI1HZ&RPPXQLW\6FKRROVLQ6FRWODQGLQZDVRQHRIWKHÁDJVKLS
SROLFLHVRIWKHQHZO\GHYROYHG6FRWWLVK3DUOLDPHQWZKLFKLVH[SUHVVO\FRPPLWWHGWRWKH
theme of Social Justice, and to the objectives of Social Inclusion, Lifelong Learning
DQG$FWLYH&LWL]HQVKLS 6FRWWLVK2IÀFHD 7KHGHYHORSPHQWRI1&6ZDVLQLWLDWHG


LQ  ZKHQ LW ZDV DUJXHG WKDW WKLV LQLWLDWLYH RI ¶LQWHJUDWHG SURYLVLRQ RI VFKRRO
education, informal as well as formal education, social work and health education
DQGSURPRWLRQVHUYLFHVZLOOUHTXLUHDQHZDSSURDFKDQGOHYHORILQWHUGLVFLSOLQDU\
WHDPZRUNLQJ· 6FRWWLVK2IÀFH 5HVHDUFKFRPPLVVLRQHGE\WKH1HZ/DERXU
Government showed that many children and young people were underachieving in
VFKRROVDQGDWULVNRIEHFRPLQJ¶VRFLDOO\H[FOXGHG·IURPVRFLHW\ VHH%DURQ 
It was decided to implement a NCS programme which would aim to meet the needs
RI¶DWULVN·FKLOGUHQDQGIDPLOLHV7KH\VKRXOG
focus on the individual child, his or her family and the community; the aim
is to meet each child’s needs in the round; the key is integrated provision of
services – teachers, social workers, community education workers, health
SURIHVVLRQDOVDQGRWKHUVZRUNLQJWRJHWKHUDVDVLQJOHWHDP 6FRWWLVK2IÀFH
1999c: 2)
The NCS approach is very much part of New Labour’s modernising agenda where
accountability is to the fore and the delivery of public services should meet the needs
of the citizens and not the convenience of public service providers (Riddell and Tett,
 7KHDSSURDFKDOVRUHFRJQLVHVWKHQHHGWRZRUNFRRSHUDWLYHO\WRJHWKHUWR
overcome social and educational exclusion by exploring and overcoming professional
and institutional boundaries of service providers.
1&6ZHUHGHÀQHGDVKDYLQJWKHIROORZLQJHVVHQWLDOFKDUDFWHULVWLFV
a) A focus on the needs of all pupils at the school;
b) Engagement with pupils;
c) Engagement with wider community;
d) Integrated provision of school education, social work and health education
and promotion services;
e) Integrated management;
f) Arrangements for the delivery of these services according to a set of integrated
objectives and measurable outcomes;
g) Commitment and leadership;
K  0XOWLGLVFLSOLQDU\WUDLQLQJDQGVWDIIGHYHORSPHQW 6FRWWLVK2IÀFH 
,QDGGLWLRQWRWKLVWKHUHZHUHRWKHUFULWHULDZKLFKZRXOGUHÁHFWD1&6LQFOXGLQJ
+HDOWK3URPRWLQJ6FKRRO6WDWXVH[WHQGHGIDPLO\FKLOGFDUHDQGHQJDJHPHQWZLWK
LQIRUPDODQGIRUPDODGXOWOHDUQLQJ$NH\DUHDZDVWKHLQWURGXFWLRQRI3HUVRQDO
/HDUQLQJ3ODQV 3/3 LQZKLFKHDFKSXSLOZRXOGVHWWKHLURZQOHDUQLQJWDUJHWV
VXSSRUWHGE\WKHFODVVWHDFKHU7KHVH3/3VZRXOGWKHQEHFRPHWKHPHFKDQLVPIRU
involving parents/carers in their child’s learning (see Elliot, et al., 2002).
Semmens (2001:71) argues that the NCS approach is a very practical response
WR¶DWULVN·VWXGHQWVEHFDXVH¶VFKRROVDUHXVXDOO\ORFDWHGLQDFFHVVLEOHSODFHVDQG
services can be delivered either at school or through school acting as the referral
agency’. In addition, the strength of this way of working is that no one agency is
H[SHFWHGWRGHDOZLWKWKHFRPSOH[UDQJHRIGLIÀFXOWLHVVXFKVWXGHQWVIDFH7KHPXOWL
DJHQF\DSSURDFKRIIHUV¶MRLQWFRQVLGHUDWLRQRILQGLYLGXDOFKLOGUHQ·VQHHGVDQGMRLQW
DFWLRQWRDGGUHVVWKHVH· 6FRWWLVK2IÀFH 
7KHUHZDVQRRYHUDOO¶PRGHO·RI1&6SURPRWHGE\WKHLQLWLDOSLORWVEDVHGLQHDFK
Scottish Local Authority. Some were based around a single school, others around a
nursery and a few primary schools, whilst others were clustered around a secondary
school and local feeder primaries. How NCS projects operated also differed greatly.
Some local authorities chose to use NCS funding to restructure Children and Families



Services whereas others used the funding to identify and deliver services to meet the
HVVHQWLDOFKDUDFWHULVWLFVRI1&6DQGWRPHHWWKHLURZQSULRULWLHV7KLVÁH[LELOLW\KDV
been encouraged because approaches have been sought which were:
radical and designed to secure a step change in the attainment of children.
Key to this will be integrated working focussing on the needs of pupils at
the school. Successful pilots will therefore be innovative; bringing together
a number of services focused on the needs of the child and engaging with
IDPLOLHV 6FRWWLVK2IÀFH 
)URPWKHEURDGSROLF\FRQWH[WZHQRZWXUQWRDQH[DPLQDWLRQRIWKHVSHFLÀFIHDWXUHV
RIWKH16&SURMHFWVWXGLHGLQFOXGLQJWKHVRFLRHFRQRPLFFRQWH[WZLWKLQZKLFKLW
operated.
THE RESEARCH CONTEXT

