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Execurve
summMary

This report provides insights into the future trends and direction of
collaboration, evaluating the impact of factors including megatrends,
changes in business norms and social attitudes, influencing
organisational interactions, and relationships. The objective is

to highlight the key challenges and opportunities ahead for
organisations and individuals and how these can be addressed

or realised through collaboration.

ompiling the report

brought together

experts with extensive

experience in
collaboration, with a broad
range of backgrounds and
accomplishments. Benefitting
from a research-led approach, the
findings of this report derive from
desktop research on megatrends
- collective experiences of experts
who were carefully selected as
thought leaders in collaboration
- the findings of which were
further corroborated by a
comprehensive survey that
provided both qualitative and
quantitative information. This
informed our thought leadership
in producing this paper.

From the research undertaken,
several key themes have emerged
which provide insight into the
future of collaboration and how
we expect effective collaborative
working can continue to unlock
value, deliver improvement and
drive success af a business, social
and economic level. The key
themes are:

How context defines collaboration
Collaboration has become a
somewhat overused term for
explaining a whole range of
interactions between organisations
and individuals. The report
considers how factors including
advances in technology,

knowledge sharing, data
analytics and human behaviour
are key enablers, without which
collaboration is often just a label.

The key success factors
Collaborative working practitioners
told us that these are collaborative
leadership, vision and values and
relationship management. Without
these core principles and practices
in place, organisations do not have
the key ingredients to achieve
sustainable long-term collaborative
SuCCess.

Benefits of a structured approach

Effective collaborations need a

structured approach that is highly

adaptable and agile, and that

enables them to manage risk

and develop relationships rapidly,

with different types and sizes of

organisation. A structured approach

is the difference between working

together and collaborating; it is

a key ingredient for the future of

collaboration. It provides:

¢ A clear understanding of the
objective for collaboration

¢ A mutually agreed
understanding of what value
is and what value is expected
to be accrued

* Knowledge and information
sharing, building frust

e Governance structure(s) that
encourage desired behaviours

¢ Clearly defined ways of
working together
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* Expectations around behaviours
and the development and
maintenance of trust within the
relationship

*  An embedded approach to
working across the organisation,
not dependent on an individual

e A culture of mutual respect.

Structure is important but it
needs to be easily understood
and accessible

Methodologies and standards,
such as ISO 44001 Collaborative
Business Relationships, are highly
important, but need to be made
more agile and accessible to
more organisations of all sizes in
the future. The current perception
is that structured collaboration,

in its present form, is targeted
towards large organisations. When
this perception changes, the use
and benefit of the ISO framework
and a structured approach

to collaboration will be more
effective, and the value added
will be more widely adopted.

A growing move to

collective capability
Collaborative networks and
communities are becoming

more widespread and some
organisations are moving quickly
in and out of collaborative projects.
This is increasing the need for
agile mobilisation and, as a result,
new methodologies need o be
developed and communicated
in a language and structure that
makes them easily accessible to
all participants.

More remote working

and building trust

Trust is key to enabling sharing,
learning and openness, which
in turn is key to supporting an



agile and dynamic collaborative
environment. As remote and
virtual working becomes a

more common practice, this

will challenge how we build

trust and develop relatfionships.
Organisations will need to find new
solutions in a digitally based world
to build individual and corporate
relationships that display trust and
appropriate behaviours.

Taking collaborative

behaviour seriously

Collaborative behaviours have
always been a key component

of working well together and are
the foundation for developing
resilient and sustainable business
relationships. New ways of learning
will need o be developed to
address behavioural aspects,

and these new ways should
become embedded in our culture
by employers and professional
institutions. Strong consideration
should be given to balancing
relationship skills with technical
skills to emphasise and implement
collaborative working.

Adopting new solutions

for better collaboration
Structured collaboration will look
somewhat different from how it
looks today, as we will see virtual
teams that rarely meet face to
face, using fechnology such as
Zoom and Microsoft Teams. These
technologies will respond to the
challenge by continually improving
the user interface and the virtual
meeting experience to facilitate
enhanced collaboration in a
more virtual world.

