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Abstract

Due to the current business and workplace complexities caused by the pandemic and diverse competition in the
marketplace, organizations today are faced with many challenges more so in developing concerted shared
values to get the most out of their employees and stakeholders more than ever before. This paper aims to
investigate the influence of collaborative leadership in building and sustaining cross-functional relationships in
organizations in Kenya by critically reviewing, integrating, and summarizing the theories and models within
collaborative leadership. These theories play a significant role in developing the understanding of how
organizations can successfully create interpersonal relationships and cross-functional collaborations. This
interpretive, hermeneutic qualitative paper reviews and discusses three major theories and models that relate to
collaborative leadership practice based on secondary data to deduce collaborative leadership principles
relevant for organizations. The study reviewed articles ranging from the year 2000 to date from seven
leadership journals with search criteria as collaborative leadership, and collaborative theories. The three
theories highlighted are, the Three Needs Theory, the Theory of Negotiated Order, and the Clear Leadership
Model. The study proposes three critical collaborative leadership dimensions that aim to help organization
leaders be successful in developing cross-functional collaborative relationships and partnerships: leading self,
dedication to the “we”, and authentic engagement. The study also highlights that leaders must be able to
facilitate productive relationships between employees by listening, understanding their impact, and have an
open-minded attitude; handle the complexity of partnerships of different levels with ease, and have the patience
to deal with very high levels of frustration by taking calm approach. This study highlights that if collaborative
principles deduced from the theories and models are well understood, assimilated, and applied by leaders, their
organizations would build solid cross-functional collaborative governance structures, establish clear operations
and behaviors that will result in successful partnerships and collaborations at all levels.
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Leaders today face major responsibilities to guide their teams and organizations to greater success and
this calls for an expanded repertory of skills and attributes amidst the uncertain, and highly competitive, and
complex business environment (Badaracco, 2002). With globalization, advancement in technology, and the
current socio-economic changes brought about by the pandemic, leaders must be able to position themselves as
global leaders, highly strategic in their thinking, action, and influence, be able to inspire shared vision across all
levels and make well thought out decisions amidst the complexity and uncertainty in the environment. Leaders
must be able to lead diverse teams, build solid partnerships, and position their organizations competitively
across their sectors (Huxham & Vangen, 2005). With all these concerns and responsibilities on the leader's
shoulder, it calls for a change in leadership approach which can tap the vast knowledge, experience, and
expertise of all stakeholders to drive innovative engagements, create an effective partnership, and position their
organizations competitively for success. This approach is a more collaborative approach and this calls for
organizations to align their strategies, enhance their operations to lead their teams and other stakeholders
appropriately by leverage synergies across their organization (Long, 2008).

Today, organizations across the world are restructuring to a more matrix and cross-functional structures
and teams. Organizations in Kenya are also not spared, we have seen the government of Kenya on course to
restructuring its parastatals to create more efficiency and through increased cross-functional collaborations
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(Muiruri, 2021). Safaricom Plc one of the largest telecommunication companies in the region embarked on a
restructuring of its operations which is intended to create more agility and cross-functional alignment through
the breakdown of the hierarchical structure and the formation of smaller teams (Baldock, 2021); these are
among many other organizations in Kenya undertaking this process for purposes of creating more agile
structures that can enhance increased cross-functional support. These changes in organizational structures and
the reorganizations calls for leaders who can forge relationships and partnerships across the cross-functional
teams even in teams they do not have formal authority over and also across partners to ensure efficiency,
increase productivity and engagements and agility in the execution of the project, provide solutions to
organization’s problems and identify new opportunities for innovations. For organizations to compete
successfully today they must be able to lead collaboratively (Long, 2008); besides the common leadership skills
and attributes that leaders must possess to lead effectively, they must be able to engage others well with a view
of building trust, influence and align others diverse interests by matching their strength, and the ability to
address conflicts and build confidence (Badaracco, 2002).

