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Abstract

This paper explores the inter-organisational coltabon between public and private
organisations, i.e., the public-private partnershif’PPs). The private sector is directly
intervening worldwide in the delivery of public seres and infrastructures. PPP is explored
from the perspective of both sectors to gain irtsighat contribute to further understand of its
meaning, implications, and functioning. The pagso aims at critically analyse the theory and
practice relationship. Acknowledging that the Biitiexperience constitutes an international
reference as far as PPPs are concerned, this papeses on the British National Health
Service. With the aim of uncovering the dynamics @nocesses that involve that particular
form of collaboration, multiple case study reseavdds designed based on semi-structured
interviews, focus groups and documentary data. éhwd highlighted the dependence on the
socio-relational dimension for the development ahdracterisation of PPPs and that they are
mostly driven by institutionalised forces. It walsaaconfirmed that a transactional nature
considerably improves the premises that accomgamyttetoric of partnership.

Keywords: strategic public management; collaboration; puptivate partnerships;
relationship management.

Resumo

Este artigo investiga a colaboracao inter-orgaiired entre instituicbes publicas e privadas: as
parcerias publico-privadas (PPPs). Cada vez maigtar privado intervém diretamente na
prestacdo de servicos publicos e de infraestrutukas PPPs sdo estudadas a partir das
perspectivas de ambos os setores para obter irgéomgue contribua para uma melhor
compreensdo do seu significado, consequénciasofiamento. Este artigo também analisa
criticamente a relacdo entre a teoria e a prammsiderando que a experiéncia britanica
constitui uma referéncia internacional nas PPRs,atigo foca o caso do Servico Nacional de
Saude britanico. Com o objetivo de revelar as diod@sne 0s processos que envolvem esta
forma de colaboracdo, construiram-se diversos estdé caso a partir de entrevistas semi-
estruturadadpcus group® diversas informagcdes documentadas. Os resultadelsram que o
desenvolvimento e caracterizacdo das PPPs est@éodieges da dimensdo sdcio-relacional e
gue, na maioria da vezes, as PPPs sdo dirigidafopas institucionais e tém uma natureza
transnacional que melhora consideravelmente asiggasique acompanham a retdrica da
parceria.

Palavras-chave:gestéo estratégica publica; colaboracéo; parcptiakco-privadas; gestdo de
parcerias
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1. Introduction

Inter-organisational collaboration consolidateslitss an extended practice
in order to compensate and soften the lack of messuneeded for an optimal
market competence (Huxham & Vagen, 2000) and maehanence (Teisman,
2002). Public sector became a key area for col&tlmr practices. Under the
“so-called” new public management movement, anitable worldwide change
took place with theories that advocated differernagement strategies that
allow the provision of public services and infrasture in the most effective
way, while also assuring citizens’ satisfaction (i2go de Carlos, 2009). Driven
by the critical situation reached by public adnmti@sons during the 70s and 80s,
it was accepted that there was a need to introduaeket competition, a
business-like approach, efficiency and capital tovigle public services. This
derived in adopting a new concept of public servigevision and an
environment of outstanding complexity, ending ie #@cquisition of the public
sector and forming an outstanding role within tlomtcacting services market
(Buse, 2001).

The British experience constituted an internatioreerence (Khaleghian,
2005; Dorrego de Carlos, 2009). A relevant illustra of the mentioned search
of better management, efficiency and effectivengsgpresented by the British
National Health Service (NHS). More than three desaof continuous reforms
provoked different and continuous re-structures madrganisations (Hewison,
2003) that affected many service delivery aspdetsKett, 2004). Outsourcing
was considered the most cost effective option andconsequence this
assumption gave incentives to put support servites example catering
provisions out to compulsory tender (Kelliher, 192®d thus resulting in the
general growth of outsourcing practices.

Partnership was established as one of the favoorgdnisational models
across European Union countries (Dorrego de Ca#lo89; Yang, 2003) but
especially in the United Kingdom (UK). Central govments resulting to be, in

this way, the catalyst for establishing public-pter partnerships (PPP) in local
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economies in the 1980s (Weihe, 2006). Since itea@mce, PPP gained similar
relevant position to privatisation and contractg practices. However, in spite
of its popularity, this widely disseminated concegft partnership remains
imprecise, with obscured defining features. Furtiae, this level of ambiguity
is also negatively reflected at the operationagleince policy guidelines remain
unclear (Weihe, 2005; Weihe, 2006).