Shared values and ethics
Understanding our collaborative
partners will have greater

significance in the future, and both
sharing and demonstrating our
values will be vital to success in a
more virtual world. We will need
to develop the skills to do business
with organisations from different
cultures and with different values,
while still staying true to our own
corporate values as we provide
products and services that result
in real social value. This makes

a strong case for a suitable
benchmark that validates an
organisation’s collaborative and
ethical credentials.

What organisations value

How organisations seek to re-
interpret value will be one of
the key lessons learned from the
Covid-19 pandemic experience;
emphasised by how strong
relationships were seen to
contribute to better outcomes
during times of difficulty and
uncertainty, rather than relying
on adversarial contractual
arrangements. As challenges
change and the circumstances
under which we operate evolve,
organisations might need to
look again at how they measure
and understand the value of
collaboration in a more flexible
and dynamic world.

The challenges that we face
today - such as climate change,
sustainability, increasing social care
for the elderly and the vulnerable
- are so large in scale that the
solufions we are developing to
address them require multi-faceted
technologically diverse solutions.

Collaboration offers a way to
meet these and other challenges,
alongside culturally aligned
organisations - through merging
and innovating around each
other’s intellectual contributions,

discovering new and alternative
solutions, solving problems and
dealing with risks together.
Unification with other parties and
expanding networks provides the
means fo grow and enhance

the thinking and capability of
organisations and their people. The
“win-win” principle should not be a
platitude or unobtainable myth, but
should in fact represent a strong
motivational force and goal when
mulfiple parties agree to galvanise
their resources in pursuit of the
same or aligned objectives.

It is only through organisations
from multiple sectors, both public
and private, working together
and expanding their horizons that
effective, long-lasting solutions
will emerge. It is difficult to see
this being atffainable or working
effectively unless it is pursued
through a structured collaborative
approach.

The future of collaboration is an
exciting prospect with greater use of
tfechnology and collaboration with
more diverse partners to address new
challenges in new ways. Our skills will
change, our systems will develop
and our leadership fechniques will
improve, and we will see more and
better tools to facilitate collaboration
and build trust.

The fundamental principles that
underpin collaboration today will
continue to hold true in the future.
Several things will remain critical:
behaviours that foster mutual trust,
objectives that bring value to all
involved, demonstrable and skilled
collaborative leadership that results
in innovation, value creation and
a working environment where
frust, respect and integrity are
paramount. M

Thought leadership insights info the future of collaborative working
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INfroduction

This report has been constructed to reflect targeted analysis, research
and considered thought in relation to the future relevance, application
and adoption of collaborative working. To help the reader navigate
the report it is worth understanding the significance of its main sections,
along with from where they derived, and their primary purposes:

Setting the context

This section represents the views

of the ICW Thought Leadership

Special Interest Group (SIG) in

relation to a broad range of current

circumstances, along with existing

and future challenges. This is

collaborative infended to provide a foundation
working of current practice to consider

the future.

Insights from the survey

In order to inform the Thought
Leadership Group’s analysis

and evaluation better, we tfook
perspectives from a wide range of
experts that participate and have
a strong interest in collaborative
activities and thinking. Their
feedback, in response to set and
open questions, has been analysed
and aggregated to inform and
further broaden our thought
leadership perspectives.
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Success factors

Using the views from the survey,
along with detailed contributions
from a more intensive and
focused group of experts, we
have extrapolated and identified
what we believe to be the range
of important factors and activities
that contribute fo success in
collaboration.

Strategic direction

Finally, we have used all these
elements to galvanise a set of
insights that should help us look
at what is important for future
collaboration. This may not be an
exhaustive list, but we believe it
is the basis for understanding the
emerging and exciting challenges
that will cement collaboration as
a key organisational enabler,

to achieve future business
sustainability and success.



