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An Alliance of ‘Educated’
Competitors Makes Collaboration 
Work

A Scottish Case Study

Background

• 1998
• Scottish Qualification for Headship (SQH)
• 3 Consortia North/East/West
• Special funding
• Succession planning/ Staffing age 

profile/CPD for Head Teachers
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Methodology
Collaborative Advantage

Huxham and Vengan(2005)

Action oriented

Inductive reasoning and analysis

Intervention was achieved by researcher

• Case study

• ‘concentration upon a particular instance in order 
to reveal ways in which events come together to 
create particular kinds of outcomes’ Hitchcock 
and Hughes (1989; 214) 

• ‘mix and match’ approach

• Loss of objectivity

• ‘when a mixture of internal and external 
perspectives on emerging interpretations is 
cross-referenced, this helps in maintaining 
the trustworthiness’ Pring (2000)

• Blumer(1969) ‘symbolic interactionism’

Factors Considered as Successful

Collaboration
‘ongoing negotiation of participants’ Huxham

and Beech(2003)

• ‘political’
• ‘roles emerge, evolve and change over time’

Hibbert and Huxham(2005)
• Involves lots of nurturing-more later

Communication
• ‘shared purpose’- deep into Consortium

Trust and Trust Building
‘engaging with the soul of the organisation’

Gratton(2000)

Examples
Positive meetings; boundaries crossed; sharing of creativity;
Professional confidentiality; sharing of delivery; small jigsaw 

pieces brought together by Consortium
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Trust
Gratton(2000)
To build guiding coalitions by
• involving broad groups
• Management learning through involvement 

in visionary process
• Get people involved and committed to 

making the journey

Is this a supplementary tactic in addition to a 
feature of strategic participation?
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Finally on Trust

‘not acting opportunistically to further self-
interest at expense of collaborative goals’

Ring and Van de Ven(1994)

Power
‘sharing power is important but people behave 

as if it is all in the purse strings’
Huxham and Vangen(2005)

• Administrator-jointly funded
• Ring fenced funding
• Intellectual rights and ownership of 

materials

Process Power(my term)

- Local Authority recruitment
- University registration
- Tutor
- Network meetings and local support
- Field Assessors
- Academic assessment; jointly arrived at but 

tutor with final say

Identity
• Acceptability of this approach

‘leaders develop their identity by ‘taking 
responsibility for growing as a teacher/ 
leader and sharing practice with colleagues 
and working in a collaborative manner’

Lieberman and Friedrich(2008)

Winning hearts and minds of battle weary teachers

• ‘Solidarity’ Nahabiet(2008) 

Applying ‘Perspectives’
Huxham and Vangen(2005)

P4 We are Partnership – Fatigued and Tired 
of being Pulled in All Directions’

P6 ‘Leadership is not always in the hands of 
members’

P5 ‘ Everything Keeps Changing’
Quinquennial review; revalidations; alternative 
routes; validation by General Teaching Council of 
Scotland (GTCS)
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Miscellaneous Factors of Success

Equal Status of Stakeholders
Resourcing
Sustainability of Focus on purpose and 

direction of SQH
Conflict

‘the seminal point is that conflicts should be 
brought out into the open and managed without 

expecting them to disappear of their own accord’
Schmuck(1972)

Dialogue

‘dialogue, however well scaffolded, rests on 
certain foundations – understanding, trust 
and purpose. Indeed, to develop that trust, 
scaffolding techniques became focused and 
refined in order to achieve disciplined 
dialogue; a pathway to develop the 
aforementioned foundation elements’

Swaffield and Dempster(2009)

Time Frames
‘No long term’ is a principle which corrodes 

trust, loyalty and mutual commitment
….usually deeper experiences of trust are 

informal, as when people learn on whom 
they can rely on when they are given a 
difficult or impossible task. Social bonds 
take time to develop, slowly rooting into the 
cracks and crevices of institutions. The 
short time frame of modern institutions 
limits the ripening of informal trust’. 
Sennett(1998)

Crossing of Boundaries
Saudefur and Laumann (1998) refer to 

(activities) which ‘build towards a mutual 
obligation (mutual trust and commitment) 
are factors that show stronger connections 
between members of similar groups such as 
professional communities, that cut across 
organizational boundaries’ (in this case 
education sectors and providing agencies). 
This crossing of boundaries was especially 
successful and showed the commitment and 
loyalty, at times to the collective.

Mattessich et al (2001) have identified several 
factors success and 3 are seen as critical to 
consider here:

A history of collaboration or cooperation in 
the community

Appropriate cross-section of members

Multiple layers of participation

However, as Pettigrew(1981) puts it:
‘the power of the collaboration, not power 
of relations within, that is important’

going on to say that an

‘acknowledgement that the collaboration 
itself created additional dependencies which 
must be (and were) managed’ to protect 
‘organizational autonomy’ from occurring 
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Even if evaluation does not support 
fully what we are doing, this cannot be 
seen as a threat, for knowledge can 
only help us improve

Carl Rogers

 