The research revolves around the context of hesdéifvices and the
outsourcing initiatives that took place as parth&f modernization process within
public services to achieve better adaptabilityjceffhicy and service delivery
particularly in Britain. By referring to the outswing experience in the UK and
the resulted highly complex inter-organisationdhtiens between public and
private organisations, this research attempts tloesd the concept of partnership
as a means to improve service provision and thergéon of added value. With
the aim of not only investigating the influentialcfors that affect partnering but
also the intrinsic meaning of this concept, thisegech aims to show the contrast
between how partnership is understood in theory iangractice. This work
provides a holistic understanding of the relatigmsby including both involved
sides of the contracting arrangement agreed foptbeision of ancillary public
services —food services provision in this case,thadarriers associated with the
development and implementation of these types ldilmarative relationships.

Overall, the purpose of this paper is to develawraceptual framework that
expands existing insights into PPP particularlyhwit an area where little
research has been undertaken as is the case wtlprtvision of catering
services in public domains. The purpose of thieaesh is to introduce the aims
and objectives, provide an explanation of the a&gpinethodology and to present

and discuss the most significant findings.
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2. Research background

Departing from the corroborated premise that irespi the widely spread
use of PPP as a globally accepted procurement,rtheee still is a need for
agreeing on what constitutes a PPP as well as dirtgrknowledge about its
practice, this research is driven by finding eviteeand discussion aboutdw
partnership is approached and understood betweemliguand private
organisations for the delivery of public services?”

The above research aim concentrates on two qusestimw the involved
parties make sense of working in partnership; aomd do public and private
parties interact and collaborate in practice. Tasearch paper will focus on the
partnership between public and private institutidram theory and practice
within the selected research context of the prowmisof public services in
healthcare, identifying the critical factors andugements for materialise PPP
accordingly to the associated principles of paghigrtheory.

In order to approach the main research questidfgreint objectives are
formulated. Firstly, by appraising the internal m and the dynamics and
interaction processes that are generated by thdorsednvolved; the
organisational and governance structure of PPPshwilaere targeted for critical
examination; the conceptual aspect of the reseandhthe meaning and values
associated with the idea of partnering; Both themmg practice were explored
and contrasted with the purpose to identify anysjids gaps, misconceptions or
contradictions, to finally envisage a suitable parship model after highlighting
the key factors and principles associated with PIFi¢. next section provides a
narrative and justification of the research methoglp designed to undertake the

work.

3. Methodology

Since this research is committed to exploring thegudarities and

characteristics of the created working relationsbgiween public and private
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organisation for the delivering of a public serv{catering provision), due to its
involved exploratory nature, case study researshlted to be the best suitable
methodology. Case study provides direct insightdayising on what specifically
can be learnt from the case/s, facilitating undeding of the entailed context,
processes (Yin, 1989) and dynamics (Eisenhardt9;1%8artley, 2004) by
revealing not only the casual process but also rgéing explanatory theories
about them (Yin,1994). In order to pursue that itedaunderstanding —rather
than obtaining empirical generalisation to be agplio a population of cases
(Gomm, 2000), commonly case study is approachexjir the use of multiple
sources of evidence (Robson, 2002; Yin, 1989).

Under the above premise, this research involved tiioase study
methodology based on semi-structure interviewsugogroups and additional
documentary information. The public health serviceGreat Britain was the
target context and in particular, the outsourcimgcpce of ancillary services
such as food provision. Initially seven study sitese approached of which five
were successfully completed in full. These fivesivere public hospitals where
catering divisions were outsourced to private feedvices providers. In each
case, stakeholder’s views were explored by follgnartwo-level approach.

Firstly, the public-private interface was approathierough semi-structured
interviews with the directly involved parties froboth sides. Semi-structured
interviews were chosen as they are very effectiveekploratory and explanatory
research purposes (Saunders, 1997) and allow flexctoan of the opinions of
the particular phenomena from the views of theigpent (King, 1994). A total
of 32 interviews were conducted. The number of cobtetl interviews per site
varied up to seven, including interviews with theatl of estates, estate facilities
manager, hotel services manager, soft and harlitiEcmanagers, on the public
side; and site contract manager, assistant catenagager, human resources
division on the private side.

Additionally, the created partnership was explobgdincluding the views
from the involved staff delivering those contractsvices through focus group

discussions. Focus groups offer the opportunitystoidying collective sense-
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making and the collection of a vast amount of damal any issues can be
corroborated during the course of the discussiomyr(B&n, 2001). The

perceptions and opinions about the general patipeexperience and created
working environment of the staff together with antrasted view of both

organisations were collected. Fifteen focus gradigsussions were undertaken
with catering services staff including supervisarsanagers and general staff
members with a maximum of seven and a minimum odetlpeople on each.
Documentary data provided for each site includirggués of contract

arrangement, services specifications, communica@om regular meetings
between both parties, satisfaction survey resoltddth customer and staff and
the hospital general profile and procedures wese akewed.