I.  Problem statement

Due to the current business and workplace complexities caused by the COVID -19 pandemic and
diverse competition in the marketplace, organizations today are faced with many challenges more so in
developing concerted shared values to get the most out of their employees whom most are currently working in
blended work settings and also its stakeholders more than ever before (Bushe & O’malley, 2013; Goleman &
Boyatzis, 2013; The How Report, 2011). If organization leaders do not intentionally work towards
understanding, and creating proper structures to address these challenges, improve their leadership skills and
attributes, they would not be in a position to operate effectively. There are several studies that have sort to
address various challenges faced by organizations in Kenya, (Kinyua, 2012; Njenga, 2018; Mugo, 2016; Mutui,
2014; Wanjohi & Mugure, 2008; Wanjohi, 2009). However, there is insufficient literature on how collaborative
leadership can influence building and sustaining cross-functional relationships. Little has been done to address
these challenges, especially in the current COVID-19 pandemic era. It is against this context this study sought to
establish the influence of collaborative leadership on building and sustaining cross-functional relationships in
the organizations in Kenya. Organizations in this context are for-profit organizations ranging from small and
medium businesses to corporate organizations and also not-for-profit organizations like State corporations and
other non-governmental organizations in Kenya. The paper explores understanding the theories and models
within the collaborative leadership process. The paper then highlights how such collaborative leadership
principles can be applied by organizational and business leaders in Kenya to develop better collaborative
governance structures and operations that would address their current relationship complexities and enable them
to develop and lead successful cross-functional relationships, and partnerships, that will drive their improved
productivity.

Research Question

This qualitative interpretive paper focuses on conceptual analysis on how collaborative leadership can contribute
to building and sustaining cross-functional relationships in organizations in an era marked by the COVID 19
pandemic. The specific question that guides and informs this study includes: How does collaborative leadership
contribute to building and sustaining cross-functional relationships in organizations in Kenya?

Research Objectives
The below two key objectives derived from the research question that this paper aims to address are:

1. To establish the influence of collaborative leadership principles on cross-functional relationships in
organizations in Kenya.
2. To explore the collaborative leadership dimensions critical in building and sustaining cross-functional

relationships in organizations in Kenya.

I1.  Methodology and Method

The qualitative interpretive study, reviews theories and models related to collaborative leadership to lay
a foundation upon which organization cross-functional collaborations can be based. The study uses secondary
data, reviews 29 articles from years 2000 to date from seven major journals of leadership and management;
International leadership Journal (reviewed five articles), Sage (reviewed four articles), Journal for organizational
leadership (reviewed four articles), Journal for management studies (Reviewed five articles), Forum for
qualitative social research (reviewed three articles), Journal of health organization and management (reviewed
three articles), and Journal of business and management (reviewed four articles) and also other relevant journals
and non-journaled articles and papers addressing organizations challenges specifically in Kenya. The key search
words were collaborative leadership and collaborative theories. The validation of theories and models will be
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established and their contribution to the issue of collaborative leadership is analyzed. The review and synthesis
of these theories and models are essential because it helps to highlight collaborative leadership principles
relevant to address the issues pertaining cross-functional relationships in organizations. The theories also
support building up collaborative leadership dimensions critical for organization leaders' understanding when
building and sustaining cross-functional relationships. There are two theories and one model that are the focus
of this study. They are the Three Needs Theory, Theory of Negotiated Order, and the Clear Leadership Model.
These theories will be analyzed below.

Theoretical Dimensions
Collaborative Leadership

Collaborative leadership is founded on the idea of shared power or decentralized power among groups
within an organization (Sanker, 2012). In today’s organization, collaborative leadership is critical in not only
facilitating organization success but also in enabling a conducive workplace setting that fosters high
engagement, productivity, motivation, and enhances innovations. Collaborative leadership fosters enhanced
team synergy as a result of shared responsibilities, leadership empathy, and reduced power gaps between
leadership and employees within the organization (Rubin, 2002).

According to Carter (2006), collaborative leadership enables a leadership behavior that fosters
inclusivity in decision making and ensures all stakeholders are engaged and aligned. This leadership style
provides an avenue for an authentic and open engagement process that gives employees and partners the belief
that their ideas, views will be heard and incorporated as compared to a dictatorial or top-down approach in
decision making. According to Huxham and Vangen (2005), collaborative leadership helps to integrate
organization teams as they focus on the shared vision and the implementation of agreed strategies through the
application of synergies; it champions the need to drive innovations and collaborations across all the employees
of the organizations; enhance communication for connection that will facilitate the best outcome for the
organization (Archer & Cameron, 2013). It’s critical to note that in collaborative leadership the assumption is
that teams and groups within the organization collaborate when they set aside their interest and drive shared
values and goals through coordinated efforts (Carter, 2006).

