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			Praise for The Art of Leading Collectively

			“If we are serious about taking on the pressing challenges of our time, we need fresh ideas about the art of leadership, new approaches to practicing it, and courageous minds willing to make that journey. In The Art of Leading Collectively, Petra Kuenkel has given us an inspiring book, that is also a vital roadmap, for any and all who feel called to accelerate the great transition our world so urgently needs.”

			—Alan AtKisson, author of Believing Cassandra and The Sustainability Transformation

			“Corporations, governments, and NGOs alike will benefit from the shift in collaboration across sectors that will be opened with collective leadership. I highly recommend The Art of Leading Collectively to anyone interested in the future of leadership and anyone committed to systems transformation for sustainability and humanity.”

			—Kathrin Wieland, CEO, Save the Children Germany 

			“Through rich examples of her own experience and that of others, Petra Kuenkel shows that co-creation is at the heart of our lives. Moreover, she gives invaluable material to help us co-create in more conscious, fulfilling, and effective ways. Her method is core to addressing critical challenges-come-opportunities that we face as individuals, in our work lives, and as increasingly interconnected citizens of planet Earth.”

			—Steve Waddell, author of Global Action Networks; principal, NetworkingAction 

			“The Art of Leading Collectively is an amazing journey into taking diverse actors through collaborative change. Beautifully articulated with case studies in its implementation in individual to global change initiatives, this is an inspiring and invigorating read—most relevant to our complex, urgent, and interdependent world.”

			—Pavan Bakshi, CEO, Prime Meridian Consulting, India 

			“In our complex world, strategies for harnessing collective intelligence and mobilizing collective leadership will be critical to achieving transformative change. Kuenkel eloquently champions an approach to leadership that is surprisingly under-explored in the literature, offering a clear conceptual framework to underpin her argument.”

			—Danny Burns, co-author of Navigating Complexity in International Development 

			“The Collective Leadership Compass is a fascinating multi-dimensional framework that has the potential to open up new perspectives on systemic change from a complex systems perspective. This book should be read critically, but it should be read.”

			—Dave Snowden, chief scientific officer, Cognitive Edge; creator, The Cynefin Framework 

			“Unleashing the potential of multi-stakeholder collaboration is paramount for achieving the 2030 development agenda. The Art of Leading Collectively is a powerful guide for change agents, from those in business to those in international organizations who want to make change happen and address global challenges at scale. The beauty of this book lies in its appeal to thinkers and practitioners alike to embrace systems change, organizational development, and individual daring as key ingredients to collectively and decisively acting on creating a better world.”

			—Arjan Schuthof, Global Partnership for Effective Development Cooperation 

			“The Collective Leadership Compass, the tool elaborated on in The Art of Leading Collectively, enables people from very different backgrounds, perspectives, and beliefs to come together, meet as equals, and develop common ground and solutions that go beyond what each could have achieved individually. These solutions are truly carried by all members of the group and hence translated into action. Having had the privilege to experience the method  firsthand, I know that its effects are profound and just what is needed to bring forth the kind and level of innovation we urgently need today.”

			—Bettina von Stamm, author of The Innovation Wave and Managing Innovation, Design and Creativity; founder, Innovation Leadership Forum  

			“The complex challenges of our time call for systems-based, collaborative leadership. Petra Kuenkel shares her breadth of experience about developing this capacity, showing how leaders can use her approach to mobilize organizational, multinational, and multi-sectoral networks for sustainability. She reminds us that becoming a more effective collaborative leader is both an inner and outer journey, and that we can best realize our individual visions by accessing people’s collective humanity, power, and creativity.”

			—David Peter Stroh, author of Systems Thinking for Social Change 

			“Implementing the seventeen global sustainable development goals successfully will require us to take collaboration between institutions, stakeholders, and nations to the next level. The Art of Leading Collectively prepares us for this journey.”

			—Cornelia Richter, management board member, Deutsche Gesellschaft für Internationale Zusammenarbeit (GIZ)  

			“The level of complexity in development challenges requires new approaches and new forms of leadership. Persuasively and vividly laid out through both storytelling and deep analysis, Kuenkel provides the tools and understanding that are essential to the science and art of leading collectively.”

			—Darian Stibbe, executive director, The Partnering Initiative 
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			Foreword

			In July 2012, invited by UN Secretary-General Ban Ki-moon, a high-level panel of twenty-seven leaders from around the world began to work on their consultative advice for a global development framework beyond 2015.1

			The report, published in May 2013, emphasised “the central importance of a new spirit to guide a global partnership for a people-centred and planet-sensitive agenda, based on the principle of our common humanity.”2 The report suggests five big transformative shifts: 

			The first shift: Ensuring that no person—regardless of ethnicity, gender, geography, disability, race, or other status—is denied universal human rights and basic economic opportunities.

			The second shift: Putting sustainable development at the core of all development activities.

			The third shift: Transforming economies in the way that they provide jobs and inclusive growth.

			The fourth shift: Recognizing peace and good governance as core to human well-being.

			The fifth shift is seen as an underlying support to reach the transformation. This shift involves forging a new global partnership in a “spirit of solidarity, cooperation, and mutual accountability” coupled with the common understanding of our shared humanity, underpinned by mutual respect and mutual benefit. The panel knew that the challenges of sustainability—managing scarce water resources, adapting to climate change, securing access to adequate nutrition, creating responsible value chains, or massively improving energy efficiency—would all require new forms of collaborative inventiveness and, above all, people who would be willing to implement change jointly at all levels of our global society. 

			What would this look like in practice? One of the greatest potentials of human beings is that their individual and collective mindset can change, and—for better or worse—a mindset change is often contagious. When people come up with daring ideas, others get inspired and encouraged to think beyond their own limits. They fuel the mindset shift and develop it further.

			Some thirty years ago nobody would have understood the term ecological footprint, yet today the term has spurred ideas, research, and new practices. The need to reduce our ecological footprint has been ingrained in the consciousness of individuals but also in the business strategies of the corporate world. While some may see this need as a burden undertaken solely to maintain their company’s reputation, others have discovered it as a business development opportunity. When they began to shift their mindset, the opportunities to combine a better ecological footprint with economic prosperity became not only obvious but also exciting. In Factor Five3, my latest book, co-authored with an Australian team from The Natural Edge Project, we present examples showing the availability efficiency improvements at a factor of five for entire sectors of the economy. With numerous examples we show that a concern for our planet as a whole, our innovative capacity to find new technological solutions, and our drive to think in terms of future possibilities can work hand in hand. But there is even more to it. 

			One way to describe sustainable development is to see it as a combination of a reduced ecological footprint and an increased Human Development Index (HDI)—a measure of human well-being. The current world, however, shows a dangerous imbalance. The carrying capacity of the earth can be assumed to be sufficient to accommodate seven billion people, each with a footprint of a bit less than two hectares. A decent living standard means an HDI rating above 0.8. Sustainable development, in this view, would be defined as a footprint below two hectares and an HDI rating above 0.8. When we apply this to the world’s countries, we discover a striking result that might not be surprising but simply forces us to rethink our action. The countries with the lowest level of HDI are those with the lowest ecological footprint, and the countries with the highest ecological footprint have the highest HDI. 

			I think humankind got something wrong here, and it is time for a courageous shift. The message is clear: in order to achieve sustainable development, we should be aiming at a five-fold shrinking of rich countries’ footprints (with no shrinking of their HDI ratings) and a five-fold increase in poorer countries’ HDI ratings (without increasing their footprints). That, roughly speaking, would render both types of countries sustainable. 

			So much for the challenge, but how do we get there? One important route to take is radically stretching our thinking and pushing ourselves out of our comfort zone. Massively reducing our ecological footprint can be done through brilliant technological advances in energy efficiency, and this change can have a positive impact on the HDI because it offers vast economic opportunities. But this time, the new cycle of technological innovation will need to consider different elements than in the past. It will be inspired and guided by a green technology mindset that takes both the planet and its people into account. If we want to increase HDI while reducing our ecological footprint, we cannot conceive of a growth cycle like those we have had in the last 200 years. We need a much bigger shift in thinking and acting if we want to build resilience into our future world. 

			Such a shift in thinking requires us to enter into conversations of a different kind. No actor can tackle the challenge in isolation. There has to be a broad and continuously renewed consensus among governments, corporations, and civil society actors on the direction to take, on the most appropriate steps to take, and on the roles of each actor. Governments, and even international bodies, need to set a frame for technological innovation that is planet-sensitive. The corporate world needs to shift toward greater responsibility for the future. And civil society should guard and support the interests of the people. 

			This consensus needs to stretch over borders—real borders and mental ones. This means that the next innovative cycle will not only be a technical one; the breakthrough move will be to contextualize technological innovation in a sense of purpose and meaning for the greater good of humankind’s future. Thanks to the last innovative cycle, which brought us the digital revolution, there is an increasing chance that people will realize what Plato suggested: that we are all connected in a “single visible living entity containing all other living entities, which by nature are all related.”4 Hence, not only nature but also the human evolutionary project thrives on connectivity. Our collective human consciousness evolves as a complex, ever-shifting matrix with a growing sense of responsibility for the whole. 