Oljectives and purpose

of the report

This paper has been prepared to consider the future state of
collaboration, taking account of likely developments in the
business environment with a focus on:

* Trends and future influence
factors and the degree o
which they may impact
collaborative working, such as
how changes in business norms
or socio-economic changes
and challenges could aoffect
organisational inferactions
and relationships

* Challenges and changes
ahead for organisations that
have adopted collaborative
working

* Helping organisations
understand the relevance
of collaboration in the future
and the need to develop
competence

* |dentifying those key factors that
will be important to individuals
in relation o their personal
development

* Articulafing the dynamics that
may impact the future evolution
of collaborative frameworks,
such as ISO 44001

* How collaborative working will
support organisations fo meet
the challenges of fomorrow

* Since Covid-19, the
accelerated move towards
using digital platforms for
all communications, which
presents new challenges for
managing collaboration.

Collaboration has been recognised
by many leading organisations as
a key component of their strategy,
enhancing how they inferact

with other organisations, with

the objective of creating value
along with exploring new and
innovative ways of evolving their

operations or business. However,
the interpretation and level of
collaborative maturity varies widely,
with a range of perceptions, as can
be seen in Figure 1, shown on the
next page.

What works today in collaboration
may not necessarily apply,

or operate in the future, so
understanding the context and
analysing changes in the external
environment is important fo gain
insight to deliver strategic goals
and adapt operations. This type
of analysis can be significantly
enhanced by shared research
and inputs from likeminded
organisations with similar strategic
challenges. Furthermore, shared
critical thinking enables a broader
appreciation of the potential
impact of future challenges based
on key considerations, such as
global megatrends, sustainability
and unexpected change.

A significant and inevitable factor

for organisations and individuals

is a need to operate effectively

under conditions of increasingly

constrained resources. For example:

* Organisations facing increasing
demands fo do more with less

* An imperative to reduce any
negative impact to our natural
environment and climate

e Critical social priorities to

protect and help the vulnerable

and less able in our society.

These factors demonstrate that
the value of collaborative working
is not simply a matter of financial

priorities, as the benefits and
drivers are many faceted. When
faced with major challenges,
organisations need to build in
some resilience by taking account
of the long term. Collaboration

is an enabler to finding and
implementing solutions to access
wider benefits under constrained
conditions, such as telecoms
companies sharing resources

to deal with mast capacity in
remote locations.

Thought leadership insights info the future of collaborative working
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Seffing the
context

In setting the context, the desire is to create a foundation of
understanding of where we are with respect to collaborative
working, and from that point, discuss the future.

sustainability. In addition, with
drivers such as the advances
in fechnologies, the need fo be

hilst the international
standard for
collaboration is
relatively new,
historically, there have been
successful projects and
programmes of great complexity.
The key attributes for success were
and still are:
¢ Leadership
¢ Technical competence
e Structured ways of working
e Clarity of purpose.

These are embodied within the
ISO 44001 standard in conjunction
with requirements that drives a
collaborative approach.

Major projects and programmes
have become more complex as a
result of requirements associated
with safety, social value and

more efficient with resources,
working in disparate locations,
globalisation and conflicting
commercial priorities, there is now
a significant need for improved
integration and the infroduction
of structured collaboration for
mutual benefit across a range

of stakeholders.

While collaborative working
may seem fundamental to some,
there are examples where the
desired outcomes have not been
achieved. This is often due o
the absence of a structured
approach to collaboration,
which results in objectives not
being aligned and a competitive
selfinterest that impedes an
effective relationship. The ISO
44001 standard provides that
structured framework.

A structured approach is
needed fo establish a collaborative
framework that creates and

Figure 1. Perceptions about collaboration

MISCONCEPTIONS PERCEIVED OBSTACLES STRUCTURED COLLABORATION

¢ Collaboration is soft and
11V]14%

¢ |f we collaborate, we will
have to agree with
everything

* People cannot be trusted * Strong collaborative leadership

« Systems prevent underpins better relationships

collaboration

* Sharing knowledge improves
joint performance

¢ Collaboration dilutes focus
* Motivates people and

S
This is how we have always encourages shared success

worked. Why do we need
to collaborate?