The New Community School project studied comprised a geographical cluster of
three schools – a nursery, primary and secondary school. Almost all children in
the nursery school moved on to the primary school but there was a choice of two
secondary schools within the catchment area. The alternative secondary school
ZDVSRSXODUZLWKSDUHQWVVLQFHLWVHUYHGDOHVVVRFLRHFRQRPLFDOO\GLVDGYDQWDJHG
DUHDDQGZDVKLJKHUXSWKH¶OHDJXHWDEOHV·WKDQWKHGHVLJQDWHGRQH7KLVPHDQWWKDW
WKRVHSDUHQWVWKDWKDGDFFHVVWRWUDQVSRUWWLPHDQGWKHFDSDFLW\WR¶FKRRVH·VHQW
their children there.
,WLVLPSRUWDQWWRWDNHDFFRXQWRIWKHVRFLRHFRQRPLFFRQWH[WLQZKLFKWKH1&6
VWXGLHGZDVRSHUDWLQJ7KHDUHDZDVUDQNHGIRXUWKRXWRIQLQHW\WZRZDUGVLQWHUPV
RIDQ¶LQGH[RIQHHG·WKDWWDNHVLQWRDFFRXQWDUDQJHRIIDFWRUV7KHVHLQFOXGHWKH
number of adults on various forms of welfare support, health indicators such as
premature mortality, the number of properties in the lower council tax bands and the
numbers of children receiving some form of care. It is well established that poverty
and social inequality are the most important determinants of health and account
IRUHQRUPRXVGLIIHUHQFHVLQFKLOGZHOOEHLQJ VHH0F&DOO\, et al., 1998). Levels of
XQHPSOR\PHQWZHUHDERYHDYHUDJHIRU6FRWODQG  ZLWKRQHZDUGDW
DQGWKHRWKHUDW7KLVSDUWO\UHÁHFWVWKHGHFOLQHLQWKHWUDGLWLRQDOLQGXVWULHV
of the area, although a strong tradition of manufacturing industry remains and
HPSOR\VDERXWRIWKHSRSXODWLRQ DVRSSRVHGWRWKHQDWLRQDOÀJXUHRIDURXQG
 $QRWKHUNH\LQGLFDWRURIVRFLRHFRQRPLFVWDWXVLVKRPHRZQHUVKLSLQWKLV
DUHDDWKRPHRZQHUVKLSLVVLJQLÀFDQWO\ORZHUWKDQWKHQDWLRQDODYHUDJHIRU
6FRWODQGZKLFKLV
:KLOVWWKHVHÀJXUHVWHOOXVVRPHWKLQJDERXWWKHQDWXUHRIWKHDUHDLQZKLFKWKH
NCS is operating it would be a mistake to read into them too negative an account
of life in these communities or the people who reside there. Although the mining
industry that sustained areas such as these has now gone, the culture of resilience
and social support typically associated with these communities still appears to linger.
Whilst the various indicators provide important information they can lead to negative
VWHUHRW\SLQJDQGDGHÀFLWYLHZRISHRSOHDV¶LQQHHG·ZLWKSURIHVVLRQDODJHQFLHV
DQGJURXSVHOHYDWHGDVWKH¶QHHGPHHWHUV·6XFKDFFRXQWVPHUHO\FRPSRXQGWKH
problems that people living in such communities face, and paint a distorting image
of professionals having the answers and people in communities as having problems
they cannot solve without external intervention. An important aspect of the NCS
DSSURDFKWRWKHVHLVVXHVRIVRFLRHFRQRPLFGLVDGYDQWDJHZDVWRVHHWKHSHRSOHLQ
the area as a resource rather than a problem.
%HIRUH FRQVLGHULQJ WKH DSSURDFKHV DQG DWWLWXGHV WR FRRSHUDWLRQ LQ WKH 1&6
VWXGLHG DV SDUW RI WKLV UHVHDUFK ZH ZLOO ÀUVW FRQVLGHU WKH OLWHUDWXUH RQ LQWHU
professional collaboration and partnerships.
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Collaborative partnerships have long been considered an important way of working
LQHGXFDWLRQ VHH'\VRQDQG5REVRQ EXWFROODERUDWLRQFDQEHGLIÀFXOWEHFDXVH
RIDQXPEHURILQKHUHQWKD]DUGVVXFKDVLQWHUSURIHVVLRQDOULYDOULHVRUXQUHDOLVWLF
expectations (Huxham, 1996). The research team defined collaboration as a
continuum. At a minimum this means that individuals in one organisation are working
with other individuals in another organisation in order to achieve some form of mutual
EHQHÀW$WDPD[LPXPLWLPSOLHVPDQ\RUJDQLVDWLRQVZRUNLQJWRJHWKHULQKDUPRQ\
Collaboration can be said to be taking place when a change in process, product or
output takes place that requires contributions from all the organisations involved
(Tett, et al., 2001a). Not all organisations or professionals will contribute equally
but they will be adjusting their decision making to take account of each other.
Research (Hardy, et al., 1992; Scottish Executive, 2000; Tett, 2000; Wilson and
3LUULH KDVLGHQWLÀHGDQXPEHURIEDUULHUVWRFROODERUDWLRQLQFOXGLQJ
•

Boundaries that are different

•

Differences in funding mechanisms and bases

•

Differences in aims, organizational culture and procedures

•

Lack of appropriate accommodation and resources

•

Differences in ideologies and values

 &RQÁLFWLQJYLHZVDERXWXVHULQWHUHVWVDQGUROHV
•

Concern for threats to autonomy and control and having to share credit

 &RPPXQLFDWLRQGLIÀFXOWLHV
 /DFNRIRUJDQLVDWLRQDOÁH[LELOLWLHV
•

Differences in perceived power

 ,QDELOLW\WRGHDOZLWKFRQÁLFW
From the point of view of individual organisations, collaboration may pose a threat.
Firstly, each agency loses some of its freedom to act individually when it may prefer
to maintain control over its own affairs. Secondly, each must invest scarce resources
in developing relationships with other organisations when the potential return on
the investment is often unclear and intangible. Collaboration can also mean having
to share the credit for particular achievements or even letting another organisation
take all the credit.
The search for collaboration requires organisational flexibilities in the
FRQVWUXFWLRQRIMRLQWDJHQGDV WKHUHE\VXUUHQGHULQJDGHJUHHRIGHÀQLWLRQDOSRZHU 
joint resourcing (surrendering a degree of resource control) and joint working
(surrendering a degree of control over staff time, energy and organisational loyalty).
At the same time organisations face other pressures to tighten control in the pursuit of
WKHLURZQVWUDWHJLFREMHFWLYHVJUHDWHUUHVRXUFHHIÀFLHQF\DQGJUHDWHURUJDQLVDWLRQDO
commitment from staff.
,WDSSHDUV VHH3UDWW et al.5LGGHOODQG7HWW:LOVRQDQG3LUULH 
that collaboration is facilitated when:
•