Today’s leaders are called to apply collaborative cultures within their organizations by facilitating and
creating a cross-cultural organizational engagement in the resolution of challenges and issues. According to
Archer and Cameron (2013), the spirit of collaboration involves the appreciation of shared values, distributed
power, and support in the realization of shared goals; this may involve cross-boundary engagement and multi-
stakeholder relationships. According to Bryson and Crosby (2008), the rise of multi-sector collaboration was a
result of the collapse of a single sector in addressing public policy problems. Enhanced leadership activities
majorly as a result of the spirit of collaboration will drive groups and teams to embrace one another,
empowering employees to improve their potential and involving all employees in the delivery of the intended
goals.

Archer and Cameron (2013) indicate that since collaborative leadership, involves championing group
or team intelligence in delivering intended goals across organizational boundaries, its foundational belief is
based on the fact that individuals working together on a shared goal can be smarter, more innovative, and
competent than individuals working on their own, especially when it comes to addressing the kinds of
ambiguous, complex, and volatile challenges facing many organizations today. This entails the leaders to utilize
their power of influence rather than the authority of their position to engage and align employees, refocus their
teams, to drive their organization momentum and successful performance; which will majorly depend on the
development of an environment of trust, mutual respect, and shared aspiration (Huxham & Vangen, 2005). This
calls for the leaders to not only focus their efforts on forging better relationships but, also focus on the results.
However, in any organization, only a few leaders have been intentionally trained to lead collaboratively and this
explains why many such organizations have a culture and reward systems that discourage collaboration (Kaats
& Opheij, 2014).

This paper through the next session of critical review of collaborative leadership theories and models
aims to challenge organizations to embrace collaborative culture in their workplace and also be intentional in
developing their leaders with the required skills and competencies that will enable them to lead collaborations
and create aligned cultures if they are keen on their sustainable success.

The Three Needs Theory:

This theory sometimes known as McClelland theory is a motivational model that highlights three
specific needs; achievement; power; and affiliation or relationships. This theory explains how such a need
affects people’s actions. This theory was founded on the premise of Murray's (1938) personality studies list of
motives and manifest needs. According to Sinha (2015), the three need theory is also related to the learning
theory, because the needs are perceived to also be learnable or acquired through some activities people engage
in or experience within their environment and also cultural practices adopted. Sinha (2015) argued that
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individuals based on their acquired need will act differently from those who haven’t acquired that need. The
three types of needs are: First, the need for power; which is the need to want to control and influence others, win
arguments or foster competition, and the need to win in every activity to enjoy the status of recognition
(Luthansn, 2010).

According to Sinha (2015), individuals with high power motives are majorly driven by the desire to
influence, control, or sometimes encourage others; they are keen on their work and have a high level of
discipline and work ethics. However, such individuals also may have some negative implications on the team as
they may not be able to accommodate others in group engagements and fosters individual competition from a
win and lose point of view. Nevertheless, if such individuals are guided appropriately they can use their power
motive accordingly to positively drive the team and group shared goal and support other team members to
improve in the low competent areas of their work (Sinha, 2015). This power-motive or need is majorly
concerned with creating an impact on others, the need to change other people through influence, or the desire to
take the lead in all situations and make a difference in life (Luthansn, 2010). The result of these is the ultimate
comfort and satisfaction of such people.

Second, the need for achievement according to Sinha (2015) involves the push to excel to a prescribed
goal; this means a strong need to set and accomplish challenging goals; keen on doing whatever it takes even
calculated risks to ensure the goals are accomplished; and in that regard are very keen on getting constant and
frequent feedback on their progress and achievements (Jaja, 2003). Achievement involves a push for
accomplishment, or performing better and focus on improvement at every stage; individuals with such high
achievement motive have a high desire for mastery and success and are more inclined to focus on activities that
are challenging or moderate difficult so as they can push themselves to achievement which would enable them
to have the motivation that the result is due to their efforts and not luck. Jaja (2003) also argues that that such
need for achievement is driven towards competing to push themselves above the average standards to
excellence. Such individuals perform better than those with a moderate or low need for achievement regardless
of their level, status, culture their push is motivated by their targeted achievement (Corey & Corey, 2006).

