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Best Practice Services

• Collaborative Business and 

Project Relationships

• Performance Measurement 

and Improvement

• Management Systems

• Facilitation

• Organisation and Process 

Design and Reengineering

• Process Review and 

Improvement

• Major Projects
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ISO PC286

ISO 11000
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Agenda

• What is collaboration?

• Why collaborate?

• Overriding principles

• Critical success factors

• Contracts and frameworks 
for collaboration

• Examples from demonstration 
projects

• Conclusions
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The Good

The Bad

and the Excellent
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Three Stadia - Emirates Stadium

Ashburton Grove, Islington, London

• Client: Arsenal Football Club

• Start: July 2003

• Opened: July 2006

On time

• Cost: £390M construction only

On budget

• Contract: JCT with contractor design

• Capacity: 60k

• Architect: Hok Sport [Populus]

• Struct’ Eng: Buro Happold

• Contractor: Sir Robert McAlpine

• Relations: No disputes
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Three Stadia - Wembley Stadium

Empire Way, Wembley Park, London

• Client: The Football Association

• Start: September 2002

• Opened: March 2007

Late, due for 2006 FA Cup

• Cost: £757M construction only

Estimated actual £1Bn

• Capacity: 90k

• Architect: Foster & Partners, et al

• Struct’ Eng: Mott MacDonald Consortium

• Contractor: Multiplex Constructions (UK)

• Relations: Largest claim and legal costs in British construction history

>£250M Multiplex v Mott MacDonald, legal costs: >£74M

>£38M Multiplex v Cleveland Bridge, legal costs: >£22M
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Three Stadia - Olympic Stadium

Olympic Park, Stratford, London

• Client: Greater London Authority
Olympic Delivery Authority

• Start: May 2008

• Opened: March 2011

Early

• Cost: £486M construction only

Under budget

• Contract: NEC3

• Capacity: 80k

• Architect: Hok Sport [Populus]

• Struct’ Eng: Buro Happold

• Contractor: Sir Robert McAlpine

• Relations: No disputes
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What is Collaboration?
Partnerships, Collaborations and Relationships
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Partnering

“A management approach used by two or 
more organisations to achieve specific 
business objectives by maximising the 
effectiveness of each participant’s resources 
...

The approach is based on: 

• mutual objectives

• an agreed method of problem resolution

• an active search for continuous 
measurable improvements.”

‘Trusting the Team’, Bennett & Jayes, University of Reading, 

Partnering Task Force, Reading Construction Forum, 1995.
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Collaborative Working

“Working together in a seamless team to 
common objectives that deliver benefit to all 
through mutually beneficial (including 
commercial) alignment.”

‘Collaborative Working - The Principles’, Constructing Excellence, 2011.
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Relationship Styles

Based upon ‘Relationship Styles’, The Strategic Partnering Handbook, Tony Lendrum, 1995.

Mutual Trust
High

High

Low

Value 

Created

Confrontational Compliant
Project/Operational 

Partnerships

Cooperative

Strategic

Frameworks/ 

Partnerships

Collaborative

Strategic 

Alliances/

Relationships

Co-creating

Transactional/

Contractual
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Why and When to Collaborate?
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Rule of thumb:

• Construction
• Project management

• Design

• Building Maintenance 
and Operating Cost

• Business Operating Cost

‘The Long-Term Costs of Owning and Using Buildings’, 

R Evans, R Haryott, N Haste and A Jones, 

The Royal Academy of Engineering, 1998. 

The Long Term Cost of Owning 

and Using Buildings

‘Appointing a Project Manager’, 

T Ollerearnshaw,  ‘Construction Journal’, 

Royal Institution of Chartered Surveyors, June-July 2013. 

200

5
113.5%   

1.5%  

1:5:200
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Strategic 

- Security

Tactical 

- Acquisition

Tactical 

- Profit

Strategic 

- Critical

Profit/Value Potential
High

R

i

s

k

High

Low

Procurement Positioning

‘Procurement Positioning Overview’, TI Elliott-Shircore and PT Steele, 

Purchasing and Supply Management, December 1985.
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Value Potential
High

R

i

s

k

High

Low

Ensure supplies

Cost insensitive

Frequent review

Automate

Delegate

Low attention

Seek opportunities

Take risks

Drive low costs

Ensure supplies

Close value management

Continual review

Supply-Chain Selection Strategy

‘Supply-Chain Selection Strategy’, 

Mike Thomas, Mike Thomas Limited, November 2000.
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Nurture client