All these sources of information shared a commounctire with the same
themes and areas although in different formats. riAgeom comprising
straightforward individual descriptions and ratesu the relation with the other
partner and the experience of partnership as aeyhioé main issues covered
were: partnership issues (conceptual and operdtjosacial-relational issues
such as relational dynamics, behaviour and expentformal/legal contract
issues; management and governance issues; workingate; and service
delivery issues.

In line with the purpose of this research and tbemilated research
guestions, a research study protocol was estalligheorder to facilitate the
process of data collection and add increased rkfyato the study. In addition, a
pilot case study was conducted which assisted thi#ghdevelopment of relevant
guestions and re-fining the data collection proc€gs, 1994; Miles &
Huberman, 1994). This first case constituted aevalource of information and
was a form of pre testing the taken assumptions rafelance of the aimed
approach with this research. This also gave analniinderstanding of the
particularities and dynamics of public-private paring.

Both interviews and focus groups were fully transed and in order to
analyse the data and emerging patterns, coding wsasl as the key tool.

Although, the pilot case results of coding becaheeinitial coding scheme for
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the remaining cases other grounded coded wered@dlul hereby, transcripts of
the cases were analysed continuously in order fioeréhe analysis process,
adjusting data collection in subsequent cases\aghemes emerged.

In order to evaluate the data collected, each waseanalysed individually
before exploring the communalities and differenbesveen cases. Cross-case
analyses was pursued to observe patterns anddernigliosyncratic differences
from one case to the next, unveiling the study alde(s) relationships
(Eisenhardt, 1989). The micro-level of the integamisational relationship was
the main focus and this drew attention to the waihkpublic and private site
managers approached the collaborative agreemerthanghrticularities of their
dynamics and attitude towards the day-to-day omeraand management.
Macro-level issues from top level management amddmuresources departments
were also included in order to obtain a more hicligew of the particularities of
undertaking public and private partnerships. Thg tedings of this research
work are summarised in the next section prior te ¢feneral discussion and

interpretation of the results.

4. Main research findings

4.1 The meaning: conceptualisation of partnership

Before presenting illustratively the experience pHrtnering public and
private organisations from the point of view of legmarty, we need to turn our
attention to the conceptual dimension by explorihg way the term of
partnership was understood. Interestingly across dhses, there was clear
agreement and similar associations attributed ie tigpe of collaboration
through the different interviewed individuals. Henas table 1 summarises, both
sides public and private, associate the term ofnpeship with mutual respect
and trust; with working and belonging to team; stgaicommon ends and goals;
transparency and honesty; as well as with shanagommitment of both parties

doing their best to reach the established outcorvésws corroborate the
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advocated qualities and properties highlighted astnhiteratures of collaboration

and partnership without adding further contributagrart from ratification.

Table 1: The “meaning” of partnership (association¥

Conceptual meaning

Mutual respect

Mutual trust

Working closely & forming/belonging to a team. Ihvement

Common end/goals. Achieving the best for patiemtni effective manner
Openness & transparency/honesty

Doing parties their best, striving to reach outceme

Commitment

Some metaphors accompanied the description of dni@grship concept by
public partner organisations, especially like mamd awife (including “the
honeymoon period”) but also others such as land&rd tenant and football
team allusions. In addition, as one case empha#iigeterm of partnership was
believed to be an “unusual word in private finamugative (PFI)” that overall
PPP was believed to have very particular dynanhe$ made it necessary to
refer back to the contract. Private partner orgdimas highlighted that

partnership was believed to be more needed whenicisen was high.

4.2 The experience: the practice of PPP

Firstly, attention needs to be paid to the paréicdontext, in which these
collaborative relationships take place. In thistipatar research context, the
NHS ancillary services were described as the easyet for cost reduction
measures with a continuous lack of investment mloatonly affected the day to
day operational dimension but also managementdeaad staffing. Equally, the
outsourcing market was introduced as highly govemmad and politically
dependent. From the client perspective, it was faear@d that many changes had
taken place but mainly a reduction of the numbecaiftracts was drastically

appreciated. In addition, recent government impgs®ities such as agenda for
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change (AFC) clearly was starting to represengaifscant impact even turning

into a considerable thread due to its involvedststthe extent of believing that
it could have the potential of changing the outsmg market, affecting the

current collaboration agreements and services peotent formats. In fact, it

was stated that the introduction of AFC already etbthe outsourcing trend
from being mainly a cost effective strategy to ddiag value measure, reducing
the focus on providing higher quality rather thamgby saving costs.

