Collaborative Enterprise, 

1998 book by Campbell and Goold. 

Excellent treatment of when it makes sense for corporate executives to intervene to generate organization-wide synergies. Much of this also seems to apply to
central service groups. Starts with the assumption that business units will
act in their own best interest and interventions are often unnecessary, even
counterproductive. My highlights follow:


1. 6 types of collaboration: Shared Know-how, Shared Tangible Resources,
Pooled Negotiating Power, Coordinated Strategies, Vertical Integration,
Combined New Business Creation


2.  Decision Framework for Management Intervention presented which includes 
* Sizing the prize (Go after big stuff, not small)
* Pinpointing the parenting opportunity (resist synergy bias that
central often has)
* Identify 3 initiatives that address the parenting opportunity
(forcing 3 alternatives gives much better, more creative solutions than a
single one)

3. 3 practical steps to get a clearer definition of the benefits
* Disaggregate the benefits into different components and put value to
each
* "Framing" - develop primary purpose around one or 2 of the benefits,
and relegate other benefits to secondary status
* Size the prize by estimating value of benefits vs. cost, both direct
and indirect. Indirect costs often hardest to estimate, including
opportunity costs (this vs. other initiatives) and compromise costs (what do
the business units give up in gaining the promised synergies). In sizing the
prize, order of magnitude estimates are often useful (10 % increase, or 100% or 1000%) and a look at how this initiative fits with the rest of your
strategy also makes sense.

4. Central groups or central management often make the initial assumptions
that business units are blind, incapable, or reluctant to embrace an idea
because it was NIH - Not Invented Here.. This explains the parenting bias,
that central managers or support groups have intervention as a natural and primary part of their jobs. It's safer and more reasonable to start with the set of assumptions that business units are enthusiastic, able and willing to implement good ideas. Only if they cannot see a potential benefit or are not motivated or able to capitalize on an opportunity will spontaneous business unit decisions not be enough.

5. To intervene without understanding the parenting opportunity will seldom
succeed, and more often lead to a waste of time and energy and value
destruction instead of creation.

6. 4 categories of parenting
* Perceive the opportunity
* Evaluate the opportunity correctly
* Be motivated to pursue the opportunity
* Have the necessary skills, processes and management resources to
exploit the opportunity

7. 5 questions to ask to identify parenting opportunities
* What if the businesses were independent?
* Why intervene at all?
* Real opportunities or mirages?
* What are rival parents doing?
* Are the business units supportive?

8. Chances of success for an initiative are very low unless you have either
a set of well-accepted work processes or a natural champion. If you don't
have at least one of these, you're better off doing nothing!

9. 3 options for ways to spread best practices:
* Develop centers of excellence
* Encourage voluntary adoption of practices
* Use a cross unit team to further a bottom up process
Parent managers need to think deeply about implementation. What will be
needed to make this initiative work IN OUR CONTEXT?

10.  Attributes of an effective champion:
* Staff support
* Access to the business units involved
* Knowledge of the issues
* Force of personality
* Respect from his colleagues
* Time to persuade the other managers

11.  In deciding whether to pursue an initiative, it's often useful to do a
comparative analysis. Rank the size of the prize from this initiative vs. all
the others (look all the way through implementation, not just first phase
impact)

12.  Look at 4 aspects of potential downside before starting an initiative:
* Contaminating Bus Unit manager thinking (creating confusion or sending wrong signals)
* Creating resistance to broader organizational changes
* Sapping organizational initiative and motivation
* Reducing effectiveness of other influences of the parent

13.  An intervention that dismantles a fired up team will de-motivate the
members and kill initiative. An intervention that constrains independent
action in the name of collaboration will discourage initiative.

14.  Initial efforts often generate lots of energy and enthusiasm. These
taper off over time. Consider a time limit on your initiatives to overcome
the tapering off ... BUT ... be sure implementation is given high priority.
An implementation champion is even more difficult and more important than champion during initial stages.

15.  Some reasons to take stock of your current approach to collaboration:
* Major categories of synergies are being systematically missed
* There have been visible and costly failures of several recent
collaboration initiatives
* Business units are favoring linkages with 3rd parties in place of
internal linkages

16.  Differences in attitude concerning the appropriate degree of
centralization affect the range of initiatives that a parent is likely to
perceive. Those who favor decentralized solutions will tend to give little or
no consideration to mandatory central interventions. Those who typically
mandate central policies and decisions will be less sensitive to how much
can be accomplished through a variety of measures that encourage networking.

17.  Collaboration Killers - The harsh reality is that the corporate parent
often makes collaboration harder instead of easier. Several "Killers" listed
below:
* Inhibiting Corporate Strategy (especially lack of clarity)
* Turf battles
* Cultures of Secrecy
* Misaligned Incentives
* Excessive Performance Pressure
* Insulation from Performance Pressure
* Domineering Corporate Staff
* Mistrust
While synergy killers inhibit linkages, their opposites create the sort of
fertile ground in which cooperation flourishes.

18.  A retrospective analysis of patterns of success and failure with
previous collaboration initiatives can be useful. What synergies have we
managed well? Which have caused the most trouble and yielded the least
benefit? What can we learn from these successes and failures? By examining successes we will be able to see more clearly what works best for us. What would we claim as some of our successes in trying to change our culture, and what could we learn from them to apply in our current efforts?

19.  In reviewing your agenda for change, prioritization of the ideas that
emerge is essential. 4 pieces of advice - Be selective, look forward instead
of back, use rivals and competitors to guide your sense of priorities,
recognize system effects.