			Part of this process is the realization that solutions to the challenges of sustainability require us to be agile, willing to venture into the unknown, and committed to continuous learning. What is needed is not so much a disruptive revolution but a more conscious process of sustained transformation. There is an individual and a collective side to this endeavor. We need bold future thinkers who push us beyond the limits of our habitual thought, and we need better skills in collectively negotiating our path into the future. It is our capacity to inspire each other to drive ecological and social progress and our willingness to collaborate across nations, institutions, and cultures that will help us find answers to complex sustainability challenges. 

			But how can we move from simply knowing that we need to collaborate to actually mastering the art of collaboration for a sustainable future in a complex world? How does collaboration across sectors, nations, and cultures work in practice? How will we collectively change our path into the future? 

			With The Art of Leading Collectively Petra Kuenkel invites us to think about collaboration in a new way: not as the inconvenient, uncomfortable add-on we need so that we can work towards sustainability, but as a source of inspiration and drive. She reminds us that the human capacity to collaborate is as old as humankind and has not been lost, and that the vitality of human systems—their resilience—is a function of high-quality conversations and mutually trusting collaboration. 

			Kuenkel shows us that collaboration, done in the right way, inspires a form of technological and social innovation that considers our planet as a whole, leads to building future possibilities from the collective intelligence of people, and unearths our human potential to continuously learn. When people rediscover the art of leading collectively in the context of sustainability, something is touched at the deeper level of human perception: a window opens into the way in which we can more constructively contribute to our evolution. 

			This rediscovery awakens a latent capacity to engage with each other, with the planet, with the world, and with future possibilities that further our joint planetary project. Collaboration is not about suddenly having all the answers; it is about developing the next questions jointly in a continuous discourse that is fueled by difference and diversity of ideas. 

			It is time to revive and further develop our skills to collaborate efficiently toward a better future for both our planet and humankind. Improving the HDI while at the same time reducing the ecological footprint is an ambitious goal. It can be reached if we build our pathways on the human competencies for collaboration outlined in the pages ahead. This book encourages you to join the collaboration journey and get inspired by the results. 

			Ernst Ulrich von Weizsäcker

            Co-President, The Club of Rome

            Co-Chair, International Panel on Sustainable Resource Use

            
            
            
			Introduction

			The meeting room was much too small for the group of almost forty-five people. It was hot; the cheap white plastic chairs were not particularly comfortable, and the tiled floor did not help. Little wind was coming through the open door, and passing cars played havoc with the acoustics. Down the hill we could hear the sea roaring, the vast Atlantic Ocean of Salvador de Bahia in Brazil, though the invitation to swim was ignored. Instead, and despite the almost unbearable heat, the group—comprising men and women from all across the global coffee chain along with me, their facilitator—passionately concentrated on a written document projected onto the wall. Step by step we worked through it. A lot was at stake. Would this very diverse group jointly agree on the rules of participation for a global initiative for sustainable coffee production?

			Different versions of the document had been under discussion for months. They had been the cause of conflicts, threats, and waves of mistrust between the coffee industry and international NGOs. These stakeholders had been meeting regularly in various constellations for more than a year, but I could feel the subtle and silent presence of collective leadership that arises in a group when a mutual move into the future is at stake.

			They were getting ever closer to jointly developing a sustainable coffee standard and reaching an agreement on how cash-strapped small-scale farmers could green their operational practices without going out of business. And they had grown into a community of people who had joined a movement for sustainable business practices rather than just a diverse collection of coffee growers, roasters, company representatives, leaders from workers’ unions and coffee cooperatives, researchers and activists, presidents of coffee federations, government officials, lawyers, and sustainability managers.

			Why were they working together? Greening something as complex as the global coffee value chain required the collaboration of diverse actors. These were people who would not necessarily talk to one another under normal business circumstances. Their lives and worldviews differed in the extreme. Still, despite all the vested interests, the lingering mistrust, the phases of disagreement, we did eventually reach an agreement. When my last call for changes to the document was met with silence, I knew we had arrived. Everybody knew. The relief erupted in spontaneous applause as we honored one another. It felt as if we had achieved the impossible, proving that people can tend the commons.

			What is it that engenders commitment to such a strenuous international learning process with an ambitious goal and an unclear outcome—across cultures, sectors, institutions, and business entities? When will people risk crafting an emerging possibility collaboratively, despite all the setbacks and doubts?

			The coffee initiative showed me that the possibility of co-creating a better future rekindles a latent desire to contribute to making the world a better place. As this happens, the energy changes; people become more present, more open. They are more willing to cooperate while respecting one another’s differences. When there is emotional exposure to the possibility of jointly making a difference in the world, we are drawn to it—not without doubts, but with progressive commitment. It is contagious.

			That meeting in Salvador de Bahia took place in 2004, and the Common Code for the Coffee Community became a pioneering industry-wide model for improving the lives of many small-scale coffee farmers and for giving consumers environmental and social peace of mind when they enjoy a good conversation over a cup of coffee. Today sustainable sourcing of coffee has been integrated into business strategy and supply-chain management in most large coffee-roasting companies.

			But other changes, too, have occurred: Now there is a multitude of such cross-sector collaboration initiatives in sustainable development. The world is not the same anymore. Our challenges of sustainability have grown, and so have our attempts to address them collectively.

			Why It Matters How We Co-Create

			Stakeholder collaboration is a form of co-creation. Yet co-creation is not, as many may think, a special skill of a group of innovators who are in a collaborative mood. On the contrary, it is something you and I do every day. We co-create all the time. Everything we do, or do not do, contributes to the co-creation of our world. If we leave our home in the morning and quickly grab a Fair Trade coffee at the next corner, we participate in co-creation. If we happily jump into our privately owned SUV to get to work while ignoring its CO2 emissions, we co-create. If we passionately advocate for a better life for refugees in our country, we co-create. If we take our company on the road to becoming a more responsible business, we co-create. If we push a cross-sector sustainability initiative forward, we co-create.

			We do not always co-create in the most sustainable or successful way. At times we enact reality in a constructive, life-enhancing, and responsible way. At other times we are destructive, to ourselves or to others. If we look at the world as a whole, we may conclude that the balance of co-creation is positive so far. The evolution of humankind has taken its toll, but we are still here as a species and we continue to develop. Things get better, despite setbacks. The future is not something to fear. There is evidence that humankind can learn from the past. But the future does not just happen. We create it together. Every year. Every month. Every day. Every minute. Every second.

			Could we do a little better in co-creation? Could we become a little more conscious in creating a world we are all proud living in?

			The unfortunate truth is that our co-creation remains fairly unconscious and invisible to us. The idea that there is no thought and no action without impact on human co-creation can be overwhelming. So we continue to act, oblivious to our impact. We don’t want to know how co-creation works at the level of the whole of humankind; it seems too large a perspective, too far away from the daily rhythm of work and life.

			I agree and offer, as antidote, the world of fractals. One feature of our evolutionary nature is the existence of patterns that are similar in small and large scale. If you zoom into a fern leaf, you will find the same design structures in ever-smaller units. The self-similarity of smaller and larger systems often goes unnoticed in our daily professional environment. We forget that how we act in a small team may have an impact on the entire organization; that how we act as an organization may have an impact on the entire community, the entire world.

			Better co-creation starts small. It is not a waste of time to start with yourself, to improve your team, your organization’s sustainability contribution, and your collaboration initiative. There is a reason why so many people love the quote from Mahatma Gandhi: “You need to be the change you want to see in the world.”1

			Why Is Stakeholder Collaboration So Important?

			Sustainability is on the agenda of every nation, every organization, and many citizens today; it is a global movement that cannot be ignored. If we do nothing, unsustainable global trends will impact businesses over the next twenty years, as well as governments and civil society organizations.2 These trends range from climate change to ecosystem decline, from energy insecurity to water scarcity. They affect resource management, poverty, economic justice, food security, demographic change, population growth, and more. Those who are confronted with sustainability challenges notice another global trend: Solutions cannot be found in isolation. As Margaret Mead famously said, “Never doubt that a small group of thoughtful, committed citizens can change the world. Indeed, it’s the only thing that ever has.”3 Collaboration among different actors is not only paramount, it is also the sole route to successfully addressing the challenges we face. In a global survey of more than a thousand CEOs, 84 percent were convinced that the corporate world could have a decisive impact on global sustainability challenges if there was a strong commitment to collaboration across sectors and to collective efforts for transformation.4 Myriad examples speak for themselves.

			Developing a mainstream sustainability standard for worldwide green coffee requires a joint approach among major coffee traders, standard organizations, international NGOs, coffee producers, and governments. Improving the infrastructure in southern Africa—railways, ports, telecommunication, and roads—cannot take place without dialogue and collaboration between public and private actors in many fields. Implementing sustainable water management worldwide requires collective action on the ground—by municipalities, companies, civil society organizations, and communities—and an exchange of best practices across nations, regions, and continents. Moving a nation’s energy supply away from nuclear energy or fossil fuels entails consensus and collective action among many stakeholders inside the country; the surrounding countries may need to be engaged in the vision as well. Regaining a community’s traditional land rights and ensuring sustainable land use necessitates cooperation between public and private stakeholders. Dealing with the consequences of climate change requires the combined efforts of governments, civil society, and the private sector.

