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Foreword

ISO (the International Organization for Standardization) is a worldwide federation of national standards
bodies (ISO member bodies). The work of preparing International Standards is normally carried out
through ISO technical committees. Each member body interested in a subject for which a technical
committee has been established has the right to be represented on that committee. International
organizations, governmental and non-governmental, in liaison with ISO, also take part in the work.
ISO collaborates closely with the International Electrotechnical Commission (IEC) on all matters of
electrotechnical standardization.

The preecedures—tsed—to—developth ment-and-these—ntendedfor—its—further-maintenance are
described in the ISO/IEC Directives, Part 1. In particular, the different approval criteria‘needed for the
different types of ISO documents should be noted. This document was drafted in acéordapce with the
editdrial rules of the ISO/IEC Directives, Part 2 (see www.iso.org/directives).

Attention is drawn to the possibility that some of the elements of this documént may be the subject of
patent rights. ISO shall not be held responsible for identifying any or all sugclf patent righfs. Details of
any patent rights identified during the development of the document willbe in the Introdu¢tion and/or
on tHe ISO list of patent declarations received (see www.iso.org/patents);

Any trade name used in this document is information given for the'éonvenience of users gnd does not
consfitute an endorsement.

For an explanation of the voluntary nature of standards; the meaning of ISO specifi¢ terms and
exprgssions related to conformity assessment, as well ‘as’information about ISO's adhefence to the
World Trade Organization (WTO) principles in the Téthnical Barriers to Trade (TBT) see www.iso
.org fliso/foreword.html.

This|document was prepared by Technical Committee ISO/TC 286, Collaborative business|relationship
mandgement.

Any feedback or questions on this documrent should be directed to the user’s national standprds body. A
complete listing of these bodies can e found at www.iso.org/members.html.
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Introduction

0.1 General

This document provides guidance that supports the effective implementation of ISO 44001 in order
to establish and improve collaborative business relationship management systems (CBRMSs) in
organizations of all sizes. This document contains no additional requirements. It is aimed at readers
who seek to gain in-depth knowledge and understanding about the requirements in ISO 44001, e.g. for
the purpose of aiding an organization’s implementation process.
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ent has been developed using pan-industry best practice, including early @depte
[t is intended to help organizations understand why each element of ISO 44001 is impor]

D1, the multi-dimensional nature of collaborative relationshipswas specified. Maj
nships have an outward focus, emphasizing the importance of;colfaboration in man3
hls, objectives, expectations, cultures and behaviours between @rganizations.

n can also be used to focus on internal interfaces to optimize’ existing activities, consol
nges or to speed up the process of integration during.acquisitions and mergers. In {
es, the guidance in this document is also relevant. Imn-a-collaborative relationship, effe
plies on specific mutually agreed joint objectivesgstructures, resources, processes,
bibilities and can require specific variations te)éstablished processes. The structu
ent has been developed to align with ISO 44001, using the high level structure (
ment systems standards (MSS). In developing a standard for collaborative bus
s, the detailed specific requirements fer establishing, developing and managing t
nships utilizing the eight-stage life cycle model (see Figure 1) have been addressed wj
perations). In a collaborative relationship, effective operation relies on specific mut
[ interfaces, processes, roles and)responsibilities and can require specific variatio
processes.
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Figure 1 — Relationship between corporate and operational systems
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How to use this guidance

This document has been structured so that the clause numbering mirrors those used for the
corresponding clauses in ISO 44001.

The stages described in Clause 8 are introduced by commentary that explains more about the purpose
and aims of each stage. A flowchartis included to illustrate the path through the steps within each stage.
Each box within the flowchart represents both the clauses contained in ISO 44001 and the supporting
clauses in this document.

Each

of the subclauses is structured in the same simple format as follows:

a) f

b) t

q

c) f

q

Whe
used

For ¢
toget

irst, a summary of the intent of the corresponding clause in ISO 44001;

hen, an explanation of the relevance and importance of supporting the develppment
ollaborative working;

inally, guidance on how to implement the matching clause in ISO 44001, e,g/suggested

and areas for consideration.

Fe appropriate, the clauses are supported by tables, figures and models and methods
in implementation.

of effective

approaches

that can be

larity and increased understanding, it is recommended that{SO 44001 and this document are read

her. Further useful information is provided in the annexes to ISO 44001.

It colilld appear that certain requirements in ISO 44001 are-duplicated. However, in these c3

aref
requ
requ

The
orga
of co
enh
and i

The
enga

0.3
0.3.1

The ]
Systd
them

ection of the evolution of processes throughout therelationship life cycle. The HLS des
rements that occur at an organizational level, while the subclauses in Clause 8 desg
rements that apply to a specific collaboratioi:

buidance provided by this document enables the integration of the ISO 44001 framey
hization’s established operations, activities, processes and procedures to optimize

llaboration between organizationsi-In this context, the adoption of this collaborati
nces and does not detract from.the obligations and responsibilities agreed between
s application is commensurate to the size and complexity of the organizations involvg

following additional censiderations are included to support requirements and
cements.

Common principles of relationship management
The life cycle’framework

ife cycledframework addresses a number of themes that cascade from the high-level y
m andWary within the context and maturity of a specific relationship life cycle. Th
es/impact the behaviours and organizational culture of collaborating organization

they

ses they are
cribes those
ribe similar

vork into an
the benefits
e approach
the parties
d.

third-party

hanagement
bse evolving
s to ensure
ollaborative

are effective, optimized and deliver enhanced benefit to the stakeholders through @

approaches (see Figure 2).
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Figure 2 — Overview of the principal components of successful'.collaborative business

operati
knowle

interna

relationships

nal awareness: establishing the operation's{propensity for collaboration;
lge: evaluating specific collaborative benefits and business case;

assessment: assessing the operation’s capability to collaborate;

partner|selection: establishing an appropriate selection process;

working together: establishing a joint governance model for collaboration;

value cijeation: establishing a joint process for continual improvement;

staying

together: managing, monitoring and measuring the relationship over time;

exit strdtegy activation: establishing a joint approach to disengagement and/or future.

0.3.2 The sequence of stages

While Clauges8 follows an eight-stage process, it is recognized that the entry point for any sp
collaborativefelatienship-eanvary

xt of collaborative relationships, the life cycle model outlines the key steps to an effective
r]:c process from concept adoption to disengagement. The eight stages are:

beific
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Collaborative business relationship management
systems — Guidelines on the implementation of ISO 44001

1 Scope

This document gives guidelines for organizations on implementing ISO 44001 (see Figure 3) in order
to agirievesuccessfulcottaborative busitess Tetationsiips, a5 well a5 hetping orgamizatipns use and
implement the framework specification effectively.

Thisdocument explains what is intended by each requirement of ISO 44001, why each/is important, and
recojmmends approaches to take for their practical implementation. How to meetithe reqyiirements is
individually evaluated and applied in the context of each organization.

This|document is applicable to any organization.

Establish the business case Undertake a gap analysis of
current operationgl
process against standards

requlrements

Establish governance and

n lm.e with corporat.e |:> responsibilities for
objectives and potential implementation

risk impacts }

U

Identify an 1nk1)tlal EIIOt K Undertake an initial skills
programme to benchmar <:| assessment and consider

current compliance development needs
and impacts of change

1!

Anal}{se outputs to Communicate rationale and
determine impacts and |:> implementation plan |:>

i

system requ1reme hts

Implement requir¢d
operational changes
benefits

~

Monitor progress gnd
periodically audi
compliance

Proceed to
certification
if desired

P Validate and
continually improve

(i

Identify necessary upfates
to policies, processes|tools

Figure 3 — High-level implementation flow for ISO 44001

2 Normative references

The following documents are referred to in the text in such a way that some or all of their content
constitutes requirements of this document. For dated references, only the edition cited applies. For
undated references, the latest edition of the referenced document (including any amendments) applies.

IS0 44001:2017, Collaborative business relationship management systems — Requirements and framework

© IS0 2019 - All rights reserved 1
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3 Terms, definitions and abbreviated terms

3.1 Terms and definitions
For the purposes of this document, the terms and definitions given in ISO 44001 apply.
ISO and IEC maintain terminological databases for use in standardization at the following addresses:

— ISO Online browsing platform: available at https://www.iso.org/obp

— IEC Electropedia: available at http://www.electropedia.org/

3.2 Abbrgviated terms

CBRMS collaborative business relationship management system
[PR intellectual property right

KPI key performance indicator

MAP maturity assessment profile

OLA operating level agreement

RMP relationship management plan

SER senior executive responsible

SLA service level agreement

4 Context of the organization

4.1 Understanding the organization and its context

19%
-

NOTE Further information on the context of the organization can be found in ISO/TS 9002:2016, Claus

4.1.1 What: summary of theintent

The organization should clearly establish the linkage between the activities, intended outcomes qdf the
organization and the potential role for collaboration in supporting those outcomes.

4.1.2 Why: explanation of relevance

Collaboratidn-might not be appropriate for all business relationships and the focus should be dir¢cted
to Where it acallahaorativa ralatianchin cqan Add vyaluiig Organizatione maayy find +hat ‘AII'\!"]’IY\{T ln a

COro ootV e CiatrotroTiT Pt Ot vy o a O T Uit At er oo 11t Tty tiiict ciioc vy Ot ity

collaborative relationship could introduce challenges to existing operating structures. It is therefore
essential that internal stakeholders see that collaborative working approaches overall are seen to be
beneficial.

4.1.3 How: implementation guidance

In many organizations the adoption of collaborative working initiatives requires a strategic decision by
top management to ensure that, when appropriate, it is effectively integrated and supported throughout
its functions and teams.

2 © IS0 2019 - All rights reserved
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Understanding the needs and expectations of stakeholders

4.2.1 What: summary of the intent

The organization should identify its external stakeholders that can be affected by the adoption of
collaborative working to ensure their needs and expectations are clearly understood.

4.2.2 Why: explanation of relevance

The successful adoption of collaborative approaches should be anchored in the ability of initiatives

to d

cliver defined objectives and outcomes that are integrated with those of the o

ganizations

and

complementary or neutral in terms of the key objectives. It is also important to ensure-theg

are 1

In sdme cases, a collaborative opportunity can be initiated by stakeholders orthere can |

meet
of th
that
also
be a

4.2.3

The ¢
deve
butt
cont

4.3
syst
4.3.1

The
appr

4.3.2
Ano

valug
relat

ctakeholders involved. These might not always be fully aligned but should be, as

eviewed at regular intervals to assess changes.

stakeholder requirements through specialized partners or suppliers. The‘stakeholde
e collaboration. In fact, an important aspect in optimizing performance through coll
partners can interact directly with stakeholders and develop better-stakeholder relati

crucial factor in developing the right approach.

How: implementation guidance

rganization should identify all potential stakeholdersytinderstand their needs and expe
op a plan to address them. Stakeholder mapping.isian established tool used in many or]
his should extend beyond the traditional influencers and blockers to take into account
ict that can directly or indirectly influence gollaborative initiatives and outcomes.

Determining the scope of the collaborative business relationship manage
bm
What: summary of the intent

brganization should assess-its strategic objectives and operational activities to identif
bpriate or beneficial to,implement and deploy a systemic approach to collaborative wo

Why: explanation of relevance

ganization-can have a wide variety of external relationships where the potential for ha
e of collaborative working can be determined in different ways. It may also require co
ed to thesize and complexity of the organizations involved and outcomes.

4.3.3

H minimum,
e objectives

be a need to

can be part
aboration is
bnships. It is

possible that the stakeholder's acceptance of collaboration or of §pecific collaborative partners can

ctations and
ganizations,
all points of

ment

y where it is
rking.

rnessing the
hsiderations

|_-How: implementation guidance

When considering a collaborative working approach, there has to be a balance between the required
investment in time and resources together with the projected benefits to enhanced outcomes.
Segmenting current operational approaches will help to ensure effective targeting of resources, while
at the same time evaluating market drivers. Where possible, the aspects that could be influenced by the
stakeholder should be identified. These can include:

a) the stakeholder's attitude to collaboration;

b) the stakeholder's preference for partners;

)

the risk of working with multiple organizations;

d) contracting processes and legal constraints;
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e) availabi

f)
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lity of suitable partners or suppliers;

timeline.

4.4 Collaborative business relationship management system

4.4.1 What: summary of the intent

The organization should ensure that a CBRMS is established to support and sustain the scope of the
organization's collaborative requirements and is effectively communicated, fully documented and

integrated

4.4.2 Wh

Where coll
it is critica
maintained

external collaborations can be traced back to these activities conflicting withinjestablished pol

processes al

4.4.3 Hov

: explanation of relevance

orative relationships have been identified as key factors in achieving business objec
that the established collaborative management system and high-leyely processes
within the organization's existing operating systems. The failure of potential bene

nd practices.

y: implementation guidance

A defined

n
existing mzlilagement systems within the organization should be"established. The portfolio s}

commodate specific adaptations and changes when appropriate, including the ability to

be able to
effectively a

4.5 Creat

4.5.1 Wh

The organiZ
focus for iny
can involve
focus on bal

452 Wh

There are m|
depending d
in many dif

d documented portfolio of collaborative systems and<{processes that are aligned

ccommodate third-party processes.
ion of value

ht: summary of the intent

ation should assess where collabdrative working can add value to ensure the approp
restment and deployment of resources to achieve maximum benefit. Collaborative wo
additional or specialized resources to achieve the desired objectives and to ensure a
ancing investment and gutcomes.

y: explanation of rélevance

any types of relationships and their potential to add value may be assessed in different
n the desired outcomes, size and complexity of the organization. Value can also be de
ferent ways, as is frequently the case for potential collaborative partners. It is crucia

organizatio
it with part

JF

s are-able to evaluate and articulate their projected value proposition and be able to
ers:

ives,
are
ficial

licies,

with
jould

riate
rking
clear

ways
fined

that
align

4.5.3

How: implementation guidance

As a starting point, the organization may consider assessing the expected value of all existing and
potential relationships based on the overall organizational objectives and an assessment of where a
collaborative approach is likely to deliver benefits (e.g. see Figure 4).

Value can be different in a number of similar cases or relationships. Identifying these ensures that
collaborative initiatives are appropriately configured. These may include alternative priorities to
improve competitiveness, for example:

enhancing the capability to respond to market demands;

— accessing new markets;
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— building alternative enhanced value propositions;

— driving innovation;

— augmenting resources;

— driving speed to market;

— i

mproving risk profiles;

— costreduction.

Ther
SO aj
strat

NOTH

5 1

5.1

5.1.1

nray bemultipteorsingulardriversforany potenttat retationship; but theseshoutd b
to ensure that the engagement and management processes deployed remain foo
egic outcomes and are not deflected.

A range of relationships is explained in ISO 44001:2017, Annex F.

Collaborative
Internal relationship External
departments management collaborators
Suppliers

gure 4 — Potential areas of collaboration and sources of potential value applica
collaboration

Leadership
Leadership and commitment

What: summary of the intent

understood
ised on the

tions for

ort for the

The

ofganization should ensure that there is clear and documented high-level supq

deployment of collaboration, when appropriate.

5.1.2 Why: explanation of relevance

The commitment, authority, influence and oversight of top management is essential for the overall
success of collaborative working. Collaborative working can require additional resourcing or can affect
current operational processes, responsibilities and stakeholder management.

5.1.3 How: implementation guidance

The organization should formally appoint a senior executive responsible (SER) for collaborative
working, with top management authority to provide high-level oversight for all associated activities.
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5.2 Policy

5.2.1 What: summary of the intent

The organization should ensure the establishment of defined policies and processes to implement and
manage collaborative working.

5.2.2 Why: explanation of relevance

Defining policy should establish and embed collaborative concepts, approaches and behaviours in the

business re

ationship so that they are consistently applied and maintained across the organiza

tion.