Third, is the need for affiliation. This is the need for belonging; the need to be liked and will often go
along with the team's desires and agreement. It also entails the need for collaboration over the competition; low
risk over uncertainty. It is the need to establish friendship and personal relationships (Sinha, 2015). According to
Jaja (2003), the people with high affiliation motive are majorly driven by their desire for social belonging and
therefore focus on creating and maintaining interpersonal relationships and coalitions; enjoy forming
associations and groups due to their need to feel loved and accepted. They have high affiliation on sensitivity
and how they impact others and are therefore very keen on pleasing other members of the group to enjoy a sense
of belonging (Sinha, 2015).

Nzuve (2007) argues that the individual needs of people are acquired and refined over time through the
interactions and experiences shared in a collaborative process. Each individual in the collaboration or
partnership possesses the needs for achievement, affiliation, and power. In a collaboration or partnership, the
need for achievement comes in where individuals, employees, or partners both have a compelling desire to
succeed in their shared goals. This view is supported by James (2012) in that both parties have the drive to be
better and improve their performance over a period towards their targeted goals. This, therefore, means that
collaborative leaders should take advantage of this to understand their teams, individuals, and partners and
always seek new ways to come up with solutions.

According to Archer and Cameron (2013), collaborative leaders should be able to understand each of
their team members or partners motivation for by achievement and encourage through assigning challenging,
but realistic projects and tasks that will enable them to thrive in overcoming such challenging problems and
situations and this is how they can keep such team members engaged. In addition, collaborative leaders should
also ensure that when they provide feedback to their teams in this category, they need to give a fair and balanced
appraisal and clarity on the areas they are doing right and areas of improvement so that they can be clear on the
growth journey. On the other hand, Nzuve (2007); James (2012) share that people with a high need for power as
already mentioned above enjoy taking the lead and being in charge, and continuously push to influence others.
This means that collaborative leaders should be able to pick out such team members with a high need for power
in their teams, and assign them to different groups and possibly leadership positions since they enjoy
competition and also thrive in goal-oriented tasks. According to Archer and Cameron (2013), collaborative
leaders can also assign such individuals tasks that involve negotiations as these are their areas of strength in
convincing others of their position. Collaborative leaders in this case should ensure that when providing
feedback, they become more direct with these team members and keep them challenged and motivated by
helping them further their career goals or if in partnership encourage partners and challenge them in more
complex situations and assign them leading roles (Jap, 2015).

Finally, Nzuve (2007) also shared that since people with high affiliation motivate work best in a group
setting, collaborative leaders should ensure they integrate them with a team as much as possible. This also calls
for the leaders to be more socially engaged or more personal when providing feedback since more often they are
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unlikely to stand out, so it might be best to praise them in private rather than in front of others and also share
more balanced feedback and put emphasis on their working relationship (Jap, 2015).

Therefore, in a collaborative process, the three need theories provide nuances that a leader can use to
identify their team members and motivate the drivers which are beneficial to the organization. In addition, the
three need theory indicates the possibility for the leader to understand how to give effective feedback, and
allocate tasks to ensure optimal productivity (Archer & Cameron, 2013). The collaborative leader can also apply
these theoretical principles to influence how they set their goals for each member of the team or group or
partners and consequently how to reward team members and partners in the course of the collaboration process.

Theory of negotiated order

The theory of negotiated order is founded on the premise that a social organization is created through
daily interactions and engagement among individuals within the organization (Nadai & Maeder, 2008). The
theory postulates that agreements about social reality and engagements are achieved through negotiation among
people or partners to reach shared meanings and vision (Mills, Durepos & Wiebe, 2010). This theory has its
foundation from the work of Fine (1984) through their argument that turbulent environments, with complex
challenges that are also uncertain and ambiguous, might not be resolved by a single organization on their own.
The initial argument on this theory based on Gray's (1989) study shows that collaboration is more of a system
where a negotiated order is developed due to stakeholder engagements.

Similarly, Strauss (1978) argues that this aspect of negotiated order involves social engagements that
involve negotiations and renegotiations of relationships which draws on the context of social constructionism.
Mills, Durepos, and Wiebe (2010) argue that collaboration is therefore viewed as the development of a
negotiated order; attained when such stakeholders are aligned on a shared goal or understanding of a specific
problem or challenge and agreed steps and actions towards realizing the shared meaning or value. This is what
Corey and Corey (2006) argue as being inclusive which involves collaborative decision making across the
organizations and the collectiveness of resources and expertise towards resolution of the mutual problems.