			If we envision a planet in ecological balance, social justice around the globe, and an economic system that serves humankind while keeping the earth healthy, we must admit that sustainability demands global collaboration. As Eric Lowitt puts it in The Collaboration Economy, “We have just begun our journey. Much work remains . . . to create a new era of prosperity that benefits our lives today while enhancing future generations’ ability to meet their needs in perpetuity.”5 No matter our own chosen task—managing scarce water resources, adapting to climate change, securing access to adequate nutrition, or creating responsible value chains—the challenges of sustainability are urgent. They require new forms of collaborative inventiveness and, above all, people who are willing to implement change jointly at all levels of society.

			This means that we need to acquire new competencies—or revive existing ones—to create change collectively on a broad scale. When speaking about the need to work with multi-stakeholder groups, Unilever CEO Paul Polman admits, “It is an enormous learning curve as no one has been trained for this.”6 The learning includes developing our human capacity for outcome-oriented dialogue, effective collaboration, and future-oriented collective action across institutional or national boundaries. Isolated action needs to be replaced by collective leadership—a paradigm shift in how individuals find their leadership roles in the spirit of collaborative co-creation and contribution to the common good.

			An African proverb that has been cited many times in the last few years says, “If you want to go fast, travel alone; if you want to go far, travel together.” The route to sustainable development is long and winding. We can only travel together. It is helpful to have a map to understand the geography, and it is even more helpful to have a compass.

			Tools and Fellow Travelers for the Journey

			The Art of Leading Collectively will help you navigate the collaborative journey. Its goal is to encourage and empower those who have started this journey and those who would like to join.

			Large companies may adopt sustainability strategies as a result of public pressure, but they soon realize that the internal structures enabling them to learn faster in collaboration with their stakeholders also accelerate business opportunities. Governments increasingly realize that they cannot prevent connectivity and transparency and that staying in a structured dialogue with their citizens is a more peaceful and prosperous way to move forward. Civil society organizations see their impact increase through collaboration with other sectors. Turning the challenges of complexity, interdependency, and urgency into opportunities requires more than passion, intuition, or excellent plans. We need to learn faster together, collaborate more efficiently, and enhance collective action for more sustainable human behavior—on an everyday basis at the local, national, and global level.

			The Art of Leading Collectively will take you backstage, behind the scenes of what the world will need more of if we want to co-create a better future: successful collaboration. It is founded on years of work that has shown there is no perfect leader, no perfect project manager who can navigate complex settings collaboratively without the occasional sleepless night. Conflicts, misunderstandings, failures, and hidden agendas are part of the journey. Human beings need to negotiate the road map into the future. There is no other choice. Addressing sustainability challenges requires people in all sectors to work together in more fruitful and constructive ways. No single actor has the best solution for sustainability issues, but each may contribute a piece of the puzzle.7

			This book will help you implement more outcome-oriented and constructive co-creation on a day-to-day basis—for yourself, your team, your organization, and—above all—your cross-sector collaboration initiative. It equips dedicated change makers in public, private, and civil society organizations with a tool for better co-creation. My experience is that the dimensions of collective leadership for sustainability can be made transparent. They can be learned and enhanced—individually and collectively.

			Perhaps you are trying to start a complex cooperation project, or are in the midst of one you’re trying to improve. Or maybe you’re trying to rediscover the world of fruitful human interaction, shift the mind-set of your organization toward collaboration, or find new ways to work out difficult challenges. If so, the tool presented in The Art of Leading Collectively—the Collective Leadership Compass—helps you keep your collaboration journey on track and find the necessary course corrections. With it, you can:

			•	Prepare for your journey into collaboration from the outset.

			•	Locate where you are, defining what is present and what’s missing.

			•	Map the path, adjust your strategies, and know what to shift, to strengthen, or to focus on.

			•	Convince your colleagues that leading collectively for sustainability can change the world.

			Your collaboration journey starts with the first step—understanding your own contribution to better co-creation. You are the fractal that can make a difference in the world, the member of a group of thoughtful citizens that can change the world. You are a leader when you begin to engage with the future, when you draw people into collaboration, when you commit yourself to a larger goal. You are not alone on the journey; you are part of a community for change. There are fellow travelers from around the world. 

			You will read many real-life stories and hear from many of those fellow travelers in the pages ahead. But first let’s meet six fellow travelers who are unique: They will accompany us throughout the book, and they are fictional in the sense that I have changed their names, their organizations’ names, countries, cooperation partners, and challenges. They are nonfictional in the sense that they represent a variety of challenges based on real experiences. None of them is a perfect leader. They are human beings with limitations and potentials, searching for meaning, trying to make the world a better place, and they all need to draw others into better co-creation. Like all of us, they are under much pressure to deliver, haunted by too many emails, and struggling to balance their personal and their professional lives. The challenges they face may resonate with yours. The contexts and challenges are based on my experience of the last twenty years in making collaboration work through enhancing collective leadership.

            
            
            
            
			Mike is the CEO of TrendWear in the UK, a company in the textile industry with outlets all over Europe. He was recently appointed successor to the former CEO, who had been under severe criticism for being too weak and indecisive in handling the impact of a price war TrendWear has experienced. The clothes they sell target young people, and the profit margins aren’t very high. That’s why doing business in a smart way counts at TrendWear. Because the company buys from suppliers in Bangladesh that do not treat their workers well, it has also been subject to attacks from an NGO advocating for living wages and decent working conditions in Asia. The sustainability department is handling the issue. Mike is in his mid-fifties, and this position is the one he always wanted. He is known as a visionary yet decisive leader. He knows the clothing business well as he has held both finance and purchasing jobs in the industry. Sustainability has not been on his leadership agenda, but he has watched Nike get attacked for child labor issues then gradually move sustainable supply-chain management to the heart of the company strategy.8 TrendWear is far from this goal, but Mike is determined to get his company there. It is dawning on him that the challenges of workers’ conditions in the textile supply chain may be something TrendWear will not be able to handle without the help of competitors.

			Celine, who just turned forty, is an engineer and a member of the interministerial coordination committee for the management of drinking water in the Democratic Republic of Congo (DRC). She studied in France and was offered a job a few years ago in Paris but decided to come back to her country to help the transition toward a promising future with bright people, along with incredible wealth in natural and mineral resources. She has worked for some years at the capital’s university in Kinshasa, but moved out of academia because, as she put it, she wanted “action.” Water is her professional expertise and she is up to date with best practices in water management worldwide. Access to drinking water is a particular challenge in the DRC. Although it is a water-rich country, less than 20 percent of its population has access to healthy drinking water. With the help of development agencies and consultants the government put a water policy into place, but the country lacks coordination among stakeholders. Celine believes the lack of management skill worsens the water problems.

			Peter is in his mid-forties and two years ago was appointed the executive director of DiverseAct, an international NGO in Switzerland. He is the successor to the founder, who led the organization for more than twenty years. The mission of DiverseAct is to put biodiversity and natural resource management high on the public’s agenda and to implement environmental projects in Africa, Asia, and Europe. When he started his job he realized that the organization was stuck in an old way of operating—funded mainly by donations and the Swiss government—with no collaboration with the private sector. Peter had worked in the private sector, where his colleagues remember him as a leader who engaged his staff in a vision for change. When he decided to switch careers a few years ago, he was tracked down by a headhunter for the position at DiverseAct. Cooperation with the private sector is the agenda he set when he started, because he believes most of the challenges around natural resource management and biodiversity cannot be tackled by NGOs or governments alone. Not everybody on his staff is excited about the new strategy.

			Tina is in her early twenties and in her final year at a university in South Africa. Helping people is her passion, but she did not always have the clarity of focus she has today. When she was sixteen she dropped out of school and nearly ended up on the streets, but a cousin gently guided her back onto her path. Years later, when she asked the cousin why he had invested so much time in getting her back on track, he answered: “I saw the artist and innovator in you. Artists can get lost sometimes; they need people who believe in them.” Tina decided that her artistic medium would be people and began to study psychology. Recently, she listened to a panel discussion on unequal educational chances for people from disadvantaged communities. Immediately after that she got some friends together and told them about her idea—creating a movement in which university students mentor socially challenged young people to advance their prospects in life.

			Nadeem is in his mid-forties and from India. His family still lives there, but he is currently working for a US-based implementation agency that is contracted by foundations and international organizations to do development work. He is leading a complex cooperation project among NGOs, the public sector, and the private sector. Its goal is to help small-scale African farmers improve production and access to international markets. As he was born into a rural family and later received a degree in agriculture, he knows about the life of small-scale farmers firsthand. Nadeem moved into this position because he is known as a people person. He is an empathetic listener who treats everybody equally, whether it be the top manager of an international foundation or a poor widow farmer. Improving the people’s lives is Nadeem’s passion. This is the first time that he has led a project with close involvement of the private sector (including Indian, European, and American companies). He is struggling with the lack of understanding among these businesspeople about what it means to work with small-scale farmers.

