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COLLABORATION - INPUT

Collaboration is the action of working together to create opportunities and resolve 
challenges. Beyond being restrained to a rigid set of rules that dictate how to interact 
together, leading collaboratively is a rich and dynamic process that is not only crucial but 
also inevitable in a world of increasing complexity. 

INTRODUCTION

Collaboration: between the benefits and the costs

Many leaders find it difficult to collaborate and prefer doing things on their own. While it 
may seem wise in the short term to work independently, collaborating with others (whether 
internally or externally) promises many benefits. Examples of these benefits include: Better 
serving beneficiaries, sharing best practices, gaining leverage by sharing information and 
resources, fostering innovation, improving quality and service, increasing awareness, 
gaining visibility, reaching new markets, combine strengths (especially by networking), etc.

However, there are also several barriers to collaboration: The following list is adapted 
from Morten Hansen (2009)

❏ Unwillingness to reach out to others (beyond one’s own units to get people’s input 
and help needed)

❏ Being so used to working with each other
❏ becoming insular and closing ourselves from other external possibilities
❏ getting trapped in the success and glory of the past

❏ Getting trapped in the myth of being strongly self-reliant and taking care of one’s 
own problems (seeking the help of others is here seen as a weakness). 

❏ Little or no networking
❏ Fear of admitting weakness, showing vulnerabilities or need for help
❏ Hoarding resources, keeping information to ourselves, withholding help. This arise 

as the result of several factors, such as
❏ Competition over resources or promotional opportunities
❏ Lack of clarity on the tangible rewards that will flow from collaborating
❏ Busyness and focus on meeting one’s own target, no free time to commit 

to something else
❏ Honoring the rule “knowledge is power” / being reluctant sharing wisdom

❏ Hunger for power – if you’re busy trying to get others to rely on you, then it’s 
difficult to be inclusive or willing to redefine success in terms of bigger goals. 

❏ Arrogance – if you sincerely believe you’re the smartest person in the room, then 
it’s unlikely you will ask others for their opinions. 

❏ Defensiveness – if you dislike direct criticism, you’ll never open up to people 
because that runs the risk of admitting you were wrong. 

❏ Fear – if you take decision making personally and consider every setback as a 
personal affront, then it is unlikely you will seek out the ideas and input of others. 

MAIN IDEAS
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❏ Ego – if you’re anxious to be the top dog, then you won’t tolerate anything which 
dilutes that perception. Using collaboration to covertly promote ourselves 
sabotage the effectiveness of the process. 

❏ Individualism
❏ Overly diplomatic (inauthentic) communication: not making ourselves open and 

vulnerable to collaboration
❏ Getting discouraged by conflict and differences that may arise during the process
❏ Following a zero-sum game (win-lose framework)
❏ Self-absorption
❏ The lone star syndrome
❏ Resentment
❏ Failing to trust. Presuming the worst of others.
❏ Hidden agendas

Even if individuals are ready and willing to collaborate, other barriers can make the process 
difficult. For example:
❏ Inability to find what we need anywhere (searching for applicable know-how or 

useful information can become a drain on productivity)
❏ Only working with people we know well or who are close at hand (physical 

distance can become a barrier to collaboration)
❏ Not knowing each other (weak ties)
❏ Not knowing how to work together (undeveloped interpersonal skills)
❏ Difficulty articulating our know-how and how we can help each other (difficulty 

passing on our resources to others)
❏ No common framework for collaboration
❏ Failing to understand the other party’s working habits, preferences, 

methodologies, priorities and more.

Assessing the opportunity: When to collaborate?

Collaboration happens when there are mutual fruits/value possible. For it to work, the 
benefits to both parties need to exceed the costs. Taking the time to reflect on the value of 
collaborating (value to each party as well as overall benefits) and outlining the related costs 
and downsides is important before deciding whether collaboration makes sense or not.

