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Overview 

Registrations for BS11000 are really starting to gain momentum now, 

with more high-profile businesses seeking accreditation for their 

strategic relationships against the British Standard. BS11000, the British 

Standard for Collaborative Business Relationships is the first of its type 

in the world to formalise how organisations approach mutual 

relationships but more than that, it strives to really optimise the benefits 

of joint working, with specific phases looking to refine process, reduce 

duplication and address creation of additional value, so there is no 

surprise that forward-thinking businesses see this as an opportunity to 

improve performance, whilst building stronger working relationships. 

Partnering attempted to introduce this philosophy with the advent of 

PPC but it often fell short of truly generating the additional benefits that 

were aspired to. Enthusiasm was already fading when the economic 

downturn saw a return to lowest cost bidding and the shift back to JCT 

Contracts, where many from the senior management generation felt 

most comfortable and almost overnight, partnering disappeared. The 

result is a ‘cat and mouse’ game, where clients try to make the lowest 

price stick and contractors are generally trying to recover from the 

strategically adjusted pricing needed to secure the work in the first place 

all leading to the re-emergence of old-fashioned adversarial behaviour 

that we all had cited as being a thing of the past. 

The depth and longevity of the recent recession hurt business badly, with 

numerous casualties and others taking radical steps to keep trading. 

Many businesses tired of the exhaustive effort necessary to simply to 

hold a commercial position, which has led to the need to look for a 

different, more effective approach to delivering projects and BS11000 

does provide that option. 
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The premise of BS11000 is simple and the Standard provides a 

structured platform through eight stages to guide an organisation 

through firstly establishing its own commitment and capability, through 

process and governance led from the top and then by setting its strategy 

and corporate aims. The business then develops its internal capability 

before deciding how to select its collaborative partner(s) and this is the 

important bit; a collaborative relationship must be equitable, with each 

partner demonstrating full commitment and fulfilling their responsibility, 

so partner selection is key. This format is not appropriate for all 

relationships, for example a partner needs to be like-minded but also it 

will add no benefit to wholly transactional relationships. 

Once an understanding is reached and a joint-working framework is 

established, all parties should be focussed on optimising the relationship 

and this is where the fun really starts. By this stage, you will have agreed 

a joint approach towards managing risk and will also have clear joint 

objectives, whether that be time and cost certainty or other drivers that 

you will all start to focus on. Having all signed up to achieving these goals, 

you are all committed to working together to support each other in 

achieving these joint objectives, which is opposing to how many 

contracts are being delivered presently. ‘Man-marking’ will be eradicated 

and that resource better utilised. More significantly, BS11000 actively 

promotes value creation and that is additional value, over and above the 

terms of your relationship. Opportunities for creating additional value 

are identified and a commitment to realising these made, which is 

monitored along with the mitigation of risk throughout the term of the 

arrangement, with interventions made where progress is less than 

anticipated. A theme of the standard is to constantly push for innovation, 

development and value and this is also consistently reviewed. 

The final stage of the Standard deals with exiting the relationship but in 

truth this is starting to be considered even before the relationship is 

formed. Although as it suggests, the Exit Strategy addresses the 
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managed conclusion of the relationship, it also places great emphasis on 

a smooth transition for the client, whilst looking at future joint work 

opportunities, so that hopefully the benefits and learning can be re-

visited and built upon. 

It all sounds so simple, so why is this not the norm and why would clients 

want to move away from lowest cost bidding? Well, in truth some won’t 

but many will; the benefits are too great to ignore. For a client’s 

perspective, aside from a much more pleasant environment to do 

business, there will be greater certainty on cost, programme and other 

key drivers. They equally will be party to influencing these aspects as well 

as having greater visibility and input to risk management and value 

creation. Resources on both sides will be better deployed, with a 

reduction in duplication of roles and a sharing of knowledge and 

responsibility and the contracting organisation will be able to positively 

focus on the tasks in hand, in a challenging but supportive environment, 

with the opportunity to influence additional value creation. 

In this white paper, we will look at the individual stages of BS11000 in 

much greater detail, but this will hopefully entice you to think more about 

the potential benefits to your organisation. For easy reference, aspects 

necessary to satisfy compliance against each stage of the Standard are 

listed in an Appendix at the end of the paper. 
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BS11000 Stage 1: Awareness 

Stage 1 is really the process of changing from aspiration into action. 