Defining pol

An organiza
evaluate ho
with the c}
and objecti
appropriate
agreed obje

5.2.3 HoyV

icy underpins sustainable success to deliver defined outcomes.

tion’s policies and processes should support the strategic direction for collaboratior
w they accommodate a different way of working. All policies and processes)should
langing business environment and requirements. This starts with stratégic dire
ves flowing down through the organization’s policies, processes andvguidance, W
to ensure consistent implementation. Over time, behaviours should-remain aligned t
ctives and goals.

y: implementation guidance

The policy for collaborative working should address the contents listéd in Table 1. The organiz

should revie

w all other policies to ensure they do not conflict witha collaborative approach.

Table 1 — Policy development

and
align
ction
there
o the

htion

Contents Comment

Align w|
Reflect
Authori
Reflect
Use rele
Be unds
Be links

Recogn

th existing policies Avoid contradictory policies

the organization's visions and values Underpin the ethos of the organization

zed by executive management Clearly demonstrate executive mandate

the organization's environment Be appropriate for the business

vant language for the organization Use language common for the organization

rstandable for all stakeholders Be clear and concise

d to operational processes Reflect the operational processes

ze internal development needs Address training and development needs

A holistic a
performanc

bproach. should be taken in order to take account of the business environment, pd
e and the specific requirements of the organization.

ople,

The organization should build on its existing policies and processes, which should be reviewed

and

enhanced as appropriate to support collaborative working. The following questions, as a minimum,
should be asked to check whether new policies and processes are necessary.

a) Are the visions and values of the organization compatible with a collaborative approach?

b) Does the business plan include objectives to be achieved through collaborative working?

c) Does corporate governance support collaborative working?

d) Can a collaborative initiative be implemented within the existing management structure?

e) Doesthe resource development programme include collaborative working?

f) Does the current risk management process support collaborative working?
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g) Does the current knowledge management process support collaborative working?

h) Does the current issue resolution process support collaborative working?

i) Isthe organization structure suitable and able to provide the flexibility for collaborative working?

5.3

Organization roles, responsibilities and authorities

5.3.1 Top management

5.3.1

Top
desig

5.3.1

Whe
for s
perfy

5.3.1

Top 1

—+—What-summary-ofthe-intent
. : of the-intent

nated.

.2 Why: explanation of relevance

Fe two or more organizations become involved in collaborative working, there is likely
pme re-alignment of activities and potential changes to operating)practices, which
rmance and behaviours. Top management's support and behaviour sets the tone for a

.3 How: implementation guidance

nanagement should clearly designate responsible senioyleaders with the appropriate cq

behaviours and authorities.

5.3.2

5.3.2

The
oper

5.3.2

The
man

5.3.2

The
leads
with

Establishment of an organizational governance structure

.1 What: summary of the intent

brganization should ensure that,«in-the case of collaborative working, there is a cle
hting and management structure.that governs its application within the organization.

.2 Why: explanation of helevance

implementation of €ollaborative working can require changes or adaptation to
hgement structure$-and responsibilities.

.3 How: implementation guidance

rship-and management of the collaborative relationship(s) to achieve its (their) joix
n the'framework of agreed values. The collaborative governance framework providg

management should be visibly committed to the application of collaborative, working when

to be a need
could affect
| staff.

mpetencies,

arly defined

established

governance structure established, and the processes implemented, should ensufre effective

t objectives
s an outline

of guidelines and processes that enables continual monitoring and management of @

ollaborative

relationships to sustain value delivery between the parties. The governance structure can be described
as an appropriate formal decision-making framework to ensure alignment of the business activities
and strategies of the parties involved.

In establishing the governance structure, it should be tailored to accommodate the business needs of
the parties taking into account, for example:

a) organization, culture and behaviours;

b) complexity of the business activities;

c) business impact of the activities, e.g. strategic versus transactional;

d) geographical coverage;
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e)

f)
g)

corporate management structure of the parties' organizations, e.g. divisions, business, units,
regions;

business relationship between the parties;

decision-making processes within the organization.

The governance structure should:

5.3.3 Sen

define the organization’s values and culture for collaboration;

recognize the desired scope of collaborative business relationships (see 4.4) and the systems that

support

clarify {
(see 6.2

provide]
define

ensure {
arrange

ensure
(see 8.4

ensure
definiti
(see 8.6

ensure
objectiyf

provide

ensure
extant

ensure {

ensure
that the

ensure {
for othd

them (see 4.5];

he organization’s objectives and, where appropriate, establish objectives for collabor
8.2.4 and 8.3.2.2);

resources for collaboration (see 7.1);
rimary roles and responsibilities for collaboration (see 8.6.2.5);

hat new roles and responsibilities for collaboration are compatible'with general govern
ments in the rest of the organization;

that the organization is sufficiently prepared for collaboration before committing
4);

the establishment of an appropriate joint governance structure (see 8.6.2), includin
bn of joint objectives that are compatible with the‘organization’s objectives for collabor
2.3);

that value creation initiatives are appropriately targeted toward the achievement of
es (see 8.8);

oversight of the management of thejoint relationship (see 8.8.2 and 8.8.3);

'hat the performance of the jeint relationship is appropriately analysed and reported ¥
see 8.8.7) and following exit\(see 8.9.4);

hat audits are planned-and provide objective information on the status of the CBRMS (seg

that management reviews are planned and take place, and take timely decisions to er
CBRMS remains effective (see 9.3);

I business management systems.

jor-executive responsible

htion

ance

to it

b the
htion

joint

while

9.2);

sure

hatarrangements for managementreviews are integrated or compatible with arrangenpents

5.3.3.1 What: summary of the intent

For the effective performance of the CBRMS, the SER should have a clear mandate and authority from
top management.

5.3.3.2 Why: explanation of relevance

Collaborative working can require internal changes to operating practices or resources and can
cross internal functional boundaries where executive direction and support is required. In addition,
collaborative systems need executive oversight to ensure their effectiveness and, on occasions,
necessitate high-level issue resolution.
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5.3.3.3 How: implementation guidance

The appointment of an SER should, in most cases, not require an additional person within the
organization. The role is generally assigned to a senior individual with executive support based on the
existing management structure, as appropriate to the operational requirements. In larger organizations,
the responsibilities of the SER can be formally delegated in part to operational management, while
retaining overall responsibility for the collaborative management systems.

The primary responsibilities of the SER should include:

a) maintaining the operational effectiveness of the collaborative management system;

b) interfacing at a high level with external partners;

c) supporting the internal development of processes, systems and people;

d) 4llocating resources;

e) ¢verseeing, monitoring and reviewing collaborative operations and perfermance;
f) tesolving issues, as appropriate:

g) developing collaborative competencies.

6 Planning
6.1 | Actions to address risks and opportunities

6.1.1 What: summary of the intent

The |organization should review potential-collaborative initiatives and identify both risks and
oppdrtunities.

6.1.2 Why: explanation of relevance

Adopting a collaborative approach can have far-reaching internal implications affecting systems,
processes and people associated with delivering outcomes. Identifying risks and opportunifties ensures
ther¢ is a sound basis for implementation.

6.1.3 How: implementation guidance

The prganization should undertake a robust review of all risks and opportunities that dan result in
impdcts froma collaborative approach. It should document a business case before proceegling, so that
thos¢ involved fully understand the requirement and objectives.

6.2 Collaborative business relationship objectives and planning to achieve them

6.2.1 What: summary of the intent

The organization should evaluate each potential collaborative relationship in the context of the overall
business objectives.

6.2.2 Why: explanation of relevance

Before launching a collaborative programme, it should be ensured that the objectives of such an
arrangement warrant the investment. At the same time, by defining the value to be derived from a
collaborative relationship, the organization can validate its approach.
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6.2.3 How: implementation guidance

The organization should establish a process for undertaking these evaluations. This can involve a
variety of considerations, including:

a)
b)
‘)
d)

financial benefits and risk reduction;
improved performance and efficiency;
extending product or service capability;

product development and innovation;

e)

improvy

6.3

bd performance through behavioural change.

Identification and prioritization of collaborative business relationships

6.3.1 Genleral

6.3.1.1 Whhat: summary of the intent

The organiz

ation should ensure there is an established process to identify those relationships w

collaboration can deliver added value.

6.3.1.2 Why: explanation of relevance

Not all bu
Transaction

— not long

an exch

introdu
While collah
— longert
— value cif
introdu

The relation

biness arrangements necessarily require orxbenefit from a collaborative appr
al relationships are typically:

term;

hnge of values or assets;

Ce minimal complexity.

orative relationships are typically:
erm;

eating or asset integrating;

Ce more complexity.

ship between transactional and collaborative relationships in shown in Figure 5.

rhere

bach.

10
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value creation

Transactional

Collaborative
relationships

6.3.1

The
cons

Asset/value relationships

exchange

Complexity

Figure 5 — Transactional versus collaborative relationships

.3 How: implementation guidance

brganization should undertake an assessment of each relationship where collaborat
dered (see Figure 6). Factors that influence whether a_epllaborative relationship is

inclulde, but are not limited to, cost, complexity, time, criticality, reputation and risk.

ion is being
fitting often

Opportunistic relationships
(potentially collaborative)

Largely one-off relationships
where there is scope to
exploit joint resources and
information over the petiod of
engagement, frequently-driven by
major contracts

Strategic relationships
(collaborative)

Relationships that are strategically
critical to long-term development and
require a level of interdependence where
value and risk management can be
enhanced through developing a close
integrated operating approach

Transactional relationships
(not collaborative)

Relationships where there is
limited scope to exploit joint
resources or information based on
standard products, commodities
or services

Development relationships
(potentially collaborative)

Relationships where there is
potential to build benefits through
a longer term engagement, which
could eventually migrate to the level of
a strategic partnership

6.3.2

Figure 6 — Suggested approach to segmentation in business relationships

Identification of opportunities for collaboration

6.3.2.1 What: summary of the intent

The organization should establish a process for the identification of potential opportunities that can be
derived from a collaborative approach.

© IS0 2019 - All rights reserved
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6.3.2.2 Why: explanation of relevance

The purpose isto ensure there is a sound basis on which to consider the circumstances and opportunities
that would support the investment in a collaborative approach.

6.3.2.3 How: implementation guidance

The organization should consider the evolution of relationships and their relative value and potential
enhancements. This can be derived from moving to a more collaborative approach by establishing an
appropriate strategy for development of a specific relationship (see Figure 7).

— Open new markets — Build joint value
— Extend product range — Reduce risk profile
— Enhance capabilities/skills — Enhance capability
— Increase service capability — Address customer needs
— Establish local partners — Create new propositions
— Expand/reach sales| Establish Develop — Increase resilience
— Cross-sector sales new |:> strategic | — Scalabillity
relationship relationship
i)
Maintain Enhance
— Improve operations current C:I current *< Foster innovation
— Reduce waste relationship relationship<\*— Share investment
— Consolidate relationship — Build trust levels
— Reduce conflict/frictions << Joint skills development
— Streamline processes — Expand scope
— Reduce operating costs — Exploit mutual benefits
— Improve risk management — Rationalize resources
| Potential relationship development routes >

Figure 7 — Development of relationship

7 Support
7.1 Resources

7.1.1 What: summary of the intent

The organizption'should ensure that the CBRMS is sufficiently and appropriately resourced.

7.1.2 Why: explanation of relevance

The failure to provide sufficient and/or appropriate and timely resources is a significant cause of failure
to achieve the management system objectives.

7.1.3 How: implementation guidance

Throughout the application of ISO 44001, when assessing the resources necessary to establish,
implement, maintain and continually improve the CBRMS, the organization should consider the
capabilities of both internal and external resources and the constraints upon them.
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In the context of a CBRMS, this can include:

a) knowledge, e.g. information about current markets, potential partners and current operations, to
allow top management to understand and commit to collaboration on a sound basis;

b) finance, e.g. investment in the people, structures, processes and systems to support joint working;

c) operational management/staff, e.g. personnel with capacity and competence to undertake the
additional tasks/processes required by a collaborative relationship;

d) administrative support, e.g. personnel or facilities to maintain documented information (see 7.5) or
to manage the knowledge created (see 8.3.4 and 8.7.4);

e

e) (¢ultural environment, e.g. a supportive social and psychological environment (see 8.4-%);

)

f) information and communications infrastructure, e.g. hardware and softwarge, to’support the new
joint operation;

g) physical infrastructure;

h) onitoring and measuring tools/techniques, e.g. performance .jndicators and systems for the
easurement of performance against joint objectives (see 8.8.6) ér for the monitoring of behaviours
gnd trust (see 8.8.4);

i) auditsupport, e.g. auditors with business management knowledge or understanding of cpllaboration
[see 7.2 and 9.2.2 ¢)].

7.2 | Competence and behaviour

7.2.1 What: summary of the intent

The ¢rganization should ensure that the neCessary competence and behaviours of person(s] doing work
undelr its control that affects its collaborative business relationship management performance has been
defirled and fostered.

7.2.7 Why: explanation of relevance

Trust is a fundamental facet of any effective collaboration. Gaining trust across the parties is a
combination of demonstrating competence and integrity through behaviours. Thus, policigs, processes
and governance should be continuously reinforced to ensure optimum performance and t¢ maintain a
sustdinable and improving relationship. Operating in a collaborative environment and integrating with
external parties réquires competencies and skills in order to build and maintain an envirpnment that
pronmotes the~appropriate behaviours that underpin the performance. Performance is crucial in any
collaporativesrelationship in terms of maintaining optimized output and behaviours, such as meeting
obje¢tives\and obligations at all stages of development and implementation.

7.2.3 How: implementation guidance

The organization should establish an assessment of the competencies and behavioural profile required
to deliver the collaborative objectives. It should establish training and development processes that
incorporate a focus on collaborative working. In establishing an initial baseline capability assessment,
or re-assessing the capability to collaborate at a later stage in the relationship, it is important that a
systematic and proven evidence-based approach is undertaken.

The organization should identify the specific challenges, risks and opportunities for a given relationship.
It should establish the key competencies and behaviours that best serve the specific objectives and
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operating environment of the relationship. It can also be valuable to identify which parties are required
to demonstrate those competencies.

NOTE 1 See ISO 44001:2017, 3.10, for the definition of “competence”. ISO 44001:2017, Annex C, provides
general guidance on competencies that could be relevant to a given collaborative relationship and many of the
behaviours that underpin effective collaborative working and developing the trust of others.

NOTE2  TheISO 10667 series undertakes an evidence-based approach to assessing and evaluating work place
competencies and behaviours and has worldwide applicability for use with individuals, groups or organizations.
ISO 10667-1 provides requirements for those initiating or commissioning an assessment and ISO 10667-2
provides requirements for those delivering an assessment of collaboration capabilities and behaviours.

7.3 Awareness

7.3.1 What: summary of the intent

The organization should ensure that the adoption of collaborative working policiesand processes are
fully communicated.

7.3.2 Why: explanation of relevance

Collaborative working can be a new approach in many organizations andyas such, all personnel negd to
be aware of|the potential requirements, implications and advantages:-

7.3.3 How: implementation guidance

The organization should undertake awareness information ‘sessions and workshops.
7.4 Communication

7.4.1 What: summary of the intent

The organizption should ensure there is a process for effective communication of collaborative working
requirementgs.

7.4.2 Why: explanation of relevance

Effective cqllaboration relies\'oh all personnel involved, either directly or indirectly, having an
understanding of the requirements and their role in ensuring success. Organizational systemg and
individual perceptions afid-concerns can reduce the effectiveness of communications between:

a) individuyals;

b) groups;

c) divisionsof theorgamizatior;

d) collaborative partners, suppliers or customers.

