
ANALYSING THE COMMITMENT STATUS
WITHIN EACH PARTNER

This tool facilitates a discussion between
the workgroup to identify the level of in-
house resistance to the project within
each partner organisation.

This will enable the group to work
collaboratively to create plans that will
convert the resistance into positive
support - preferably of “champion” status.

You may download this tool for your use on your partnership’s shared service projects only.
You may share it with colleagues for that purpose too.

 Otherwise, all rights are reserved. No part of this publication may be reproduced, stored in a retrieval
system or transmitted in any form or by any means, electronic, mechanical, photocopying, recording or

otherwise, for any other purpose than your project, without permission of the publisher.
Legal action will be taken against employers whose employees infringe this permission.

The publisher welcomes enquiries about reproduction of materials from this book
for training, workshop or conference use.

Copyright Notice - Shared Service Architecture Ltd 2013

You cannot be successful
if there are blockers in
the partners, that you
don’t know about…



Over 3,000 leaders and
senior managers
have attended one or more
facilitation or taught sessions in the
SSA collaborative transformation
programmes.

Over 500 public sector
organisations
in local government, NHS, police, fire,
housing, HE and FE are applying the
SSA toolkits in their collaborative
working.

Over 300 recognised
practitioners and architects
SSA awards Collaborative
Transformation Practitioner and
Architect recognition, as part of the
Postgraduate Certificate in
Collaborative Transformation, in
partnership with Canterbury Christ
Church University and CIPFA

Over 200 online tools,
templates and techniques
for use across the partners in
collaborative transformation and
shared services, which can accelerate
the development time of the projects
and deliver savings and outcomes
more quickly.

The benefits of these tools
to your collaboration projects
and your partnerships
What are the benefits of these tools to
you and your colleagues?

For your organisation: It gives confidence to leaders to know
that all their employees have access to a range of tools for building
collaborative advantage across their organisation.

For your partnerships: These tried and tested tools will help
accelerate your collaborations, ensuring they are set on strong
foundations from the outset, and will avoid the expensive pitfalls
experienced in too many partnerships.

For staff and project teams: Your staff can apply over 200 tried
and tested tools, templates and techniques in any collaborative
settings and across many sectors (local and central government, fire,
police, HE, FE, schools, health & social care, housing and third
sector). This gives them the confidence to be successful in their
role, no matter who the partners are.

Enquire about sessions for your department, or team, by emailing
Dominic.Wallace@sharedservicearchitects.co.uk

…or phone Dominic on 0333 939 8909

In-house, taught sessions
on applying the tools can be arranged.

These are pathway seminars to the Postgraduate Certificate in
Collaborative Transformation at Canterbury Christ Church University

Accelerating the effectiveness of individuals and teams working on:
Improved collaborative working within your organisation - Shared services - Multi-partner community safety

Alternative models of partnership - Blue-light integration - NHS transformation
Combined authorities partnerships - Health and social care programmes

mailto:jfoad@sharedservicearchitects.co.uk
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The Shared Service Architect’s Trust & Vision Toolbox Tool T&V2.07

Tool T&V2.07 facilitates a discussion between
the workgroup to identify the level of in-house
resistance to the project within each partner
organisation.

This will enable the group to work
collaboratively to create plans that will
convert the resistance into positive support -
preferably of “champion” status.

It’s okay to talk about in-house
resistance

There is little point in any members of a
shared service initiation workgroup pretending
there is full support for a partnership back at
base, when it is not true. The other partners
will be working under the perception that all is
well, which is unfair to them1.

In-house resistance is normal, but it has to be
addressed before the business case is
developed for two reasons:

Firstly, the collaboration will collapse if some
of the partners find out they have been giving
strong commitment to a project, in ignorance
of a lack of in-house commitment from others.

Secondly, a partner with in-house resistance is
working “in denial” if they do not develop
plans to address the problem.

We discovered in our work that frequently the
causes of the resistance were common2 to
most partners and could be resolved most
effectively through a joint workgroup
approach. Sometimes a visit from one partner
to another to discuss the issues can resolve
these situations.

Tool T&V2.07 needs to be prefaced with
a slight health warning.

Tool T&V2.07 needs to be used in a “safe, fully
confidential” meeting situation where
representatives can candidly share the reality
of their “back-at-base” support for the shared
service under discussion.

In addition, there should be a workgroup wide
acknowledgement that it is most unlikely that
all of a partner’s departments and key
influencers will be on board at the beginning of
a shared service journey. Therefore it is not
an admission of failure by representatives if
there is resistance within an organisation.

It is also important the group agree that using
Tool T&V2.07 produces only a current
snapshot that will enable planning and change.
The discussion is being used to resolve issues
and is not a negative statement of reasons why
the shared service should not progress.