			Andrea is in her early thirties and works as a project manager for sustainability at EnergyTech, a large German company that is one of three leading players providing energy in Germany. The company has set a goal of entering into the renewable energy field, but Andrea thinks this is mostly lip service. EnergyTech still runs coal plants and a few nuclear energy plants. Andrea’s friends disapprove of her working at such an old-fashioned firm and do not believe that she will be able to influence anything. This annoys Andrea and makes her doubt her decision to apply for the job. She has recently joined a leadership development program for young professionals, which focuses on learning to lead collaboration projects. She had been fighting to get the approval of her boss, but finally convinced him with the argument that sustainability at EnergyTech is all about internal collaboration. What she has not yet told him is that the program’s first module has convinced her that EnergyTech will only change when management opens up to external stakeholder collaboration.

            

            
            
			These six fellow travelers are members of a global community for change—people who not only believe in the possibility of better co-creation, but go out and do it. They work across sectors, collaborate along value chains, involve stakeholders in strategy planning, build supportive networks, and reinvent a collaborative economy. They have started the collaboration journey—in various places, at various levels, in business, the public sector, and civil society across all nations. They know that we do not need a revolution; we need to partner with evolution and shift the way we co-create.

			We meet them again as they face complex collaborative leadership challenges in very different contexts in part 1, which focuses on how we can turn the challenges of sustainability into opportunities to develop—as leaders, as committed groups of citizens, as cross-sector initiatives. They allow us to see ourselves as nodes in a network of collaborating actors. This will shift our perspective from individual leadership to the power of groups of leaders who become catalysts for change. Part 1 also travels to the backstage of initiatives where we can observe the cost of non-collaboration and better understand the purpose of learning the art of leading collectively.

			Part 2 will introduce you to the six dimensions of the key navigating tool—the Collective Leadership Compass. It describes the human competencies inherent in collaborative processes and explores examples of interactions among them. 

			Part 3 takes us into the practice of collaboration by exploring how to make the Compass work for us. With the help of our fellow travelers, we will identify starting points for better co-creation and dive deeper into navigating the collaboration journey in each of the six dimensions. We’ll learn how to use the Compass in complex sustainability challenges—with our team, our organization, our initiative.

			Part 4 highlights the major scaling-up strategies for collective leadership that enhance collaboration competencies and can be applied in sustainability initiatives. It shows the potential of stakeholder dialogues and cross-sector partnering, encourages you to empower living networks, and helps you integrate collaboration competencies in leadership development. It strengthens your ability to choose the path with heart and align the outer professional journey to sustainable development with your inner path by following the five principles of collaborative impact.

			The Epilogue is an invitation to join the global collaboration journey. It shows that the path ahead for all of us is to build our competencies for collaboration and encourages you to take part in this exciting journey. 

			Better co-creation is all about us human beings—you and me, and the many others out there, all around the world. The challenges are as manifold as there are opportunities for dedicated people to make a difference.

            
            
            
            
			PART ONE

			Turning Challenges into Opportunities

			I have had the privilege of working with people from many cultures across the globe, to accompany many difficult collaboration projects with ambitious goals, to touch many urgent sustainability topics—from global to local. In the process I have come to see the world with different eyes. It is not the world conveyed through the daily media, where disaster and atrocities dominate the picture. Instead I see the world through the lens of people who are busy changing it toward sustainability, who want to make a difference for the future of humankind. These are humble pioneers prepared to go the extra mile for a better collective future—in business, in government, and in civil society. Uncounted numbers of people align their professional contribution with the common good.

			They are often successful, but I also see that initiatives with the best of intentions fail, collaboration processes fall prey to lingering mistrust, different approaches to doing business cannot be aligned, people talk about ambitious goals but never move to action, the emotional connection to a larger goal gets lost, or people feel alone and give up on changing their companies. The journey toward better co-creation is not a road without potholes. People can get diverted by impeding structures, get trapped into measuring questionable metrics, or become depressed by misunderstandings across sectors, organizations, cultures, races, or genders. They set up complicated collaboration structures that result in all talk and no action. Their passion dries up or they become cynical toward weaker stakeholder groups. People then either attribute failure to themselves or blame others and the world “out there.”

			What if we stopped blaming others for failed or difficult collaboration efforts, and instead saw the global trend toward partnering and dialogue as a way of training our muscles for the future? We need to become fit for collaboration, whether we’re in the corporate sector, the public sector, or civil society.

			Helping people collaborate successfully has been the core of my work for two decades. If things got difficult, if crises emerged, I found a way to get all the actors back into a collaborative space. If people refused to talk with one another or work together, I gently guided them into listening to others. If people were drowning in a cumbersome cooperation structure, I revived their passion for the larger goal. What intrigued me was discovering how little we actually knew about when collaboration worked and why. Could we identify which ingredients would lead to better co-creation? Rarely.

			So I began to ask a question—across cultures, sectors, initiatives, and thematic areas: Can you remember a situation when a group of committed actors led collectively toward an issue of common concern? Most people gave me an immediate, and often a passionate, answer. However small or large, they could remember when collaboration had worked, a time when people inspired one another to make a difference. I concluded that deep inside we know from experience how collective leadership works. I then added another question: What must come into play for this to happen? People paused; sometimes they could not respond. Those who answered hinted at chance, a special leadership quality in one person, or special circumstances. Gradually they listed factors that contributed to successful collaboration: trust, listening, patience, mutual respect, a larger goal, urgency, caretaking, and persistence.

			That list was good but still did not satisfy me. These factors help, but did they empower people to consciously shift the way they co-created? I continued my inquiry and started to observe more closely. What was present when a cross-sector group agreed on a plan of action in an atmosphere of joint commitment? What kept a diverse group of actors together when each had to overcome hurdles in convincing their institution to collaborate? What emerged when a group of managers from competing industries patiently persisted in creating an industry-wide approach to tackling a sustainability challenge despite all legal impediments? How did people build committed teams both within and across organizational boundaries? How did they manage to integrate different organizational cultures into joint initiatives and foster collaboration among diverse stakeholders?

			When I looked behind the scenes of collaboration initiatives that included a wide range of actors, one insight emerged. It was simple and at the same time complex. It reminded me of the writings of the American architect Christopher Alexander. He sometimes started his lectures with a simple exercise, showing two different photographs and asking students the question: In which photograph do you see more life? The answers were surprising. About 80 percent of the students agreed on one photograph. But what did this mean? After many trials, Alexander concluded that their perception of a degree of “life” in an external structure—a photograph, a building, a painting—was not arbitrary. Nor was it simply a matter of taste. There was a pattern in the structures that resonated with the human heart and mind. The architect took off on a journey of discovery that led him to formulate a language of patterns, a way of ordering architectural space that enhances the life force in human beings.1 He discovered that built structures are dynamic in that the different parts have impacts on one another. The feeling of awe and deeper connection that many people have when they stand in Chartres Cathedral is not just subjective, but is caused by an ordered pattern of elements in relation to one another. He described this in the following way: “All systems in the world gain their life, in some fashion, from the cooperation and interaction of the living centers they contain, always in a bootstrap configuration, which allows one center to be propped up by another, so that each one ignites a spark in the one it helps, and that mutual helping creates life in the whole.”2

			We all know this feeling of aliveness—when we are happy, when our heart resonates, when we feel most connected with life, when our humanity expands. We are intrinsically linked to the order of life within us and around us—people, architecture, nature. We are constantly being created by this order as much as we participate in creating this order. So one of my simple conclusions was: Co-creation works best in a collaborative space where there is “life”—a sense of vitality, not superficial harmony. Have you ever been part of a team that achieved something remarkable? It gives you a feeling of igniting one another’s vitality. It’s fun. It is the feeling of being alive. It is energy boosting. What then would this mean for our collective ability to co-create in a more constructive, more sustainable way? 

			Christopher Alexander developed an elaborate pattern language, a way to order space for art and architecture, modeled after patterns of nature. Would it help us if we understood a little more about the patterns of interaction among people that further collaborative co-creation? If we knew a little more about how “living centers” support one another and come together as a pattern of vitality, could we more easily create an atmosphere in which collaboration works and people more easily connect with goals that serve them today and future generations tomorrow?

			You may argue that this is too far away from your world of logical frameworks for project plans, impact monitoring, balanced scorecards, quarterly growth reports, risk management procedures, performance evaluations, and deliverables. My experience says otherwise. On the contrary, it may make your life easier because there is no other choice: We need to co-create a better future. And in this, collaboration is key. For example, sustainable supply chains are core to delivering long-term good for both suppliers and consumers. But determining all the sustainability issues along the supply chain is a demanding task given the complexity of supplier networks that have evolved with globalization. We can move forward when we understand how a group of collaborating actors can lead for sustainability, and how we can inspire large groups of people to act in favor of the common good.

			Over my years of working in complex collaboration projects and institutional change management, I began to notice which ingredients shifted the actors into a more collaborative space. None of the ingredients was radically new—it was the combination, the presence of a pattern of mutually supportive ingredients, that made a difference. These ingredients were personal competencies. People either brought in these competencies or developed them jointly with their collaborators.