7.4.3 How: implementation guidance

The organization should ensure individuals recognize the importance of collaborative working
initiatives and how it is linked with the business objectives of the organization through:

a) formal and informal communications;
b) staff briefings;

c) newsletters;
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d) intranet;

e) social media;

f) shared working environments.

7.5 Documented information

7.5.1 General

7.5. 11 —What:-summary-eof the-intent

The ¢rganization should document its collaborative business relationship management sysgem.

7.5.1.2 Why: explanation of relevance

Docymented information should provide clarity, transparency and consistengy across the organization.
It sHould underpin collaborative working and complement existing business procegses, where
apprppriate. Information should be available and suitable for use, where’and when it is neefled.

7.5.1.3 How: implementation guidance

Docymentation should reflect the size and complexity of thé organization. The organization should
undedrtake a review to establish whether the existing¢processes are consistent with gollaborative
worKing or require modification. Those implementing-ISO 44001 should incorporate do¢umentation
withjn existing policies, procedures and systems rathet than create an additional level of documentation.
The relationship management plan (RMP) can previde a mechanism for documenting any additional
requjrements or act as a signpost to the location.of other documents relevant to collaboration.

7.5.1 Creating and updating

7.5.2.1 What: summary of the intent

The |organization should ensurethat procedures and processes are adequately documented and
contfolled, including identification and description. Documents should be regularly reviewed for
suitability and adequacy.

7.5.2.2 Why: explanation of relevance

Where the organization has established procedures, these can require updating to include dollaborative
workling andintegrating into current practices.

7.5.2.3- “How: implementation guidance

The organization should adopt a controlled approach to all documented processes and procedures,
taking into consideration future format, storage and retention practices.

7.5.3 Control of documented information

7.5.3.1 What: summary of the intent

The organization should ensure a revision control process is in place, including security, access and
retention.
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7.5.3.2 Why: explanation of relevance

Collaborative working can require multiple variations of documents over the lifetime of a relationship
and these need to be maintained to ensure effective, long-term application and compliance of the

collaborativ

e requirements.

7.5.3.3 How: implementation guidance

Adopt a controlled approach to all processes and procedures, including review, change control, access
and retrieval, updating where appropriate.

7.5.4 Rec

prd of collaborative competencies

7.5.4.1 Whhat: summary of the intent

The organiz
individuals

ation should ensure there is a process for recording the competence and,skills of thos
nvolved in collaborative initiatives.

7.5.4.2 Why: explanation of relevance

Collaboratiy

e working requires individuals to have the appropriate skills, competence and experi

Where collaborative working is a critical success factor, it is important)to ensure that key indivi

involved in
a collaborat
frameworkd
including pr

7.54.3 H¢

Existing hu
specificatio}
include the
achievemen
collaborativ
induction, o
by, among o

— profess
profess
credent]

charter

collaborative initiatives have the appropriate competencies and skills to operate w
ive context. Processes and systems should be used\to establish skills and compet

ofessional development requirements and othex€ollaborative learning programmes.

pw: implementation guidance

nan resource management systems can contain records of role requirements an
1s, including role specific competence frameworks. Where appropriate, these s}
necessary skills and competencies for roles operating in a collaborative context an

e skills and competencies_ into its existing processes, including recruitment and seleq
ngoing performance management and training programmes. These can be demonst
her means:

onal qualification;
onal certification;
ials;

bd status.

to support ongoing and future collaborative learning and development progranj

e key

ence.
uals
ithin
ence
mes,

1 job
jould
1 the

I of collaborative performance'levels. The organization should, where appropriate, embed

tion,
rated

7.5.5 Corporate RMP

7.5.5.1 What: summary of the intent

The organiz

ation should establish a corporate RMP, see ISO 44001:2017, Annex B.

7.5.5.2 Why: explanation of relevance

The corporate RMP is the organization's default process for establishing collaborative business
relationship management. Collaborative working can be integrated into all operating practices or only
deployed in selected relationships. Where collaborative working is to be deployed, it is critical that
there is an established approach which can be referenced when required.
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7.5.5.3 How: implementation guidance

The corporate RMP can be a specific document that references all operating and management
requirements. It should, where appropriate, link to and not duplicate existing management processes
that incorporate the necessary requirements. It can be a reference document that highlights those
requirements that are fully integrated within overall management processes and procedures.

8 Operation

8.1 Operational planning and control

8.1.1 What: summary of the intent

The prganization should ensure there is an operational process for the application of dollaborative
workKing.

8.1.7 Why: explanation of relevance

Thislensures that there is a baseline process that can be adapted whehn it is appropriate or designated to
adopit a collaborative working approach.

8.1.3 How: implementation guidance

This|can be addressed through adaptations of the corperate RMP to align with specific sectors of
industry, diverse locations, functions or divisions of afisorganization.

8.2 | Operational awareness (Stage 1)

8.2.1 General

“Operational awareness” addresses. the transition from overall strategic corporate policies and
processes that can lead to incorporating collaborative working into specific business opdrations (see
Figure 8). This recognized appreach can be used to identify where value can be added. At this stage, the
orgahization is advised to asSess the appropriateness of adopting a collaborative approach|and plan its
integration of it, identifying-the benefits and value along with the business impacts, and|considering
bothlinternal and exterfial constraints.

8.2.3
8212 L 8.2.4 8.2.5
Duties,of senior  [—p| Appll_lga‘t_lon a?d —»| Identification of o| Establishmento
executive responsible vaudaation o operational objectives| " |  value analysis
operational d val
and value process
governance structure
828 827 8262 5 f8.2.6 i
Initial risk Development of Planning for Identification an
assessment Nl competencies and Nl operational < prioritization of
behaviour collaboration collaborative business
relationships

v

8.29
Establishment of the
relationship

management plan

Figure 8 — Operational awareness (Stage 1)
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8.2.2 Duties of SER

8.2.2.1 What: summary of the intent

The SER appointed by top management (see 5.3.1) is critical to ensuring the effectiveness of the CBRMS.

8.2.2.2 Why: explanation of relevance

The SER ensures that there is senior executive sponsorship and support for any changes to operational
processes required to deliver collaborative working in specific applications. In some organizations or

sectors of o

eration, it can be necessary for some responsibilities to be delegated, but the SER s

ould

retain overg

8.2.2.3 Hy¢

The SER sh
collaborativ

authorif
overall

interna
the effe
those cfj
appropt

overall

The SER shd
and functid

1l responsibility and maintain alignment to the overall business strategy and systems

pw: implementation guidance

puld have a clear mandate and overall strategy for the creation and irhplementati
e relationships. Where aspects of the role are delegated, the SER shouldensure that:

y and recognition are given to the implementation;

business objectives are aligned;

and external stakeholders are engaged;

Cts on operating practices and resources are recognized;

jarged with implementation are accountable;

iate governance models are established andimplemented effectively;

responsibility for successful collaboratien is undertaken through appropriate oversigh

ns represented within the btusihess relationship, without necessarily having

management authority. The SER should ensure, through the joint management team, overall

individual 14
disciplined §

The SER shd
based on th
information
level of man
etc., based d

8.2.3 App

adership responsibility forthe performance of each collaborative relationship. Mainta
bovernance arrangements.are important for supporting this role.

uld determine the most appropriate level of management to review the performance
e areas for which\they are responsible. Data should be reviewed, conclusions drawy
passed throughout the organization at all levels. In particular, data should be passed
agement thatnrakes decisions on how to respond to conclusions and to allocate resoy
n the outeomnes.

lication and validation of operational governance structure

bn of

t.

uld have the necessary central authority to be able to influence the multiple organizafions

line-
and
ning

data
and
o the
rces,

8231 W

hat: summary of the intent

The organization should ensure there is an appropriate governance structure in place relative to the

area of oper

ation.

8.2.3.2 Why: explanation of relevance

In those organizations operating in a variety of industry sectors or locations, the corporate structures
and authorities could require adaptation to meet market requirements.

8.2.3.3 How: implementation guidance

The SER should review the corporate governance structure and put forward, to the top management,

appropriate
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modifications to ensure effective, specific application.
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8.2.4 Identification of operational objectives and value

8.2.4.1 What: summary of the intent

The organization should identify operational business objectives. See Table 2 for examples of the
potential benefits from collaborative working.

Table 2 — Examples of benefits from collaborative working

Identify total cost of Improved efficiency Optimized effectiveness Enhanced performance

ownership

Costjreduction Product development |Market development Delivery imptoyement

Waste reduction Remove duplication Customer engagement Joint risk management

Resqgurce optimization Supply security Scalability of resources Sustainable devielopment

Improve profitability Information sharing Skills enhancement Infievation

Busipess growth Process improvement |Competitive advantage Dispute reductipn
enhancement

8.2.4.2 Why: explanation of relevance

The prganization should review its objectives to determine how and where delivery of these can be
enhanced by the use of collaborative working.

8.2.4.3 How: implementation guidance

Objettives should be consistent with the policies of the partner organizations, adequately resourced
with|appropriate accountabilities and be SMART:

— $pecific, with defined outcomes aligned.to desired benefits;

— Measurable, such that performance can be assessed and evaluated;
— Achievable, while encompassing:stretched goals, where appropriate;
— Realistic, such that collaborative teams are motived to reach goals;

— Time-bound, in order\that progress can be monitored towards achieving desired goals
8.2.3 Establishmernit of value analysis process

8.2.3.1 What:'summary of the intent

The ¢rganization should identify the potential value from collaborative working.

8.2.5.2 Why: explanation of relevance

Collaborative working requires that adequate resources are invested to be successful. Therefore,
identifying the potential value in collaborative working should ensure that the value proposition has
been sufficiently evaluated to:

a) demonstrate specific benefits;

b) address internal barriers;

c) evaluate output versus investment;

d) identify opportunities and risks to be exploited;

e) drive innovation.
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8.2.5.3 How: implementation guidance

The organization should establish a methodology and process for quantifying value (an example of this
can be value for money assessment in a relationship). Areas that can deliver value to the organization
from a short-, medium- and long-term perspective should be identified. See Table 2 for examples of the

potential be

8.2.6

nefits from collaborative working.

Identification and prioritization of collaborative business relationships

8.2.6.1 General

A

8.2.6.1.1

The organiz
desired outd

8.2.6.1.2

The purpos

What: summary of the intent

ation should verify that a collaborative approach is appropriate for its objeetiveg
omes at the operational level.

Why: explanation of relevance

e is to ensure an appropriate allocation of resources and to,evaluate the potentid

collaboratiopn to deliver additional benefits.

8.2.6.1.3

The organiz
business rel
its collabord
are included

qualitaf]

quantit

How: implementation guidance

ation should establish a definition or set of criteriasthat helps it to identify collabor
ationships (see 6.3). In addition, the organization should establish a discipline to prio}
tive relationships by using a set of qualitative and/or quantitative values. Some exan
below:

ive: trust, communication, ease of doing business, culture;

htive: revenue, cost reduction, profitability, new customers, new markets.

8.2.6.2 Planning for operational collaboration

8.2.6.2.1

The organiz
working.

Y

8.2.6.2.2

This should
recognizes ¢

What: summary of thedntent

ation should estallish an implementation plan for the local application of collabor

Why: explanation of relevance

definesan approach for each type of relationship that supports business objectives
xtetnal influences and risks that could either aid or constrain the programme.

and

| for

ative
ritize
hples

ative

and

8.2.6.2.3 How: implementation guidance

At this stage, the organization should establish and implement a process to identify where collaborative
working is to be deployed to meet specific objectives and implement appropriate changes to operating
practices, where necessary.

8.2.7 Development of competencies and behaviour

8.2.7.1 What: summary of the intent

The organization should evaluate the necessary technical skills and resources with alignment to

appropriate

20

competencies and appropriate behaviours.
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8.2.7.2 Why: explanation of relevance

Operating within a collaborative programme introduces a number of challenging concepts that might
not be common within the current operating structures. Operating this way should ensure that, as the
programme evolves, the appropriate behaviours and skills can be established and maintained.

8.2.7.3 How: implementation guidance

The competencies, skills and behaviours that are required should be established with clear reference
to the challenges, risks and opportunities for the specific relationship and be role-specific, where
appropriate. Where gaps in requirements are identified, appropriate training and development should

be iniplemented (see ISO 44001:2017, Annex C, for additional guidance).

Whe
itisi
read
ther
serie
cons
expe|
Whe
team

h considering the suitability and experience of individuals to work in a collaborative e
mportant to recognize the critical effect of behaviours. Assessment of capabilities and
ness is more effective when assessment methods are used that ensure validity and

s provides detailed guidance in these aspects. Following an assessment, the organiz
der the introduction of an initial induction programme where the/principles and
ctations for collaborative working can be highlighted for those joining a collaborative

members over the life of the relationship, a process to maintain an up-to-date asses

esults and where assessments are conducted to ethical and professional $tandards. TH

Fe relationships are extended over a significant period, and/or where there is a refresh

nvironment,
behavioural
reliability of
e ISO 10667
htion should
behavioural
brogramme.
ment of new
tment of the

levelf of competence and behaviours for collaboration is of vates

8.2.8 Initial risk assessment

8.2.8.1 What: summary of the intent

The
relat

brganization should implement an initial-tisk assessment associated with collaborat]ve business

jonships.

8.2.8.2 Why: explanation of relevance

The 4
work
How

ollaborative
llaboration.

pecificimplications of risk associated with collaborative working should be assessed. C
ing can offer many oppottunities to mitigate risks for the parties involved in the c
bver, it can introduce new/risks that might not have been considered.

fective initial risk assessment should enable the organization to evaluate:

a) fthe risks to engagement in collaboration;

b) lhow collaberation can reduce risks in prospective opportunities;
c) 4ny identified risk issues when assessing prospective partners;
d)

8.2.8.3 How: implementation guidance

Examples of areas to be considered when identifying the risks associated with a prospective
collaborative opportunity are given in Table 3, in addition to any existing risk management policies.
The proposed mitigation for each risk should be established, where practical. Addressing risk could
be a facet of the collaboration, e.g. can partners help, through joint risk management or an issue that
collaboration could introduce and should be assessed during strategy development and partner
selection.
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Table 3 — Examples of areas of risk associated with collaborative relationships

Business risk Operational risk Cultural risk Financial risk
— Reputation — Health and safety |— Politics — Interdependence
— Competitive advantage |— Environment — National cultures — Alternative
measurement/
— Sustainability — FlelellltY/aglllty — Ethics reporting requirements
— Stakeholder — Interdependence |— Openness, — Insurance
acceptance transparency and
— Continuity of trust

— Technolpgy Supply

— Behaviours
— Intellectual property |— Performance

— Prior relationships
— Business continuity
8.2.9 Estgblishment of the RMP

8.2.9.1 Whhat: summary of the intent

The organiz,

ation should develop an operational RMP aligned to the corporate RMP.

8.2.9.2 Why: explanation of relevance

In some ca
relationship

ses, the corporate RMP, while providing an oyerall framework for documenting
development process, may require adaptation to address specific sectors of

organizatiop and/or specific relationships. Any adaptations or modification should be approved b

SER to ensu

Types of RM

Fe it remains effective within the overall management concepts for collaborative work

Ps:

— corporTe RMP: the default process for establishing the RMP;

— operati
— specific
— joint RM
8.2.9.3 Hg¢

The operati
It should dd
at the same

nal RMP: optional where sectorial activity requires adaptation;
RMP: for an individual preject or programme;

[P: the agreed plan/between the partners.

pw: implemeritation guidance

bnal RMP-should align with the organization's corporate model for collaborative wor
cument:the various elements, processes, procedures and shared systems of work, {
time \be used to communicate strategic issues, such as objectives, targets, milestoneg

I the
the

[y the

ing.

king.
while
, key

contacts an<ll areas of responsibility.