There was a general disagreement on adopting outsgustrategies with
for-profit organisations since those practices waeéeved to only benefit the
government, but mainly PFI was criticised for beandpad planned, costly and
risky government strategy. In general, the NHS tsrusterviewed stated to
experience still a lack of autonomy on their operst with those strategies.
Whether outsourcing was considered a growing oailing market remained
inconclusive and produced despairing views butpi$itical dependency was
majorly unquestioned.

From the private partner organisation, the outsogrenarket used to be
highly competitive. High levels of uncertainty addpendence, characterised by
continuous changes and political involvement wardeulined to the extent that
there was no guarantee for future continuation,newhen a successful
relationship was developed and there was good rajjmiween the parties.
Moreover, short term orientation trends driven Wbgady specified aims and
achievements were stated to increase further thel lef competition of the
outsourcing market. In similar line to the clienpsrceptions, it was also argued
there was a significant effect of AFC in econongents. Despite the stated
uncertainty, there was a positive belief towards tontinuation of private
collaboration with public sector although with aferior growth.

Regarding the involved dynamics, we focus now a¢itudes, behaviour and
strategic issues. In terms of the adopted commbitude towards working in
partnership, in the case of public client orgamnises there was a repeated pattern
including lack of acceptance of private contragjamisations. This pattern to

some extent was also accompanied by a preferemncassociation with —what in
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some cases was recognised to be a fallacy tha&trlzettl cheaper provision used
to be delivered by the client (a hypothetical NH&ahd”). Clients used to

perceive private contractors to be in a bettertmwsthan NHS trusts by having

more advantages in PPP collaboration.

Private contractors also corroborated that commbentts attitude by
emphasising having to deal with some resistancejugiices and hesitation,
which was also pointed as the main inconvenientheo relationship with the
client partner. Private partner organisations acoases however, manifested the
same concerns, focusing on satisfying the cliedt @lways being better. Client
organisations tended to execute a dominant rolg@ncbntractor organisations,
client's satisfaction used to be a paramount. H@awvewt was observed a
transition from general reluctance towards privegevices contractors, mainly
based on previous past negative experiences, tooatdging contractors’
ability and associating them with services efficigand quality. Furthermore, it
was manifested in some cases that the NHS wamgtéot shift to also adopting
a profit oriented culture and getting involved marigh private contractor to this
aim.

In spite of those attitude patterns, commonly tocakes there was a good
disposition to collaborating with public partneganisations. To avoid conflict
or -using participants’ language, avoiding “beiragted off’, adopting generally
a problem solving approach. However, there wereatga site stories about
conflict people within the client institutions, wdly occupying relevant
management positions that were driven by the desagent of adopting that
procurement measure, which were markedly interesteproving the contract to
be unsuccessful.

The common pattern was transferring the risk to phigate partner and
becoming highly outcomes-oriented. To some extenbwer- controlling role,
manifesting constant surveillance, a watchdoguaktitin supervising the service
operation was commonly adopted. Besides, publientliorganisation was
characterised by being demanding. However, thd kgvelient satisfaction was

related to some kind of loyalty or intention to mtain the same services
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provider. The practice of rewarding practices sashallowing contractors to
expand their services scope or responsibility ¢mwas the explicit way and a
clear proof of client’s satisfaction.

On the one end, the private partner’s adopted betawas very similar
across the cases based on being communicativestimeaflexible, present and
available to the client. Table 2 summarises thosleabiours and attitudes of
private services providers. Across the majoritytlé cases, private service
organisations repeatedly made reference to therdiites between both sectors.
Generally private services provider organisatioeic@ived themselves as having
superior ability in technical and management tewhsgreas client organisations
were perceived inferior particularly in finance amdnagement skills but also
lacking ownership of their services operation. @iler limited finance

understanding together with marked pricing mentaliere emphasised.

Table 2: Contractor’s attitude & behaviour

Contractor’s attitude & behaviour

* Communicative & proactive approach.

+ Committed to provide the service/s as a way foaiolotg credibility.

* Flexible. Adapting to client’s needs.

* Innovative. Bringing innovation all the time.

* Open, transparent and honest.

* Being seen, meeting and talking with the client.

* Working with the client.

* Concerned about the relationship with the clienhd@rtaking regulaf
surveys).

* Focusing on becoming or continuing being the “prefd supplier”.
Differentiating & demonstrating being the best pdev.

» Aims: happy client & making profits.

» Belief: Private sector future continuation in pablservices provision
through a continuous focus on service quality amgkovement.