Areas of independence and interdependence are identified by the
collaborators

•

There is an agreed legitimate basis for collaboration

 3DUWQHUVKLSVDUHÀWIRUWKHLULQWHQGHGSXUSRVH
•

Collaborating organisations are stable.


&ROODERUDWLRQ WKXV LQYROYHV ÀUVWO\ EHLQJ FOHDU DERXW WKH SXUSRVH RI WKH MRLQW
project and enabling staff to work together to develop a common sense of purpose
that they are committed to implementing. Secondly, developing and sustaining
shared ownership by front line staff coupled with robust and coherent management
arrangements. Finally there needs to be developed an organisational commitment to
OHDUQLQJDQGFKDQJH 6FRWWLVK([HFXWLYH:LOVRQDQG3LUULH 
So far our examination of the research literature has shown that collaboration
LVGLIÀFXOWGHVSLWHWKHIDFWWKDWWKHUHDUHPDQ\FODLPVPDGHWKDWLWKDVHQRUPRXV
SRWHQWLDO 7KHUH LV D WHQGHQF\ LQ RIÀFLDO JRYHUQPHQW OLWHUDWXUH RQ WKH PHULWV RI
partnership, to present an idealised model that assumes that achieving consensus and
collaboration is relatively unproblematic. For example, one claim is that collaborative
partnerships can create a more inclusive education system especially when the
different contributions of the partners are recognised (Scottish Executive, 2000).
,WLVWKHUHIRUHLPSRUWDQWWRVHHKRZLQWHUSURIHVVLRQDOFROODERUDWLRQLVSHUFHLYHGLQ
practice : this was the context in which we examined the attitudes to collaboration
of staff from the three NCS project schools.
METHODOLOGY

To assess staff attitudes to collaboration questionnaires were derived from the
literature reported on above. The sample for this study was the staff from the Nursery
6FKRRO  WKH3ULPDU\6FKRRO  DQGWKH6HFRQGDU\6FKRRO  5HVSRQGHQWV
included support as well as teaching staff since the NCS initiative emphasises the
LPSRUWDQFHRILQFOXGLQJDOOVWDII3HUFHQWDJHUHVSRQVHVYDULHGIURPIURPWKH
QXUVHU\VWDIIWRIURPWKHSULPDU\VWDIIWRIURPWKHVHFRQGDU\VWDII7KH
questionnaire was derived from an earlier version devised by the evaluation team
for a similar study in another NCS project in a different Local Authority area and
ZDVWKHQSLORWHGZLWKWZRVFKRROVWDIIWRUHÀQHLWVFRQWHQWDQGXWLOLW\
7KHFRUHRIWKHTXHVWLRQQDLUHFRQVLVWHGRIWKLUW\VL[DWWLWXGHVWDWHPHQWVEDODQFHG
WRUHÁHFWERWKSRVLWLYHDQGQHJDWLYHDWWLWXGHVWRFROODERUDWLRQWKHUHE\PLOLWDWLQJ
DJDLQVWDQ\UHVSRQVHELDV$ÀYHSRLQWVFDOHZDVXVHGUDQJLQJIURP¶VWURQJO\DJUHH·
WR ¶VWURQJO\ GLVDJUHH· DQG VWDII ZHUH DVNHG WR UHVSRQG RQ WKH EDVLV RI WKHLU RZQ
current or recent experiences of collaborative activities in relation to the NCS. In
addition staff were asked to comment on the advantages and disadvantages of the
collaborations in which they had been involved in relation to the NCS. There was
D VSDFH IRU DQ\ DGGLWLRQDO FRPPHQWV$OPRVW  RI RXU UHVSRQGHQWV SURYLGHG
further comments as well as responding to our attitude statements. Data were also
obtained from written reports of meetings of the NCS management group and the
DQQXDOUHSRUWV)LQDOO\LQGLYLGXDOLQWHUYLHZVZHUHXQGHUWDNHQZLWKWKH¶,QWHJUDWLRQ
Manager’ of the project and the designated contact person in each school.
$IDFWRUDQDO\VLVZDVXQGHUWDNHQDQGLGHQWLÀHGIRXUGLVWLQFWIDFWRUVWKDWZHUHVHHQ
as reasons for, or problems with, collaborative partnerships. These were: enhanced
services to the schools and their communities; increased mutuality in relation to
partners; concerns about roles and priority setting; and problems in relation to the
management and assessment of collaborative partnerships. We have grouped these into
WKHWKUHHFDWHJRULHVRIEHQHÀWVEDUULHUVDQGULYDOULHVVLQFHIDFWRUVRQHDQGWZRERWK
UHÁHFWHGWKHEHQHÀWVRIFROODERUDWLRQ%HQHÀWVcomprise the positive outcomes that are
LGHQWLÀHGIRUWKHSDUWLFLSDQWVDQGWKHLQWHQGHGUHFLSLHQWVRIVHUYLFHV%DUULHUV refer to
the structural and organisational issues that can impede collaboration. 5LYDOULHVrefer
WRWKRVHDFWLYHSUDFWLFHVDQGDWWLWXGHVWKDWUHLQIRUFHDQRQFROODERUDWLYHFXOWXUH
FINDINGS

*HQHUDOO\ WKH RYHUDOO SDWWHUQ RI UHVSRQGHQW UHSOLHV WR RXU VXUYH\ ZDV WKDW WZR
thirds of the items were answered in ways that indicated a positive attitude to
collaboration and partnership. That is, either in agreement with positive statements


or in disagreement with negative statements about collaboration. First the results of
the attitude statements from all the schools are presented and then these are followed
by a comparative analysis of the three schools.
7DEOH%HQHÀWV
Percentage Agreements
,WLVZRUWKFROODERUDWLQJZLWKRWKHUSDUWQHUVWRVHFXUHJUHDWHUUHVRXUFHV



We have a lot to offer in collaborating with other agencies.