The RMP can be presented in many forms, from a simple booklet to an online database, depending
on the nature of the collaboration, the life cycle or complexity, and the nature of the collaborating
organizations. Any operational RMP is a dynamic record of the evolution of the relationship and
provides a focus and background for operational personnel and a centralized record for process audit

Oor assessme

nt.

The RMP should:

— be approved by the SER (once finalized);

— showth

at all stakeholders are identified and engaged in the process;

— reflect the culture and environment that it is designed to support;
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be maintained as a live, evolving document through life cycle of the collaboration;

be approved by the SER (once finalized);
be subject to review at appropriate intervals;

be updated at every stage of the development.

have clear ownership and be used as the basis for developing (a) future specific joint RMP(s);

establishing the initial operational RMP, the document should incorporate a default approach for

each of the elements defined in ISO 44001. The content of the RMP should remain constant as specific

joint
— 1
i
i

i

incorporating benefits analysis;

RMPs are developed for individual approaches, including:

dentifying business objectives and drivers;

dentifying implementation processes or links to existing procedures and‘processes;
dentifying constraints and initial risks;

dentifying resources and skills development requirements.

n identified
approach to
ollaborative
rific drivers,
e processes
lstrates the

8.3 | Knowledge (Stage 2)
8.3.1 General
“Knowledge” focuses on the development of a specific implementation strategy for a
oppdrtunity, creating a business case and analysing benefits around building a collaborative
delivier the strategic objectives. While there is an overall corporate approach to developing d
relatjonships, each individual business relationship is established against a variety of spe
objectives and influences. Each relationship should encompass both the overall governane
and also reflect the necessary adjustments to achieve the desired outcomes. Figure 9 ill
stepg through Stage 2.
8.3.2.1 8.3.2.2 8.3.2.3 83.2.5
Strategy and businéss-|_ | Identification of L Implementation of the Development of the
case development specific relationship value analysis for a initial exit strategy
objectives specific opportunity
83.6 8.3.5 8.3.4 833
Implementation of Supply chain and — Knowledge Identification O'fk 2
risk management 4 extended enterprise management Nl individuals
process risks and opportunities competences
and behaviour
1
v
8.3.6.1 8.3.6.2 8363 8.3.7
Risk assessment [ Internalreview | Riskownership —»|  Evaluation of the
and mitigation business case
\4
8.3.8
Incorporation of
knowledge
into the relationship
management plan
Figure 9 — Knowledge (Stage 2)
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8.3.2 Strategy and business case
8.3.2.1 Development

8.3.2.1.1 What: summary of the intent

The organization should establish a defined process for developing a strategy and business case for each
specific relationship that incorporates and evaluates the basis for adopting a collaborative approach.

8.3.2.1.2 Why: explanation of relevance

There should be clarity across the organization about business rationale for adopting and managing
the collaborptive approach. Even people outside the direct collaborative activity can affect itS\eventual
success and| thus need to understand the strategy and benefits. Consideration should be-given tp the
broader ecgnomic and political changes in the external environment that could introduce presgures
on the collgborative arrangement. This can be particularly relevant when working with overseas
organizations. However, collaborative approaches are often developed to meet external challepges,
responding fo changes in markets, and can be highly successful.

8.3.2.1.3 How: implementation guidance

To ensure a| collaborative approach is the right approach to capture;the value-added opportunity, an
organizatiop should employ an analysis that assesses the organization’s capabilities, resourceq and
objectives against three options to capture the value: doing it themiselves (build), acquiring what|they
need (buy), pr collaborating (ally). Table 4 provides outcomes based on a suggested list of criteria.

Table 4 — Capabilities, resources;and objectives analysis

Strategy Build Buy Ally
Suggesteq criteria
Required [control High degree Moderate to Low or
— Do wg need to control everything from of control high degree shared degree
revenue to customer experience tosdecisions? of control of control
Protect cqre Need to own/ Need to own/ Willing td ex-
— To adhieve our objective do @e need to protect the protect the pose or share
protdct our IP, brand, domaini expertise? core core core or ddes
not impadt
the core
Time to mjarket We have time We have time We do not
— Do wg have time)to achieve this objective or hgve much
is it gxtremeély-urgent? time
Resource$ We have the We have the We do not
— Do wehdve the financial resources and human resources resources have the
resources to achieve the objective? resources
Risk We are We are We need to
. . . willing to own willing to own share the
— Are we willing to own the risks to achieve the '8 "8 .
] .o the risks the risks risks
desired objective?

8.3.2.2 Identification of specific relationship objectives

8.3.2.2.1 What: summary of the intent

The organization should identify and document the objectives of each collaborative relationship.
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8.3.2.2.2 Why: explanation of relevance

Only when there is a clear understanding of what an organization wants to accomplish can specific
objectives for a collaborative relationship be set. In many cases, the failure of external relationships can
be attributed to organizations failing to understand or define their own direction.

8.3.2.2.3 How: implementation guidance
When defining and prioritizing the desired outcomes, the following questions should be answered.

a) What are the benefits of collaborative working?

b) What would success look like?
c¢) How is the progress towards outcomes measured?

d) What is the timeline for achieving outcomes?
8.3.2.3 Implementation of the value analysis for a specific opportunity

8.3.2.3.1 What: summary of the intent

The prganization should implement the value analysis for specific opportunities along with the key
areas for measurement and reporting.

8.3.2.3.2 Why: explanation of relevance

Relationship value analysis provides the basisifor ongoing alignment and improved outcomes
contributing to the business case. Only when tliere is a clear understanding of what an ¢rganization
wanfs to accomplish in terms of goals can specific objectives for a collaborative relationsljip be set. In
many cases, the failure of external relationships can be attributed to organizations failing toflunderstand
or dgfine their own direction.

8.3.2.3.3 How: implementation guidance
Wheh defining and prioritizing-the desired outcomes, the following questions should be angwered.
a) WWhat are the relationship goals, objectives, and expected benefits?
b) How is the progress towards goals measured?

c¢) Whatis thempiethodology for quantifying value?

d) What internal relationship data and data collection procedures and systems are requitjed?

e) Whatexternal data and data sources needed for comparison with industry norms and practices?

f) What reports are required to facilitate proactive management by the relationship joint
governance teams?

8.3.2.4 Identification of potential collaborative partner organizations

8.3.2.4.1 What: summary of the intent

The organization should identify potential collaborative organizations against the specific
opportunities.
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8.3.2.4.2 Why: explanation of relevance

Even if the potential of collaborative working has been identified, its success rests largely on being
able to identify suitable partners. Where there is a customer-driven requirement, the options can be

constrained

by customer preference.

8.3.2.4.3 How: implementation guidance

Potential collaborative partners can emerge from a variety of sources, including:

existing trading relationships;

a)

b)

<)

d) thosei
e) specific
f) future q
g) compet

These poter
been consid

Consideratipn should be given to alignment of visions and valuésito ensure the avoidance of reputat

risks throug

8.3.2.5 Dq

A

8.3.2.5.1

The organiz

8.3.2.5.2

In developin
the need fol
proceeds, th
those key is

8.3.2.5.3

those identified to provide specialist capability;

complementary skills;

entified from geographic or market development drivers;
customer requirements;

roducts or services;

tors.

tial partners can include organizations that, for a variety of reasons, have not previ
ered, e.g. for competitive, commercial or historical reasons.

h association.
pvelopment of the initial exit strategy

What: summary of the intent

ation should develop an initial exit strategy assessment.

Why: explanation of relevance

g a strategy for the implementation of a collaborative approach, the issues that could tr
" exiting the relationship should be understood. This ensures that as the implement
lese aspects are kept transparent to avoid any hidden agendas, together with identi
sues that ne€d-to be addressed and which form part of a joint exit strategy.

How: implementation guidance

busly

jonal

gger
htion

fying

nt of

The organiZ

ation should consider at this stage those issues that can affect the ongoing developmg

the strategy-

NOTE

See IS0 44001:2017 Annex E, for a detailed breakdown of an exit strategy.

Table 5 gives examples of items for consideration for an exit strategy.
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Table 5 — Examples of considerations for exit strategy

Possible exit triggers Key concerns Process issues
Unilateral withdrawal of the partner |Intellectual property Breakdown of governance
Performance failure Customer relationship management | Business continuity
Change of ownership Knowledge transfer Controlled transition
Policy or regulatory changes Loss of capability Resource transfer
Change of requirements Resource allocation Costs and timing
Market changes Reputation Supply chain impacts
Completion of objectives Ongoing liabilities
Charjge of strategic direction
Politiical change

8.3.3 Identification of key individuals' competence and behaviour

8.3.3.1 What: summary of the intent

The [organization should identify the experience, skills and €ompetencies of individugls that are
involved in any collaborative initiative.

8.3.3.2 Why: explanation of relevance

A collaborative approach can challenge traditionakworking practices and therefore be|l a potential
consfraint. People with the appropriate skills and: experience should be assigned to wqrk together
effectively. There could also be a need to redefing’ operational roles and responsibilities inf the context
of the collaboration.

8.3.3.3 How: implementation guidance

Therg is a clear distinction betwgen business skills and those additional practical collabprative skill
sets that could be required to support a collaborative relationship. The organization should undertake
a reviiew of the resource requiréments against existing skills, experience and competence models, and
implement selection and traihing as appropriate, with a particular focus on key personngel and those
whoge relationships withyothers are critical to maintaining an effective collaborative relationship. See
ISO 44001:2017, Annéx €, for further information.

8.3.4 Knowledge management

8.3.4.1 , What: summary of the intent

8.3.4.2 Why: explanation of relevance

A key benefit of collaborative relationships is that they increase the knowledge pool, improve
transparency and provide an environment for knowledge creation.

Collaboration increases the flow of information and this should be handled in a controlled manner to
prevent potential conflicts, duplication, inefficiency and misunderstanding, which can lead to mistrust.
Through effective collaborative relationships, the organization can capitalize on wider knowledge pools
that could otherwise be constrained by systems, individual perceptions and concerns about sharing
knowledge. Knowledge sharing can be between:

a) individuals;
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b) groups;

c) divisions of the organization;

d) collaborative partners or customers.

8.3.4.3 How: implementation guidance

During this step, the organization could find it helpful to provide guidance on sharing knowledge
because it ensures appropriate information is exchanged and drives correct behaviour that underpins
collaborative working. Individuals should recognize the importance of knowledge sharing and

1 - - 1. 1 | a il 1 1 . loo .- Lol - - I 1 . 1 |
understand frow-itisHnked-with-the busitress opjectivesof tireorgantzatiom Cxanpres ere:

a) formal and informal communications;

b) staff briefings;

c) newsletfters;

d) intranet;

e) social media;

f) shared working environments.

The procedpre should include process controls and designated:responsibilities for how and ywhen
knowledge ils recorded and how it is shared.

What should be shared and what information should bé.controlled within contractual and

constraints should be understood by those involved in theirelationship.

legal

The organization should also evaluate its standard-contract clauses relative to knowledge sharihg to

ensure that [these are compatible with collaboration-and, if necessary, document specific variationsg.

Developing

h knowledge map or information matrix can help to provide a structure to identify

what

might or might not be shared, dependent on the nature of the relationship. An example of a knowledge
map is shown in Table 6.

Table 6 —

Example of knowledge’'map to consider what can/what could/what can’t be shared

Generally limited sensitivity.

Possible sensitivity

Potentially sensitive

Industry Regulatofy Existing Product Current business |Strategic
standards requirements partnerships strategies plans development
plans
Product Market research |Patent Research and Research and Investment glans
information applications development development
strategy results
Industry trends |Bidding Product/service |Pricing Current and Organizational
strategies pricing structures projected profit |financial
data information
Market Current activities | Marketing plans |Customer Strategic Incentive and
information relationship customer salary data
information relationships
Customer trends |Sales plans/ Sales targets Existing sales Capability Projected
budgets leads development organizational
plans changes
Publicly available | Supplier Existing supplier |Technical and Detailed cost data|IP and
information relationships/ agreements product data proprietary
contracts information

NOTE Actual sensitivity can vary by activity or partner and should consider personnel data.
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8.3.5 Supply chain and extended enterprise risks and opportunities

8.3.5.1 What: summary of the intent

The organization should evaluate the potential effects of third-party organizations or supply chains on
the overall collaboration.

8.3.5.2 Why: explanation of relevance

In a collaborative engagement, there can be a wide variety of implications resulting from the supply

chai

s of potential partners or through the reach of extended enterprises not directly enga

ed through

the c

8.3.5

The

nece
dilig
ISO 4

8.3.6
8.3.6

8.3.6

The
relat

8.3.6

Inad
evall
term
are t
part)
colla

Whe
man
whet
risk 1

pllaborative initiative.

.3 How: implementation guidance

organization should assess implications that could arise or special cénditions th
ksary to evaluate when selecting potential partners, as well as the ppportunities
ence required to jointly develop third parties for additional benefifsy See the examy
4001:2017, 8.3.5.

Implementation of risk management process
.1 Risk assessment

.1.1 What: summary of the intent

brganization should establish a risk management policy and integrate risk managem
jonship management operational framewegk.

.1.2 Why: explanation of relevance

ollaborative relationship, risk sheuld be a joint effort providing all stakeholders with a {
lation of risk and quantification of residual risk exposure (after treatment has beer
s of relationship output§,\time frames and financial consideration. Frequently, o1
empted to focus solely ‘on transfer of risk rather than working to ensure risk is man
F best placed to addtess specific risks. The adoption of a risk averse approach is liK
borative working between organizations.

h dealing with/any aspect of collaboration, there should be a good understang
hgement. Introducing the concept of risk helps to create new thinking both to mitigd
e practi¢al,’'exploit it. It is often difficult to establish a risk management culture that
s a jointresponsibility.

Many

at could be
ind the due
les given in

ent into the

hen current
applied) in
'ganizations
aged by the
ely to stifle

ling of risk
ite risk and,
accepts that

 (risks affect the integrated venture in the same way as they affect a single organization.

Collaborative relationships can address many of the challenges and opportunities introduced by risk
through effective risk management but, in doing so, they can also introduce new risks.

8.3.6.1.3 How: implementation guidance

The organization should review its existing risk management approach to ensure the risks from
collaborative working are recognized. In particular, the need to develop an integrated risk management
process at the relationship level, including risks related to all key members of the value chain partners,
should be highlighted. This process should, at a minimum, include establishing a joint risk review
board and employing a process for risk identification, evaluation, treatment and regular assessment of
such treatments, and reporting. There are many aspects of risk and each aspect should be identified,
analysed, evaluated and treated with partners in the business relationship. Table 7 outlines some key
risks in the areas of business, operations, culture and finance.
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Table 7 — Initial analysis of internal risks to effective collaboration

Organizational issues Cultural issues
— Policies Leadership
— Processes Ownership
— Systems Lack of innovation
— Authorities “No change” culture
— Resources Values
— Stakeholders Behaviours
— Finallcial
Capability issues Commitment issues
— Business skills Confidence
— Com:[etencies Reporting structures
— Collaporative experience Performance goals
— Incentive schemes
— Career paths
— Job security

8.3.6.2 Internal review

8.3.6.2.1 What: summary of the intent

The organization should identify and assess internal issues that could result in significant risks to
performancg.

8.3.6.2.2 Why: explanation of relevance

Collaborativie working is likely to affect many functions within an organization, which could be dalled
upon to support changes in operational. approaches, even though they might not be directly invglved
with the relptionship. To ensure success of a collaborative approach, these issues should be identified
and addressed, where necessary, to‘ensure they do not become a risk to achieving the objectives.
8.3.6.2.3 How: implementation guidance

An assessment of those aspécts of the current operating practices and approaches that could intrgduce
internal risk to collaberative working should be undertaken. See the examples given in ISO 44001:2017,
8.3.6.2.