			In the stuffy room in Salvador de Bahia, all the ingredients were there. When the participants went home, they promoted the business value of sustainability engagement, explained the marketing advantages of sustainable coffee, expressed their conviction that this would really benefit small coffee farmers, and presented the benefits of an ambitious public–private development project to their governments. But in the meeting room in Brazil there was more to this group than the rational explanation for each stakeholder’s participation. Despite all the repeated political fights and contradictory positions, people agreed that there existed a climate of collective leadership for the future with respect for one another at its core. Everyone was aware of the responsibility bestowed on them: They could each make this one step toward sustainability fail or succeed. As one of the participants summarized, “There was an atmosphere of commitment that made it impossible to misbehave; you would not withhold your position, but would always stay in the collaborative field. You knew that this was a global learning process we were all in together.” 

			What was the magic? Complex, yet simple, it was the presence of a pattern of these six human competencies in interaction. 

				1.	A Sense of Future Possibilities. Over the years of building the coffee initiative, people had developed a sense of future possibilities. What had seemed impossible at the outset—to shift the global coffee market—had come within reach. This had only been possible because people had grown together beyond their differences of opinion, business rationale, culture, earnings, and worldviews. They had learned to interact as people with different positions yet with compassion. 

				2.	Engagement. They had built a process of authentic and reliable engagement, a prerequisite for both trust and commitment to tangible outcomes and collective action. All participants in the initiative were prepared to take a risk, to venture into an unknown territory with uncertain outcomes, despite difficulties justifying their actions to superiors. 

				3.	Innovation. They were jointly and across institutions piloting an innovation by building an industry-wide value-chain community. None of the stakeholder groups—industry, NGOs, or coffee producers—would have found solutions to the sustainability challenges in green coffee production alone. 

				4.	Humanity. They had accessed their own humanity and were able to see the person behind a viewpoint and the intention behind a position. This became a cornerstone of their ability to overcome almost irreconcilable differences. 

				5.	Collective Intelligence. It was the gradually increasing openness to collective intelligence that improved the solutions. The patience to listen even to the most critical stakeholders enabled an approach that would work for small-scale farmers as well as large-scale producers. With the participation in the coffee initiative, the picture of reality widened. Exposure to such entirely different ways of operating and of viewing the same issue—coffee production—contributed to people’s ability to see the larger context in which they were embedded. 

				6.	Wholeness. This sense of wholeness made it easier for people to stay in a collaborative field. People had empowered one another to jointly make a difference. I believe it is time to scale up this empowerment.

            

            
            
            
			Chapter 1

			How Collaboration Helps Us Manage Complexity

			Collaborative co-creation of a sustainable future is not a simple task. There is not always an easy answer. At times, the solution to one problem causes the next problem. Attention to one part of the system creates havoc for another part. Change is urgent, yet the world is complex and, above all, interdependent. That is why we are on a global collaborative learning journey.

			Let’s visit the world of sustainability standards as a lesson in complexity. Sustainability standards are a great idea. If you go shopping in various parts of the world—from the US to Europe to, more recently, China—you will find goods labeled with them: organic, FSC (Forest Stewardship Council), Fair Trade, Rainforest Alliance, UTZ, and so on. We consumers find more labels than we can understand. How do we know which ones really indicate a sustainable product? Still, we assume we can be assured that they have a positive impact—even if they are all international voluntary standards. Many governments, particularly in developing
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HumanITY
(empathy)

tervention Points to Ensure Enhanced Team Collaboration

Let people arrive the evening before for a joint dinner, then
design a short session as a “check-in” where people can drop
their mental luggage by talking about what are the most
pressing issues at the moment.

FUTURE POSSIBILITIES
(future orientation/

Clear framing by Mike: What is different and why? What is
his intention and why is it so important to him? What is the

empowerment) challenge ahead?
Data presentation on risk assessment of non-sustainable
supply-chain management and discussion; urgency of action.
Presentation of results from study on profit margins. Would it
‘WHOLENESS

be affected if TrendWear paid higher prices to suppliers?
Seeing the broader picture: Can we turn risk management
into making a better contribution?

INNOVATION /
COLLECTIVE
INTELLIGENCE

‘Thinking the impossible: Can we turn TrendWear into a
socially and environmentally responsible company? How
could this increase our success? Open dialogue.

INNOVATION (excellence)
/ FUTURE POSSIBILITIES
(decisiveness)

Presentation by expert—key elements of sustainable
supply-chain management, discussion of implementation
possibilities for TrendWear, strategic conclusions.

HumaniTy
(mindfulness)

If this is the route to take, how can we get there by leading
collectively? What can we keep? What needs to change?
Review of team assessment.

HumaNITY What do we know about how our staff think about our future?
(empathy) How can we engage staff into the new vision?
ENGAGEMENT Next steps planning, allocation of responsibilities, agreement

(process quality,
collective action)

on cornerstones for staff engagement, agreement on date for
next meeting, summary of results.

Humanity
(empathy, mindfulness)

Open reflection on results and process of retreat.
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FUTURE
POSSIBILITIES

Interventions (6-Week Time Frame)

Don't embark on a new vision/mission statement for TrendWear, but
check how far we can integrate sustainability into the existing; wait for
the risk report from CFO, then discuss with him how we can integrate
sustainability issues into our controlling system.

‘WHOLENESS

1 personally need to understand more about the system’s dynamic in
the “race to the bottom” for supplier prices, also need to check what
informal information I can get on how other companies deal with the
issue. Get the sustainability department involved—create a task force.

INNOVATION

“Task the head of purchasing to find expertise, someone who knows
about responsible supply-chain management in depth. Get the expert
to give a presentation at management retreat.

COLLECTIVE
INTELLIGENCE

Need to install a culture of iterative learning at top management level.
How can I get all of us to work with the Compass? Just noticed that

I never cared much about who would facilitate the retreat. Talk to
human resources and get a top facilitator.

ENGAGEMENT

Whether it’s my strength or not—we need a serious cultural change
at TrendWear. I need to engage the top management in my vision of
TrendWear as sustainability brand. Who could help me with that?

HumaniTy

Three different thoughts:

Empathy. Staff of 5,000 at TrendWear. Do they care about responsible
products? What do I know about what they think?

Balance. My strong point in the development area. Here is a
courageous thought: Can we reinvent measurement and include
all dimensions of the Compass into our balanced scorecard? How
would this include sustainability issues? Keep this thought in the
background; don't act now. Evaluate results from risk assessment
and margin study first; see under future possibilities.

Mindfulness. 1 think my life would be easier if we jointly worked with
the Collective Leadership Compass at the top management level.
Get everybody to do the online assessment and reserve 1% hours
for reflection and discussion.
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INNOVATION

Excellence. For my personal learning: Benchmark two other projects
with similarly complex challenges—how do they handle (1) mea-
surements of success; (2) different stakeholder expectations.

ENGAGEMENT

Process Quality. Get a good facilitator for the strategy review (not
me!), have him conduct interviews with all stakeholders before,
prepare a road map for regular meetings to be agreed upon by all.

Collective Action. Make sure people experience achieving a result
jointly—could this be an agreement on key performance indicators?

FuTure
POSSIBILITIES

Future Orientation. Set a clear goal—in a year’s time I want this
project to score high on collective leadership in all dimensions.
Empowerment. Have an in-depth conversation with each implement-

ing agency about the feasibility of their plans and the synergy
effects they see between agencies. Inquire into what they consider
important for management, review functioning of management
structure, and suggest improvements.

Decisiveness. Be decisive on quality improvement of the reports, no
compromises; withhold finances until the reports are okay. Get an
expert in to get me up to speed on key performance indicators for a
development project.

Dialogic Quality. Thoroughly pre-plan the strategy review with the

COLLECTIVE | " rnal facilitator, make sure there s a good balance between
INTELLIGENCE N N .
listening and tangible results.
Empathy. Make sure the strategy review has an informal side event;
HumANITY people really need to get to know one another as people. They need
to reconnect with the purpose of the project.
WHOLENESS Contextuality. Organize exposure trip to farmers particularly for

private sector partners—they need to see the reality for farmers.
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Strengthening
individual
leadership
competency

Empowering
collaborative
action groups

Self-assessment, identification
of development areas, personal
development plans,

coaching guide

Group assessment, identification
of improvement areas, team
reflection, definition of focus
areas, action plans, team coaching
guide, meeting planning

Enhance individual holistic
leadership capabilities and
capacity to lead in conjunction
with others; increase self-efficacy
in sustainability leadership

Enhance collaborative group/
team efficacy, refocus team on
sustainability issues, increase
awareness of the interface between
hard and soft skills, improve
impact of action plans.

Building
communities
for change

Assessment and self-assessment of
collaboration systems; joint action
planning; planning of meetings,
workshops, and collaboration
events; monitoring quality of
collaboration; progress reviews

Engage organization/department
or cross-sector network for
sustainability goals, improve
collaboration results, strengthen
collective action, increase
collaborative impact
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Status Assessmen!