Despite the high value that the process may provide, and the best intentions of all parties 
involved, collaboration involves risks including:

● Resources required to create, sustain and improve the collaborative agreement
● Confidentiality risks (sensitive or proprietary information)
● The cost of giving up on other opportunities (opportunity cost)
● The risk of giving up power and control for the greater good
● The vulnerability that is inherent to working and trusting people outside one’s 

inner circle

Keys to foster collaboration both inside and outside your organization 

❏ Regularly and consistently aligning on a central unifying purpose/mission: 
❏ Committing to a common and compelling cause which is greater than 

one’s own individual goals. 
❏ Staying connected to our common fate
❏ Over-communicating the purpose (simple, concrete, memorable, 

inspiring, stirring energy)
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❏ Being explicit about the virtues of working together (sharing the value and 
demonstrating it)

❏ Realizing that collaboration is beyond internal teamwork and involves laboring 
with others across boundaries. 

❏ Brainstorming different ways of collaboration and exploring possibilities before 
venturing into the process. 

❏ Clarifying boundaries and expectations (what is in and out of the scope of the 
collaboration, which information will be shared and which won’t, which sensitive 
issues are open for discussion and which are not, who leads the collaboration, 
who else is involved...)

❏ Setting up effective structures that support the process of collaboration and 
reward it. Best collaborations don’t just happen, but are intentional (planned, 
prepared for, managed and monitored). (Creating safe environments where both 
parties explore their mutual needs and interests and the best processes to meet 
them, discussing details about governance, who will do what by when, what are 
measures of success, what are the best ways to communicate, how will issues be 
resolved,...)

❏ Setting metrics for measuring benefits of collaboration and using benchmarks for 
evaluation.

❏ Starting small. Setting the process up for some early wins to create momentum 
and support progress.

❏ Monitoring results and adjusting. Agreeing upfront about the specific goals and 
tasks that the collaboration intends to achieve and measuring results and when 
necessary adapting the process.

❏ Realizing that teamwork is not the ultimate goal or destination. Collaboration is a 
process to ensure better results. It goes beyond teambuilding, delegating some 
tasks or networking together. It is also different from seeking consensus and 
agreement of all parties. In genuine collaborations, there needs to be clear 
accountabilities that ensure the link between working together and getting results.

❏ Using a language which promotes collaboration
❏ Staying away from dichotomous (either/or thinking) and negative 

personalizing of others (criticism, judgment, insults…).
❏ Using “we” rather than “I”
❏ Moving from taking positions (us versus you) to inquiring about uniting 

frames (“What do both our positions have in common?”)
❏ Making sure to send a genuine message. Collaboration is more than inspirational 

talk and involves applying it yourself. 
❏ Bearing in mind that collaboration is about interdependence. It cannot be forced 

(people must be willing to collaborate) and must lead to win-win arrangements for 
all it it is to last. In authentic collaboration, all parties benefit.

❏ Understanding the key players involved in the collaboration (what drives their 
success, their desired outcomes, the fears associated to partnering with each 
other, requests they may have so that they are more successful and relaxed in this 
collaboration, their common ground, potential areas of differences…)

❏ Accepting clashes and differences as part of the process of collaboration and 
learning how to engage constructively in conflict.

❏ Focusing on seeing that problems and challenges get solved rather than being 
right or having our own solutions adopted

❏ Building nimble connections and networks to other parts of your organization and 
to the outside world (not only those you already collaborate with on a daily basis). 
Include people with different expertise and know-how 

❏ Connecting with bridges (individuals who are uniquely positioned to help other 
people find what they want based on the strength of their personal networks). 
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The Society of Jesus has affirmed for quite a long time now the value of Jesuit 
collaboration with fellow-Jesuits, as well as with all women and men of good-will. We 
believe the globalized world confronts us with the challenge of collaboration since Jesuits 
are both “men for others and men with others”. This follows the "universal call to holiness" 
that Vatican II brought forward and which highlighted the role of lay people within the 
Church, the Jesuit General Congregations 31, 34, and 35, confirmed the importance of 
Jesuit Lay partnerships and have asked to deepen the discussions over the various ways 
and levels of collaborating together.

But what does “women and men for others” and “men and women with others” mean. The 
first statement was formulated and well-explained by Fr. Arrupe SJ who raised this point in 
Valencia (1973). His famous words say the following:

What kind of man or woman is needed today by the Church, by the world?  One who 
is a “man-or-woman-for-others.”  That is my shorthand description.  A 
man-or-woman-for-others.  But does this not contradict the very nature of the human 
person?  Are we not each a “being-for-ourselves?”  Gifted with intelligence that 
endows us with power, do we not tend to control the world, making ourselves its 
center?  Is this not our vocation, our history?