Many organisations appreciate the significant benefits associated with 

collaborative working but approach their relationships in a non-

structured manner. Stage 1 lays down the foundation to allow a business 

to really set about committing to at least explore the value of 

collaboration and more importantly to secure to high-level internal 

sponsorship from senior executives to make it happen, ideally from 

someone that truly embraces these principles. 

Once internal support is determined, the stage prompts an organisation 

to really test the value of working collaboratively by ensuring that 

strategic business objectives are identified, and the potential value of 

collaboration is defined, as well as considering any associated potential 

risk. These are subject headings that will require continuing review as the 

process develops. 

Assuming that all involved are still enthused at the prospect of 

collaboration, potential relationships and specific opportunities need to 

be identified and prioritised, remembering that not all relationships need 

to be fully collaborative and indeed some should remain solely 

transactional. It is important that clear measurable procedures are 

defined for assessing these relationships and are not simply based on 

personal relationships, experience or opinion. By this stage, you are 

hopefully building up a head of steam and fully engaged staff will have 

started drafting implementation plans for each of the relationships and 

opportunities that have been identified. 

In the background you should be applying the corporate governance 

required by preparing specific policy and reviewing the suitability of 

internal procedures, where necessary bridging the gap to support the 

approach to collaborative working as well as considering the behaviours 

and competencies required to make them work effectively. Part of this 
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process must be a commitment towards continual improvement and 

policy should be made available to interested parties and stakeholders. 

Equally, an organisation needs to assess the competency and behaviours 

required to support a collaborative approach on a corporate and 

individual basis and shortfalls will need support to address them. Key 

individuals, roles and relationships should similarly be identified. 

For those of you that are already familiar with BS11000, you will be aware 

that it revolves around a Relationship Management Plan (RMP) and this 

is the ‘collaborative heartbeat’ to a successful relationship. In fact the 

RMP has many guises, it is a live, working document that initially starts 

life as a solitary piece of work (referred to as a Corporate RMP (CRMP), 

setting out an organisation’s plan, before evolving to a more focussed 

Project RMP (PRMP) and then ultimately developing to mutually 

accommodate the views and working practice of potential partners, 

merging into a revised joint document referred to as a Joint Project 

Relationship Management Plan (JPRMP) – bingo ! 

But we are running away with ourselves now and without wishing to 

frighten anyone off, let’s get back to Stage 1, which only requires the 

initiation of a [Corporate] Relationship Management Plan and its 

development through the progression noted above is defined through 

the following seven stages of BS11000. 

BS11000 Stage 2: Knowledge 

Stage 2 is again part of the initial Strategic Phase of the Standard which 

continues the process of truly understanding the potential benefits of a 

formalised collaborative approach. The ‘Knowledge’ stage focusses 

predominantly on setting out a strategy for a potential collaborative 

arrangement, which in turn informs the thought process and helps 

develop your plan. 
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The first action in this stage I suppose is to understand whether 

collaboration is appropriate. Obviously, we are all nice people and will 

want to get along agreeably with our business relationships but 

sometimes, investing additional effort to work collaboratively will reap no 

tangible benefit. For example, transactional relationships which are 

generally of low-complexity are likely to reap little additional benefit even 

if worked to the highest level of collaboration but transactional 

relationships are equally important, for the right areas of business. 

Therefore, it is important to make sure that you are investing all your 

good collaborative efforts in the right places, which is why you need a 

plan, more specifically a Business Strategy that sets out objectives, 

operating models, benefit and value analysis and identifies potential 

collaborative relationships. 

Once you start looking at your Business Strategy, it is important to 

understand what your expected objectives are from that relationship 

and more importantly, what are the drivers that sit behind these 

objectives. These will probably differ, for different relationships. For 

example, an objective may be long-term secured work but without 

stating the obvious, you really need to understand why you want this, 

and this may not be so obvious. Is it secured turnover, profitability or to 

provide the platform to recruit or invest in staff development or even 

specific research, or process refinement – this may vary depending on 

your partner. So, having established the whys, you need to review the 

who’s – are there suitable partners with the high potential to benefit from 

working collaboratively with and what would be the benefits in forming 

these relationships and the specific objectives for these relationships 

and how would you exit these relationships. 

Embedding collaborative practice may well impact on the day to day 

operation of your business and therefore, an implementation plan is 

necessary and more importantly, it needs to be clearly identified which 

key individuals need to play which roles and to establish whether they 
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have the correct skills to do so and the Levels of Authority that they will 

be afforded. To understand this, you really will need to undertake a 

Competency Review and where there is an identified shortfall in 

capability, appropriate training needs to be put in place. 