92

3DUWQHUVKLSVEHWZHHQDJHQFLHVSURYLGHDEURDGHUFXUULFXOXPIRUOHDUQLQJ



&ROODERUDWLRQLVHVVHQWLDOIRUDFKLHYHPHQWRIRXUZRUNLQJREMHFWLYHV



We achieve more by sharing resources with other agencies.

82

7KH1&6SURMHFWEULQJVVSHFLÀFEHQHÀWVWRWKHORFDOFRPPXQLW\



7KHUHKDYHEHHQPXWXDOEHQHÀWVIRUHYHU\RQHLQZRUNLQJWRJHWKHUPRUHFORVHO\ 
We are enjoying working with a much wider range of professional groups.

80

We are adding value to the efforts of other groups in the area.

69

Work in a multidisciplinary setting provides additional staff development
opportunities for us.

61

Broader networks are enhancing our work.

61

7KH1&6SURMHFWKDVDQLPSDFWRQP\GD\WRGD\ZRUN



Collaboration has enhanced our own professional competence.

57

&ROODERUDWLRQFUHDWHVDJUHDWHUGHJUHHRIÁH[LELOLW\LQRXUZRUN



7KH1&6SURMHFWKDVPDGHVXEVWDQWLDOFKDQJHVWRDVSHFWVRIP\ZRUN



Percentage Disagreement
7KHÀQGLQJVRIFROODERUDWLRQDUHQRWMXVWLI\LQJWKHWLPHDQGHIIRUWEHLQJSXWLQ



We could achieve just as much by acting independently of other agencies.

71

7KHEHQHÀWVRIJUHDWHUFROODERUDWLRQDUHXQFOHDU



Based on the above responses it is clear that a positive attitude towards the process
and strategy for achieving good collaboration exists. In the written comments and
WKH LQWHUYLHZV YDULRXV W\SHV RI EHQHÀWV ZHUH VHHQ WR DFFUXH IURP FROODERUDWLRQ
These included the sharing of expertise and resources which included broadening
the learning curriculum, knowledge and understanding, methodologies of work,
SK\VLFDOUHVRXUFHVVXFKDVEXLOGLQJVDQGVWDIÀQJDQGÀQDQFLDOUHVRXUFHV7KHVHZHUH
all seen as positive outcomes of fruitful collaborative work. In addition, working
with new partners and other professional agencies could be a process of learning
for those involved and lead to informal processes of professional development.
Respondents were rather more ambiguous about whether the NCS project had
PDGHFKDQJHVWRWKHLUZRUNRULQFUHDVHGÁH[LELOLW\EXWWKLVPD\KDYHEHHQGXHWR
WKHXVHRI¶VXEVWDQWLDO·ZKHQFKDQJHVZHUHPRUHPDUJLQDO0RUHRYHUWKH\ZHUH
DOVRVRPHZKDWGLYLGHGDERXWZKDWWKHEHQHÀWVRIFROODERUDWLRQZHUHDQGZHZLOO
return to this later in the paper.


7DEOH%DUULHUV
Percentage Agreement
We have been involved in devising indicators of collaborative success.
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Percentage Disagreements
2XUFROODERUDWLYHQHWZRUNVDUHWRRXQZLHOG\WREHRISUDFWLFDOEHQHÀW



&ROODERUDWLRQLQYROYHVPDQDJHULDODUUDQJHPHQWVWKDWDUHWRRFRPSOLFDWHG



0DQ\FROODERUDWLYHLQLWLDWLYHVGRQRWUHÁHFWORFDOSULRULWLHV



The indicators of collaborative success are often inappropriate ones.
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'LIÀFXOWLHVUHVXOWIURPWKHGLIIHUHQWORFDOERXQGDULHVRIYDULRXVDJHQFLHV



&ROODERUDWLRQLQLWLDWHGYROXQWDULO\LVDOZD\VPRUHVXFFHVVIXO



$V UHÁHFWHG LQ WKH OLWHUDWXUH UHSRUWHG RQ HDUOLHU FROODERUDWLYH SURMHFWV DUH RIWHQ
vulnerable because they operate outside of any one organisation’s boundaries
and could be perceived as a threat to the status quo. In order to minimise such
risk, respondents suggested it was necessary to be clear about the purpose of the
collaboration and to enable staff to work together to develop a common sense of
purpose that they were committed to implementing. This shared ownership should
be coupled with robust and coherent management arrangements as part of an
organisational commitment to learning and change. Administrative processes were
also understood as subtle forms of power that could hinder or help joint working
VWUDWHJLHV5HFRJQLVLQJWKHVHDQGDZLOOLQJQHVVWRZRUNWKURXJKVXFKGLIÀFXOWLHV
was seen as essential.
Whilst respondents claimed that the best forms of collaboration occur when it
happens spontaneously the need for managerial support and support in policy were
also seen as crucial. Those initiatives backed by policy were more likely to attract
WKHUHVRXUFHVWKDWKHOSHGPDNHLWZRUWKZKLOH4XLWHDVXEVWDQWLDOPLQRULW\  
WKRXJKWSROLF\LQLWLDWLYHVGLGQRWUHÁHFWORFDOSULRULWLHVVRWKHUHZDVFOHDUO\ZRUN
to be done in ensuring an articulation between needs and interests. Whilst starting
with the commitment of those working on the ground was seen as important, the
involvement and support of higher levels of management had to occur at some point
in the process.
In the questionnaire returns the issue of evaluation was seen as problematic.
Involving collaborative partners in an ongoing cycle of review, monitoring and
evaluation of the work was cited as a way of valuing the role and contribution of
different partners to a project. However, the demands for short term indicators of
success which may arise from political pressure or to satisfy funding requirements
PD\QRWVLWZHOOZLWKZRUNZKRVHEHQHÀWVPD\EHPRUHGLIÀFXOWWRPDNHFRQFUHWH
or only show fruition after a longer period of time. Moreover, criteria of success that
UHODWHWRSURFHVVHVUDWKHUWKDQVSHFLÀFRXWFRPHVWHQGWREHJLYHQOHVVVWDWXV
Developing appropriate ways of evaluating work was clearly a problematic and
contested area which had an important bearing on the experience of collaboration and
LWVVXFFHVVRURWKHUZLVH,WZDVVXJJHVWHGWKDWZKHUHSRVVLEOHWKHLGHQWLÀFDWLRQRI
indicators of success had to emerge collaboratively amongst the parties involved in
a joint undertaking. Each collaborative partnership, respondents suggested, should
have mechanisms in place to measure its performance. It must know how and whether
it is helping to make change happen. But this raised challenges and constraints too