The working dynamics were characterised by a gémeraeased pressure on
private contractor organisations to be adding vabue also by an endless,
demanding, persuasive client, expecting too muah.tl@@ other hand, it was

manifested that the contractor depends on reputasoa competitive tool; and
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there is a general concern to gain a good repataiccommon pattern was the
existence of relational imbalances, leading thati@iship to be mainly driven

by the client. A common strategy was observed acrases table 3 illustrates.

Table 3: Contractor outsourcing strategic approach

Contractor outsourcing strategic approach
1. A suitable project (catering) manager. With the exkipe experience &
personal skills to build relationship with the dlie
2. Building up trust. Allowing the client to trust thugh respect & following thg
stated rules. Increasing level of confidence.
2.1.Trust allows higher autonomy on the operation tesylin further
service development/improvement.
3. Building bridges (build relationships, good relasbip with the client) an
upfront communication.
. Develop/improve the service.
. Having a balance between guidelines (specificali@seople orientation.
. Contract individualisation: offering a personahéeg. Bending the stated rule
to meet client’'s expectations.
7. Convincing focus. Reassuring that the client wattsuse that service
provider organisation.
8. Being the chosen one for further continuation whies contract is close to
end.

1%

=

o 01 b~
D
(7]

n

Regarding the understanding of success for workingartnership, from the
client organisation view, it was argued to be delesh on the individuals
themselves, their personalities and skills to thxéer® of emphasizing that
partnership develops differently across organisafioevels because of the
rapport generated led to diverse types of relatidihe importance and need of
having the right team was especially highlightedngl with the right site
manager. In addition, the private organisation aeisially delivering what was
said together with holding an optimal response dolving problems, which
played significant importance for the client orgaations.

From the private partner's perspective, the pastmpr success was
understood as including the input of both partnénsough a balanced
participation and power but also being dependerd cenge of factors including
the right contract specifications; for-profit orgsation acceptance; working as a
team; allocating resources; making an effort to eltgy the relationship;

maintaining communication; developing trust and emsthnding. However, in
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line with the client organisation’s view, it wassalstated that the impact of
individual personalities and level of rapport aslivees maintaining the same
people at management levels were considered crddial next section discusses
the implications of the above main findings by feiog on the interpretation the

key points deducted from this research.

5. Research discussion

Considering both involved parties in PPP, the erpee of working in
partnership was approached from meaning to practoenbining the
understanding of the conceptualisation of the tefrpartnership (how both
public and private parties make sense of workingartnership) as well as the
formal and informal governance of this type of indeganisational collaboration.
The main aim of this research was to explore thermmal organisational
structure and relational dimension rather than &rand legal issues including
organisational structure, performance measuremeids,Other implicit issues
such as the particularities of the research cordext influential factors to the
development and practice of adopting partnershipeaagents were also
considered. The mentioned socio-relational dimensguch as, attitudes,
behaviours, expectations, and general dynamicsR®¥ Bre explored in five
different cases constituting a rich source of ingfor exploring the reality of
this type of partnership as well as the level oigroence between theory and
practice all with the aim of enhancing further ngeraent understanding of the
development of PPP.

By focusing on the above issues, as table 4 itss$; the social reality of
PPP in the NHS context mainly obeys to transackjar@ntrolling nature type

relationships with marked imbalances of power, depace or influence.
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Table 4: PPP practice profile

PPP practice profile
* Dominant formal & transactional nature
e Control & power imbalances
¢ Resistance to mutual dependence
e Lack of partner acceptance “them & us” attitude
* Time needed to trust
* Any strategic plan to manage, develop & incentivige relationshig
between parties accordingly (life cycle& dependedewels changes)
e Success mainly dependent on two factors:
— Local team (the right “people”)
« Project site managers
» Positive outcomes

From the cross-analysis of both perspectives, puid private experiences
of partnership result in a range of factors anddd@ns identified as necessary

to the success of the PPP. Table 5 illustrateceteascess factors.

Table 5: PPP Success factors & conditions

PPP Success factors & conditions
e Creating a “suitable” environment
* Integration levels (both partners being equally olmgd). Partner
acceptance
* Working as a team.
— Understanding success as the input of both parties
— Balanced levels of effort, commitment & power riglas
— Both parties sharing benefits, risks & expenseth(bwesting)
* Local team
— Good relationship & rapport. Personalities & comnwaiti for
success
— (private organisation) site manager
— Technical (management) skills
— Social abilities
— Same management team (people) overtime. Changes | hav
significant impact
— Re-employing former staff especially at managelé@lel to
facilitates change & fusion between both organsesti
* Clear specifications, expectations, needs & warigght contract
¢ Client-contractor running contract about the samesl(ends).
— Bringing both partners cultures closer
— Avoiding to have a blame culture
e Mutual understanding and awareness (ethos, valsgactures &
procedures)
« Communication. Keeping continuous & open up commaitimn. Being
partners approachable
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The above findings corroborate the claim that ss&gequires creating and
maintaining the right environment (Trafford & Proct 2006), that is, the
relevance of building an environment that enhaniceerstanding and respect, as
well as supportive with similar ideologies (Gre@f01). Agreeing also with
other elements underlined as keys factors likectffe and open communication,
open and informal decisions making; joint probleoivimg; equal balance of
power and clear operational strategy in relatioaljectives (Trafford & Proctor,
2006; Greer, 2001); and strong leadership (Traférroctor, 2006).