According to Rubin (2002) collaboration is a social construction process which is why the aspect of
negotiated social order comes into play; this is the reason why individuals or leaders share their vision of
specific areas of accomplishment or problem resolution but, also see themselves as part of the stakeholders to
find resolution of the vision or problems. This is critical in helping individuals and even leaders or partners find
their identity in the team which creates the collectiveness and mutually align on the way forward towards the
shared direction or goal and the boundaries to operate within. Rubin (2002); (Mills, Durepos & Wiebe, 2010)
share that the unstructuredness of collaborations that many organizations, institutions, and even partners try to
institutionalize is what makes the aspect of negotiated order critical as the organizations and partners try to
create processes which are referred to as the negotiation processes and socially construct new organizational
forms. Through the collaborative process, the diverse views, knowledge, and interest of stakeholders are shared
and which then creates a mastermind common picture of the idea, views, or problem as they work towards
developing consensus on the mastermind picture and potential way forward on the subsequent action. Nadai and
Maeder (2008) add that collaborations help stakeholders find common or shred meaning on areas of engagement
through the negotiation process. In supporting the argument Hurley (2011) shares that collaborative negotiation
majorly involves viewing the aspect of the relationship as critical in aligning the shared stake while aligning on
fair and equitable agreement and not an avoidance mechanism to lose to maintain the relationship. Critical
pointers in this particular case are that collaborative leaders foster collaborative negotiations to attain more of a
win-win situation where the opportunities can be enlarged by reviewing areas of shared value to stakeholders to
ensure all parties feel their contributions have been valuable to the relationship (Hurley, 2011).

Additionally, collaborative leaders need to also create a fair process for negotiations that will create a
good feeling and result among stakeholders that their needs are met which includes their need for fairness.
Rubin (2002) shares that collaborative leaders should foster joint problem-solving as a critical collaborative
approach to negotiations; this involves converting individual needs into collective problems through collective
problem solving to resolution. In an organization or a partnership perspective, when individuals and partners
separate their desires and positions, they are then able to focus their minds from personal attachment and
become more objective in engaging objectively in the collaborations (Hurley, 2011).

Finally, collaborative leaders also need to create a transparent environment that builds on trust. Nadai
and Maeder (2008) share that deceptions are what destroys many collaborations from the onset; being open and
transparent, and sharing pertinent information valuable for the collaboration success openly without necessarily
being asked is what builds transparency and trust in any collaborative negotiation; a collaborative approach aims
to always gain the best possible solution for all and build a culture of trust (Rubin, 2002).

Clear Leadership Model
The clear leadership model has some close resemblance to the CLEAR model formulated in the early
1980s by Hawkins (2011) who argued that for the achievement of optimal workplace performance managers
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must often intervene in their employees’ engagement and act as catalysts and guide them accordingly. However,
the CLEAR model was more prevalent in coaching and mentorship spaces and the divergence with this clear
leadership model and clarity around its focus was drive by Bushe (2010) who argues that clear leadership
involves developing clarity in every engagement and relationship and every partnership or collaboration; it’s
about developing and understanding of the experiences of others and reasons for their actions and difficulty on
why people are unable to share their honest experiences.

Bushe (2010) identified key skills within the clear leadership model that should be understood and
learned by leaders and individuals that will enable them to sustain successful partnerships and collaborations.
Beer (2011) argues that if individuals in a group or partnership each develop their own experience, this will
result in each member or partner having a variety of experiences; this then results in complications in
developing collective experience, or managing conflicts and developing a shared goal or value. Therefore, the
clear leadership model through the experience cube tool offers a way of defining the varied individual
experiences and create clarity in each of the experiences that can be understood in a collective effort and how
such experiences can be acknowledged at the moment (that is in the here and now) to understand how it shapes
the current realities in collaborations (Bushe, 2010).