Collaboration when working well will improve the flow and transfer of 

knowledge, so it is important to put in place the right environment to 

accommodate this later on and to encourage creative thinking. A 

knowledge map will help track the information to be shared and process 

needs to support how this is generated, captured and shared and also, 

there needs to be clear parameters from the outset to identify what 

information is shared or withheld with which parties or individuals/levels. 

Any mature business should apply a Risk Management process as a 

matter of course and this sits at the very heart of BS11000. You will need 

to establish the specific risks associated with managing your 

relationships and similarly, identify the opportunities and the have clear 

process in place to mitigate the risk and optimise the potential making 

sure that it is clear who has ownership. A formal process needs to be 

instilled to ensure that this happens and is continually assessed. 

The above should allow form the skeleton of your Implementation Plan 

and once completed, needs to be communicated to various stakeholders, 

before as always, updating your Relationship Management Plan. 

BS11000 Stage 3: Internal Assessment 

The last piece to the initial Strategic Phase of the Standard is Stage 3: 

Internal Assessment. You’ll be pleased to learn that this about getting to 

know your colleagues from the outside and doesn’t involve any intimate 

examination. It is however, a very important Stage and is designed to 

help a business understand whether they are ready to engage in a 

collaborative arrangement. This is easier said than done and it might be 
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that everyone agrees that collaboration is a good idea but that doesn’t 

necessarily mean that the necessary skillsets are in place, particularly as 

we are still engrossed in commercially challenging trading conditions 

which often tend to promote adversarial behaviour. 

So, to help you through this, a business will need to establish policy and 

process to manage collaboration – this doesn’t mean chucking your 

existing Procedures in the bin, but they should be reviewed and refined 

where necessary, to support a collaborative way of operating. This may 

need some additional bridging Procedures to be drafted to adapt 

process to actively create the right environment for a partnership but 

remember, you are likely to retain some traditional relationships so 

consider the impact on these too. In order to assist this, an organisation 

will need establish a Collaborative Profile to make sure this fit with your 

market and possible partners – you will need to understand if there are 

blockers along with strengths and weaknesses across the business and 

plan to address these in turn. 

As previously noted, in Stage 1 there needs to Executive Support and 

Collaborative Leadership is critical to success – leadership needs to have 

the right attributes, believe in collaboration and have sufficient influence 

to take people on a journey with them.  Do you have the right figurehead 

to lead a collaborative approach? BS11000 Annex C provides a guide for 

the type of attributes you would expect to see, and it may mean that 

some areas need improving through training or better understanding. 

The same will apply with all staff that will interface with your potential 

partner(s) and it is wise to undertake a collaborative skills gap analysis 

and support your team with the necessary training and development to 

bridge any gaps – remember, this is all about providing the best platform 

to make collaboration a success. It is important that the exec support is 

also maintained, and you may remember that one of the first steps in 

Stage 1 is to appoint a Senior Executive Responsible (SER) and this 

individual must remain in touch with the progress and undertake regular 
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SER reviews that are visible to the team and there should be reference 

and updating against the initial Action Plan(s). 

However, in order to work collaboratively, you need someone to do this 

with and a structured Partner Selection is an important aspect. Stage 3 

encourages an organisation to really consider the aspects of the 

organisation that you want to form an association with and a structured 

Partner Selection Criteria will help inform whether they have the correct 

approach to make collaboration a success. Usual assessment of other 

businesses involves looking at their financials, track record, quality, 

performance and processes etc and these are still important but equally 

you will need to understand the softer issues about their culture and 

approach towards formal relationships. It would be wrong to assume 

that Joe Blogs and his band of workers have the right mind-set, even if 

they have worked for you for years. A partnership is just that and should 

be equal. If you blunder into a relationship you might find that one 

partner does all the legwork whilst the other is along for the ride and you 

will not truly benefit from the innovative thinking and value creation that 

should be encouraged as the partnership grows. 

The next Phase, Stage 4, addresses the structured approach to the 

identification and assessment prior to engaging with a potential partner, 

but this Stage sets out expectations and provides a clear picture of what 

you should be aiming for. 