IRURXUUHVSRQGHQWV,QSDUWLFXODUWKH\LGHQWLÀHGGLIÀFXOWLHVDERXWKRZWRGHYHORS
performance indicators that do adequately measure SURFHVV in partnerships and
community development, as well as providing indicators of RXWSXWV that were more
easily measurable.
7DEOH5LYDOULHV
Percentage Agreements
6KDULQJRXUYDOXHVZLWKRWKHUSURIHVVLRQVLVPXWXDOO\EHQHÀFLDO



Staff development should include different professional groups.

78

%RQGVRIWUXVWDUHEHLQJGHYHORSHGWKURXJKZRUNLQJPRUHFORVHO\ZLWKRWKHUV



,QWHUSURIHVVLRQDOULYDOULHVDUHEHLQJUHGXFHG



Percentage Disagreements
We are in danger of losing our professional identity.

78

2XUSURIHVVLRQDOUROHLVEHLQJHURGHG



We have been forced into particular collaborations for which we are not suited.

65

Our professional autonomy is being compromised.

57

We have a unique set of values and a different ethos from those of other
SURIHVVLRQV



:HDUHQRWUHFHLYLQJDVPXFKFUHGLWDVVRPHRWKHUDJHQFLHV



We ought to have greater control over our own affairs.
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It would be highly surprising if the issue of collaboration did not raise the possibility
of some rivalry occurring between different professional groups. If this is so then the
responses we received were, overall, very positive in that apparent threats to roles that
might ignite rivalries, were largely absent. Staff seemed secure in their professional
LGHQWLW\DQGFRQÀGHQWWKDWWKH\ZHUHGHSOR\HGLQDSSURSULDWHFROODERUDWLRQVDQGKDG
control over their professional activities. Even more positively, the experience of
collaboration was reported as leading to the development of trusting relationships
  +RZHYHU WKH UHVSRQGHQWV ZHUH FOHDU WKDW ULYDOULHV KDG QRW EHHQ JUHDWO\
UHGXFHG   DV D UHVXOW RI WKH 1&6 LQLWLDWLYH 7KLV LVVXH FOHDUO\ QHHGV WR EH
DGGUHVVHGLIWKHEHQHÀWVRILQWHUSURIHVVLRQDOFROODERUDWLRQDUHWREHUHDOLVHG



These generally positive approaches to collaboration of the whole sample,
however, hide some interesting variations between schools as can be seen from the
following table:
Table 4:
([SHULHQFHVRI&ROODERUDWLRQZLWKLQWKH1HZ&RPPXQLW\6FKRRO3URMHFW
0HDQ6FRUHVIRU1XUVHU\3ULPDU\DQG6HFRQGDU\6FKRRO6WDII
0HDQ6FRUHV KLJKHUVFRUHVUHSUHVHQWKLJKHUDJUHHPHQWZLWKVWDWHPHQWV  Q VFKRROVWDII 
Differences between school means tested by analysis of variance for which F value statistical
VLJQLÀFDQFHDWOHYHOLVSULQWHGLQWKHWZRULJKWKDQGFROXPQV ¶QV·LVDWOHYHO 

Nurs Prim Sec

F

sig
QV

1. We could achieve just as much by acting
LQGHSHQGHQWO\RIRWKHUDJHQFLHV









 'LIÀFXOWLHVUHVXOWIURPWKHGLIIHUHQWORFDO
ERXQGDULHVRIYDULRXVDJHQFLHV







 

 :HKDYHDXQLTXHVHWRIYDOXHVDQGDGLIIHUHQW
HWKRVIURPWKRVHRIRWKHUSURIHVVLRQV



 



QV

 7KHUHKDYHEHHQPXWXDOEHQHÀWVIRUHYHU\RQHLQ
ZRUNLQJWRJHWKHUPRUHFORVHO\



 



QV

5. We are adding value to the efforts of other
JURXSVLQWKHDUHD









QV

6. We are in danger of losing our professional identity

1.9

1.7

2.2

0.8

ns

 ,QWHUSURIHVVLRQDOULYDOULHVDUHEHLQJUHGXFHG









QV

 2XUSURIHVVLRQDOUROHLVEHLQJHURGHG









QV

9. Staff development should include different
SURIHVVLRQDOJURXSV









QV

10. We have been forced into particular collaborations
IRUZKLFKZHDUHQRWVXLWHG











11. We are enjoying working with a much wider range
RISURIHVVLRQDOJURXSV







 

12. We achieve more by sharing resources with
RWKHUDJHQFLHV









3DUWQHUVKLSVEHWZHHQDJHQFLHVSURYLGHDEURDGHU
FXUULFXOXPIRUOHDUQLQJ







 