Not only at TrendWear, but across the European textile industry (and

FUTURE partly also US companies) the issue of wages, working conditions, and
posstBILITIES | building safety at Asian suppliers (particularly Bangladesh) had moved
(high) to top priority on the agenda. The trend was clear; no company could
ignore these issues any longer.
Many partly parallel multi-stakeholder initiatives (strongly driven by
European companies and mostly country-based) existed; an overall ini-
ENGAGEMENT | . " 4 . N
: tiative was missing. Approaches were still fragmented, with sometimes
(medium) : : 5 "y ol oy
questionable impact. Competition among initiatives resulted in some
factories in Bangladesh being approached by more than one initiative.
Everybody had by now understood that the auditing of suppliers
in Asia alone was not sufficient; shifting into capacity building and
INNOVATION e :
(low) management training was paramount. Many companies had begun
to cooperate with NGOs, yet innovation was missing: Nobody really
looked at the supply chain as a whole.
Astonishingly, the joint initiatives among companies, several European
H governments, and companies had led to all pursuing the same goal—a
UMANITY i ! . = .
(medium) | SuStainable supply chain and decent working conditions—by casing

communication between companies and NGOs. This led to collabora-
tion projects on the ground.

COLLECTIVE
INTELLIGENCE

Cooperation and exchange took place among different initiatives,
mainly at conferences, but joint learning was insufficient; reinventing
the wheel was a common feature. Many parallel activities to improve
the situation of workers took place in parallel in Bangladesh, with

(medium) | b out one-third of the factories actually receiving double support, The
involvement of the Asian countries’ governments was low.
Overall the collective moves to address the supply-chain challenges
Whtoremss. | 0intly were scen as positive, but they were sl fragmented. What was
LIS missing was a sector-wide approach that called or jont responsibilty

of buyer companies like TrendWear and collaboration with govern-
ments and NGOs.
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Personal contact/meeting with potential mem- | FUTURE POSSIBILITIES
bers of core groups. (empowerment)
Ensure appreciative, inspiring conversations COLLECTIVE
Creating about water situation. INTELLIGENCE
resonance | Find common ground for change; open up (dialogic quality)
possibilities. INNOVATION (agility)
Invite them to join a core group, ask them who ENGAGEMENT
else needs to support this. (connectivity)
Contract a study on who is who in water
A WHOLENESS
‘management in the DRC; get support from i
donor agency. (contextuality)
) - INNOVATION
Identify best practice example on water plat- (excellence)
Understanding forms from other countries.
~ P . FUTURE POSSIBILITIES
the context | Complement this with conversations among i
P (future orientation)
key stakeholders; focus on possibilities. Cottacrive
Explore openness of public sector decision
Rt a it X INTELLIGENCE
‘makers to involving civil society and private S
. (diversity)
sector into platform.
Invite interested actors to an initial core group
. B ENGAGEMENT
meeting Ideal outcome: jointly agreed process GEMEN
. N (collective action)
plan for establishment of dialogue platform. HUMANITY
Ensure good environment, invite for lunch or (mindfulness)
dinner (get donor to sponsor).
N . FUTURE POSSIBILITIES
- Ensure presence of high-level public sector "o
Buildinga . (decisiveness)
. people to show commitment for the
container for N
dialogue platform.
change . HuMANITY
Carefully plan the agenda: Ensure people can (ompatly)
meet as people, appreciate current activities, pary.
. ENGAGEMENT
bring in results from context study and best S
. PR (collective action)
practice benchmarking, jointly work on
FUTURE POSSIBILITIES
process road map and structure for -
i (decisiveness)
dialogue platform.
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FUTURE
POSSIBILITIES
(75%)

Generally, the performance of the top team is task-oriented and people
deliver according to targets. T know I can rely on them. But what future
possibilities are we not seeing as a team? Has our strongly territorial
and competitive culture become an impediment?

ENGAGEMENT

1 feel people are engaged, but the internal collaboration could improve.
Delivering results is TrendWear’s culture and I want to keep it like that,

77% L -
7%) but do we see our efforts as joint success? Are we really acting as a team?
‘Thats too low for what lies ahead of us. Instead of risk taking we have
INNOVATION | a culture of risk management. That’s necessary, but what can I do to get
(60%) the passion for change revived? There are some unknown territories
that we need to venture into!
Tadmit, as a team we hardly know about one another’s personal lives—
HUMANITY - " p, :
(33%) or is it only me who does not know? Awareness of how we interact is

close to zero, I suppose.

COLLECTIVE

Shocking results and time to change. Can we learn to think together
and build on our different strengths? I thought iterative learning was

'"“"(L;z‘;‘;"“ well set up, but it obviously needs improvement. Will make a note to
suggest a procedure.

Shocking result, can hardly believe that, but to me the reason is clear:

‘We might be good at knowing trends and market developments, but

WHOLENESs | possibly narrow it down to what is immediately relevant for business.

(17%) Mutual support is not our culture (we tend to be all lonesome fixers).

And contribution to sustainability? That's what this journey is about, T
guess we are at the beginning.
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FuTuRE
POSSIBILITIES

n | Aspects

future

orientation

Action

Think big, think even bigger, set my yearly goals, make
them concise, and follow up my action steps quarterly,
monthly, and weekly. Keep my vision board on the
wall and develop it further.

empowerment

Set up a blog, start with my personal stories, make it
astory-based site that can inspire people about the
difference that mentoring makes.

decisiveness

Focus on my project, give it all the attention it needs.
Discuss monitoring tools in the core group; how can
‘we show impact?

ENGAGEMENT

process quality

Discuss with the core group a possible organizational
structure; get advice about which form of social
enterprise. Make a step-by-step plan to set up a
social enterprise.

connectivity

Get somebody to volunteer to be the social media
community manager; I can’t do everything by
myself. I will focus on connecting with a network

of sponsors. Start with those with whom 'm

already connected, asking them who else I need to
involve. Get information packages ready, make it
story-based—show the impact of the first mentoring,
get people to give me testimonials.

collective
action

If I want to succeed with my dream, I need a structure
that works; as a matter of fact I need funding, people
full-time working for the movement, and a clear allo-
cation of responsibilities. What will be my role—will I
become the boss? Not sure if T want this, and what do
I need to learn?

INNOVATION

creativity

I don’t want my passion and creative urge to dry up
because of all these management issues! Have fun
in the core group! Could we use a design thinking
process to develop our social enterprise?*

excellence

TImprove the preparation of the mentors—establish a
proper training. Try to get funding for this. I want to
ensure that we deliver quality—I agree with the core
group on quality standards in mentoring. Important
idea: Make the Collective Leadership Compass part
of the mentoring process; teach people how to work
with it.

agility

Thave read somewhere that the bigger the ambition,
the more obstacles will come my way, as if the uni-
verse is testing me. Keep reminding myself that crises
are opportunities in disguise. With every obstacle, ask
myself: What is the opportunity to learn here?
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FUTURE
POSSIBILITIES

ital Traits for 21st-Century Leaders

“Decisiveness in ever changing environments with blurred boundaries;”
“have strong principles whilst being flexible and realistic; “have
patience,” “apply appropriate economic, moral and political incentives
to actually incorporate sustainable development into our daily lives,”
“focus on facts and accurate details,” “concrete and practical people
who search for solutions”

ENGAGEMENT

“Ensure stakeholders’ ownership,” “collaborate and work together,”
“enjoy spending time with each other?” “build awareness and
mobilize commitment.”

“Foster innovation,” “take risks and give the fruits to people;” “be vigi-
lant to the challenges and opportunities for innovation,” “enjoy new and

INNOVATION ey T »a ¢ s . A
OVATION' | yntraditional ideas;” “recognize and provide innovative, sensitive, and
meaningful sustainability possibilities,” “deliver precision of end results”
HuMANITY | “Make issues deeply personal,” “sincerity and fairness.”
“Mediation skills to facilitate knowledge sharing;” “working together
COLLECTIVE N " » e :
with other farsighted leaders,” “promote and drive common way of
INTELLIGENCE | i 1 e
thinking and acting’
“Systems thinking to identify paradigms driving change,” “vision rooted
in community service and ethical behavior, “enthusiasm to create a
'WHOLENESS

better world,” “define ‘profit’ in the context of what kind of impacts the
company will have on the earth,” “create a meaningful context.”
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mension

Aspects

future orientation

Comment

Complaint mode, skepticism toward the future,
people busy with internal issues, glass-half-empty

FUTURE @7%) mode, lack of clarity on goals.
POSSIBILITIES | empowerment | High self-reliance and initiative on action
(35%) (62%) in projects.
decisiveness | Low rate of follow-up, low accountability (deci-
(16%) sions are not always implemented).
| Mix between strong administrative procedures and
process quality . les, ineffici ings, lack of
(20%) stepping over rules, inefficient meetings, lack of
clarity of envisioned change process.
Discrepancy between low internal collaboration
- structures (everybody pursuing their own goals in
connectivity - Pl .
ENGAGEMENT (58%) territories) and brilliant internal informal network
(39%) (if you want to get a project going you know who
to connect with).
Somehow things get done at DiverseAct, but more
collective action | because of individuals driving their projects. (This
(39%) is both a weakness and a strength: While there is no
collective ownership, there is individual ownership.)
creativity Despite many administrative procedures, people
(63%) seem to find ways to go around rules and get
things done; wealth of ideas for new projects.
Strong emphasis on knowledge and being up to
excellence ) N
INNOVATION date, real experts working here, amazing wealth
(86%) N
(66%) of experience.
There seems to be an underlying rule of how we do
agility things here at DiverseAct that should not change,
(48%) yet people are extremely courageous in setting up

projects and acquiring funding.
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(Aspects)

FUTURE
POSSIBILITIES
(future
orientation,
decisiveness)

Key Improvements

People have much more clarity on the goals.
The definition of five short goals and respective key performance
indicators is a step forward.