Trust was one of the most essential elements fer dhccess of the
partnership (Fleming, 2007) as this research comaibs. Communication
quality was one of the most repeated elements,gbeamsidered essential by
both parties since contractors needed accuratemafoon to be able to perform
and improve but also client organisations needetb imonitor and be in a
position to trust the private provider. Furthermaccess is linked to the idea of
solidarity and mutuality (Kim, 2003; Fleming, 2007%@nce mutual share of both
benefits and risk. However, in this aspect theraewsome differences as
contractor organisations focused on benefits wtlients focused on obtaining
added value and transferring risk. Furthermorelingihess to continue (Kim,
2003; Fleming, 2007) and mutual dependency (Flemd@f§7) also determine
success. In this context however, although ther@ansexistence of mutual
dependence, the intention of continuation is caheduiby other external forces
such as political dependence and assuring costteffaess through putting out
to tender. Conversely, this study corroboratesriteated necessity of avoiding
any kind of confrontation in order to establish anhintain a favourable
relationship together with setting clearly the diren and specifications of the
relationship (Fleming, 2007).

However, from the data obtained, the NHS contertrs® to be far from
being the right environment but mainly this presdnta common pattern. A
partnership identity was missing and hence neeunléé tadopted, “promoting the
branding of the partnership organisation”. Seténsgtrategy, plan and objectives

for the adopted partnership beyond the expectedeedg outcomes was
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important. Furthermore, this research identifiedcaases of failure the nature
itself of the collaboration (merely transactionadpwer imbalances; distrust and
over-control; lack of investment on developing trusmited integration and
acceptance; lack of mutual understanding (incongmeion); inadequate/bad
disposition to collaborate; poor/limited communicai and unclear
expectations.

According to the above findings, it is possibleatate the practice of PPP in
the NHS context closer to failure than success pdiacause of the evidenced
unbalanced power forces and, transactional andilolzature of these public-
private collaborations. Hence, the picture obtaimadtes further reflection. A
highly formalised structure need to be adoptechos¢ cases mainly because of
the level of investment by the private side andréllevance of the services for
the public institution. It was justified that thenphasis and attention towards the
legal aspects (contract) and reassurance of obtpimhat was stated, however,
in some cases despite having the adopted formadtate in place, there were
issues -the same ones that the aim was to avkanisunderstandings to such
an extent even leading towards the dissolutiorho$e working relationships. It
is not enough of a solid argument to focus thentitte on building those
relationships from another perspective. Also foegson the socio-relational
structure equally holds the inter-organisationdatrenship? This is the main
outcome of this research.

When exploring the practice of PPP in line withtparship rhetoric, the
unavoidable question is “what is pursued in redfitgnd more in particular,
“what is the role of government, whether enhan@ngmpeding partnership?”
Through the obtained evidence from this reseat@hyole of the government is
put in the spotlight in its role of precursor ofrjoership, not only in enhancing
collaboration but also in providing guidance. Thecessary support and
flexibility in order to benefit from partnershipggr@ements are not meeting
expectations.

Furthermore, there is a contradiction between tieory or the idea of

partnership and the practices implemented to dpvetdaborative relations. A
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highly formal, aggressive and detailed approachtils adopted in outsourcing
practices under the denomination of partnershipnyirefactual terms, it seems
to be reduced to an "embellished" transactionaltrach based relationship.
Hence, government appeared to be failing to addpaswership twofold: in

conceptual terms and in practical issues.

The implementation of partnership strategies apéarhave “transitory”
purposes, being used as temporary tools-which atight hide some
opportunistic reasons in their adoption. This amotiters could be one of the
reasons for being far from —and in contradictionit® theoretical principles and
the associated difficulty of putting it into praxi This research highlighted the
fact that how partnership is being implemented addpted particularly in the
UK, is far from its argued principles of mutual gty reciprocity, equity,
interdependence (Lane, 2010; Shaeffer, 2002). dotjwe, partnership seemed to
be reduced to a mere substitute, an uncompletedioverof the idea of
partnership. The predominant focus on transacti@md controlling aspects
seemed to have demerited the socio relational dimerof partnership and its
added value.