8.3.6.3 Ri|sk ownership and mitigation

8.3.6.3.1 What: summary of the intent

The organization should ensure that all identified risk issues are addressed and, where practical,
consideration is given as to how these risks are to be mitigated or appropriately assigned for resolution.

8.3.6.3.2 Why: explanation of relevance

Risk should not be channelled down or simply transferred, as there is a danger that the risk is not
addressed or additional risks arise that are not identified. A collaborative approach has impacts across
the organization and risk can be identified by separate elements or functions within the organization.
These risks influence the degree of integration and performance. By establishing a comprehensive risk
register, risks can be assessed and appropriately handled. Eventually the aim should be to have a joint
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risk register, if one has not been established, and a jointly managed risk programme that draws on the
capabilities of collaborative partners, ensuring that risks do not become issues.

8.3.

6.3.3 How: implementation guidance

A risk register should be established. Each risk should be appropriately assigned internally for
ownership and necessary action until the joint risk management process is set up. It should include the
following, as a minimum:

a)
b)

c)

d)

e)
f)

8.3.

8.3
The

8.3.

risk description;

L. | yawaikal 1.1 h de £L R W R | h 1.1 dnn Y
FISK ASSTSSIITIIU (L IIRTIITIUUU, TITIP4ALL, TIHTLL, L1158 CTS, STARTITIUTUCT PpCILTpPlivll],

identification of responses to reduce risk (prevention, reduction, transference,
¢ontingency);

franslation of risk responses into action plans and an assigned risk owner;
quantification of risks to establish necessary resource and/or financjal provision;

fe-assessment of risks and responses as required until closure.

Evaluation of the business case

.71.1 What: summary of the intent

rganization should establish a business case for.ed¢eh collaborative opportunity.

7.2 Why: explanation of relevance

Collaborative working can challenge the internal operating processes of the organization. T

bea

Clear basis for implementation and a‘rebust business case for adopting a collaborative 4

each(relationship, as commitment and-resources are required to deliver the desired outconf

8.3.
The

7.3 How: implementation-guidance

prganization should evaluate existing business case development approaches to er

addresses the implications/of collaborative working. Key elements of any collaborative b
shou]d include:

a)
b)
c)
d)
e)
f)
g)
h)
i)

¢larity and drivers for collaboration;
degree of collaborative dependency;

establishment of the required organizational structure and resources;

acceptance,

here should
ipproach for
les.

sure that it
1siness case

evaluation of market conditions;

assessment of customer adoption;

value analysis of collaborative benefits;

identification of appropriate organizations to work with;

consideration for exit strategy.

Based on a positive evaluation of the business case, the collaborative strategy should be approved, as
defined by the organization's processes.
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Incorporation of knowledge into the RMP

8.3.8.1 What: summary of the intent

The organiz

ation should update the RMP for the specific opportunity.

8.3.8.2 Why: explanation of relevance

Creating a strategy and business case is only a step in the process of bringing additional value to the
relationship. In the development stage, the practical implementation should also be addressed and

planned. Th

While there
its own speq
these withiry
move forwa

8.3.8.3 Hg¢

The organiz
forward wit]

See 1SO 440
a) identify]
b) identify]
c) establis
d) identifyj]
e) identifyj]
f) identify]
8.4 Inter

8.4.1 General

“Internal as
of its capab
assessment
appropriate
specific par
an organizi
collaborativi

e process that monitors progress should be clearly documented by the team.

is likely to be a common approach to implementing a collaborative relationship, each'cas

I the context of corporate process and provide a baseline and history for thase involv
-d. It also provides a reference point for those joining the operations at a later-date.

pw: implementation guidance

ation should utilize its current operating practices to establish“how it intends to 1
h the specific opportunity in accordance with ISO 44001. This ¢an be embodied in the
01:2017, Annex B, for further information on how to:

operating models, measurement and practices to be used;
performance objectives the relationship is expected to deliver;
h levels of authority;

high-level risks including business continuity issues;

potential partners;

communication plans to ensure stakeholder management.

hal assessment (Stage(3)

essment” is intended to ensure that the organization undertakes a structured assess
lity and maturity to successfully engage in a collaborative initiative (see Figure 10)
focuses ,on~identifying the strengths and weaknesses of an organization and, W
development needs. It also incorporates the creation of a collaborative profile
tner fevaluation criteria. A structured approach can be taken for internally asse
ition's capability, maturity and partner requirements when successfully engagiy

e has

ific aspects to be considered and this is reflected in the RMP. The RMP is designed te capture

ed to

mnove
RMP.

ment
The
there
and
5sing
1g in

v\mrl(ing Successful collaborative ‘Alnrl(ing can rpqnirn the dpvp]npmpnf of new skill

5 and

different ways of working as it involves a closer business relationship and a generally more integrated
approach. Internal assessment is often completed before engaging with potential partners. In broad
terms, this involves taking account of where the organization currently sits and where it should be to
work in a more collaborative environment.
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8.4.2 8.4.3 8.4.4 8.4.5
Capability and Assessment of Assessment of Appointment of
environment for [ strengths collaborative profile g collaborative
collaboration and weaknesses leadership
8.4.7 8.4.6

Implementation of the
relationship
management plan

Definition of partner
selection criteria

Figure 10 — Internal assessment (Stage 3)

8.4.2

8.4.2
The

and initiate suitable staff development or recruitment.

8.4.2

Leve
and 1§
requ

8.4.2

A co
addr
infon

NOTH

The
deve
A be
intern]
pred

by qualified assessors;operating within an assessment management system such as ISO 10

8.4.3

8.4.3

mpetence and behavioural gap analysis_should be undertaken to identify how gaj
essed through education, training, coaeching and induction. It can be of value to use

Capability and environment for collaboration

.1 What: summary of the intent

rganization should identify the level of knowledge, skills and behavioural competencies that exist

.2 Why: explanation of relevance

s of experience regarding collaborative working can vapy~In addition, roles could req
t is important to be prepared. It could be necessary te recruit or undertake training
rements of collaborative working.

.3 How: implementation guidance

m recruitment and to include the data in performance management and recognition p
See IS0 44001:2017, Annex C(forillustrations of collaborative competencies and behavi

process of establishing the.required competencies and behaviours is more effectivg
oped in the light of the gBjectives, challenges, risks and opportunities for the specific 1
5t practice assessment ‘approach documents the purposes of the assessment and foj
ded. It uses valid ,ahd reliable assessment methods that are selected for their effe
jcting future behavieur and competence. It is delivered, and the results interpreted a

Assessment of strengths and weaknesses

.1 A What: summary of the intent

uire change
to meet the

s are to be
the data to
Focesses.

urs.

if they are
relationship.
whom it is
ctiveness in
d fed back,
67-2.

The organization should undertake an analysis of 1ts strengths, weaknesses, risks and opportunities
before engaging in collaborative working and establishing a potential partner profile.

8.4.3

.2 Why: explanation of relevance

There is a need for the organization to understand the hard and soft requirements of collaborative
working, assess the development needs, communicate and speak with one voice, and start to formulate

the p

artner selection criteria.

8.4.3.3 How: implementation guidance

When conducting the assessment, both hard and soft strengths and weaknesses should be incorporated.
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Hard issues include:

objectives;
processes;

procedures;

systems performance reporting;

Soft issues include:

— relevant competencies;
— experience;

— capability;

— motivation levels;

— resources; — organizational culture;

— management; — behaviours needed to ensure a collaber
. approach.

— organizptional structure.

In addition,
though leve

8.4.4 Ass

8.4.4.1 Whhat: summary of the intent

The organiz
projects ext

8.4.4.2 Why: explanation of relevance

This ensure
and compet
highlight dej
the organiz;

8.4.4.3 Hg¢

The organiz
high-level m
collaborativj
for a more
identify are

the organization should consider a firmer commitment to build trust betweén partner
s of openness, responsiveness, commitment, information sharing and communication.

pssment of collaborative profile

ation should evaluate its internal capabilities and undepstand the collaborative prof
ernally to customers and potential partners.

encies with third parties. The organization should identify areas of compatibility
velopment actions needed to attract petential new partners. Potential partners shoul
ition as an intelligent partner they cah-work openly with.

pw: implementation guidance

atrix that can be used ‘a9 an initial starting point for an assessment of the organizat
e maturity, looking dt attributes, abilities and attitude (see also ISO 44001:2017, Ann|
detailed matrix), This should be reviewed on a periodic basis to evaluate progress
hs for improvement.

ative

5, €.8.

ile it

5 that there is a common approach to internaband external assessment to match capabilities

and
d see

htion should establish a collaborative profile and monitor effectiveness. Table 8 gives a simple

ion's
ex D,
and
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Table 8 — Maturity assessment profile (MAP)

Attributes? Abilityb Attitudec

A |The organization has well defined |The organization has a high level |The organization has clearly de-
processes and systems in place of personnel with experience in fined visions and values together
where collaborative working is operating collaborative working |with policy commitment to collab-
fully integrated with the business |arrangements supported by an orative working which is openly
management systems when effective skills development pro- |supported by its leadership and
application is appropriate. gramme and a recognized track re- |cascaded throughout its internal

cord for effective implementation. |and external communications.

B |The organization has defined The organization has a number of |The organization has isolated

taTdatoTe PrOTESSES ald SYStemnTs [imdividuals atattoperating tevets—cases of imptenremnting)collabora-
r implementing collaborative that have experience and demon- |[tive working arrangempents but
orking, however, these are not strable skills for effective collabo- |limited evidencethat quccesses
ully integrated and could conflict |rative working and a limited skills |have promoted any wifler applica-
yith other business management |development programme. tion to harness the benefits.
dystems.

C |Collaborative working is recog- The organization has an appreci- |The organization has o demon-
ized within the organization's ation of collaborative approaches |strable evidence for ddveloping

&usiness management systems but a limited resource pool of ex- |¢allaborative working|or external
ut is generally implemented in an |perienced personnel and no skills *|recognition of value chain benefits
3dd hoc manner. development programme. in its external relationghips.

D |The organization has no struc- The organization has no recégnized | The organization has gstablished
ured or systemic approach in capability or experience in‘the area |robust trading relationships with
lace to implement collaborative |of collaborative workingand no no indications of consideration for

working and operates traditional |personnel developmentin place. collaborative working
adrm’s length relationships.

a  These are the relevant elements of the organization’s pretesses and procedures.

b This comprises the capabilities and experience ofthé organization with respect to collaborative re|ationships. If

relatjonship management is new, the organization should develop training programmes to support its strategic aims.

¢ The attitude of an organization is driven frem the top and it should assess whether the concepts of collaboration are

estaljlished and communicated, both externally@nd internally, by top management.

8.4.3 Appointment of collaborative leadership

8.4.3.1 What: summary of the intent

The |organization showld appoint a collaborative leadership for a specific opportunify who are
competent in collabofative working.

8.4.5.2 Why: explanation of relevance

The fuccess of any business venture is strongly influenced by leadership. In a collaboratfive working
envifonment, effective leadership is a crucial element for maintaining a clear focus on performance,

facilitating change where necessary and supporting a culture that promotes the

appropriate

collaborative behaviours. Collaborative working could require organizational and/or process changes
and realignment of roles and responsibilities, where the leadership should provide strategic direction,
guidance and support to those involved in implementation.

8.4.5.3 How: implementation guidance

In selecting the leadership for collaborative programmes, the organization should look beyond the
traditional technical, command and control capabilities to identify leaders with the ability to influence,
coach and mentor those adapting to new models of operating. Effective collaborative leadership might
not come from the traditional hierarchical management structure and careful consideration should be
given to this critical role, which sets the behavioural tone and direction. Collaborative leaders should
be champions of change and provide a focus for alternative thinking and innovation. In assessing the
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profile, experience and competencies required to be a collaborative leader should be considered, with
particular attention to the following suggested attributes:

a strategic thinker;

an influencer

iented;

itted collaborator;

an effective communicator;

a)

b)

c) teamor
d) acomm
e)

f) opento
g) creativd
h) empath
i) arelatid
j) anagen|
k) apragn
1) acoach
See ISO 440
8.4.6 Def

8.4.6.1 Whhat: summary of the intent

The organiz
on which th

8.4.6.2 Why: explanation of relevarice

Creating pa
what the id
measures.
should be cl

process.

8.4.6.3 Hg

The partner

sharing;

and innovative;
btic;

nship builder;
L of change;

atic solution seeker;
and mentor.

£01:2017, Annex C, for collaborative competencies andbehaviours.

nition of partner selection criteria

ation should, before moving to the phase of partner selection, establish the required pi
e potential collaborative partnerisito be assessed.

'tner selection criteria provides a basis on which to identify and objectively bench
eal partners shouldpossess beyond the traditional financial, quality and perform
hese criteria are different from the usual evaluation and selection criteria. The cri
barly articulatéd, documented and agreed, as this forms the basis of the partner evalu

pw: implementation guidance

selection criteria areas, which are specific to supporting collaborative working, in add

rofile

mark
ance
teria
htion

ition

to more tra

Ttionat setection criterta (fimanctat, quatity, time, cost, performance), stroutd be raentit

ed.

These should also be incorporated into any existing partner selection process and can include the
following approach to joint risk management:

a)
b)
<)
d)
e)

36

level of commitment;

level of capability;

nature of the culture, e.g. responsiveness to change and flexibility;
appropriate organization structure;

governance and issue resolution;
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f) level of communication;
g) commercial model;
h) quality programme;
i) commitment to vision and values;
j) customer focus;
k) attitude to collaboration;
1) tramsparency atrddatashar g
m) ]ocus on continual improvement;
n) working to joint objectives.
In addition to due diligence and technical and professional capability assessment, it is important to
identify and evaluate those competencies and behaviours that will be 1ntecessary for a successful
engagement. While generic competencies and behaviours related to-working collaboratively and
building trusted relationships with others should be relevant for all situations, selection|criteria are
mos{ effective if they are specific to a given relationship circumstance.
For pxample, an environment with high health and safety:risks, operating within a controlled
environment, such as construction or manufacturing, will present different challenges for gollaborative
worling compared to a low health and safety risk envirénment, with requirements for the partners to
be dynamic and highly innovative, or to have high sensitivity to and skills for stakeholder engagement.
The get of criteria given in Table 9 has been used across a range of partner selections. It is important that
a critical few are identified, and, where approptiate, weighted for their importance to the gollaborative
relatjonship.
Table 9 — Examples of partuer selection criteria for collaborative capabilities
— Strategic thinking ~— Team working — Community/environment
awareness
— [Collaborative working — Problem solving
— Health, safety and yvellbeing
— [Management and leadeTship — Decision-making
capability — Equality, diversity and
— Engendering the trust of inclusion
— [Management of‘change and others
pambiguity — Commitment to/support of
— Customer/stakeholder partner values
— |Values alignment sensitivity and management
— Culture fit/sensitivjity
— [[Innéyation and creativity — Political awareness and
sensitivity — Operations and risk
— ontimra-tmprovenrent management SK1IIS

In the interests of delivering to best practices, consideration should be given to ensuring sufficient
transparency is provided to candidates for assessment in relation to the criteria and assessment
methods to be used, and it is provided in sufficient time for them to prepare for any assessment process.

8.4.7

Implementation of the RMP

8.4.7.1 What: summary of the intent

The organization should update the RMP to incorporate the output of internal assessments.
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8.4.7.2 Why: explanation of relevance

At this stage, the RMP provides the foundation for partner selection and should reflect both internal
development needs and the basis for evaluating potential partners.