 Collaboration limits
recognition and hampers

progress * Clear joint objectives drive

¢ This is ours. We are not SRR EEES

* Only self-interest powers sharing

people » Within trusted partnerships,

issues are resolved before they
become disputes

* It’s not possible to align
customer and supplier
objectives

* ‘We don’t need formality or
a systematic approach’ -
just ‘play nicely’

08 Thought leadership insights info the future of collaborative working



encourages the right affitudes,
culture and behaviours as well

as a common language, joint
objectives and purpose. The
standard provides that framnework
and ensures @ common
understanding, maintenance of
quality and assurance of purpose.
The framework is adaptable to
the specific context of the
collaborative undertaking and

is hence, fit for purpose, rather
than strictly formal: effective as
opposed to bureaucratic. A truly
collaborative working relationship
needs to add value to all the
stakeholders in that relationship.
However, any form of collaborative
relationship takes commitment
and effort.

The nature of work and what
people are being asked to achieve
has become more complex and
progressive. Organisations, public
and private, are requiring a
greater degree of cooperation
and collaboration. We have all
come to expect more from business
relationships, and stakeholders
are as inferested in the manner
of how things are achieved as in
what is achieved, as seen in the
movement fowards improving
social outcomes as a dimension
of success.

Large, complex projects and
programmes generally require
more capability and capacity
than a single supplier can
provide, thus driving the need
for collaborative working that
will provide the skills, resources,
capability and capacity required
to instil client confidence
in a value-added outcome.

Organisations are increasingly
seeing the need for and benefits

of incorporating structured
collaborative approaches info
the procurement process, and
requiring the potential end-to-
end supply chain to demonstrate
the cultural and behavioural
attributes that are required for
collaborative working - although
many client organisations are
not yet demanding that potential
suppliers need to be certified to
ISO 44001.

Establishing a structured
approach to collaborative working
is still evolving. Some organisations
offen underestimate the
importance of their own role in the
collaborative working process for
which they themselves are asking.
That is, the supply chain must work
collaboratively in the context of
a transactional contract and/or
a transactional client relationship.
Organisations must take full
responsibility and accountability
for their own role in producing and
executing effective collaborative
working - recognising each other’s
aims and need for mutual benefit,
regardless of their place in the
supply chain. This requires focus
on people, process, systems and
culture, which collectively will
drive collaborative working
capability.

The capability of an organisation
to collaborate is dependent on

its internal culture, values and
behaviours. If organisations cannot
collaborate infernally, then there
will be challenges to collaborating
in external business relationships.
A strong collaborative culture,
underpinned by effective people,
processes and systems has

been shown to enable a more
productive and value-added
business relafionship.

How context
defines collaboration

Collaboration could be defined as
two or more people working fogether
to achieve mutually coommon goals.
The context is what makes each
collaborative effort unique and is
what enables a collaborative effort
to be implemented. The following
are examples of aspects that add
context:

Drivers

The drivers for wanting to

collaborate can be multifaceted

with a myriad of motivations

such as:

*  Speed and flexibility to access
new markets ahead of the
competition, working with
complementary organisations
with an established presence

* Extending competencies,
as many organisations have
intentionally based their
approach on a set of core
competencies, so fo go
beyond these typically
requires partnering

*  Multiparty solutions: successful
solutions require a systems-
based approach which often
taps into broader social trends.
Few organisations have all the
components of the solution

* Building relationships to
evolve and innovate; to really
succeed, organisations will
need to work across their
internal boundaries to access
best practice, work with new
customer segments and with
other business cultures.

Thought leadership insights info the future of collaborative working

09



Figure 2. Attitude, culture & behaviour

GREAT COLLABORATION

Embrace

Environment
of trust

Common
purpose

Collaborative

leadership collaboration

[-» REMOVES BARRIERSJ

WHERE WE ARE?

(CREATES BARRIERS 4=

Silo Fear of Misaligned Artificial
. . Complacency . .
working conflict incentives harmony
V V
POOR COLLABORATION

These drivers are based on
identifying and accessing benéefits,
such as the need to innovate,

to influence affordability and
economics, address complexity
and the need to constantly
maintain and build capability.