Seek new opportunities

Expand business

Give low attention

Loose without pain

Drive premium price

Seek short-term 

advantage

Risk losing contract

Cosset client

Defend vigorously

Exceed expectations

Profit Potential
High

A

t 

t 

r

a

c

t 

i

o

n

High

Low

Client Selection Strategy

‘Client Selection Strategy’, 

Mike Thomas, Mike Thomas Limited, November 2000.
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Client and Supply Chain Integration

Cosset client

Defend vigorously

Exceed expectations

Ensure supplies

Close value management

Continual review

High

High

Low
Profit/Value Potential

A

t

t

r

a

c

t

i

o

n

R

i

s

k

‘Client and Supply Chain Selection Strategy’, 

Mike Thomas, Mike Thomas Limited, November 2000.
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Drivers for Partnering in the UK

‘Constructing the Team’ Sir Michael Latham, 1994. 

‘Rethinking Constructing’ The Construction Task Force, Chaired by Sir John Egan, 1998. 
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Egan 5-4-7

Drivers for 
Change

Committed Leadership

Focus on the Customer

Product Team Integration

Quality-Driven Agenda

Commitment to People

Product 

Development

Partnering 

the 

Supply Chain

Project 

Implementation

Production of 

Components

Improving the 
Project Process

Capital Cost -10%

Construction Time -10%

Predictability +20%

Defects -20%

Accidents -20%

Productivity +10%

Turnover & Profits +10%

Targets for
Improvement

‘M4I Strategy Model’

Movement for Innovation (M4I), Anniversary Report, 1999.
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Overriding Principles

and Critical Success Factors
What and How to Collaborate
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Collaborative Leadership

‘Financial Times’, website 15th May 2013.
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Three Overriding Principles

‘Collaborative Working - The Principles’, 

Constructing Excellence, 2011.

Collaborative
Working

Collaborative
Culture and 
Behaviours

Collaborative
Processes 
and Tools

Common Vision
and Leadership
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Six Critical Success Factors

‘Collaborative Working - The Principles’, 

Constructing Excellence, 2011.

Collaborative

Working

Early

Involvement
Selection

by

Long-Term

Value

Aligned

Commercial

Arrangements
Common

Processes

and Tools

Performance

Measurement

Long-term

Relationships
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‘Six Critical Failures’, 

Paul R Greenwood, United House Ltd, August 2011.
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Collaborative

Working

Early

Involvement
Selection

by

Long-Term

Value

Aligned

Commercial

Arrangements
Common

Processes

and Tools

Performance

Measurement

Long-term

Relationships

Traditional

Working

Delayed

Involvement

Selection

by Lowest

Tender Cost

Individual

Commercial

Arrangements
Siloed

Processes

and Tools

Cost and Time

Measurement

Short-Term

Project

Relationships

Six Critical Failures

only
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Collaborative Mechanisms
With Examples and Demonstration Projects

11 Sep 2015GCBD-CIDB-ICW10 Page 26



© Greenwood Consultants Limited 2015

@GreenwoodC_MY 

#EcobuildSEA

#ICW2015

11 Sep 2015GCBD-CIDB-ICW10 Page 27

Collaborative Leadership

• New competencies

• Social

• Technical

• Commercial

• Managerial

‘Zenger-Folkman Model for Leadership’

John H. Zenger, Joseph Folkman and Scott K Edinger, 2010.

‘4i Transformational Leadership Model’, 

‘From Transactional to Transformational Leadership’, 

Bernard M Bass, Organisational Dynamics, Winter 1990.

Intellectual 

Stimulation

Individual 

Consideration

Idealised        

Influence 

Inspirational 

Motivation        

Transformational

Leadership
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Your    
Objectives

Our 
Objectives

Collaborative Objectives

� Key performance indicators

Your    
Objectives

Joint
Objectives

‘Mutual Objectives’ from ‘Partnering in Practice’, a Workshop for LB Newham,

Paul R Greenwood, United House Ltd, May 2003.
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Based upon: ‘Improving Infrastructure Delivery: Alliancing Best Practice in Infrastructure Delivery’, 

Infrastructure UK (IUK) and the Infrastructure Client Group, HM Treasury, September 2014. 
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Involvement

ConstructionDesign

Construction Cycle

FM

Sub-Contractors and Suppliers

Construction Contractor

Client

Consultant

Customer/Consumer

- Traditional Approach
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Based upon: ‘Improving Infrastructure Delivery: Alliancing Best Practice in Infrastructure Delivery’, 

Infrastructure UK (IUK) and the Infrastructure Client Group, HM Treasury, September 2014. 
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Involvement - Alliance Approach

Facilities Management Partner

Supply-Chain Partners

Construction Partner

Customer/Consumer

Client

Consultant Partner

ConstructionDesign

Construction Cycle
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Risk from Early Involvement

‘Building’ magazine, website 1st May 2014.
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Risk Treatment

Risk Analysis

Risk Identification

Risk Evaluation

Establish Context
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Risk Assessment 

ISO 31000:2009 ‘Risk Management - Principles and Guidelines’.