8.4.7.3 How: implementation guidance

See ISO 440

01:2017, Annex B, for further information on how to:

a) identify strengths and weaknesses within the organization (updated when the partner is selected);

b) incorpo

c) establis

d) identifyj

8.5 Partny

8.5.1 Gen

“Partner se
evaluation 3
partner’s cg

the platform for identifying whether a partner’s aims and objegctives are compatible with the oy

strategic ob

An evaluati

bring compj:mentary strengths to the relationship. Thig also identifies whether a partner’s aims

objectives
consideratid
and regulat

This positions the organization to undertake’a structured approach to identification, evaluatior

selection of

ato araac for r‘nna]npmanf//qr*finn (npr]qfnﬂ whenthe pqrfnnr 1S cn]nnfnt‘])-
eSO —rev-er THeH /et paattea—vwre—rt ot e T ey

h the partner selection criteria to be used in the partner selection;

appropriate development programmes to be used in the “working together” stage (see|
er selection (Stage 4)

eral

ection” addresses the need to undertake a structured approached to the identificz

nd selection of appropriate partners. The process encompasses the evaluation of a sp
pabilities and skills to bring complementary strengthsito the relationship, then se

ectives.
n of a specific partner’s capabilities and skills should be undertaken to see how the}
e compatible with the overall strategic ‘ebjectives and, in addition, takes account g

n for any potential effect on organizatienal procedures and processes together with
ry requirements.

hppropriate partners. Figuretl1'illustrates the steps through Stage 4.

8.5.2 8.5.3 8.5.4 8.5.5
Nomination of Partner evaluation | Development of || [nitial engagement
potential and selection engagement and with potential
collaborative partners negotiation strategy partners
for collaboration
v

T 8.5.8 8.5.7 8.5.6

il l? 1tqn oh].om Selection of € Assessment of joint |€¢— Assessment of

redd1snsip preferred partners exit strategy joint objectives

njafhagement plan

8.6).

tion,
beific
tting
erall

/ can
and
f the

legal

and

8.5.2 Nomination of potential collaborative partners

8.5.2.1 What: summary of the intent

Figure 11 — Partner selection (Stage 4)

The organization should nominate potential collaborative partners and establish an internal agreement

for the collaborative approach.
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8.5.2.2 Why: explanation of relevance

This helps to identify potential partners across the market place where an investment in collaborative
working is likely to deliver added value. In terms of customer acceptance, location, market reach and
cultural alignment, together with technical and resource capability, some partners fit better than
others. Any nominations should be balanced against internal strengths and weaknesses, focusing on
finding complementary skills, resources and capabilities. This initial selection process helps to reduce
administration costs.

8.5.2.3 How: implementation guidance

The [market should be examined for collaborative potential. External alliances, existinlg suppliers,
consprtia and new suppliers should be assessed for how their strengths and weaknesses|fit with the
orgahization and how they:

a) deliver the required capability;
b) assess their suppliers' market;
c) 43ssess their aptitude for collaborative working.

Where the field of choice is limited or perhaps the selection is,cistomer driven, these assessments
should still be carried out to identify where the potential risks aré. with the prospective partner so that
they|can be managed.

8.5.3 Partner evaluation and selection

8.5.3.1 What: summary of the intent

The prganization should ensure the partner.selection process incorporates defined partrer selection
critefia.

8.5.3.2 Why: explanation of relevance

Thishighlights any resource implications that could be required and provides a structured|approach to
identifying the strengths and-weaknesses of potential collaborative partners, based on the needs of the
initigdting organization.

An agsessment of internal, external or customer partners is still useful even when selection is a foregone
conclusion in that itprevides insight into the risk and challenges of managing the ongoing c¢llaboration.

A partner selection action plan provides an audit trail, identifies owners and timelines foif completion
of agtions. Itshould highlight the need to build in sufficient time to design and test thelassessment
metHods, train assessors, and conduct and report upon the results.

8 5 2 How - imnlementation cuidance
DI HOW—HRAPpeH et on-guiadiice

The criteria and process by which partners are to be selected should be capable of being applied
equally, consistently and fairly to all those who may be evaluated. Initiators of the selection process
can consider whether the competencies should be applied in the development or assessment of people
in their own organization, where levels of competence and collaborative behaviours are applicable to
the initiating organization. The outline criteria to be used should be in accordance with 5.3 and should
be refined and incorporated into the evaluation process. Where behavioural-based criteria are used,
it is important that high-level criteria are decomposed to a level to enable assessors to undertake a
valid, reliable and fair assessment. Where an organization has existing commercial processes for
partner evaluation, they should form part of this and carry a weighting consistent with the criticality
of collaborative competence and recognize any applicable regulations. It is important that selection
methods for behavioural and competence assessment are valid and reliable.
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There are a number of qualitative, quantitative and repeatable assessment methods that can be utilized.
It is advisable to use a combination of these rather than a single method.

Historical collaborative performance trends: these can include existing matrices, balanced

scorecards, the European Foundation for Quality Management excellence model, the Malcolm
Baldridge National Quality Award, etc.

Behavioural assessment via scenario testing: simulating environments within assessment centres

to test real-life situations, ideally undertaken by team members in key roles that continue into
contract delivery.

ural infm‘vim/\ling- Qn]pr‘fing different levels (mmrnfivp management npprnfinnql) thr

ugh

a)

b)

c) Behavigq
prosped
criteria

d) Intervig
collaboj

e) Validatg

f) Testimd
standan

g) Referen
evidenc
service

h) Useoft

Whichever

future, shoy
joint improy

tive partnering organizations to gather evidence of past competence in the selg

wing customers and the supply chain: providing evidence of the poteftial par
ative culture.

d psychometric profiles.

nials: supporting evidence that answers specific questions about\cellaborative worki
d practice, including testimonials from customers and the supply*chain.

ce site reviews: testing the collaborative relationship,in)practice, gaining insight
e of the potential partner's collaborative culture, potentially evaluating component;
that are being considered for use.

he MAP, see Table 8.

ipproach is taken, a record of the assessment; which can be validated and revisited i
ld be documented. Areas of concern should form aspects of the negotiations and poq
Ffement plans. Wherever possible, a retuse of the assessment results should be usg

inform collaboration development and improvement once the relationship has commenced.

NOTE W
for partner s

here external service providers are_to be used to support behavioural and competence assess

ISO 10667-1 for their own roles and responsibilities and to ensure the that service providers have the nece

competence |
assessment, {

8.5.4 Deyv

based on verifiable experience, training, education or credentials and that, when administeri
hey follow standardized procedures for the delivery of the assessment, such as ISO 10667-2.

elopment of engagement and negotiation strategy for collaboration

8.5.4.1 What: summary of the intent

The organiZ
in collabora

ation should establish an engagement and negotiating strategy, oriented to creating

Fion, that is grounded in the business strategy, objectives and partner evaluation critey

bcted

[ners

hg as
and

and

h the
sible
ed to

ment

election, those commissioning the.external support would benefit from following the guidarce in

ssary
ng an

ralue
ia.

8.5.4.2 Why: explanation of relevance

A strategy should be developed for negotiating with potential partners. The way agreements,
requirements and partnering compatibility are negotiated is key to ensuring both parties achieve their
objectives and sets the tone for the relationship going forward. The negotiations should be pitched at
the right level to focus on the benefits and the longer-term stability of the relationship rather than the
short-term opportunities, taking into account the technical and commercial capabilities/constraints of
the partners.
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8.5.4.3 How: implementation guidance

The organization should be prepared to take into consideration the potential partners' aims, aspirations
and priorities from the arrangement. Each relationship could need a different approach. Negotiations
should be robust and outcome-focused while always keeping the end game in sight.

It should be recognized when discussing performance measures that the key performance indicators
(KPIs), which influence and drive behaviours in the relationship, are incorporated into the appropriate
agreement.

An engagement strategy should consider:

a) ¢xecutive sponsorship;
b) Iyint objectives;
c)

d) the outcomes of the partner selection process;

perational strengths and weaknesses;

e) 4 joint exit strategy;

f) 4 mutual value proposition;

g) ¢ommitment to joint innovation;
h) ¢ontinual improvement;

i) 1oles and responsibilities;

j)  market changes.
8.5.3 Initial engagement with potential‘partners

8.5.3.1 What: summary of the intent

The prganization should ensure-that any engagement with potential partners reflects [the desired
relatjonship outcomes.

8.5.5.2 Why: explanation of relevance

How|an organizatién)dapproaches a potential collaborative partner can have a significant ¢ffect on the
future relationship-and depth of collaboration over time. Traditional approaches, which arg frequently
basefl on opportunism, can undermine the trust and confidence of the parties involved.

8.5.5.3 A How: implementation guidance

The organization should ensure internal agreement on the approach to be taken from initial engagement
through final agreement and ensure this is supported through the partner selection stage on the basis
of mutual benefit.

8.5.6 Assessment of joint objectives

8.5.6.1 What: summary of the intent

The organization will have existing business objectives and it should identify where collaborative
working can deliver shared benefits. Mutual goals and objectives should be jointly developed as part of
the relationship formation process and aligned on an ongoing basis through the joint governance system.
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8.5.6.2 Why: explanation of relevance

There should always be a recognition and focus on how, through collaborative working, the relationship
can achieve more. This helps when selecting the right partner. When specified in a contract, it gives a
common focus.

8.5.6.3 How: implementation guidance

The organization should establish the shared common objectives for the collaborative organization.
Commercially sensitive information and competition constraints should be given due consideration.
However, the organization should seek to understand what its objectives are and build a dialogue
around comjmon objectives to ensure the shared objectives are compatible.

Following this, it should be identified where objectives overlap and common goals can be achigved,|
The following steps should be followed:

a) each party should identify their own objectives;

b) the ratipnale behind them should be explained to the other party;

c) common objectives should be established;

d) objectivies that can be achieved without conflict or consequences-should be established;
e) ofthe r¢maining objectives, it should be established whether these that do conflict can be managed;

f) finally, the joint objectives should be agreed and documented.
8.5.7 Assessment of joint exit strategy

8.5.7.1 Whhat: summary of the intent

The organizption should undertake an initial'assessment of issues related to an exit strategy.

8.5.7.2 Why: explanation of relevange

Understandjng the long-term implications of a collaborative engagement can be significantly enhanced
on all sideq by identifying those’ aspects that result from exiting an integrated relationship| For
individuals working withinca,¢ollaborative relationship, the exit strategy clarifies those issues| that
could constfain the level of effgagement.

8.5.7.3 How: implementation guidance

The organization(should jointly review all issues and impacts that could result from exiting the
relationship (see 1SO 44001:2017, Annex E).

8.5.8 Selection of preferred partners

8.5.8.1 What: summary of the intent

The organization should identify and select (a) collaborative partner(s).

8.5.8.2 Why: explanation of relevance

A partner should be selected based on the results of the discussions and evaluation in 6.3, ensuring
that all aspects of the selection process have been taken into account. The agreed partner should be
identified and notified in accordance with the corporate policy.
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8.5.8.3 How: implementation guidance

At this decision point, with specific partners in mind, an action plan should be developed to bring the
organizations together by incorporation into a joint RMP.

Where legally allowed, feedback on areas for improvement should be provided to both selected and

unse

lected partners.

8.5.9 Initiation of joint RMP

8.5.9.1 What: summary of the intent

The

8.5.9

The j
recol
man
cont]

8.5.9

At th
foun
incot

a) 4

b) 1methodology for evaluating the collaborative capabilities and culture;

c) ¢
8.6

8.6.1

“Wor
This
roles
and 4

Gove
of th
outc

rganization should initiate a joint RMP.

.2 Why: explanation of relevance

oint RMP is likely to form a fundamental part of the joint governance process and shou
"d of how and why the partner was selected. This establishes a foundation for those ¢
hging the collaborative programme. In some cases, it is advisable to4nclude the RMP a
fact.

.3 How: implementation guidance

is stage, the specific RMP should be updated to reflect the selection process and
Hation to begin collaboration and create a joint RMP"inf accordance with ISO 44001:20
porating:

issessment of potential partners;

bvaluation of selected partners.
Working together (Stage 5)

General

king together” focuses on establishing the right environment to support collaborati
is based on a sound foundation of executive sponsorship, operational structure, gove
and responsibilities that effectively achieve the desired business objectives, operati
ippropriateperformance measurement.

1d provide a
harged with
s part of the

provide the
17, Annex B,

ve working.
rnance, and
ng practices

b parameters of the relationship and how each party is to contribute and benefit fro

the desired

rnancécan provide clarity for those directly or indirectly involved to ensure a clear understanding
mes. This is particularly relevant to long-term relationships where participants and qtakeholders

can change over time. Figure 12 1llustrates the steps through Stage 5.
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864 863 8.6.2.6 8.6.2.5
Establish jointrisk || Jointknowledge |g— Joint communications| Joint management
management process management process strategy arrangements
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8.6.2.1 G{
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8.6.11 8.6.10 8.6.9
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1m.p1.ementat.10n of the contracting - joint exitistrategy
joint relationship arrangements

management plan

Figure 12 — Internal assessment (Stage 5)

iblishment of the joint governance structure
tneral

What: summary of the intent

vation should establish the appropriate governance to support collaborative wo
pffective operation.

Why: explanation of relevance

h a collaborative environment can change the roles and responsibilities of operat
he key to successful collaborative working is clarity of focus and jointly agreed operat]
1d management.

How: implemeéntation guidance

Fative parttiers, their SERs and the joint management team should agree on the reqy
d roles-to” deliver the agreed objectives. Table 10 gives examples of key issues that s}
ed, both positive and negative, in developing overall governance.

'king

ional
ional

hired
jould

Table 10 — Example of a joint management model

Executive management (SERs)

Joint management team

Joint objectives and performance management

Partner objectives Partner objectives

Roles and responsibilities Roles and responsibilities

Processes and systems and tools

Contractual framework or agreement

Principles and behaviours
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8.6.2.2 Joint executive sponsorship

8.6.2.2.1 What: summary of the intent

The organization should identify the SERs or their appointed representatives for each organization to
support the joint programme.

8.6.2.2.2 Why: explanation of relevance

A collaborative working relationship involves integrating operational approaches and cultural changes
within the constraints of traditional contracting and operational needs. To overcome potential internal
barrjers and manage challenges within the collaboration, there should be strong executjve support,
helping to ensure the success of any collaborative initiative.

8.6.2.2.3 How: implementation guidance

SER{ should have overall sponsorship and support for, and leadership of, the’joint managgment team.
They might not be involved in day-to-day operations but should oversee performance. The grganization
shoulld establish clear responsibility for the successful execution of.egllaborative relatignships. The
SERY should be the senior representatives overseeing and addressing.issues that cannot bg¢ resolved at
the working level, whether these are operational issues or constraints that can arise from outside the
operpting team.

The $ER should:

a) lhave clear lines and sufficient authority;

b) 4lign collaboration with corporate and operational objectives;
c) ensure compliance with corporate policy;

d) 4quthorize and oversee application of‘the CBRMS;

e) ¢stablish and model the culturestand behaviours;

f) assign and support resourees;

g) undertake high-level partner interfaces;

h) have a clearly identified position in both the operational governance and the organiZation's own
anagement chain;

i) eénsure unaimbiguous roles and responsibilities are specified within the joint RMP.

8.6.2.3 , Validation of joint objectives

8.6.2-3 71T Wirat-summmary of the iimtent

The organization should validate the joint objectives and establish the core principles of the
collaboration and effective measurements.

8.6.2.3.2 Why: explanation of relevance

Whenever two or more organizations work together there are likely to be at least three sets of
objectives:

a) from the primary organization;
b) from the collaborative partner;

c) from the joint collaboration.
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The objectives, the benefits to each party and the role each plays in delivering or supporting these
aims should be understood. The individual objectives do not have to be the same as long as they are
complementary and not contrary to the joint objective.