:HRXJKWWRKDYHJUHDWHUFRQWURORYHURXURZQDIIDLUV









QV

2XUSURIHVVLRQDODXWRQRP\LVEHLQJFRPSURPLVHG









QV

7KHEHQHÀWVRIJUHDWHUFROODERUDWLRQDUHXQFOHDU











17. We are not receiving as much credit as some
RWKHUDJHQFLHV









QV

&ROODERUDWLRQFUHDWHVDJUHDWHUGHJUHHRIÁH[LELOLW\LQ
RXUZRUN









QV

19. It is worth collaborating with other partners
WRVHFXUHJUHDWHUUHVRXUFHV









QV





Nurs Prim Sec

F

sig
QV

20. Collaboration involves managerial arrangements
WKDWDUHWRRFRPSOLFDWHG









%URDGHUQHWZRUNVDUHHQKDQFLQJRXUZRUN







 

22. Collaboration initiated voluntarily is always
PRUHVXFFHVVIXO









QV

0DQ\FROODERUDWLYHLQLWLDWLYHVGRQRWUHÁHFW
ORFDOSULRULWLHV









QV

2XUFROODERUDWLYHQHWZRUNVDUHWRRXQZLHOG\
WREHRISUDFWLFDOEHQHÀW









QV

25. The Findings of collaboration are not justifying
WKHWLPHDQGHIIRUWEHLQJSXWLQ









QV

26. The indicators of collaborative success are often
LQDSSURSULDWHRQHV









QV

27. Sharing our values with other professions is
PXWXDOO\EHQHÀFLDO









QV

28. We have a lot to offer in collaborating with
RWKHUDJHQFLHV











29. Collaboration is essential for achievement of
RXUZRUNLQJREMHFWLYHV











&ROODERUDWLRQKDVHQKDQFHGRXURZQ
SURIHVVLRQDOFRPSHWHQFH











7KH1&6SURMHFWKDVPDGHVXEVWDQWLDOFKDQJHV
WRDVSHFWVRIP\ZRUN









QV

:RUNLQDPXOWLGLVFLSOLQDU\VHWWLQJSURYLGHV
DGGLWLRQDOVWDIIGHYHORSPHQWRSSRUWXQLWLHV







 

%RQGVRIWUXVWDUHEHLQJGHYHORSHGWKURXJK
ZRUNLQJPRUHFORVHO\ZLWKRWKHUV









:HKDYHEHHQLQYROYHGLQGHYLVLQJLQGLFDWRUV
RIFROODERUDWLYHVXFFHVV





  

7KH1&6SURMHFWKDVDQLPSDFWRQP\
GD\WRGD\ZRUN









7KH1&6SURMHFWEULQJVVSHFLÀFEHQHÀWVWR
WKHORFDOFRPPXQLW\







 



QV

This table shows the differences in attitude particularly from the secondary school
ZKHUHVWDIIDUHVLJQLÀFDQWO\OHVVSRVLWLYHDERXWWKHEHQHÀWVRIFROODERUDWLRQ6HFRQGDU\
VWDIIHPSKDVLVHWKHEDUULHUVWRFROODERUDWLRQUDWKHUWKDQLWVEHQHÀWVPXFKPRUHWKDQ
other groups of staff but do not have strong views about the rivalries between the
GLIIHULQJJURXSV7KLVLVQRWDVXUSULVLQJÀQGLQJDQGFRQÀUPVRWKHUZRUNFDUULHGRXW
on collaboration between schools and community education (see Tett, et al., 2001a)
that found similar differences in attitude between primary and secondary school staff.
The professional training and socialisation of secondary school staff lays emphasis
on the importance of expertise derived from subject knowledge and specialisation
rather than the expertise derived from a broad knowledge of individuals, families
and the community. Thus they are unlikely to feel that they have much to gain from


the expertise of others, or from being part of broader networks of other professions,
QRUVHHWKHYDOXHRIEHQHÀWLQJWKHZLGHUFRPPXQLW\
Overall school staff had a very positive attitude to collaboration and this must
stem in part from the successful multidisciplinary working and enthusiasm of
all those involved in the NCS initiative as previously evaluated by Taylor, et al.,
  %HQHÀWV LGHQWLÀHG E\ VWDII YDULHG EHWZHHQ WKH WKUHH VHFWRUV 6HFRQGDU\
VFKRROVWDIISDUWLFXODUO\KLJKOLJKWHGWKH¶/XQFKWLPH&OXE·WKDWDLPHGWRSURPRWH
social interaction and activity in a safe environment for young people who had
GLIÀFXOWLHVZLWKUHODWLRQVKLSVZLWKSHHUV2QHVXJJHVWHGWKDWWKH¶EHQHÀWIRUWKH
young people is the relationship with the adults involved and the opportunity to
IRUPSHHUUHODWLRQVKLSV·7KHPDLQEHQHÀWVKLJKOLJKWHGE\WKH3ULPDU\VWDIIZHUH
IRFXVHGRQWKHPRUHWURXEOHVRPHFKLOGUHQ7KLVZDVEHFDXVH¶WKHWDVNVLQYROYHG
in working with children are now shared amongst a group of professionals so the
families concerned may not have to deal with as many people’. This meant that
WKH¶LQSXWFDQEHPRUHIRFXVVHGDQGVKDULQJLQIRUPDWLRQPDNHVGHFLVLRQPDNLQJ
more effective’. The nursery staff focused most on the developments around the
¶KHDOWKSURPRWLQJVFKRRO·7KH\ZHUHSDUWLFXODUO\SOHDVHGZLWKDQLQLWLDWLYHWKDW
had promoted exercise and health awareness in children and their parents. One
VXJJHVWHG¶WKLVZDVEHQHÀFLDOQRWRQO\IRUSDUHQWVDQGFKLOGUHQEXWDOVRIRUDOOWKH
professionals involved’. All staff highlighted the extra resources that being part of
WKH1&6KDGEURXJKW7KHVHLQFOXGHG¶LGHDVDQGDFWLYLWLHVRWKHUZLVHRXWRIUHDFK
FRXOGEHDWWHPSWHG·¶LQFUHDVHGOHYHOVRIDZDUHQHVVRI,&7DQGXVHRI,&7E\DOO
VWDII·¶LQFUHDVHGFRPPXQLW\DFFHVVWRVFKRROIDFLOLWLHV·DQG¶FKLOGUHQZRXOGQRW
KDYHEHQHÀWHGIURPDVPDQ\RXWGRRUHGXFDWLRQSURJUDPPHVEUHDNIDVWFOXEVRU
study support’.
Some of the secondary school staff, however, had a number of concerns. These
LQFOXGHG D ODFN RI LQIRUPDWLRQ ¶QRW HQRXJK SXEOLFLW\ RI HYHQWV GHYHORSPHQWV
initiatives to indicate to teaching staff the success rate of NCS projects’ and some
ZHUH ¶QRW UHDOO\ DZDUH RI LQLWLDWLYHV WDNLQJ SODFH ZLWKLQ WKH SURMHFW· 7KH\ DOVR
H[SUHVVHGFRQFHUQVWKDW¶PDQ\WHDFKLQJVWDIIGRQRWVHHWKHEHQHÀWVRIWKH1&6
project permeating through to their classroom with regard to pupil relationships
HWF·DQGIHOWWKDW¶WKHUDLVHGH[SHFWDWLRQVDPRQJVWPDQ\\RXQJVWHUVIRUWKHH[WUD
VHUYLFHV>ZRXOGEHGLVDSSRLQWHG@ZKHQWKHH[WUDIXQGLQJLVZLWKGUDZQ·$VZHKDYH
outlined earlier staff are often resistant to change particularly when they feel, rightly
or wrongly, that an initiative has been introduced without thorough consultation and
KDVVRPHSRWHQWLDOO\QHJDWLYHLPSDFWVVXFKDV¶WKHSROLF\RIQRSHUPDQHQWH[FOXVLRQV
is undermining discipline in the school’.
DISCUSSION