Collaborative Risk Management

• Individual risks

• Joint risks

• Joint management process
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Collaborative Risk Management

‘Risk Assessment - Newham Framework Contracts’, 

Paul R Greenwood, United House Ltd, December 2007.
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Performance Measurement

• Performance 
measurement and 
continual improvement 
embedded

‘Value Improvement Process - Stort Valley HA ‘Delivery of Promises Project’’, 

Paul R Greenwood, United House Ltd, June 2003
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Performance Measurement

• Performance measures 
(KPIs) based upon 
collaborative objectives

‘Project PI Specification - Newham Framework’, 

Paul R Greenwood, United House Ltd, December 2007.
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Based upon ‘Performance Improvement Cycle’, Portsmouth CC GCH Project,

Paul R Greenwood, United House Ltd, February 2002.

Value Improvement

Business
Case

Improvement 
Plan

Benchmarking 
Forum

Operations 
Process

Ideas

Start

Collaborative
Objectives

Innovations 
Register

Review 
Opportunities

Performance
Report

Authorise?
Rank and
Prioritise

Implement
Improvement

Performance 
Meas’ System

Y

N

Improvement 
Team

Mgt System
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Value Improvement

Initial 

Target 

Cost 

= 

Historic 

Cost

• Functionality 

optimised and 

cost reduced 

through VM/VE

• Motivation = 

improved 

buildability, 

margin, etc

Pre-Construction

Final 

Target 

Cost

Cost

Project 

Phases

Outturn 

Cost

Construction

• Risk controlled 

and process 

costs improved

• Motivation = 

gain/pain-share 

‘Performance Improvement Cycle’, Portsmouth CC GCH Project,

Paul R Greenwood, United House Ltd, February 2002.
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Cost Improvement

PORTSMOUTH CITY COUNCIL - HOUSING SERVICEPORTSMOUTH CITY COUNCIL - HOUSING SERVICE

REAL COSTS

Based on ‘typical’ three bedroom combination
system

Outurn costs established @ £2650 by contractor

Costs optimised to £2350

Current unit costs £2300 - two years on!

Constructing Excellence/Housing Forum, 
Demonstration Project Peer Group Assessment

Construction News Awards, 
Small Project of the Year Award Interview
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‘Cost Performance’, Portsmouth CC GCH Project,

Paul R Greenwood, United House Ltd, March 2006.

Cost Improvement
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Client Satisfaction

‘Project Performance Analysis Report - Delivery of Promises Project, South Anglia’, 

Paul R Greenwood, United House Ltd, December 2008.
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Trust

Based upon the ‘Organizational Trust Index’, 

from ‘Measuring Organizational Trust - Cross Cultural Survey and Index’, 

Shockley-Zalabak, Morley, Cesaria, and Ellis, IABC Research Foundation, 2000.
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Improvement in Client Satisfaction

63% 63% 65%
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Client Satisfaction - Service

‘UK Industry Performance Report’, 

Glenigan, Department for Business Industry and Skills and Constructing Excellence, 2011.
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Improvement in Safety

‘UK Industry Performance Report’, 

Glenigan, Department for Business Industry and Skills, CITB and Constructing Excellence, 2014.
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Demonstration Projects 

Out-Perform Industry

CE Demonstration Projects 2006 Industry 2006 = 100

0
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2006 pan-industry performance = 100

%

Constructing Excellence, Demonstration Projects Report, 2006.
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Contracts and Frameworks
Structures to Support Collaboration

11 Sep 2015GCBD-CIDB-ICW10 Page 45



© Greenwood Consultants Limited 2015

@GreenwoodC_MY 

#EcobuildSEA

#ICW2015

11 Sep 2015GCBD-CIDB-ICW10 Page 46

Contracts

• Promote and provide a 
framework for collaboration

• Policy and objectives

• Governance

• Planning

• Risk management

• Value management

• Knowledge management

• Innovation

• Continual improvement

• Incentivisation

• U

• End/exit

Policy
Vision, Values
and Objectives

Strategy 
and Plans

Processes 
and

Systems  

Contract
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Contracts and Frameworks

‘Contracts and Frameworks Timeline’, 

Paul R Greenwood, Greenwood Consultants, November 2014.