BS11000 Stage 4: Partner Selection 

Gosh, it’s getting exciting now …. Having successfully completed the initial 

Strategic Phase, we are now getting into the ‘nuts and bolts’ of BS11000, 

the Engagement Phase and most importantly, moving forward to 

establish the partnership(s) that will complement your organisation. 
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During the previous Stage (Internal Assessment), we already identified 

the necessary criteria for collaboration and this should have informed 

which businesses have the necessary credentials to consider working 

with. The temptation is that we simply formalise existing relationships, 

but will this bring anything new to your relationship; will add value or 

innovation? Ideally, your potential partner should have complementary 

skills but in fact more importantly, have something that you don’t do or 

can’t do as effectively, and this should be reciprocal. The common 

ground provides real potential for sharing efficiencies and the other 

areas will help your businesses develop understanding and new skills if 

necessary. It is essential that you don’t ignore the selection criteria that 

you have previously determined as this was the basis of your original 

logic of the type of partnership your business will benefit from. 

You should have a list of businesses by now or at least be assessing your 

options but in order to move forward, you will need to evaluate the 

options. Does your potential partner actually do what they say they do? 

Some businesses are excellent at selling themselves but once you 

scratch beneath the surface, they might not be quite what you expect. 

There needs to be a systematic approach to choosing your partner, so 

that you have an auditable trail that allows you to assess possible 

candidates on an equal basis to provide real comparators. This should 

be captured in a Partner Selection Action Plan and this should not only 

look at the evaluation criteria but more importantly what benefits joining 

forces will bring. This should also be a short, medium and long-term 

strategy for the relationship. 

Once you have identified your possible partner, it is important to get 

internal approval from your Senior Exec Responsible (SER) [remember 

them?] – can you imagine going through the assessment process and 

closing an agreement to find out that the Head Honcho had a bad 

experience with them at a previous company? It’s easier to get approval 

upfront before you start making the approaches. Obviously, one of the 
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criteria must be that they are also interested in forming a strategic 

relationship with you too and don’t take this for granted. If they are as 

forward-thinking as you consider, they may already commit their 

allegiance elsewhere. This equally needs to be tactfully dealt with as 

arrangements don’t last for ever, so don’t burn your bridges. 

Assuming that the Big Cheese likes your proposal, the important step is 

to draft Joint Objectives for the collaboration, which will get both 

organisations thinking in the same terms and focussing on what they 

specifically need to do to make the objectives happen. These should 

initially be set at a strategic level and then filter down to more focussed 

areas as the relationship later develops …. but we are getting ahead of 

ourselves – we still need to finalise the Agreement which will involve an 

element of negotiation and this process in itself will provide an insight 

into the culture of your future partner. The Negotiation Strategy will need 

to engender a platform for a collaborative relationship whilst formalising 

roles and responsibilities and set out how value will be generated and 

shared. It is important that it is a mutual agreement and not the case 

that it is drafted unilaterally and put in front of your new partner simply 

to sign. Part of your negotiation must also address the conclusion of your 

relationship and the possibility that this occurs earlier than hoped for. 

The initial Exit Strategy will need to be developed specifically for each 

agreement, with clearly identified triggers that bring the formal 

relationship to a close (hopefully at the natural conclusion of a very 

successful Partnership). 

After you have all been down the pub to celebrate your new partnership 

and have shaken off those fuzzy heads, you then need to update your 

Relationship Management Plan to reflect your new-found agreement 

and in doing so, will pretty much have concluded your Stage 4 actions. 

Simples. 

The next Stage starts to focus on really making the relationship work as 

intended, to create joint value and give you an edge over your peers. 
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BS11000 Stage 5: Working Together 

In theory, we are now collaborating! Well in truth, we will have done a bit 

of collaborating to get to this point, but Stage 5 is really about setting the 

right environment for joint-working and to do this there must be 

agreement in a common approach to how you physically work together, 

through common process and sharing of responsibility, in summary you 

need to establish a collaborative Governance regime. 

Governance has to start from the top and it is important that the Senior 

Execs Responsible (SER) and Joint Management Team agree the correct 

organisational structure to provide the strongest collaborative team to 

focus on delivering the joint objectives. 

This might entail people’s roles and responsibilities changing and this 

needs to be clearly explained to all what their function is in the 

partnership and equally, it is important to set effective measures to 

benchmark the success of the partnership against the determined joint 

objectives. The temptation will be to revert back to old habits and 

duplicate roles but to be successful, you need to eradicate the old habits 

of man-marking and create a holistic team. This in itself is perhaps the 

most complex element of establishing the relationship and working 

together. 

Each organisation will have existing procedures and process, and these 

will differ, but you will need to reach a common understanding on how 

the partnership will function, through a joint process management 

review. Underpinning these will be the Contracting arrangements and 

these need to be appropriate for the relationship and actively encourage 

collaboration, so choose wisely. 