Yes; gifted with conscience, intelligence and power each of us is indeed a center.  
But a center called to go out of ourselves, to give ourself to others in love -- love, 
which is our definitive and all-embracing dimension, that which gives meaning to all 
our other dimensions. Only the one who loves fully realizes himself or herself as a 
person. To the extent that any of us shuts ourselves off from others we do not 
become more a person; we becomes less.

[...] Only by being a man-or-woman-for-others does one become fully human, not 
only in the merely natural sense, but in the sense of being the “spiritual” person of 
Saint Paul. The person filled with the Spirit; and we know whose Spirit that is:  the 
Spirit of Christ, who gave his life for the salvation of the world; the God who, by 
becoming a human person, became, beyond all others, a Man-for-others, a 
Woman-for-others.

But what about the statement “men and women with others”? This is where collaboration 
becomes fully articulated. This follow-up to Fr. Arrupe’s statement was presented by his 
successor as General of the Society of Jesus, Fr. Peter-Hans Kolvenbach, during a speech 
in Montreal, Canada (1984):

In the past - a past which is not very remote - all of the apostolic dynamism of the 
Society was concentrated on working for others; today the Lord has help us to learn 
how to work with others. We have become aware of this need because we see the 
Church recognizing herself more and more as a communion, as an imperfect reflection 
of the communion of the Trinity: to be divinely for the other and with the other… this 
apostolic cooperation can be the source of mutual enrichment: our mission is made 
more fruitful because of your participation...

This idea was later ratified by the General Congregations 34 in 1995 and 35 in 2008 when 
reflecting on the elements of formation for a collaborative mission. They say::

IGNATIAN NOTE
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EXPECTED LEARNINGS AND OUTCOMES

1. Exploring the benefits of collaborating together
2. Understanding that there are barriers to collaboration and being able to detect them
3. Being able to assess when it is best to collaborate and when it is not
4. Learning some tricks to better foster collaboration
5. Internalising the importance of collaboration in the Society of Jesus

“Many Jesuits and laypeople have been mutually enriched by their working together in 
freedom and maturity in such a way that they have been able to share their experience of 

God, very often thanks to the inspiration of the Exercises”
Peter-Hans Kolvenbach SJ

Jesuits are both “men for others” and “men with others.” This basic characteristic of 
our way of proceeding calls for an attitude and readiness to cooperate, to listen and 
to learn from others, to share our spiritual and apostolic inheritance. To be “men with 
others” is a central aspect of our charism and deepens our identity.

In collaboration with others, in respectful dialogue and shared reflection, in labor 
alongside those similarly engaged who walk a different pathway, we come to know 
our own journey better and to follow it with new zeal and understanding.

From the earliest stages of Jesuit formation and throughout our lives as Jesuits, 
training in collaboration must be experiential, not only informing our understanding of 
ministry but molding our identity as men for others who are also men with others. [...] 
When undertaken together with collaborators, programs of professional development 
and spiritual enrichment can help us deepen our sense of common vision and our 
unity in mission.

On the gifts of the Spirit (see Module 1 - Gifts and Skills). 

Now there are varieties of gifts, but the same Spirit; and there are varieties of 
services, but the same Lord; and there are varieties of activities, but it is the same 
God who activates all of them in everyone.To each is given the manifestation of the 
Spirit for the common good. To one is given through the Spirit the utterance of 
wisdom, and to another the utterance of knowledge according to the same Spirit, to 
another faith by the same Spirit, to another gifts of healing by the one Spirit, to 
another the working of miracles, to another prophecy, to another the discernment of 
spirits, to another various kinds of tongues, to another the interpretation of tongues. 
All these are activated by one and the same Spirit, who allots to each one individually 
just as the Spirit chooses.

What gifts have I received from the Spirit? What are the gifts that my neighbour has 
received? How can we put these gifts together for the service of the mission?

FINAL THOUGHT