HuMaNITY | People know one another better, it is easier to pick up the phone and
(empathy, | simply ask for advice or find out what is happening, etc.
mindfulness)
WHoLENESs | The exposure trip did the job—people now feel much closer to what
(contextuality, | this project is about, and they see its complexity and challenges.
contribution)

COLLECTIVE

The fact that people agreed to regular joint strategy reviews is a step in

INTELLIGENCE | the right direction. It eases my management task.
(iterative
learning)
We need to find a strategy to engage governments or—better—to first
ENGAGEMENT g o
(eolective. | understand under which circumstances they would engage and join
action) forces with us. It may be different from government to government.
(Note: Plan engagement trips.)
The five goals and the key performance indicators must develop into
a guiding structure that everybody in the project (top to bottom)
FUTURE understands, uses, and can report on. (Note: Make sure that the key
POSSIBILITIES | performance indicators really reflect the project’s complexity and
(decisiveness) | challenges, and that they are easily understandable to everyone. Once
finalized, communicate them regularly, and make them part of report-
ing and management meetings.)
We haven't even started to think about innovation, yet I am convinced we
need innovative approaches to get to results faster. We need to not only
INNOVATION > PR
ATION™ | ¢xchange what works and what doesn't, but also bring in expert knowl-
(creativity, . ) . .
agility edge and new ideas to get to maximum effectiveness. (Note: Combine the
81 | next strategy review with an innovation and learning event, make sure
excellence)

‘more stakeholders from the field are involved, get best practices from
other projects to present, have working groups on innovative ideas.)
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Dimension

(Aspect)

Strategy

Check the context. Check what is going on in the same
field, the same area, or the same country by other com-

WHOLENESS panies or organizations. Map the different approaches
(contextuality)
and see where yours fits. Address gaps rather than
doubling or tripling similar approaches.
ENGAGEMENT Consider joint projects. Integrate the project into

(collective action)

existing activities or join up with other actors to jointly
implement a larger project.

COLLECTIVE INTELLIGENCE
(iterative learning)

Create a learning platform. If there are already many
activities going on, at least share lessons, approaches,
successes, and failures.

ENGAGEMENT
(connectivity)

Create a coordinating platform. Increase collective
impact by setting up structures that allow actors to
create joint agendas, joint monitoring systems, joint
progress reviews, and regular communication.
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mension Competency

Take responsibility and consciously shape reality
FUTURE POSSIBILITIES "
toward a sustainable future
Create step-by-step engagement toward building
ENGAGEMENT o Slep DY sich engag 8
effective collaboration systems
INNOVATION Create novelty and find intelligent solutions
HumaNITY Reach into one another’s humanness
COLLECTIVE INTELLIGENCE | Harvest difference for progress
See a larger picture and stay connected to the
WHOLENESS
common good
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HumaNITY

mindfulness

This whole issue of creating an organizational struc-
ture is a steep learning curve for me. I do have my
resistance. Stay aware of how I feel, particularly when
the management issues drain me.

balance

Tam on the way to becoming a workaholic; T must
make sure to have time-outs.

empathy

Regularly refocus on what my passion is—helping
educationally disadvantaged young people. Be a
mentor for at least two young people myself. Get the
‘mentees together so that they can share their experi-
ence and learn from one another.

COLLECTIVE
INTELLIGENCE

dialogic
quality

Pay attention to the way we interact. I notice how
conflicts are increasing in the core group as we move
toward becoming more professional. Make an effort
to introduce dialogic practices into our meetings (pay
attention to voice, listen, respect, suspend judgment).”

diversity

Following on from the above, we have a culture of
debate in the core group. I am afraid people will start
fighting; I also notice more opposition toward me

as the initiator. Can I learn to see this as a normal
process? Can I learn to deal constructively with
opposition? Find somebody to help me. Could I find
somebody who has built a social enterprise?

iterative
learning

T hate structures and enjoy things to be spontaneous,
but I need to consolidate our learning structures; I
will seek to find an agreement with the core group
about how we learn—what meeting structures, forms
of evaluation, organization and management, also
allocation of responsibilities will help us.

‘WHOLENESS

contextuality

T must admit we have not been paying much attention to

what else is happening in the area of mentoring and edu-
cationally disadvantaged young people. It is time that we

find out and connect. I need to get one of my core group

members to take on this task and give us feedback so that
we can decide in the core group which other activities

are relevant for us and where we should connect.

mutual
support

‘The entire idea is about mutual support, but here is a
good point—how can we get the mentees to give back?
Let me bring this into the core group

contribution

Itis all about our impact. Here is an idea: I will convince
my professor to allocate a couple of students to a
research project so that we accompany a number of
mentees throughout their process. We may even con-
sider a quantitative evaluation of the mentoring process.
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FuTURE
POSSIBILITIES

Responses

Turn the complicated project plan into five key performance indicators
and let everybody commit to them as measurement of success
(private sector).

Keep track of quantitative results and impact (foundation).

Revisit the goal and make it more qualitative—income figures are
not enough to describe the improvement for farmers
(implementing agency).

Make sure that the project genuinely empowers farmers and avoids
too much dependency on certain private sector companies
(farmers cooperative).

ENGAGEMENT

Integrate the project into existing government and other institutional
structures so that sustainability is ensured (government official).

Create strong linkages between farmers and private sector companies
(private sector).

Don't just implement plans, ensure that people have a shared under-
standing of the goal and commit to it, not just to their particular
milestones (implementing agency).

INNOVATION

Ensure a quality check for products so that the private sector can rely
on the supply (private sector).

Adjust implementation plans and integrate income generation beyond
farming (implementing agency).

HumanrTY

Make the private sector understand how real small-scale farmers think,
organize exposure trips (implementing agency).

COLLECTIVE
INTELLIGENCE

Create a learning platform so that we can learn as we go, allow trial and
error, follow the plan, but be open to changing it (private sector,
implementing agency).

Consult us more often (government official).

'WHOLENESS

Create a joint approach for implementing agencies so that they can
support one another (implementing agency).

Do benchmarking of other similar projects and adopt best practices
(foundation).
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ENGAGEMENT

Insight and steps

Insight. Although formal structures are in place they are not strong
enough to deliver water infrastructure. Reality is that most of the
actual delivery is done by development agencies. This is not sus-
tainable! There is a lack of ownership on the public side. Important
to appreciate: All actors are actually somehow connected—there
is already an invisible network. Can we make it more explicit and
build on it?

Steps. I need to find a group of committed actors beyond the public sec-
tor and beyond the water committee (including private sector, civil
society, and development agencies). T actually have brilliant informal
networks that I could revive. Need to be clear on the strategy.

COLLECTIVE
INTELLIGENCE

Insight. The different ministries do not really talk with each other;
despite our committee’s work the approaches to water management
are fragmented. Iterative learning is nearly absent. Everybody
is driving his or her own agenda. The potential of private sector
contributions is not tapped at all. On the plus side: Could we create
a potential out of the fact that there are many different strategies to
‘water management?

Steps. My ideal is to set up a dialogue platform that comes together on
a regular basis discussing implementation and reviewing progress
(this needs to include all relevant acto

‘WHOLENESS

Insight. T wonder if any of the actors has an overview of who is doing
what in water in the DRC—I certainly don’t have it.

Steps. Get the complete picture. Map stakeholders including an analy-
sis of their interest and their influence.

HumanITY

Insight. I need to make an inner shift here. This is not only about
professionally managing my task; it is about reviving the passion for
water in the people I speak to.

Steps. When I talk to people, get them out of their cynical mode by
asking them to give me at least one example where drinking water
implementation actually worked!

FuTURE
POSSIBILITIES

Insight. My goal is clear, I want to see the drinking water policy imple-
mented and see how people benefit, both in Kinshasa and in at least
two provinces for a start. On the plus side: There are lots of project
plans in place from different actors—is there a way of building on
them and aligning them into one road map? Also: I know there
are people who are not cynical about our country, but thinking in
future possibilities, how can I find them?

Steps. Not sure yet.

INNOVATION

Insight. What we need to do is overcome territorial boundaries. The
real innovation here is not about technology; it is about getting
people to talk with one another in a fruitful way that leads to better
implementation.