Once Tool T&V2.07 is set in those contexts,
its purpose is to:

(a) offer an opportunity for a full and frank
discussion between partners’ representatives
about the perceptions within their
organisations of the joint project

(b) provide a snapshot of the commitment
that currently exists

(c) facilitate the discussions to address the
areas of resistance, through joint workgroup
activity

There must also be an acknowledgement that
some resistance may not be overcome by
conversation, especially where the resistance
is to posts being cut or geographical
relocation.

The tool should be treated as a barometer and
revisited regularly to review how the
development of in-house support is shifting in
each partner.

1 See Tool T&V2.04 which sets up the “house rules”
for the workgroup.
2 Often the resistance came from a lack of
understanding of the purpose of a shared service.
Improved communications often resolved much of the
resistance.

Tool: T&V2.07
ANALYSING THE COMMITMENT STATUS
WITHIN EACH PARTNER

There is little
point in any
members of a
shared service
initiation
workgroup
pretending there
is full support for
a shared service
back at base,
when it is not
true.
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 Tool T&V2.07 The Shared Service Architect’s Trust & Vision Toolbox

Tool T&V2.07 applies the classic stakeholder
matrix to the in-house commitment context.
There are four boxes in the matrix - the

“champions”, “supporters”, “critics” and
“blockers” for each partner.

How do you evaluate the four categories?

Champions are the key people who fully
support the progress of the shared service your
group are working on. For example they may
have appointed a liaison person to support their
side of the project or even committed budget
to it.

Supporters are key people who feel that it
could be a good thing if it happened but
otherwise are ambivalent about its success.
They describe your project as “interesting”, or

“maybe something they could eventually learn
from”, but at this moment in time do not feel
the need to get involved. The problem is that
without them the project may not go forward1.

Critics are those who publicly challenge the
minutiae of the project at each stage, but do not
block its progress2. This could be from the
unions who want to know as rapidly as possible
the consequences for their members. It could
be from opposition politicians who, whilst not
against partnership, see an opportunity to snipe
at the party in power3.

Blockers are those people who do not want
the shared service to be developed4, or who
unintentionally create stumbling blocks5.
1 Always be wary when IT makes these statements as
they are such a core part of any existing structure they
cannot help be effected by almost all shared service
projects.
2 We encountered a chief executive who was openly
challenging the progress of a shared service his
organisation was not part of. Therefore he could not
block its progress, but a lot of time was consumed in
countering his influence on key stakeholders. Actually,
many of the challenges were very perceptive so in the
end he was offered a place on an advisory board as a

“critical friend”.
3 In a shared service project being developed in
Yorkshire in 2009, an opposition leader managed to
galvanise enough of the incumbent and opposition
councillors to vote and stall it until it was clear it was
not a take over by the other partner. (Yorkshire Post,
2009)
4 IDEA (2008) p11. IDEA name these as “professional
terrorists” which may be an unhelpful description in
terms of building trust and partnership.
5 We supported an asset management project which
overran by six months and eventually failed through loss
of interest. The reason it took so long was because one

Critics are those
who publicly
challenge the
minutiae of the
project at each
stage, but do not
block its progress.

How to use this tool:

Tool T&V2.07 facilitates a discussion
between the workgroup to identify the
level of in-house resistance to the project
within each partner organisation. This will
enable the workgroup to collaborate and
create plans to convert the resistance into
positive support.

Step 1: Before a workgroup meeting, ask
each partner to evaluate their in-house
support and fill in the Tool T&V2.07
matrix for their organisation1.

Step 2: At the, safe, “confidential”
meeting each representative in turn,
should be given space to share their
matrix with the group.

Step 3: After everyone one has shared, a
discussion should follow on how the
resistance of those appearing outside the

“champion” box can be tackled.

Step 4: Then put in place a plan to tackle
the problems. For example inviting non-
champions to attend a meeting of the
group.

Step 5: At the close of the meeting
remind everyone of the confidentiality
they have committed to.
1 The matrix should give the names of individuals
and the reason they appear in that section

If there is a representative at your project
group who cannot tell you who falls into these
categories back-at-base, then you should
suggest they do the rounds and come back to
the group with their chart complete.

of the planning departments, which had nothing to lose
from the new service, was heavily under-resourced
and took weeks to answer each basic information
requests, becoming an unconscious blocker of the
shared service project.
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The Shared Service Architect’s Trust & Vision Toolbox Tool T&V2.07

Tool: T&V2.07
© 2012 Shared Service Architecture Ltd

Supporters Champions
Like minded but could do

more to help
Like minded

and fully engaged

Blockers
Consciously or

unconsciously a source of
major stumbling blocks

Critics
Challenging at each step
but they do not slow

progress

Gordon Ferrer
Department Manager

• Judith Head
ICT Manager

Peter Brooks
College Principal
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 Tool T&V2.07 The Shared Service Architect’s Trust & Vision Toolbox

Tool: T&V2.07
USER LOG

Project
& date tool used

What was the desired
outcome of using this tool?

What actually
happened?

What would you do
differently next time?