909192939495969798990001020304050607080910 11121314151617

‘Constructing 

the Team’

Latham

‘Rethinking 

Construction’

Egan

‘Accelerating 

Change’

Strategic 

Forum

PPC 2000 

Contract

ACA

TPC 2005 

Contract

ACA

NEC 

Partnering 

Option X12

New 

Engineering 

Contract

ICE

CPC 2015 

Alliance

Contract

ACA/ACE
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ECC + Partnering Option X12

• A non-adversarial form of contract
“co-operate with each other in good faith”

• Published by Thomas Telford, 1993

• Partnering Option published 2001

• Privity of contract 
- separate contracts for each team member

• Six main Options

• Option X12 - Multi-Party Partnering

• Option C - Target Cost with Activity Schedule 
- basis for incentivisation with pain/gain-share

• Non-traditional contractual processes

• International version now used in Europe, 
Middle East and Hong Kong
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PPC2000 and TPC2005

• First standard forms of project partnering 
and term partnering contracts

• Published by the Association of 
Consulting Architects, 2000 and 2005

• Now promoted jointly by ACA and ACE

• Multi-party contracts, promoting 
integrated relationships, with mutually 
enforceable rights, responsibilities and 
remedies

• Applicable to products and services

• Binding forms

• Integrated partnering processes

• Most common partnering form in UK

• International version available
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PPC 2015

• Suite of Framework, Project and Term 
Alliance contracts

• To be launched by the Association of 
Consulting Architects, in October 2015

• Promoted jointly by ACA and ACE

• Multi-party contracts, for integrated 
relationships

• Applicable to production and/or service 
activities

• Binding form

• Integrated partnering processes

• International version expected
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Contracts and Frameworks

‘Contracts and Frameworks Timeline’, 

Paul R Greenwood, Greenwood Consultants, November 2014.
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PAS 11000

Specification

BS 11000-1 

Standard

BS 11000-2 

Guide

ISO 11000

Standard

MOD Guide 

to 

Partnering

‘Building Down

Barriers’ 

MOD

‘Constructing 

the Team’

Latham

‘Rethinking 

Construction’

Egan

‘Accelerating 

Change’

Strategic 

Forum

PPC 2000 

Contract

ACA

TPC 2005 

Contract

ACA

NEC 

Partnering 

Option X12

New 

Engineering 

Contract

ICE

CPC 2015 

Alliance

Contract

ACA/ACE
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BS 11000-1:2010

• Framework for collaborative business 
relationships

• A British Standard, developed by the 
Institute for Collaborative Working

• Published 2010 [and Guide, 2011]

• Applicable from concept to exit

• First national standard of its type

• Used with a compatible contract

• Implemented internationally

• An International Standard, ISO 11000, 
is expected late-2016

BS 11000-1:2010 Collaborative Business Relationships 

- Part 1: A Framework Specification.

BS 11000-2:2011 Collaborative Business Relationships 

- Part 2: A Guide to Implementing BS 11000-1.
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Making the Journey
Collaborative Culture Change
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Values

Attitudes

Difficulty of Change and Time to Change

‘Difficulty of Change and Time to Change’,

‘Creating Culture Change’, Philip E Atkinson, 1990.
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Time to Change

Management Style

Consistent Behaviour

Actions

Feelings
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Kotter Eight-Step Model

Build the 

Team

2

Set the 

Vision

3

Empower 

Action

5

Short-term 

Wins

6

Make It 

Stick

8

Do Not 

Let Up

7

Implement and 

Sustain Change

Comms 

for Buy-in

4

Engage and Enable the 

Whole Organisation

Increase 

Urgency

1

Create a Climate for Change

‘Leading Change: Why Transformation Efforts Fail’, 

John P Kotter, Harvard Business Review, March-April 1995.
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Major Infra Procurers Move to 

Collaborative/Relational Models
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‘An Industry Undergoing a Transformational Journey’

Murray Rowden, Chair of Constructing Excellence, CENE, May 2015.



© Greenwood Consultants Limited 2015

@GreenwoodC_MY 

#EcobuildSEA

#ICW2015
! its about competence and behaviour

11 Sep 2015GCBD-CIDB-ICW10 Page 57

Summary

• Collaboration does not happen by chance

• Leadership and vision

• Collaborative culture and behaviour

• Collaborative processes and tools

• U

• Established construction-specific models

• Early involvement

• Selection by long-term value

• Aligned commercial arrangements

• Common processes and tools

• Performance measurement

• Long-term relationships

• U
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Terima Kasih
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