There are also other key areas that need to be considered and these 

should be established as early as possible. What information or 

‘knowledge’ are you prepared to share with your partner? Just because 
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you are collaborating does not mean that you have to give away your 

trade secrets, but this should be established at the outset and once 

agreed, no moving of goal posts as this will undermine trust. Establish a 

Joint Knowledge Map and management process, clearly defining what 

each party will or won’t share but remember, this is collaboration so don’t 

put a blanket restriction across the board as one of the advantages of 

working together is to harness the best thinking of both organisations, 

sparking off each other to create greater knowledge. 

With a new team it is also important that everyone is clear of their role, 

kept informed and engaged. Communication is the key, but it would be 

easy to send out mixed messages (internally and externally) or miss 

people out completely and cause them to become dis-interested. To this 

end, a clear Communication Strategy is necessary, it needs to establish 

who needs to know what sort of information and how best to 

communicate this, using the various mediums available nowadays. Again, 

a temptation would be to bombard everyone with everything and this will 

fail. A more sophisticated approach is required to ensure the right 

people, get the right information. 

One of the key facets of collaboration is the approach taken to managing 

risk. Traditionally, a project would draft a Risk Register and risk would be 

allocated to different parties and seldom equitably shared. The approach 

under BS11000 is more mature – both parties now share the same 

objectives and as a consequence the identified risks, impact on achieving 

these joint objectives, effectively creating joint risks. A Joint Risk 

Management process encourages all parties to manage the risks 

together because of the shared carrot dangling in front of them. 

Towards the beginning of this piece, we mentioned establishing 

performance measurement criteria and it is important that we don’t 

assume that improvements will happen simply because we are 

‘collaborating’. Obviously, there are benefits to working together but the 

point of sharing skills is to use the best of these to make the 
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improvements happen, so specific plans to achieve the measures are 

necessary along with an on-going process to stimulate continual 

improvement. To encourage these, it is important that regular updates 

are fed back to SER’s via the Joint Management Team and that audits are 

undertaken and where appropriate any lack of impetus, challenged. 

Audits should also check the health of the relationship, as well as attitude 

and behaviours of the team to ensure that people are not losing sight of 

the principles that are behind the Partnership in the first place. [I did 

warn you that this was a complex Stage.] 

However, we are pretty much done for Stage 5, but you may recognise 

that there is one particular piece of the puzzle missing … update your 

Relationship Management Plan to reflect the changes and progress in 

the relationship. 

BS11000 Stage 6: Value Creation 

Stage 6 is the sexy stage of BS11000 and is probably the area that most 

differentiates the Standard from simply partnering or working together. 

The Standard is relatively forward-thinking in that it attempts to overtly 

encourage organisations to create additional value through 

collaboration and the emphasis must be on the word ‘create’. 

There will undoubtedly be value derived by working more effectively, 

through true collaborative practice but that is not stretching enough for 

the Standard and in order to achieve true compliance, the partnered 

collaborators need to set about genuinely capitalising on joint 

intelligence and need to actively put the necessary structure in place to 

generate additional value, through innovation and continual 

improvement. 

‘Creating Value’ is the strapline for Invennt and our philosophy has always 

evolved around the principle that any intervention should be positive and 
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produce an output benefit, so Stage 6 of BS11000 fits very well with our 

corporate ethic. 

Before setting about constructing a formal process to create value, it is 

important that the right operating environment still prevails, and this 

does not refer to the physical facilities of each organisation but more the 

willingness, drive and attitude, along with ability of the teams that will be 

tasked with looking for innovation, efficiencies and opportunity. This 

environment is set from the top, from the Senior and Management 

teams and creating value is an important indicator of the maturity of the 

relationship and therefore it is critical that the Exec Board are actively 

engaged in Target Setting and monitoring performance against pre-

determined performance measures. Throughout the Standard, the 

importance of the Senior Exec Responsible (SER) is emphasised and this 

is a critical factor to all of the Stages, particularly this important stage. 

Once everyone is revved up and desperate to make an impact, it is 

important that they are provided with a structured Value Creation 

Programme and this needs to be set by the joint management team with 

the support of the executive management. This isn’t simply a case of 

asking the team to go off and find value as it is important that it is 

considered what ‘value’ means to the collaborative partners as this may 

vary between organisations, as may the drivers that sit behind them. 