Bushe and O’malley (2013) argue that it’s critical to understand our experiences sometimes create bias
in our interactions with people and therefore how we learn from these experiences especially in understanding
how it affects our current realities is the most important aspect in enabling us to develop successful
collaborations and partnerships. Bushe (2010) proposes the experience cube to compose of four key elements;
observations, thoughts, feelings and wants; and argues that each person in any particular moment experiences
these elements of observations, where we observe particular settings; thoughts, where we think through specific
areas as we perceive; feelings, where we develop attachments and sensations over specific aspects of our
interactions; and wants where we feel the need to acquire or own specific aspects in our interactions (Beer,
2011). However, Bushe (2006) argues that the difference between individuals is their level of awareness of these
elements of experience and how quickly they can access that awareness. It is critical to understand that each
person has the capabilities to learn and become more aware of their experience.

The Clear Leadership model highlights four critical skills that can enable leaders or individuals to
develop some elements of self-differentiation; the skills can be easily learned and applied by individuals and
help in expressing their clarity in their experiences and reduce the interpersonal must in developing and
sustaining collaborations and partnerships (Bushe, 2010). First is the aspect of self-awareness which is the
ability of an individual to be fully cognizance of their in the moment experience and how it shapes their actions;
second is the descriptive self, which is the ability of an individual to describe and share their experiences or
allowing others to describe and share their experiences without judgments which enables transparency in the
relationship (Bushe, 2006); third is the curious self, which is the ability to probe for clarity and understanding in
others and also notice when others are getting reactive or emotional and choose, instead, to be curious by trying
to understand them more; finally is the appreciative self, which is the ability to pick out the positive intent in
others regardless of how they express their views and that in most cases people express their views based on
their own story (Bushe, 2010). This model of clear leadership is essential for anyone who is engaged in
partnerships and collaborations but, the skills are more useful to collaborative leaders as they form part of the
critical leadership traits and behaviors that they need to create effective change management processes and
collaborative workplaces (Beer, 2011).

Bushe and O’malley (2013) argue that leading through conversations is the critical first step in leading
collaboratively; collaborative leaders should be able to find ways of effectively communicate through
intentionally using focused discussions and conversations; be present in their conversations by applying various
communication channels and modes to create clarity and alignment that would foster collective understanding,
learning, and innovations. Beer (2011) shares that collaborative leaders should be able to understand that in a
collaborative setting, such conversations and communication have a different view, understanding from normal
organizational structural power-setting conversations; leaders should desist from directing, but, be inclusive,
engaging and be part of the learning process by enabling co-creation, and collective achievement and develop a
safe workspace for open conversations, and feedback that will intentionally value diverse perspectives and
everyone’s contribution to the team (Bushe, 2010); even as the leader also share their own experiences and
knowledge. According to The How Report (2011) such behaviors from leaders will foster synergy and creativity
in the need and remove the notion of their need to be right or have all the answers; but encourage respect of
others views, listen and understanding within the team, and encourage improved tone and energy in individual
communication within the organization. Bushe and O’malley (2013) emphasize that collaborative leaders must
at all times suspend their premature judgments and beliefs and understand that organizational success requires
collaboration at all levels.
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Integrating the Theories into Dimensions of Collaborative Leadership

According to the theoretical reviews shared, the study integrated and synthesized the theories and models and
highlights three key dimensions of collaborative leadership that are critical in leading collaborations and
partnerships.

Leading self: According to Bushe and O’malley (2013) collaborative leadership has its roots and foundation in
self-leadership. The study highlights that the aspect of awareness of self as a leader is a critical part of leading
self even though collaborative leadership involves more collective power-sharing. Archer and Cameron (2013)
argue that collaborative leaders must be able to understand their strengths and weakness and lead themselves to
collaborate effectively. The study argues that leading self is a critical component of collaborative leadership due
to the complexities of the various relationships involved in collaborations. A collaborative leader who is leading
self always finds a balance between inspiring stakeholders to collaborate and championing the individuals and
teams to move towards the achievement of shared goals. Dagelijks (2012) shares that such leaders have high
levels of honesty, and transparency which then inspires trust and high levels of performance in the team and
other stakeholders since all stakeholders feel their voice is heard and accepted in the collaboration process
(Harris, Barnier & Sutton, 2012; Curtis, 2011). To hone this aspect of leading self, the study suggests that
leaders must be able to move from being instructors and directors to more collaborators, by fostering a
workplace climate of risk-taking, employees and partners should be given time to voice their ideas, issues, or
concerns and leaders must be able to include everyone in decision making.