There will always be tensions and rivalries between partners about their professional
knowledge because such specialisation helps to distinguish one profession from
another (Nixon and Ranson, 1997). It appears that these tensions arise both from the
GLIIHUHQWSULRULWLHVWKDWDJHQFLHVHVWDEOLVKDQGWKHGLIIHUHQWGHÀQLWLRQVRISHGDJRJLF
purpose and practice that govern their work. There are limited opportunities for
members of different professions to learn together during their initial training when
professional identities and stereotypical views of other groups may be formed.
This leads to different professional partners having divergent views about what
collaboration means (see Blair, et al., 1998; Dyson and Robson, 1999). For example,
our research has shown that, from the perspective of the different schools studied,
effective collaboration stems from the capacity of other partners to add value to
the schools’ efforts. Schools were more likely to welcome collaborating partners
in areas that they saw as beyond their own expertise such as health education. In
DUHDVWKDWZHUHVHHQDV¶FRUH·DFWLYLWLHVVXFKDVWKHWHDFKLQJRIVSHFLÀFVXEMHFWVLQ
the secondary school then the focus was more likely to be on funding for additional


resources that would enable them to teach more effectively (see also Ball, 1998; Tett,
et al.E $VKDVEHHQVKRZQZKHQWKHUHZDVDFRQÁLFWEHWZHHQWKHWDUJHWRI
raising achievement and the target of reducing exclusions classroom teachers were
concerned that the latter would effect the former.
Collaborative partnerships are generally characterised by plural sets of values
OLQNHGWRGLIIHUHQWIRUPVRIH[SHUWLVH :LOVRQDQG3LUULH ,QWKHVWXG\UHSRUWHG
here, staff regarded partnerships as effective where they were able to develop shared
aims and objectives as in the health education initiative that was highly regarded by
the nursery school. In addition, our respondents suggested that the more transparent
the aims of the collaboration were to all the partners the more likely they were to be
effective. Again the data from the secondary school shows that many staff there did
not feel they had been involved enough in decisions about the project. On the other
hand, where all partners participated in the process of planning and sharing ideas
and adopted new working methods in the health initiative in the nursery school,
this led to effective collaborative work. High levels of professional expertise and
commitment from those involved at the local level and in the managerial levels
of the partners were also seen as important. It was reported that such professional
development had been encouraged by members of collaborative networks sharing
insights with others in a variety of ways. These included shadowing each other’s
work, taking time to discuss issues and problems and also working together to sort
out commonalities and differences.
The literature suggests (e.g. Hardy, et al.,  WKDWWKHUHQHHGVWREHVXIÀFLHQW
WUXVWEHWZHHQDJHQFLHVWRLQLWLDWHFRRSHUDWLRQLQWKHÀUVWSODFHDQGDVXIÀFLHQWO\
successful outcome to reinforce the trusting attitudes that underpin more substantial
FROODERUDWLYHDFWLYLW\$WKHPHIURPWKLVUHVHDUFKZDVWKDWWUXVWLVRIWHQDE\SURGXFW
RISHUVRQDOFRQQHFWLRQVDQGIULHQGVKLSSDUWLFXODUO\ZKHUHNH\GHFLVLRQPDNHUVDWWKH
local level have some knowledge of each other. It also showed that success breeds
success since the more that collaborative ventures worked, the greater the likelihood
WKH\ZRXOGFRQWLQXHWRGHYHORSLQWKHIXWXUH3HUVLVWHQFHDQGSDWLHQFHLQWKHSXUVXLW
of common objectives over a long period seem to be necessary if strategic change is
WREHDFKLHYHG 1L[RQDQG5DQVRQ:LOVRQDQG3LUULH 2XUUHVSRQGHQWV
suggested that they needed to be clear about their values and purposes in collaborating
DQGWDNHDORQJWHUPYLHZDERXWKRZDQGZKHQWKH\ZRXOGEHDFKLHYHG7KLVZDV
SDUWLFXODUO\WUXHRIWKHKHDGWHDFKHUVZKRUHSRUWHGWKDWWKH\KDGEHHQLQYROYHGLQ
WKHSURMHFWIRUWKHORQJWHUPDQGGLGQRWH[SHFWWR¶VHHLPPHGLDWHUHVXOWVHVSHFLDOO\
in terms of raising attainment’.
&RQÁLFWDQGWHQVLRQLVLQHYLWDEO\SDUWRIWKHFROODERUDWLYHSURFHVVDQGSDUWQHUVKLSV
PD\EHVHHQDVDWKUHDWUDWKHUWKDQDEHQHÀW VHH3HWWLJUHZet al., 1992). Different
partners bring differential forms of power and some have greater control over
WKHFKDQJHSURFHVVDVDUHVXOW,QWKLVFRQWH[W0RUGDXQW  KDVVKRZQWKDW
partnerships are not necessarily between equal bodies and are concerned with
WUDGHRIIVDQGFRPSURPLVHV6KHVXJJHVWVWKDW¶LQHTXDOLW\ZLWKLQDSDUWQHUVKLSIDU
IURPEHLQJDEDUWRDIUXLWIXODOOLDQFHLVDFWXDOO\FRPPRQWRPRVWSDUWQHUVKLSV’.
2IPXFKJUHDWHUVLJQLÀFDQFHWKDQLQHTXDOLW\VKHDUJXHVLVWKHUHFRJQLWLRQRIWKH
unique contribution each partner brings to the relationship. Collaboration does not
QHFHVVDULO\UHTXLUHHTXDOSDUWQHUVEXWDVLJQLÀFDQWSRLQWIURPRXUUHVSRQGHQWVZDV
that it is important to be clear about those areas that are going to be undertaken
jointly and those that are best undertaken by one organisation.
Our data showed that organisations and teams needed continuing support from
managers and funders as well as persistence and patience in building up their
ZRUN RYHU WLPH ,Q SUDFWLFH KRZHYHU ERWK WKHVH FULWHULD ZHUH GLIÀFXOW WR IXOÀO
This suggests that it is better to go for small achievable gains as part of an overall
ORQJHUWHUPVWUDWHJ\UDWKHUWKDQELJREMHFWLYHVWKDWDUHGLIÀFXOWWRUHDFK VHH%U\VRQ
1988). However, many respondents found that they were set major tasks to achieve