Hopefully you will have a reasonable idea already, having done much of 

the ground work up to partner selection but nevertheless, it needs to be 

clarified and clearly communicated across all parties involved. This stage 

provides the deliberate initiation of the innovation process, whereby the 

joint management team establish the mechanisms for formulating ideas 

and innovations to create additional value for the relationship. 

Personally, I would suggest that a limited number of areas are identified 

for development and establish focus groups/improvement teams to 

develop these. These should then be recorded on a Value Register that 

captures all of the benefits of collaboration, remembering that value 
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does not simply mean those ideas that solely can be monetised. 

Although the senior team may set the agenda, it is best to engage the 

wider team to firstly highlight good proposals for areas of consideration 

and then, to do the considering. Good proposals should undergo a cost-

benefit analysis to test whether they are actually viable and once an initial 

list of areas to examine is determined, focussed improvement 

team(s)/focus groups need to be assembled to divide up the activities 

necessary. The improvement teams should be set timescales and as 

mentioned earlier, targets which need to be reported against to the 

management and exec teams. It is important that the teams have 

structured plans to review current activity, prepare proposals to improve, 

test these proposals and once satisfied, have a solid implementation 

strategy. Once implemented and running smoothly, the process can start 

again; after all, that’s what ‘continuous improvement’ is about but 

traditionally continuous improvement has simply meant re-setting the 

KPI benchmark but here, we are trying to continuously look at different 

areas to improve. 

An integral part of the process is to ensure that there is a process to 

disseminate learning from the experience, so that the wider team 

understands where areas failed or were a success as this may modify an 

improvement team’s approach going forward. It is also beneficial that 

partners are open enough so that they can learn from each other’s 

different approaches, share knowledge and innovation about their core 

activities, in a belief that some efficiencies can be transferable. 

Dependent on the length of the relationship, creating value should not 

be allowed to stagnate and should be a continual process, striving to 

constantly add value to the partnership. Consider refreshing teams or 

swapping staff around so that different members get an opportunity to 

‘spark off’ each other and in theory, stay motivated. Also consider 

rewarding success and at the outset there should be an understanding 

by the Exec Team of what should happen to any additional revenue 
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generated, whether this heads south to the bottom line or is re-invested 

into the partnership, which in turn could potentially create even further 

value. 

Some team members will really embrace the value creation process, and 

others may be less so. Refer back to your competency and behavioural 

assessments from previous phases of the Standard to try to get the right 

balance within improvement teams or focus groups. 

BS11000 Stage 7: Staying Together 

After all the excitement of the previous stage of Creating Value, Stage 7 

of BS11000 seems a little mundane but it is very much the driving force 

behind keeping the relationship fresh and motivated. Without this, the 

natural tendency is that once the novelty and initial impetus fades, 

everyone relaxes back to their day jobs and the relationship simply runs 

its course. 

Stage 7 is largely about maturing the relationship to ensure that it 

continues to perform optimally and working towards innovation, 

continually improving and being as effective as possible, right to the 

finish line. It is important that this is driven from the top and that the joint 

management team regularly monitor and assess performance against 

the agreed measures and that these continue to align with the 

relationship’s objectives and drivers. A formalised structure needs to be 

established to gather and disseminate the right data and this does not 

only relate to performance improvements but equally areas such as 

relationship strength, trust and behaviours. The Senior Exec’s 

Responsible (SER) will obviously lead this process but more importantly, 

intervene with the support of the joint management team to initiate 

corrective actions where performance is falling short of expectations. 
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One of the key facets of BS11000 is the joint ownership and 

management of risk under the premise that if both parties are working 

towards achieving he same objective, then any potential impact, or risk 

to achieving this, becomes jointly owned. The joint management team 

must ensure that each organisation is fulfilling their responsibilities 

under the agreed joint risk management strategy and again, if not, 

intervention from senior management is required. 

You will remember that during the Working Together stage (Stage 5) that 

much effort was required to establish the joint governance protocols for 

the relationship and it is important that adherence is regularly assessed 

and identified barriers are addressed and again, the relationship 

continually assesses its performance and pushes consistently for value 

creation. The senior team need to set the pace to ensure that focus 

groups are constantly engaged but more importantly, working on the 

right areas that will generate true value for the relationship, which needs 

to be quantifiable. 

It is important that the SER’s are visible and having assessed 

performance against the measures and objectives of the relationship, it 

would be sensible to provide clear feedback to the wider team on 

performance, whilst outlining the positive steps or corrective actions that 

need to be taken to support areas that aren’t getting to the target levels 

set. SER’s need to remain focussed, providing pragmatic and positive 

commentary that is engaging and hopefully inspiring. 