Technology

The use of collaborative tools,
information management
and knowledge sharing.

Ways of working

The demands of a specific
undertaking may be more service
orientated versus asset ownership,
as well as short and long-term, and
should meet specific needs and
guide the desired collaborative
behaviours.

Application

The need to manage uncertainties
as opposed to certainty,
addressing the complexity

in delivery, relationships and
stakeholder interactions.

Relationship

There are three general types

of relationships: transactional,
cooperative and collaborative. It is
possible, indeed likely, that all three
may exist within a collaborative
undertaking.

10 Thought leadership insights info the future of collaborative working

The context of collaboration is
dynamic because relationships
mature, conditions change, or we
seek a controlled disengagement.

It is important that the barriers

and enablers to collaboration are
understood, and it is realised why it is
necessary to understand the context
of the collaboration and regularly
ensure that all parties are aligned.

Enablers and barriers
TO collaboration

We have identified various enablers
and barriers to collaboration, and
this is not infended to be an all-
inclusive list. These were identified
through shared experience,
feedback and thought leadership
analysis. We focus on a behavioural
perspective to understand some
of the key enablers and barriers

to collaboration. Figure 2 (shown
above) describes the individual
and organisational behaviours
that create or remove barriers

to collaboration in a practical
sense.

There is a range of dimensions
and influences that could
potentially contribute to positive
or negative outcomes in the
progression of collaboration by
organisations. They can include,
but are not limited to, several
examples that could facilitate
and have an impact and influence
on future collaboration, as noted
in the tables that follow.

What can be seen with respect
to these enablers (see Table 1,
pages 11-12) or barriers (see Table
2 pages 13-14) is how applying
ISO 44000 Principles For Successful
Collaborative Business Relationship
Management can enhance them
or help overcome them. M



Table 1: Enablers to collaboration

[ DIMENSION | CHALLENGE COLLABORATIVE PRINCIPLES

Contracting
models

Business culture

Value chain
innovation

Government

agencies

Appetite for
risk sharing

Contracting models can facilitate effective collaboration
because they can incentivise and support a way of
working that encourages the right behaviours and
approaches that enable people and organisations to
work together to support common objectives. This would
be further supported by contracting models within a
collaborative framework.

Working towards a more collaborative culture is a huge
undertaking if it is not initially present. It can make the
difference between whether an organisation is serious
about collaboration and the message it sends to the
parties it wants to work with.

The ability to rethink value and evolve in an ever-
changing world. For example, change the make-up

of supply chains to meet constantly changing needs.
This could mean that one party makes a short-term
sacrifice, but does not undermine long-term outcomes,
while maintaining the business relationship.

Persuading governments of the benefits of collaboration,
including its compatibility with fair and effective
competition, has great potential fo drive the adoption
of collaboration. Ensuring compatibility with regulatory
requirements could change mindsets and prompt
implementation across the public sector. The support of
government agencies would make a significant
difference to the motivation of suppliers because of the
influence and incentive of public sector procurement
directives, tenders and contracts. This will encourage
commercial behaviours, stimulating market interest and
encourage innovation in the private sector.

Working with partners on risk strategies can open a whole
new opportunity to create value together. Value is not
just generating revenue or reducing cost; often it can be
just as important to protect business continuity or other
types of risks. Declaring your risks to partners to manage
and mitigate them presents an opportunity for partners to
help in risk mitigation strategies and actions to achieve
mutual benefit.

APPLYING ISO 44000

Business objectives
Establishing common
objectives between partners
establishes the basis

for agreeing a suitable
confracting model.

Vision and values

Most organisations can

gain an advantage from
collaboration, so embedding
it as one of your values and
legitimising collaborative
working confirms commitment.

Value creation

Encouraging and embracing
flexibility is a key contributor
to finding new ways to unlock
value. Regular review of
value is key to forming and
continuing a collaboration.

Business objectives
Demonstrating how
collaboration can be a key
part of a business/supply chain
strategy, the purpose behind i,
and to drive innovation.