Collaborative working can require changes to operating practices in many areas. Having clear objectives
enables all stakeholders to understand and recognize the aims and the interdependence required to
achieve them. If objectives and drivers for collaboration are not well defined, it becomes difficult to
communicate the rationale for seeking external partners, particularly where these relationships could
affect internal functions.

While objectives have been established during the partner selection process, it is frequently the
manageme t—teamr—that—takes—them—forward—The sua}o that—are Sets agt eed—atd lcfiucd, where
appropriate} should be clearly understood and suitable performance measurements should be
established, It can also be appropriate to consider supplementary objectives and aims as.@result of
developing the relationship, such as joint training and skills development.

8.6.2.3.3 How: implementation guidance

The partners should validate the joint objectives by ensuring that:

a) they arg clearly defined;

b) they align with the desired outcome;

c) theyarg¢ measurable using agreed terms;

d) each party understands the objectives and their role in delivering them.
The objectives should be underpinned by a set of core pringiples for the relationship that:
— promote the desired values and behaviours;

— motivate the team’s performance;

— maintain a joint focus on the output of the/collaboration;

— exploit the synergies of the partneifforganizations;

— promote joint ownership of oppertunities, outcomes and risks;

— promote¢ an environment for/innovation.

The joint mpanagement team should review the objectives and agree which are appropriatg for
a collaborative approach. There are many potential objectives that can be addressed thrpugh
collaboratiojn.

8.6.2.4 Operational leadership

8.6.2.4.1 What: summary of the intent

Those charged with managing these relationships should have the experience, skills and willingness to
drive the collaboration and, where necessary, actively support those who are assigned to work within a
collaborative environment and ensure stakeholder engagement.

8.6.2.4.2 Why: explanation of relevance

Operating in a collaborative venture is likely to introduce new challenges to management, outside the
traditional command and control model. Effective joint management of the business relationship is key
to the success of any collaborative initiative. Where practical, the appointment of a single joint leader is
likely to establish the clearest focus for integration.
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8.6.2.4.3 How: implementation guidance

It should be recognized that while many of those who are evaluated could be successful managers,
the requirements of providing the leadership for a collaborative programme relies upon skills for
influencing and engaging other parties outside their own partner organizations. Skills in collaborative
leadership and strategic thinking might not be part of the existing skill set. Potential leaders should
be identified and their capabilities for providing leadership of a collaborative programme assessed
(see 5.2) and, where required, development support should be provided. Generic business skills, core
competencies, organizational enablers and critical behaviours are outlined in ISO 44001:2017, Annex C.
Partner organizations engaged in the collaborative programme can benefit by identifying, and using for
this purpose, the critical leadership competencies identified for the specific collaborative programme.
An lillllustratlon of common Key leadership competencies for collaboration i1s provided-below. These
include the competence to:

a) actasarole model: by communicating via their behaviour the values of collaberation;

b) inspire an agreed collaborative vision: what a high performing collaborative operatign could and
ghould be like and getting the support of the team;

c) ¢hallenge the status quo: undertaking and encouraging others, (searching for oppdrtunities to
improve collaboration and innovating beyond traditional role boundaries;

d) e¢nable the collaborative team to act on a “best for programme” basis: fostering dollaborative
yorking across teams, breaking down unnecessary barriers and challenging traditional role
Ioundaries;

e) encourage others: recognizing the contributions of’ethers, celebrating the successes and victories
f collaborative working, facilitating others to provide leadership in their areas.

8.6.2.5 Joint management arrangements

8.6.2.5.1 What: summary of the intent

In order to drive effective collaboration, there should be a management team draywn from or
encompassing appropriate representation from the partners, focused on delivering the joint objectives.

8.6.21.5.2 Why: explanation’of relevance

Any |ntegrated collaborative approach is likely to affect the existing roles and responsibilities within
the grganizations jnvelved, often involving changes in reporting lines. A lack of clarity|can lead to
potential confusion,inefficiency, possible conflict and a dilution of performance.

8.6.2.5.3 How: implementation guidance

A jolnt_management team, should be established with appropriate accountability for|the shared

func III'\“ ’T‘]‘\D faam (‘l‘\f\ll]f] 1’\’\‘71) L I‘]D’\V‘ m’\“f‘qi‘ﬂ '\“I‘] ammnaoawarmant o ancllro OXAL 1ershi and
..... Theteamshould have s clear mandate and—empowerment Lo ensure oud) p

performance targets. Points of contact, roles and responsibilities, authorities and dispute resolution
processes should all be defined. As the relationship starts to evolve, the management team should have
overall responsibility for delivering desired outcomes.

The joint management team should also have day-to-day control of the necessary resources, avoiding,
wherever possible, duplication of roles, to achieve the agreed joint objectives. All roles, responsibilities
and accountabilities should be clearly defined, documented and communicated.

In establishing the organizational structure within the collaborative team, positions should be filled by
those best equipped to carry them out on the basis of technical competence, attitude and demonstrated
behaviours focused on the outcomes of the collaboration.

Clear lines of communication between all teams and their members, and in particular those providing
leadership to their teams, should be established and maintained.
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As collaborative working can be a new environment for some members of staff, the various roles within
the collaboration should be communicated so that team members can see where they fit into the team
and the overall picture.

Behaviour is key to any successful collaboration so key roles should be filled by those who demonstrate
the relevant behaviours in accordance with ISO 44001:2017, Annex C.

Key roles ca

a)
b)

n include those:

involved in the management of others;

that can have strong influences on others involved in the collaboration, including technical or

commercial;

c)

involvedl in establishing operational interfaces between organizations;

d) engaged in any necessary change management.

The organifation should consider the appropriate staged transfer or transition<where roleg
responsibilifies are to cross between organizations in line with business dévelopment needg
evolution offthe relationship. Educational training and support for individuals.ii’the key roles shou
provided, where appropriate.

8.6.2.6 Jo

A

8.6.2.6.1
The organiz,

8.6.2.6.2 ]
Effective joi
and the cha
supports t

affect behay

8.6.2.6.3

Those involy
be develope
In addition,
informed.

The organiz
information|

nt communications strategy

What: summary of the intent

htion should establish and maintain effective communication across all stakeholders.

Why: explanation of relevance

ht communication strategies ensure that everyone involved fully comprehends the rati

ges that collaborative working cahbring. Facilitating the sharing of necessary inform

delivery of collaborative objectives, recognizing that communication can signific
iours throughout the duration of the relationship.

How: implementation guidance

ed should be identified by undertaking joint stakeholder mapping. A needs analysis s}
d to ensure that'each party understands what they need and when to deliver the objec
external stakeholders, such as customers, suppliers and shareholders, should be

q

ation_fnvolved could already have highlighted areas where it is not prepared to
and these should be identified and communicated. The methods of communication s}

be consister]

t-For effective communication, the organization should assess which methods work w

and
and
Id be

nale
htion
hntly

1ould
ives.
kept

hare
jould
here,

when and why. Specific consideration should be given to remote Iocations/operations. See Figure 13 as
a guide to developing a communications strategy.
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8.6.3

8.6.3
The

8.6.3

One ¢f the major advantages of working in collaboration is being able to harness the combine
partners-This is frequently recognized, but when information requirements and access
ed, it eahlater lead to conflict, undermining the relationship. A joint knowledge mana
otes transparency, avoids duplication, defines boundaries of information sharing and b

of all
defin
pron

Strategy including
External means/medium,
frequency, |:>
stakeholders <:| implementation
plan

Imterna
stakehold

eI'S

Collaborative
teams

Figure 13 — Communications management model

Joint knowledge management process

.1 What: summary of the-intent

prganization should establish a joint knowledge management plan.

.2 Why: explanation of relevance

H knowledge
are not fully
cement plan
hilds trust.

8.6.

.3 How: implementation guidance

Knowledge mapping is a useful approach. It should evaluate where the range of information flows can
be jointly accessed and agreed to create a shared working environment. The level of openness should
be defined by the partners as they develop their joint strategy in line with the relationship as it evolves.

At the outset, the focus should be on the prime objectives and evaluating what is needed to meet these
initial goals and evolve from there.

The organization should ask the following questions.

a) What do we need to share?

b) What can’t we share?
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c¢) What will help success?
d) What will we create?

The partners should also consider how to capitalize on new information in order to create further
opportunities, including the realization of the benefits to be obtained.

The organization should consider the content of Table 7 in the context of specific relationships, for
example:

— scope;

— objectiVes;
— intellectual property rights (IPRs);
— data protection;

— new infprmation.
8.6.4 Establish joint risk management process

8.6.4.1 Whhat: summary of the intent

The organizption should establish and document joint risk managemeént processes, including a joint risk
register.

8.6.4.2 y: explanation of relevance

Managing risk is at the core of any business operation:and clarity around risk management is a rhajor
factor in depeloping confidence between collaborative partners. Building on the risk profile thag has
been developed, the partners should share their joint understanding of both common risks and those
that are perfinent to each partner or introduced by the adoption of a collaborative approach.

The majority of organizations have internal risk management processes including risk registers.
These identjfied risks can affect the overall performance of the collaboration or, conversely, could be
mitigated through a collaborative approach. Competitive advantage and early identification cgn be
created by effective integrated risk-strategies. Therefore, the parties should share their analysi$ and
adopt a common approach as this-promotes greater transparency and underpins trust.

Risk is a faftor that influences every aspect of business and the behaviours of those charged [with
delivering business objectives. Effective management increases confidence and in many ¢ases
overcomes doncerns forintegration.

The joint prpcess:ofimanaging risk should be transparent across the collaborative team and embedded
in the cultyre’of'the collaborative relationship. While a risk manager should be in place, all feam
members shiotild recognize their individual roles in identifying, managing and mitigating risk.

8.6.4.3 How: implementation guidance

The joint management team should appoint the appropriate personnel to be responsible for the overall
identification and management of risk within the collaborative team. Risk profiling should provide a
basis to identify risk and ultimately, through collaboration, establish a joint profile that ensures the risk
is managed by the partner best able to effect mitigation.

By effectively integrating risk registers and aligning strategies, those working in collaboration can
appreciate the full extent of risk across the programme. By jointly assessing the whole programme,
new risks can be identified earlier and best-for-programme solutions can be developed for all risks.
The parties should share their analysis and adopt a common approach as this promotes greater
transparency, better risk management and underpins trust.
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To facilitate an effective joint approach to risk management, there should be:

a) appropriate processes and tools in place to share risk information;
b) anagreed process for risk management within the relationship using:
1) the defined risk management process from one of the partners within the relationship;
2) a new process formed by joining elements of risk management processes from each of the
partners;
3) anew risk management process defined jointly between the partners.

It is wseful for the joint risk profile to include identification of which partner raised the rigk so that all

parthers understand the risk.

The joint risk register should be readily accessible to all team members and reflect the risk |ssues of the

joint|approach, in addition to those of the individual partners. The risk register should clearly define

ownership for managing each identified risk and, where possible, the potential affect angl mitigation
apprpach to be taken.

8.6. Operational process and systems review

8.6.3.1 What: summary of the intent

The ¢rganization should undertake a joint business procéss'review and implement operatipnal process

imprjovements, as appropriate.

8.6.5.2 Why: explanation of relevance

Therg should be a clear process for deliveringthe desired outcomes. Collaborative programpmes provide

a bagis for assessing and modifying both internal and joint processes and highlighting potential process

imprjovements. Improvements should be'effectively and seamlessly integrated into the operations.

In many collaborative initiatives,the organization could engage in new activities without gppreciating

the implications and effect it.could have on existing processes, quality management and continual

imprjovement.

8.6.3.3 How: implenmientation guidance

Building on the earlier work of the partners around objectives, risks and strategy, the joint feam should

focug on the following areas:

a) the holisti¢ processes that can be reviewed to identify improvement;

b) processes that have clear applications in the relationship and have been identified as high
briorityparticy hose—aero he organizational boundaries,to-enhance overall end-to-end
performance;

c) processes that can be improved through the relationship;

d) processes of interest to the collaborative partner(s), but which do not directly affect the initiating

e)

organization’s programme;

processes that can frustrate collaborative approaches;

f) process improvements that seek to improve customer satisfaction and the delivery of business

g)

benefit;

opportunities, i.e. openings that can be exploited;
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h) innovations, i.e. ideas that can be developed.

This should enable partner organizations to identify areas of potential benefit and create early wins for
the team, with key issues identified early for incorporation into formal contractual obligations.

Any critical actions identified should be managed through a series of jointly agreed action plans and
balanced scorecards, which record what should be done, when and by whom. This can be focused
through a joint change management process or change management group, if appropriate.

In many cases, these activities are within the domain of the programme team leaders and their teams.
Where necessary, the programme team leader should seek support from the wider organization or

obtain exec

8.6.6 Mes

8.6.6.1 Whhat: summary of the intent

The organiz
should meas

8.6.6.2 Why: explanation of relevance

All parties 3
objectives o
the relation

The relatio
sustainabili

8.6.6.3 Hg

If objectiveq
realistic and
should be cl

Effort should be made to establish interim milestone measurements and effective communicati

ensure that
measureme
behaviours.

Balanced sq
however, pd
the “feel” o
performanc
for directing

1tive npprn\m] for Qpprifir‘ initiatives

surement of delivery and performance

ation should implement plans for delivery and performance against agreed objectivj
ure, monitor and regularly review the plans to ensure performance‘is’'maintained.

hould understand what success looks like and how thisds'measured over time agains
f the collaborative agreement and/or the contractual atrangement, and the effectiveng
ship in achieving the objectives.

hship performance should be monitored ona regular basis to ensure the hg
'y, relevance and optimization of the collaborative working arrangements.

bw: implementation guidance

have been jointly developed against the SMART model (specific, measurable, achiey
| time-bound), then they already incorporate time and measurement. The joint objed
barly addressed within the joint governance processes.

progress can be monitored and corrective action taken, where necessary. Inapprop
ht focused on shertterm outputs rather than final outcomes can drive adverg

orecard reporting provides a mix of subjective (perception) and objective repor
rceptions.are real to those that have them and they should be incorporated to re
[ the varieus relationships. Reporting metrics should be jointly agreed and subsed
b als@3jointly agreed, where appropriate. The balanced scorecard should provide a nj
by management focus and enabling decision-making.

es. It

t the
ss of

alth,

able,
tives

bn to
riate
arial

ting,
flect
juent
eans

Where arrangements incorporate risk and reward formulas or value for money propositions, how
they are to be measured and evaluated should be defined. In many cases, where there can be a number
of variables, a number of scenarios should be developed to ensure that all parties are satisfied with
potential outcomes.

8.6.7 Improvement of organizational collaborative competence

8.6.7.1 What: summary of the intent

The SER and the joint management team should periodically review the collaborative competence of
their operations (see Table 11 for factors for consideration).
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Table 11 — Factors for consideration in reviewing organizational collaborative competence

Positive contributors to collaboration

Negative effects on collaboration

Leadership

Executive sponsorship
Committed leadership

Early stakeholder engagement

Unprepared employees
Poor behaviour management
Lack of stakeholder commitment

Lack of collaborative skills

Lack of shared goals or too ambitious
High focus on risk transfer

Hidden agendas

Stra

fegy

Clarity of objectives

Joint RMP

Joint skills development
Joint change management

Joint exit strategy

No clear vision

Goals set too faxin the future
Quick fixes

Lackof strategic direction

Lack of exit strategy

rations

[ntegrated planning

Joint governance structure

Joint risk management

Fffective information sharing

Early integration of processes
Appropriate performancemeasurement
[ntegrated continual improvement

Effective dispute htanagement

Poor communication
Disregard of the domino effect
Poor partner evaluation
Poorly defined measurement
Lack of benefit analysis

Ineffective dispute resolution

nre/behaviour

Open book-(if appropriate)
Goodeommunication at all levels

[ oint ownership of success

Lack of planning, preparation and timje
Misunderstanding of change

Legacy of previous change

Behavioural charter

Employee resistance
Fear of failure
Traditional thinking

Failure to address cultural issues
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8.6.7.2 Why: explanation of relevance

Over time, internal and external influences, including changes in personnel, can impact the performance
and dynamics of any relationship. Objective evaluation and continual improvement enhances the value
of the relationship and maintains the ongoing ability to collaborate.