However sometimes, things don’t go to plan. Sometimes there is one 

partner that is more committed than the other and that may see the less 

committed partner, become complacent, happy to be supported by the 

other. Or simply, the partnership may not have been set up properly or 

things are just not going to plan. In common with the partnered forms of 

contract, BS11000 encourages a formalised Issue Resolution process 

that actively seeks to resolve any issue at the lowest, optimal level whilst 

providing a clear escalation process where this fails and in truth, if issues 
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are being escalated, there is likely to be something more fundamentally 

wrong with the relationship that needs addressing. The escalation 

process should only be used as a last resort. If for any reason the process 

fails, then it may be time to review the triggers for disengagement set out 

in the Exit Strategy and if necessary (and hopefully regrettably), set about 

invoking these but it would be a mistake to use these as empty threats 

or to support a negotiation position, as the relationship will be 

significantly damaged as a result. 

Hopefully and a little bit more optimistically, all does go well and as the 

relationship continues to mature, you will need to remind yourselves of 

the previously agreed terms for concluding it when it has run its course, 

and this means dusting of the previous iterations of the drafted Exit 

Strategy to ensure that it is still relevant. There is likely to be some ground 

work required ahead of the next stage that leads to disengagement and 

now is the time to plan for this. 

Update the Exit Plan if necessary and of course, make sure you capture 

any changes resulting from any of the topics above in the Relationship 

Management Plan so that when the nice Assessor comes along, it will be 

all too evident that all is in order. 

BS11000 Stage 8: Exit Strategy 

I can feel a little tear coming to my eye. You have invested significant time 

and effort into the relationship to get to this point, but Stage 8 is a very 

mature approach to concluding it and should not be confused with a 

contractual arrangement. 

You will have quite some time back, drafted an initial Exit Strategy which 

then was developed further up to a point of Stage 8 where it needs to be 

nailed down and then ultimately implemented. It is h The Joint Exit 

Strategy needs to be finalised by the Joint management Team and must 
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openly address all of the concerns of parties and stakeholders to provide 

an on-going relationship beyond its conclusion. 

The Exit Strategy should be reviewed regularly and when appropriate, be 

modified to accommodate changes in innovation, knowledge and 

performance but equally, to cater for external changes in the operating 

market place. 

It needs to assess whether the final joint objectives have been achieved 

and address any areas of potential conflict going forward, considering 

possible impact to internal and external stake holders. Remember, it is 

feasible that separately each organisation may be pitching similar 

offerings to the same client and principles agreed on how each 

organisation will trade going forward post-relationship. 

It would be sensible that there is a clear and positive joint message ahead 

of the planned disengagement to head off any unwanted speculation 

and to provide clarity to the market place. 

Obviously as the relationship reaches its conclusion, there will be 

changes that affect how each organisation and its staff operate 

individually and a transition process needs consideration to ensure that 

business continuity is not impacted. Personally, I also believe that this is 

a good time to agree that each organisation has an embargo on 

recruiting from its partner to avoid further impact. 
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Appendix 

For ease of reference, listed below are the aspects that are necessary to 

satisfy compliance against each stage of the Standard: 

Stage 1: Awareness 

• Formal appointment of Senior Executive Responsible (SER) for 

development and implementation of collaborative business 

relationship management. 

• Set out and define collaborative working policy, including a 

commitment to continual improvement and ensure that this is 

effectively communicated. 

• Identify strategic business objectives. 

• Identify potential value of working collaboratively. 

• Identify all significant relationships and then segregate and 

prioritise these and the potential (or actual) opportunities and 

then prepare implementation plans for collaborative working, 

where appropriate. 

• Review existing policy and procedures and modify where 

necessary, to support collaborative working, competencies 

and behaviours. Ensure that you document 

• Draft and implement initial general and relationship-specific 

risk assessment and mitigation plans for potential 

collaborative relationships. 

• Prepare initial [Corporate] Relationship Management Plan for 

on-going development. 