Authentic engagements: The study highlight that collaborations involve forging and forming relationships;
more critical is forming authentic relationships built on trust. This, therefore, means that the aspects of open
engagement and feedback; mutual empowerment, and building trust are some of the values that create synergy
and drive collective success and achievements (Archer & Cameron, 2013). As argued by Sinha (2015) the
motive force for achievement is a result of critical team members' desire to make positive contributions to a
meaningful shared purpose. The study points out that the success of collaborative leadership is based on the
inclusivity in conversations which is argued as a learning conversation by Bushe (2010) which makes all
stakeholders feel their contributions are valuable in the partnership and collaboration. Huxham and Vangen
(2005) share that many times leaders in organizations communicate decisions already made by them to the team
or partners or other stakeholders but, for collaboration to supersede in the organizations, this has to turn and
leaders must do a better job of bringing all stakeholders on the table and allow them opportunities to share their
voices (Sanker, 2012; Saylor, 2011). However, the study argues that collaboration goes much deeper than just
bringing everyone to the table, it encompasses a unified shared value or meaning, which then results in the
authenticity of the relationships created and the engagements within the organization and stakeholders.
Dedication to the “we”: Jaja (2003) shares that the need for affiliation is a critical component of human needs.
Therefore, the study argues that collaborative leadership should also involve forming and facilitating an
environment where team members will be more concerned about the benefits of the team or group as compared
to leadership benefits and focus alone; employees and partners will be more passionate about the “we” as
compared to the “I” which denotes leadership interests and goals. Patel, Pettitt, and Wilson (2012) highlight that
having a shared vision or purpose is critical to inspire individuals to forge a team effort in driving achievement
and desire for collective success. The study highlights that an ethic of contribution is what draws out the best
from each person. Collaborative leaders should therefore inculcate a balance of high recognition for team efforts
and success in team goals as compared to individual goals. This argument is supported by Hurley (2011) and
share that it calls for a more powerful shared purpose to be driven by the leaders since team members will strive
to achieve goals that speak to their shared values and meaning; A higher shared meaning that fosters team effort
is a key motivator to drive prioritization of group goals and work for the good of the whole rather than pursue
individual interests (Archer & Cameron, 2013; Jaja, 2003). The study suggests that collaborative leaders should
therefore aim to strengthen team commitment to the shared goals and ensure that all competition individual team
interests are aligned with the group focus.

I, Conclusion

Collaborative leadership theories and models are critical in organizational leadership development and
cross-functional relationship building. The review and synthesis of the theories and models on collaborative
leadership in this paper aimed to highlight the collaborative leadership principles that are critical in building and
sustenance successful cross-functional relationships in organizations in Kenya. The knowledge of The Three
need theory helps organization leaders understand how to identify their team member’s needs. In addition, it
also helps the leaders to integrate the needs into a shared need or goal and create an environment that is
conducive enough to sustain and achieve the shared need and goal. Likewise, The Theory of Negotiated Need
based on Gray (1989) helps amplify the need for collaboration as more of a system where a negotiated order is
developed due to stakeholder engagements and that a collaborative approach aims to always gain the best
possible solution for all and build a culture of trust (Rubin, 2002). Finally, The Clear Leadership Model is
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critical because it explains the contemporary view of collaborative leadership. It entails collaborative leadership
to involve developing clarity in every interaction which requires understanding the nature of experience and the
reasons for the difficulty involved in getting people to tell the truth about their experience with one another
(Bushe, 2010).

The study concludes that collaborative leadership is about taking ownership of the cross-functional
relationship process and partnership by building trust and minimizing interpersonal issues or mush; it’s about
open communication and information sharing that will drive creativity and collective involvement to developing
better and more effective innovations. For organizations in Kenya to be able to develop and sustain successfully
cross-functional collaborations and partnerships with all its employees and other stakeholders, it will call for
them to develop their leaders in adopting the collaborative leadership competencies and also ensure their leaders
intentionally propagates fair and trustworthy collective efforts and intelligence (Huxham & Vangen, 2005;
Goleman & Boyatzis, 2013). The study has also recommended the three key dimensions that such organization
leaders in Kenya should adopt if they are to build and sustain successful collaborations: leading self; authentic
engagements; and dedication to “we”.
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