However, approaching collaboration from relatiof@indations and by so
doing achieving added value to the final outconpir@s not only implementing
an appropriate plan but also holding adequate egjied that incentivise the
development of the relationship, the ability to eapith any adversity or conflict
as well as to adapt to any possible change defreed its dynamic (Ring, 1994;
Weihe, 2005). Oppositely to this idea, evidencemfrthis research clearly
exposed a desire of executing control instead.

Reality that relates with the dominance of con@mad systems -thinking
claimed by organisational theory is still clearlamifested in the organisational
management field. The idea of conceiving orgarosatias political neutral
controllable entities (Watson, 2006) seems to sirtyil apply to the adopted
vision of putting into practice the term of partst@p. The search and over focus
on “ideal” management approaches and formal stresitand the formalisation

of converting inputs into outputs following specifyoals, mirror that desire of
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having control and making organisations managealéjed and coherent,
coping in this manner with the involved uncertaimkgrived from the human
dimension. However, by “pragmatically” disregarditige human element and
relational processes for making relations easiéetbandled, a merely simplistic
vision (Watson, 2006) and understanding of partmprsis obtained.
Furthermore, partnership theory arguably introduites management concept
distant from control, bureaucracy and reiterativeseesment measures
(Wettenhall, 2007; Thomson, 2006; Shaeffer, 2003lues that interestingly
disagreed with the explored practice of PPP charnzetd by doing everything by
the book.

However, in this research from either side inddfirely, the relevance of
the relational dimension shone especially at thdividual or micro-level
dimension, that is, between the managers, from ipuédhd private sides
executing the partnership; particularly the releerof the private project
manager role was emphasised. Furthermore, in sas®esandividuals and their
personalities presented a clear “voice” and “rafethe development —although
not necessarily continuation, of the relationshipfact, it was evidenced that
partnerships are between individuals rather thgiammsations (Fleming, 2007).
This corroborates Williams’ (2002) attention to #$eecalled boundary spanners.
Representing in this way, the originated persoelationships a source of added
value for the development and performance of tlogept and delivered services.
However, those relationships were characterisedrbgver —focus on rules and
control that as Mintzberg (1996) states, can undenoutcome results and
diminish the development of the relationship. Hent@mality should be
considered as an aid rather than the substanadlalbbaration (Mintzberg, 1996).
Alternatively, strong relationships are suggestedraalternative to direct control
since close, integrated relationships facilitatelrect control.

Bringing into the scene results of this researchtext, the practice of
partnership between public and private is surrodndg incongruence and
contradictions. For instance, it seems to be aradittion the way partnership is

adopted considering the general background andvatmtnal drivers. As it was
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mentioned earlier, “adding value” used to be a rggioespecially for public
sector organisations. However, it is argued to dr@radictory over-focusing on
achieving added value without considering thatréiationship itself represents a
source of adding value. As Madhok & Tallman (19%&86-337) claimed
“perhaps the lack of a proper appreciation of tiue wvalue of relational assets
prevent firms from enjoying the benefits from theilliances more fully”.
However, to “materialize” this value creation, ist@ent is needed in the
relationship. Oppositely, the examined partnergieijations were lacking any
strategy for embracing the relationship itself @adlevelopment.

Furthermore, in line with the wasted and underdgvet social capital in
PPP, an additional incongruence, although beyoadgtiposes of this research,
is linked the origin of public private partnerstapd the NPM reform with the
idea of learning from private sector as well as ddaptation of a business-like
approach. In order to enhance the basis for kngeemansfer and learning
across boundaries and by so doing also improvergeperformance, relational
capabilities such as the ability to socialise, mjhess and ability to partner, and
having the right mindset are necessary (Kale, 2006enzoni, 1999). However,
although the importance and role of the relatioasdet is acknowledged, in
practice these issues are not considered evenirelsling any plan or strategy
to enhance their development over time. More raftheus is placed on the legal
and outcomes aspect of adopting a partnership.