Stage 2: Knowledge 

• Establish the objectives and key drivers for each collaborative 

opportunity and evaluate if collaboration is appropriate 
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• Identify the experience, skills and competencies of individuals 

that will be involved in any collaborative initiative 

• Establish a procedure to capture, create and manage 

knowledge within collaborative relationships 

• Establish guidelines for sharing knowledge between 

organizations 

• Establish procedure for developing a strategy and business 

case for each opportunity 

• Identify and document objectives of each collaborative 

relationship 

• Analyse the market sector, customer base, requirements and 

expectations of customers 

• Evaluate value of the relationship in the context of the overall 

business objectives 

• Identify potential collaborative organizations against the 

specific opportunities 

• Develop an initial exit strategy assessment 

• Integrate relationship management into established overall risk 

management policy and processes 

• Identify and assess internal issues which could result in 

significant risks to performance 

• Undertake a business impact assessment relative to 

collaborative working 

• Consider the implications on sustainability within the context of 

collaborative risk management 

• Establish that each identified risk issue is appropriately 

assigned for resolution or mitigation 

• Establish and regularly review the implementation plan and 

maintain the relationship management plan 
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Stage 3: Internal assessment 

• Undertake an internal assessment to identify potential 

constraints and periodically review 

• Establish a collaborative profile and monitor effectiveness 

• Appoint collaborative leadership which is competent in 

collaborative working 

• Establish partner selection criteria 

• Identify the level of knowledge and skills that exist and suitable 

staff development or recruitment 

• Establish internal action plan and undertake regular reviews to 

ensure suitability and effectiveness of collaborative approaches 

• Update the relationship management plan to incorporate 

output of internal assessments 

Stage 4: Partner selection 

• Nominate potential collaborative partners and establish 

internal agreement for the collaborative approach 

• Ensure partner selection process incorporates defined partner 

selection criteria 

• Establish partner selection action plans 

• Undertake appraisal of the common objectives of the 

collaborative organization 

• Establish a negotiation strategy and instigate this based on the 

business strategy, objectives and partner evaluation 

• Select collaborative partner(s) and negotiate 

• Update Exit Strategy 

• Update Relationship Management Plan 

Stage 5: Working together 

• Identify the SERs for each organization to support the joint 

programme 
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• Validate the key objectives of the collaboration and establish 

the core principles of the collaboration 

• Undertake a competency appraisal and appoint leadership 

• Establish a joint management team 

• Review the joint objectives and establish effective 

measurements 

• Define the primary roles and responsibilities for the team 

• Establish a joint knowledge management plan 

• Establish and maintain effective communications management 

across all stakeholders 

• Establish and document joint risk management processes 

including joint risk register 

• Undertake a joint business process review and implement 

operational process improvements as appropriate 

• Jointly establish the appropriate contracting arrangements 

which should support the collaboration 

• Implement plans for delivery and performance against agreed 

objectives 

• Measure, monitor and regularly review to ensure performance 

is maintained 

• Undertake internal audits at planned intervals to ensure 

collaborative processes remain effective 

• Implement preventative and corrective actions as appropriate 

• Update relationship management plan to create a joint 

management platform to align with joint objectives 

• Update Relationship Management Plan 

Stage 6: Value creation 

• Establish, implement, record and review a value creation 

process 

• Establish as required improvement teams 

• Identify issues and areas of improvement 

• Jointly agree definitions of value to the partners 



 
 

25 
 Invennt Insights  

The Invennt Guide to BS11000 – Collaborative Business Relationships 
 
 

  Invennt 
 
 

• Establish a process to ensure learning from experience 

• Establish mechanisms for generating ideas and innovations to 

develop the collaborative relationship 

• Update Relationship Management Plan 

Stage 7: Staying together 

• Establish process to monitor, measure and review 

performance in terms of outputs, risk, alignment, behaviours 

and trust 

• Ensure on-going joint management of activities in accordance 

with objectives and governance 

• Regularly monitor and review value creation and continual 

innovation 

• Monitor issues related to behaviours and trust 

• Maintain a clear focus on delivering agreed performance by 

each party 

• Implement SER reviews of monitoring, measurement and 

performance 

• Establish and maintain process for issue resolution 

• Establish and maintain the joint Exit Strategy 

• Update Relationship Management Plan 

Stage 8: Exit strategy 

Much of compliance against BS11000 is being able to evidence the 

points above and it is much simpler to instil the importance of this during 

the initial stages; so ensure that a progressive file structure is created 

from the outset. Documentation should be formally controlled. Please 

also refer to the relevant clauses and Annexes of the Standard. 
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Following a long career in contracting Tim Fitch formed Invennt with 

Brendan Morahan in 2011. Invennt is a business consultancy 

focussed on the construction sector. It seeks to create value for 

clients and the supply chain through: strategic review, collaboration, 

relationship marketing and supplier engagement. For an initial 

discussion over breakfast, call 07816 517590 or visit 

www.invennt.com.
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