Value creation

Put this at the heart of any
collaborative initiative. It
should be the starting point

for adopting organisations

to arficulate what value
means to them.

Risk management

This is a critical aspect of
collaborative relationships
because threats and
opportunities influence
behaviours. Partners working
together to highlight and
mitigate their respective
business risk can be a

strong platform for success.

Table continued
on next page

Thought leadership insights info the future of collaborative working
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Table 1: Enablers to collaboration ..continued

| DIMENSION | CHALLENGE COLLABORATIVE PRINCIPLES

Transparency

Systems and
processes that
enable
collaboration

Trust and
behaviours

Sharing information by collaborating organisations is
important in building a relationship and discussing

and testing the purpose and benefits. Almost the first
action when seeking to create the right environment to
collaborate should be to show a willingness to be more
fransparent. Setting boundaries in sharing information
establishes a foundation of trust and fransparency.

Effective collaboration is the removal of fraditional siloed
barriers between organisations. Establishing systems and
processes and shared ways of working that are simple
but effective is a key element of adding value through
collaboration. A greater level of frust-based decision
making will benefit both organisations through a more
agile and rapid way of working.

Individuals will frust through character or competence.

In the absence of trust, organisations will not act in
unison, resulting in damaged relationships that are
difficult to restore. Transparency is a starting point for
collaboration, as is building trust. Trust is often seen as

a rather abstract and unquantifiable concept but there
is no doubt that it is a cornerstone of a relationship-based
approach to working fogether.

Thought leadership insights info the future of collaborative working

APPLYING ISO 44000

Information and
knowledge sharing
Appropriate sharing and
managing of information and
knowledge is the platform for
effective collaboration.
Collaborative leadership
Establishing the appropriate
parameters and basis for
sharing, and ensuring it is
maintained, requires support
from the top.

Governance and processes
Relationships between
organisations require
governance structures that
support collaborative decision
making fo ensure success,
along with ensuring they

are efficient, agile and fit for
purpose.

Trust and commitment

to mutual benefit
Embedding this principle is
essential for delivering to the
full potential of a collaborative
relationship.

Collaborative leadership
A key role of leaders is to
ensure that frust between
organisations is built and
maintained.



Table 2: Barriers to collaboration

[ DIMENSION | CHALLENGE COLLABORATIVE PRINCIPLES

Organisation and
business models

Business culture

Ownership and
intellectual
property (IP)

Commercial
self-interest

How organisations are set up, or how they generate
their business, makes a difference to how necessary it

is fo work with other parties on collaborative ventures.
For example, a vertically integrated business is probably
less likely to explore the potential for collaboration; but
an organisation that has a strong focus on its core
competency and seeks to look externally to attract
non-core capabilities for collaboration, would benefit.

Some organisations have a corporate culture and
maturity that does not lend itself to a collaborative

way of working with external parties, or even internally.
This may be entirely appropriate for the way that an
organisation operates or succeeds, but the organisation
culture needs to adapt if the prospect of supply chain
collaboration is seen as an advantage.

Without consensus, to work together to share ideas and
knowledge in order to form new propositions or solutions,
may lead to questions around equitability and trust. It is
natural that organisations will value what they own

or create and would want to protect their intellectual
property (IP). If circumstances permit, they might consider
the advantages of jointly owned IP.

Key to the success of working together is the recognition
that both parties must benefit in some way. For example,
while a 50-50 partnership implies equity, collaborative
relationships are more sophisticated and complex than
this. This needs to be recognised and the value from the
collaboration must be monitored with an understanding
that adjustments or improvements may be required. If
organisations only want to prioritise their own inferests,
the collaboration is not likely to endure.

APPLYING ISO 44000

Vision and values

An organisation that wants to
collaborate will need to reflect
this in its values.

Business objectives

These support how an
organisation and partner
establish a collaborative
relationship for mutual

benefit.

Vision and values

If the vision of the organisation
does not support collaboration,
this needs to be reviewed if
there is an expectation that
collaboration should be a
viable option.