Another “ill-sounding” contradiction with the thgoand attributed values of
partnership is the unilateralism manifested inetdéght aspects and dimensions
such as power balance, reciprocity, equity and ig¢émeutuality. Examples such
as for instance, that partners were missing towdo gelf assessment about their
role as partners, particularly the fact that clierganisations did not evaluate
themselves executing that role by answering questie how | am doing as a
partner but rather focusing only on how the otharter is delivering and
behaving, manifests the “controlling” or demandirge adopted by public
partners that also seemed to relate to the att@idesuming that being the client

Is equal having more rights.
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Finally, independently of the theoretical and piattframework that govern
the explored site specific partnerships, turningrdaion to the particular explored
context, evidence echoed the opinion that whatnpeship requires for its
development in theory was not in line with whasthontext could offer. After
examining the different cases of this research,lipudector seemed to be a
difficult context in which the partnership concéptable to develop, mainly due
to the inevitable governmental and political depamo® associated with the
execution of any kind of collaboration. But also @mmilar lines, further
contradiction lies on the fact that rather thanrthg public-private boundaries
as it is underlined on the rhetoric of partnersthimder, 1999), the practice is

redefining them.

6. Conclusions

This research was undertaken to offer significasights into the experience
of working public and private institutions in pagtship. Firstly, attention was
paid to the meaning and association of the terrthbge involved in that form of
collaboration. Once values were identified, subjeatters emphasised and ways
of making sense of the term, it was possible toitlithe strategic areas of
intervention for successful implementation and reiance of PPP in
accordance with partnership theory. By doing sds tlesearch makes a
contribution to the field since PPPs research dvkes focused on institutional
and technical issues (Saz-Carranza & Serra, 200@ms$on, 2006; Weihe,
2005). It is also expected to contribute to inoesitng timely reflection on this
extended popular phenomenon of public-private bolation under the so-called
umbrella of “partnership”. The term has been exgdofrom different angles;
firstly, the conceptualisation of partnership taicdiate understanding directly
from a range of sectors that were executing thetgoéar form of collaboration,
identifying the common associated values and eapieas; secondly, the way
the concept is materialised into practice, thatthe approach in terms of

governance styles and allocated resources to gsuéon together with the
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ability of the involved partners in doing so as ves the pattern of behaviour and
dynamic generated between parties; and finally,h wilte analysis of the
congruence between theory and practice, to idetiniytations, conflict and
catalyst factors and conditions to optimise theettgwment and maintenance of
partnership business relations.

After immersing in a representative context, thaigr NHS context used in
this research concludes highlighting the needdou$ing on less adversarial and
more “real” partnership contractual relations beiwepublic and private. An
appropriate context to support collaboration neédlsbe accompanied by
governance strategies that enhance optimum behakesed on principles of
equity in sharing responsibilities, power and resk well as balanced parties’
interests together with clarity and mutual undemdtag of needs, expectations
and specifications. Furthermore, it is necessagyroonote ways of incentivising
partners, especially the collaboration of privagdetsr and enhancing long term
collaboration.

Common to all cases was the matter of concern of iamestment or
planning (strategies) allocated to relationshigebng assets. Beyond contract
specifications, there was any focus on working tiogreby covering issues such
as how to enhance connection between parties avelogethe relationship or
how to sustain the partnership. Nevertheless, dviemividuals have the last
word in the sense that from both sides who actualiyds the relationship are
individuals in the management role rather than ittsitutions that agreed to
collaborate. Hence, the positive development obilgness relationship is at the
expense of the personal side and interests of thagess involved, from their
levels of willingness and commitment to their pwrglersonal rapport. This
research has highlighted in this way, the decisole of individuals and the
emotional bonding side of partnerships and collatons, resulting in the
partnership being more about the people involvad the structures in place.

However, partnership work cannot “flourish” natlyalAn action plan is
necessary for moving from being “in” partnershigb“a” partnership and by so

doing, obtaining the added value of cooperatiosupportive culture, incentives
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and attention to the relational aspects are negessamplement and maintain

the spirit of collaboration. Due to its impact anole, the socio-relational

dimension of inter-organisational collaboration deg to be also specifically

targeted. Hence, a combination of soft-based (kegizhange theory) and hard-
based (contract theory) relationship managememg(Ri994) is necessary to the
success of PPP. However, as this research hasestregbere is a predominance
of transactional and mainly formalised approachesmbrace public-private

collaboration.

An actual move from transactional to relationaltparship is needed in order
to be in accordance with the associated valuesaofh@rship, ending with
partnership theory and practice in harmony. Howeweich a shift requires
significant modifications that might not be possiblithin the public sector or
simply might not be of interest. Although, we netxd bear in mind that
partnership structure does not necessarily fitpaliposes (Ring, 1994), the
inevitable question is what, the clearly statecenes$t in keep calling these
collaborative agreements partnerships rather thamtracts? Furthermore, in
what PPPs are different from other previous pusdictor procurement practices
such as privatisation and contracting out? Thelehgé still is out there to avoid
limiting PPP to being a fashionable management wigaout clear guidelines,

ambiguous meaning and immaterialised expectations.
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