Steps. I need to convince five influential people who will support me in
this approach.
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Structural Interventions

alogic Interventions

Phase 1: Exploring and Engaging

Creating resonance

FUTURE POSSIBILITIES (future orientation)
HuMANITY (empathy)

None

Having personal contact/meeting with potential
actors; engaging in appreciative, inspiring conver-
sations; establishing common ground for change;
opening up possibilities and invitations to join

Understanding the context

WHOLENEsS (contextuality)
INNOVATION (excellence)

Getting facts and figures on
the table

Exploring the situation; checking what others do
in the field; using interviews as part of engage-
ment; analyzing stakeholders; finding out what
stakeholders think

Building a container
for change

ENGAGEMENT (connectivity)
COLLECTIVE INTELLIGENCE
(dialogic quality, iterative learning)

Finding an agreement in a core group
of change makers on what and how

(does not need to be written); taking
preliminary plan of action including

how to engage more stakeholders

Investing in the quality of relationships and
dialogue; addressing all dimensions in meetings

Ph:

ase 2: Building and Formalizing

Clarifying common goals
and resources

FUTURE POSSIBILITIES
(future orientation, empowerment)
COLLECTIVE INTELLIGENCE (dialogic quality, diversity)

Organizing well-prepared
stakeholder meetings and
results-oriented meeting agendas

Creating meeting designs that foster per-
son-to-person interaction; ensuring the quality of
dialogue during stakeholder events; bringing in
different stakeholder perspectives and expertise

Planning the future together

FUTURE POSSIBILITIES (decisiveness)
WHOLENEss (contribution)
INNOVATION (creativity, agility)

Developing future scenarios,
creating a joint picture of what the
future can look like

Designing a joint diagnosis of an issue or prob-
lem; creating a step-by-step consensus-oriented
future planning process; focusing on common
vision and emotionally charged goals

Consolidating agreements
and establishing structures

ENGAGEMENT (collective action)
FUTURE POSSIBILITIES (decisiveness)

Signing a memorandum of under-
standing; creating a joint action plan;
finalizing a contract; establishing

implementation structures; deciding
on monitoring and evaluation systems

Keeping an eye on the quality of relationships
and dialogue

Phase 3: Implementing and Evaluating

Ensuring transparency
and communication

ENGAGEMENT (connectivity)
FUTURE POSSIBILITIES (empowerment)

Establishing rules of communi-
cation and appropriate forms of
keeping all stakeholders informed;
setling up meeting structures

for the core group or a project
secretariat

Attending to relationship building and high-qual-
ity dialogue during meetings; ensuring a quality
check of meetings and information material with
the Collective Leadership Compass; inviting
feedback to the core group or project secretariat;
ensuring the flow of information

Creating results and
celebrate success

ENGAGEMENT (collective action)
INNOVATION (excellence)
'WHOLENESS (mutual support, contribution)

Focusing on tangible outcomes and
low-hanging fruits

Fostering identification with the initiative;
bringing stakeholders together into review
conversations; ensuring the dialogic quality of
meetings; fostering relationships

Establishing learning
mechanisms

COLLECTIVE INTELLIGENCE (iterative learning)
FUTURE POSSIBILITIES (decisiveress)

Implementing jointly agreed
monitoring and evaluation systems;
regularly reviewing progress in
stakeholder meetings

Keeping an eye on the quality of relationships
and dialogic quality of meetings
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Competency Aspects Attention
Take future Focus on potential or opportunities
responsibility orientation | and drive change for the better.
FuTuRE and consciously Inspire, enable, and awaken passion
# empowerment .
POSSIBILITIES shape reality and options for change.
toward a Commit, focus, follow through, and
ioable future | decisiveness | Commit focus, follow through, an
sustainal measure progress.
Build step-by-step process Build step-by-step and structured
engagement quality engagement.
ENGAGEMENT | toward effective | connectivity | Foster cohesion and build networks.
collaboration ™ o tive | Drive joint implementation and
ecosystems action delivery of results.
creativity | Nourish sources of creative energy
Create " | and collective generation of ideas.
novelty Pursue mastery and grow
INNOVATION and find excellence R
s knowledge.
intelligent
solutions agilit Move through crises, stay open to
M| change, and cultivate risk taking.
mindfulness Deepen our awareness of reality in
all aspects.
Reach into Integrate personal and professional
, balance 0
HuMANITY one another’s aspirations.
humanness Embrace the perspective of
empathy | others and open gateways for
reconciliation.
dialogic Attend to the structure and quality
quality of conversations.
Harvest Foster diversity in thought,
COLLECTIVE " e N .
difference diversity | viewpoints, background, and
INTELLIGENCE i
for progress experiences.
iterative | Develop cycles of reflection
learning | into action.
Connect with ourselves, one
.. | another, and a larger context. The
contextuality
way we explore the larger context
See the larger and place our action in it.
'WHOLENESS picture and stay mutual Enhance one another’s strengths.
connected to the
support
common good
Use our gifts, assets, and capacity
contribution | to make a difference toward a
sustainable future.
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FUTURE POSSIBILITIES

Process Design Concept

Live the future now.

Is the purpose of the participatory strategy development clear to everybody?
Do we sufficiently empower people to participate in creating a joined strategy?
Is the outcome clearly defined, and are the implications transparent?

Build a strong container and create an engaged

Have we designed a solid process architecture that makes it clear to everybody how the
strategy will emerge?
Have we built a cohesive system of actors with the necessary expertise, and do they feel

ENGAGEMENT network of actors. . "
Make the process design transparent (o everybody. sufficiently acknowledged?
N Have we created circles of engagement that allow people to work on concrete results—
leading up to the final draft strategy?
Have we brought in new and creative ways of seeing or solving the current challenges,
Bring in expertise as needed and let expert groups or overcoming differences?
INNOVATION 8 In expertl ¢ pert group: Have we ensured that best practices and up-to-date scientific and experiences-based
resolve specific content issues. o
knowledge inform the strategy development?
Are we prepared to take the risk of not being able to control the outcome?
Do we understand the sensitivities of certain stakeholders?
HUMANITY Build resonance both for the goal and for collaboration | Do we know what people are passionate about and have we taken this into account?

among all actors that matter.

Have we planned dialogue settings that allow different stakeholders to understand one
another’s viewpoints?

COLLECTIVE INTELLIGENCE

Get the system of collaborating actors into a conversation
with itself and create a task-orientated spirit.
Allow differences to emerge first, but in a structured way.

Have we planned dialogue settings that allow stakeholders to move toward a culture of
thinking together?

Are we aware of all differences and conflicts among stakeholders?

Have we built a structure of iterative learning into our process design?

'WHOLENESS

Find the common ground.

Have we taken into account the wider national and international context that influences
our strategy?

Do all participating stakeholders feel sufficiently supported to contribute?

Have we communicated how the strategy will contribute to societal and global development?
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mindfulness Everybody is busy with content, little awareness of
(38%) interaction patterns.
[— balance There is a tendency to be busy being busy, people
(47%) (27%) work overtime but inefficiently, too many meetings.
Toward external: strong empathy with projects
empathy B
and target groups; toward internal: extremely
(77%) .
judgmental culture.
Debate and exchanging opposing views is a habit,
o ’ meetings take far too long and are inefficient (no
dialogic quality 1 £ resul foll, here is a
(57%) closure of results, no follow-up), yet there is a lot
of informal communication that actually seems to
lead to new projects.
COLLECTIVE Despite the culture of debate and the espoused
INTELLIGENCE A finap e
(52%) diversity diversity there seems to be a fear of getting diver-
(44%) sity in; most staff is European, projects are mainly
designed at headquarters.
iterative learning | There is no structure in place for this, it just
(54%) happens by default, but it does happen!
contextuality | Top! People know the world context on biodiver-
(85%) sity, some of the best experts work for DiverseAct.
- mutual support | Very little along official lines, but somehow there;
'WHOLENESS
(41%) needs to be harvested.
(57%)
contribution Great clarity on what we want to see, little willing-
(46%) ness to improve our contribution.
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(Aspects)

FuTure

Stakeholder
Engagement Steps

Action Points.

Have additional preparatory conversations
with more actors to understand their expec-

Clarifying tations toward the platform; use this to tune
POSSIBILITIES . PR
common goals even more people in to future possibilities.
(empowerment, .
. and resources Evaluate the conversations and assess what
future orientation)
could be suggested as a common goal of
the platform.
Choose an event format that allows people to
HumaNITY N
connect with one another (meet people as peo-
(empathy) < ; :
ple). Create space for informal conversations.
Have a session during the event on jointly
COLLECTIVE " A g A
diagnosing the current situation. Bring in the
INTELLIGENCE -
(dialogic quality) results from our context analysis study, but
ensure that people can define their own reality.
Create workshop sessions on specific issues
ENGAGEMENT

(collective action)

with jointly achieved results; report back to
plenary.

INNOVATION
(excellence)

Planning the
future together

Bring in best practice examples from other
countries (but do not overwhelm people).
‘Then bring in examples from the DRC where
water supply really worked. Ensure that these
examples are balanced—slightly more public
sector, but also NGOs and donor organiza-
tion or private sector examples. Make sure
the future is visible! People must have a “yes
we can” feeling!

ENGAGEMENT
(collective action)

Create workshop sessions on specific issues
with jointly achieved results. Consolidate the
water topics the platform will be working

on in the coming year. Show with practical
examples how exchange and collaboration
will lead to better water delivery.

ENGAGEMENT
(process quality)

Consolidating
agreements
and establishing
structures

Prepare a road map for the purpose and pro-
cess of the water platform, but allow working
group formats to discuss it so that we achieve
ajoint result (even if this result is different
from our plan).

WHOLENESS
(contribution)

Geta high-level sponsor in for the keynote
to show the bigger picture and support for
the establishment of the platform (ideally the
deputy minister of water supply and energy
and the secretary of state from the Ministry
of Planning).