Joint reviews supported by internal audits can be a key tool for facilitating continual improvement and
identifying good practice. These reviews can reveal early signs of problems and provide the opportunity
to take action at as early a stage as possible to avoid more costly or disruptive actions later on.

8.6.7.3 How: implementation guidance

Periodic revj
meetings. T

a) schedul

b) planned

hey should be:
ed: in terms of time and frequency;

:in terms of subject, etc.

iews should be both scheduled and planned in addition to established managementtgview

When scheduling and planning reviews, consideration should be given to the following, as a minimjum:

— assessn]

jent of the behavioural measurements;

— operatipnal performance;

— process
— lessons

— skills ad

8.6.8 Ests

and systems improvements;
learned;

sessments and development needs.

iblishment of a joint issue resolutionprocess

8.6.8.1 Whhat: summary of the intent

The collaboj

ating organisations should«agree on a joint issue resolution process.

8.6.8.2 Why: explanation of relevance

It is inevitalf
issues arise

but, more importantly, how they are handled. A robust process ensures an equi

approach, which is likely_te'enhance the relationship.

8.6.8.3 Hq

bw: implementation guidance

The partner

scshould agree on a process that fulfils the requirement given in ISO 44001. An exam

le that in any relationship there are issues between the parties. The challenge is not that

[table

ble is

given in Figtire4-
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Figure 14 — Typical dispute reselution process

8.6.9 Establishment of a joint exit strategy
8.6.9.1 General

8.6.9.1.1 What: summary of the intent

A joint exit strategy should be established to ensure that the partners have transparency dnd focus on
internal and external trends, which can influence the performance of the relationship and jits potential
evolution.

8.6.9.1.2 Why: explanation of relevance

A joint exit strategy enables partners to consider alternative solutions and options to addyess changes
and potential effects.\The partners are likely to have embedded assets in the relationship (e.g. particular
skill kets or hard‘er-soft assets) that have a business value.

Addifionally,;defining the rules of disengagement provides clarity for those involved in the relationship,
reinforcing~their focus on effective engagement, as well as facilitating a smooth exit if and when
apprppriate.

8.6.9.1.3 How: implementation guidance

The parties should jointly consider all aspects of their relationship, objectives and contractual
obligations together with any implications that could be compromised or constrain engagement
through lack of clarity should disengagement be necessary (see Table 12).
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Table 12 — Key items for exit strategy consideration

Key items

Service provision and continuity through transfer: define the capability provision and detailed arrangements
for ensuring continuity.

Knowledge transfer and data protection considerations.

Business management of the transfer process: roles, responsibilities and authorizations. Resources to be
assigned.

Intellectual property: consider the ownership of IPR and the buyer should determine what intellectual
property licence arrangements are required when the capability is to be provided by another party.

Human resofirces assets: think through the potential application of transierring employees and protection
against redeployment.

Assets: cons|der future ownership and arrangements for transfer of assets, e.g. book value, marketwalue,
novation of dontracts down the supply chain, etc.

Facilities acdess and use to be assessed.

Contracts arld licences: identify and plan arrangements for transfer and novation.

Security and safety: consider implications.

Communicafion with key stakeholders: agree the need for all parties to draw up a comimunications plan dyring
the final stages of the relationship.

Financial: cdnsider base lines, charges, funding, cost of exit and final accounts:

Consider wafranties ownership and transfer where applicable.

Assess likely training and handover requirements.

Determine the extent of ongoing cooperation of the original supplieand how they are to interface with th¢
new supplier or customer.

8.6.9.2 Stpkeholder impacts

8.6.9.2.1 What: summary of the intent

The organization should identify the implications for the stakeholder community of the conclusipn of
the relationsghip.

8.6.9.2.2 Why: explanation of relevance

Collaborativie initiatives carrynimplications for both those directly involved in the relationship ag well
as the widef community, including customers and suppliers who could be downstream of the primary
relationship.

8.6.9.2.3 How: implementation guidance

The organization should review the stakeholder map and identify potential implications shouldl the
relationship-break—downor—wheretnternal-orextertal \,hausco cotddrestitinthe need+to—exit the

agreement.

8.6.9.3 Assets and commercial implications

8.6.9.3.1 What: summary of the intent

The organization should identify the implication of exiting the relationship in respect to investment in
assets and commercial obligations.
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8.6.9.3.2 Why: explanation of relevance

As partners consider their investment profile associated with a collaborative agreement, it could
be necessary to protect specific investment plans. This can be significant and, in the case of smaller
organizations, disproportionate to the benefits analysis of the objectives.

8.6.9.3.3 How: implementation guidance

Where investment in equipment, resources, staff and facilities could be necessary to fulfil the
requirements of the arrangement, these need to be assessed should either party elect to or be forced
to exit the relationship prior to a considered return on investment duration. This issue should be a
consfderation within any agreement or contractual commitment.

8.6.9.4 Management of staff

8.6.9.4.1 What: summary of the intent

The ¢rganization should establish a mobilization and demobilization strategy for the relatipnship.

8.6.9.4.2 Why: explanation of relevance

The pehaviour of individuals within a collaborative initiatiy€ is influenced by the poteptial effects
of thit relationship coming to a final or early disengagement. Uncertainty tempers engagement and,
throfigh that, potentially performance. For some, individual assignment to satellite cpllaboration
operptions can distance them from future development within their own organizatiop. Similarly,
recriliting personnel for a specific collaborative relationship could challenge organizatior]s, large and
small, if that relationship concludes prematurely.

8.6.9.4.3 How: implementation guidance

The partners should jointly consider all staffing implications within the relationship to ensure equitable
and gppropriate conditions are incorporated within any agreement.

8.6.10 Agreements or contracting arrangements

8.6.10.1 What: summary of the intent

The |organization sHeuld jointly establish the appropriate contractual arrangements |or internal
agreements to support the collaboration.

8.6.10.2 Why:/explanation of relevance

This|should be done to ensure all elements of the agreement are collaborative and pupport the
apprpptiate collaborative behaviours. Formal agreements operated under a collaborative Jrelationship
can become areas of conflict, particularly if expectations are not realized. Few agreements provide a
complete solution and the value of a robust collaborative relationship is the ability of the parties to
address issues without resorting to legal remedies.

In cases where the parties identify commercial or technical benefits from a collaborative relationship,
commercial considerations are likely to affect how the parties contract with each other. They could
then elect to incorporate collaborative terms within a formal agreement or establish agreed codes of
conduct for multiple informal relationships (where appropriate agreements have been signed up to
by all involved). Experience has shown that where appropriate behaviours and codes of conduct have
been signed up to by all involved, this helped to mitigate against the “blame culture” and “boundary
conflicts”. In principle, a collaborative relationship could require less formal contractual governance
than one that is transactional because of the higher levels of trust.
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8.6.10.3 How: implementation guidance

Formal contracts can create potential barriers to collaborative behaviour and should be developed in
parallel with any overarching collaborative approach. Consideration for developing a contract should

be based around:
— business issues:
— value definition;

— goals and definitions;

— cledr definition of scope, boundaries, benefits;

— explloiting added value;
— stakeholder management;
— operatipnal issues:
— development/management KPIs;
— profess standardization;
— dispute: issue management;

— joint planning process;

— injrrporating common operational assurance;

— quality assurance;
— chapge control;
— serYice continuity;
— commercial/management issues:
— open book: transparency;
— ince¢ntives;
— authorities;

— conffidentiality;

— joirft governance;

— supply/chain visibility;

— effective Tiskmamagemernt;
— transition;

— business continuity;

— roles and responsibilities;
— asset ownership;

— intellectual property;
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— resource assessment/management;

— cultural/behavioural issues:

— flexibility;

— commitment to a joint RMP;

— empowerment;

— decision-making rights;

The
satis

1 1 - | | L | b
UcCIiaviuul s a1 CUUCTS Ul CUITUUCLL.

partners should jointly review and consider the contract to ensure that the terms incorporated
fy legal responsibilities but do not detract nor undermine the collaborative intent. Table 13 gives

exanples of contracting terms. Care should be taken using the terms in the @ight-hand column, as
thes¢ have the potential to be used in a non-collaborative way. It is also important that the|contracting

arrapgements should encompass a joint approach for an exit strategy.

Table 13 — Examples of contracting terms

Collaborative terms

Patentially adversarial termp

Joint exit strategy

Advance proactive payment

Business continuity,

Conflict resolution

Joint objectives Termination
Risk and reward Arbitration
Performance bonuses Negligence

Joint governance Audit rights
Health and safety Claw back

Key performance indicators Extended payment
[nnovation incentives Pay when paid

Joint training Risk transfer
Corparate social responsibility/sustainability Warranty
Change management Confidentiality

Liquidated damages

Dispute escalation

Service level agreements

Performance guarantees

Joint long-term planning
Investment sharing
Knowledge transfer
Two-way reporting

Communications flow

Change control
Ownership
Document control
Contract default

Intellectual property
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8.6.11 Establishment and implementation of the joint RMP

8.6.11.1 What: summary of the intent

The organization should update the RMP to create a joint management platform to align with the joint
objectives.

8.6.11.2 Why: explanation of relevance

Creating a joint RMP provides a record of the approaches and agreements undertaken to the point of
formalizing the collaboration. It also provides the relationship platform for ongoing management of the
relationship,.

Appropriatg behaviours and codes of conduct signed up to by those involved help to build\trust and
mitigate agdinst the “blame culture” and “boundary conflicts”.

8.6.11.3 How: implementation guidance

The parties should agree the joint RMP, see ISO 44001:2017, Annex B. The jointt RMP should capturje the
key elements of a collaborative relationship to provide clarity for all involyed in the collaboratipn. It
should also |dentify critical success factors and where the expectations of the’partners can be facilifated
through collaboration.

Where mutyally agreed by the parties, it can be beneficial to incorporate the joint RMP within, or fs an
annex to, a §pecific contractual arrangement.

Joint management should be balanced between the partiessand should bring together the appropriate
skills and cajpabilities. Efforts should be made to avoid duplication of resources, which reduces efficlency
and could lepd to potential conflict.

In the case pf independent, multiple relationships;there should be a common RMP that incorporates
a formal representation of how the parties .work together collaboratively, which should be jqintly
developed with, and approved by, all parties;

See I1SO 44001:2017, Annex B, for further'information on how to:

— identify|key areas of concern ox{ constraint for each organization;

— identify|a joint process to.mhanage knowledge and information flows across the relationship;
— establish a joint programme to assess and develop skills across the relationship;

— incorpofate focus.cliange or improvement programmes;

— establish jointrisk and opportunity management.

8.7 Value-ereation{Stage6}

8.7.1 General

“Value creation” is specifically focused on establishing approaches that seek to build additional value
out of the joint relationship beyond that which is originally agreed (see Figure 15). While collaborative
relationships can be initiated with a specific objective, continual improvement and the broader
expectations of the partners outside the agreement are to be integrated as the relationship progresses.
This is likely to bring extra benefits from working together but also provide a basis to ensure that
the organization fully utilizes the potential of the relationship in meeting joint objectives and goals.
The organization develops a structured approach, including operational performance improvement,
resources optimization, process enhancement, waste and cost reduction.
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Figure 15 — Value creation (Stage 6)
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environment, e.g. standards, legislation, market;

customer driven, e.g. changes in demand.

innovation related activity can include:

future business scenario analysis;
current business analysis, e.g. SWOT;
market research, e.g. customer forums;

creativity techniques, e.g. brainstorming;
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— screening panels for ideas, assessing ideas and prioritizing resources based on potential value and
ease to implement;

— discussion forums, away days;

— targeted workshops, etc.;

— solution development and piloting.

Joint continual improvement activities can include:

— learning reviews triggered by repetitive issues or dissatisfaction;

— activity|based costing;

— process|/improvement, e.g. Lean, six sigma.

These activities address issues such as:

— service improvement and cost reduction challenges;
— process|upgrading;

— customer satisfaction development;

— new approaches for product and service quality enhancements.

Table 14 — Value creation targets

Total ¢ost of ownership Cycle time Operating processes

— Costsayings — Faster engagement — Increased efficiency

— Costavgidance — Reduced time'to market — Reduced duplication

— Riskangl reward — Improved-planning — Faster decision-making

— Reduced contingencies — Shotter programmes — Improved integration

— Reduced claims —(_Reduced overruns — Reduced conflict
Resources Specification/Scope Performance

— Optimized resources — Better value for money — Client confidence

— Reduced management — Optimized standards — Increased effectiveness

— Enhanced capability, — Integrated solutions — Reduced risk

— Improve¢d compétencies — Increased innovation — Greater sustainability

— Improve¢dbehaviours — Jointresearch and development|— Increased market reach

8.7.3 Identification of improvement and setting of targets

8.7.3.1 What: summary of the intent

The organization should identify issues and areas of improvement.

8.7.3.2 Why: explanation of relevance

Focus should be placed on improvement programmes that encourage the status quo to be challenged.
Innovation can be hindered by traditional and conservative thinking such as “we have always done it
this way”. Collaborative ventures offer benefits in terms of innovation by linking skills and experience
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across organizations. Within a collaborative relationship, new ideas can be tested without initially
challenging internal structures.

8.7.3.3 How: implementation guidance

An improvement team should be set up to produce a wide variety of improvement programmes based
on input from partners. This focus enables a balanced approach to deploying appropriate resources. In
selecting initial projects, focus should be maintained on the target areas of value creation. Even in the
case of innovative approaches that cannot immediately be quantified, measures that enable effective
monitoring should be established. The evaluation criteria to be used should be agreed jointly by the
collaborative partners, e.g. for a cost initiative, the criteria could include the questions given in Table 15.

Table 15 — Example of evaluation criteria for value drivers

Performance Cost Time

— [Does this help customers? — Does this reduce costs? — Does.this save tinje?
— [Would this improve our work? — Does this add value? — ~Does this help othlers?
— [Does this increase revenue — Does this help avoid potential [*~=* Does this improvg interfaces?

and/or profit? mistakes?

— Does this avoid dyplication?
— [Does this enhance the product? |— Does this use resourcesmore
effectively? — Does this make life easier?

— [Does this create new market

opportunities? — Does this reduce’tisk?
— Does this increase job — Does this reduce waste?

satisfaction?

— Does thisireduce inventory?

— Does this improve quality?

8.7.4 Use oflearning from experience

8.7.4.1 What: summary of theiintent

The ¢rganization should establish a process to ensure learning from experience.

8.7.4.2 Why: explanation of relevance

Organizations often approach the relationship from different starting points and differ¢nt business
sectqrs have specific challenges.

Establishing~a”process to learn from experience helps both organizations take advartage of the
expefriences; not only of the collaborative venture, but from each other. Regular communication should
take [place to ensure that, as the relationship evolves, the experiences are fed back into futufe operating
appr . ; i i tanding and
frequently challenge internal perceptions at the same time as generating new knowledge that should
be captured around collaborative challenges, successes and failures, together with identifying new
opportunities.

8.7.4.3 How: implementation guidance

A framework/structured approach should be established for communication and the promotion of
sharing knowledge and skills. This should be done at set intervals or at specific times in the programme,
at key personnel changes, for example:

a) at specific times in the programme (e.g. where there is a significant change in programme scope,
moving into a new phase or there is a change in the structure or of the parties involved);
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