and links were not made between the macro and micro levels of activity. At the
micro level they were able to negotiate achievable gains with other agencies such
as those outlined earlier but these did not necessarily link up with the macro aims
RIDFKLHYLQJ¶VRFLDOLQFOXVLRQ·RU¶FRPPXQLW\FDSDFLW\EXLOGLQJ·VHWE\IXQGHUVVXFK
as the Scottish Executive (2000b).
The literature suggests that collaboration requires the recognition and nurturing
of individuals who are skilled at identifying and developing useful networks, and
KDYH JRRG VRFLDO DQG LQWHUSHUVRQDO VNLOOV HJ +XGVRQ et al., 1999). However,
although committed individuals play a key role, they need to be seen by others as
KDYLQJVXIÀFLHQWOHJLWLPDF\WRDVVXPHWKHOHDGHUVKLSUROH2XUUHVSRQGHQWVVDZWKH
UROHRIWKH¶,QWHJUDWLRQ0DQDJHU·IRUWKHSURMHFWDVFUXFLDOLQEULQJLQJWRJHWKHUWKH
different professionals and ensuring that they worked together. As one respondent
SXWLW¶VRPHWLPHVVKH>,QWHJUDWLRQ0DQDJHU@KDGWRZLHOGWKHELJVWLFNDQGDWRWKHU
XVHDVRIWO\VRIWO\DSSURDFKEXWVKHGLGJHWXVZRUNLQJWRJHWKHULQWKHHQG·
CONCLUSION

This paper has demonstrated that there are many barriers to collaboration, and
FRQÁLFWDQGWHQVLRQEHWZHHQSURIHVVLRQDOVDUHLQHYLWDEO\SDUWRIWKHSURFHVV,QWHU
SURIHVVLRQDOFROODERUDWLRQPD\EHVHHQDVDWKUHDWUDWKHUWKDQDEHQHÀWHVSHFLDOO\
when core aspects of people’s professional competence may be questioned. This issue
seems to have impacted on a number of secondary school staff who felt that their
subject specialisms were sometimes affected detrimentally by having to collaborate
in keeping troublesome children in school. The NCS approach is very much part
of New Labour’s modernising agenda where accountability is to the fore, with the
goal of delivering public services which meet the needs of the citizens rather than
WKHFRQYHQLHQFHRISXEOLFVHUYLFHSURYLGHUV 5LGGHOODQG7HWW 3URIHVVLRQDOV
must be clear about how they are constructing the needs of citizens especially in
UHODWLRQ WR ORFDO FRPPXQLWLHV WKDW DUH GLVDGYDQWDJHG 7KH GHHSURRWHG FXOWXUDO
differences between professional groups, vested interests in maintaining school and
departmental boundaries and statutory restrictions may undermine efforts to engage
in partnership working that includes all the community.
The time, effort and resources that must be put into any collaborative partnership
if it is to be effective mean that change can not be accomplished quickly. Change also
requires resources, especially of staff time and the value and purpose of committing
WKHVHVFDUFHUHVRXUFHVPXVWEHFOHDULILQWHUSURIHVVLRQDOFROODERUDWLRQLVWRDFKLHYH
its aims. However, these conditions are rarely met especially as politicians seek
to introduce new initiatives quickly and want to have immediate results. This is
particularly true for pilot initiatives such as this one where immediate achievements
are expected even when project staff are engaged for a limited time.
*LYHQWKHSDUWLFXODUHPSKDVLVLQ8.JRYHUQPHQWSROLFLHVRQWKHYDOXHRILQWHU
professional collaboration, it is important to remember that this is only one of many
solutions to the problem of delivering effective services and there are a number of
circumstances when it is best avoided. Such situations include when resources of time,
energy and money are extremely limited, or when continuing support is unavailable
(see Hudson, et al., 1999; Huxham, 1996; Tett, et al., ,IFROODERUDWLRQLVWKH
way forward then it is important that the partners in it are clear about what they wish
to achieve through their joint efforts. Thus the NCS funding and philosophy appears
to have successfully supported the integration of different initiatives in health that
all partners were agreed about and thus acted as a catalyst to promote change more
effectively. It remains to be seen whether the reduction in targeted resources that
will be inevitable as the NCS initiative is rolled out across Scotland (Elliot, et al.,
2002), will enable the continuation of the current positive approaches.
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