Information and
knowledge sharing
Appropriate sharing is
important alongside proper
protection of each party’s
intellectual property (IP).
Exit strategy

So that parties understand
their IP is protected on
disengagement.

Collaborative leadership
This is important o ensure
self-interest does not overrule
successful collaboration.
Relationship measurement
and optimization

Checks the health of a
collaborative working
relationship and capacity
to create value and deliver
objectives.

Exit strategy

Removes uncertainty

and enhances joint
engagement.

Table continued
on next page

Thought leadership insights info the future of collaborative working
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Table 2: Barriers to collaboration ..confinued

| DIMENSION | CHALLENGE COLLABORATIVE PRINCIPLES

Government

and regulation

Risk management

Resources, skills
and capability

There appears to be a perception that collaboration is
not compatible with public procurement rules, and as
a result, the benefit that collaboration brings might be
missed or not realised. Competition can often be

viewed as the principal way to achieve value for money,

rather than working closely with a partner to drive value.
The way forward is to overcome this perception and
provide a practical way of showing that fair competition
is also compatible with collaboration, which can be
accommodated and specified in tenders.

Risk management and some associated behaviours
have traditionally been the internal function of individual
partners to ensure protection and the capability of
responding to threats that could impact a mission. Joint
risk management allows for partners to deal with risk
more comprehensively.

The availability of capable resources and ensuring
that they are harnessed effectively is a real success
factor. Frequently, organisations pursue a strategy of
collaboration but do not equip their people, help them
understand the way to work, or give the authority to
succeed. Leaders also need the right skills, as seniority
does not equal collaborative competence.

Thought leadership insights info the future of collaborative working

APPLYING ISO 44000

Value creation
Understanding how value
targets can be achieved
through working with partners
can support an approach to
blending competition and
collaboration.

Relationship management
A structured approach to
managing and sustaining a
collaborative relationship will
underpin its success for both
parties.

Risk management
Sharing how threats could
influence behaviours can
change how parties work
together.

Collaborative competence
and behaviour

Establishing and developing
collaborative behaviours,
skills, and capabilities
enhances relationships.
Collaborative leadership
Leaders demonstrate
competence and ensure
the right resources and skills
support collaboration.



Current state

Covid-19 and society’s response
to the issues associated with
minimising its impact have
challenged the accepted
approach to collaboration

and collaborative working.

Industries have had to adapt
quickly to maintain business
continuity and have turned to
alternative ways of communicating.
Remote working has fasttracked the
adoption of tools and applications
such as Microsoff Teams and Zoom
well before they would have been
used to their full potential.

This fast-fracking has been
carried out of a sense of urgency
and necessity to respond to a crisis
in which nearly all industries and
societies found themselves.

The initial collaborative response
to the pandemic was very positive
from a business relationship
perspective, in that people came
together to solve a common
problem (see Figure 3) and existing
collaborative relationships have
been enhanced. For example,
where possible, suppliers have
granted extended payment
tferms to customers to allow
other organisations o respond.
Customers have paid suppliers
in advance to ensure cash flow
and the continuation of service.

In some sectors, this was the first
fime customers and suppliers have
worked collaboratively, sharing
resources to continue their service
delivery and to help ensure both
parties’ survival.

Where relationships have
been well-established, mutual
support has been enabled in the
crisis, and, generally, relationships
have strengthened in the face of
uncertainty.

Figure 3: Ventilator case study

Covid-19 drove new collaborations, such as the UK Government
request for companies o work fogether and design, procure and
assemble critical care ventilators. Despite limited knowledge in the
medical industry for some organisations and unfamiliarity with each
ofher, they approached it as an opportunity 1o support the UK in a
fime of crisis. Delivery fimescales were unprecedented. The response
rought fogether a highly capable, diverse delivery team to create
a comprenensive supply chain with all the necessary and related
assembly infrasfructure and relafionships to succeed.

Communication and engagement were vital To assure success:

* A shared, cenfralised single source of fruth

e Frequent workshops with a wide range of stakeholders, to ensure
maximum collaboration

* Use of applications to allow dispersed experts the ability to share
issues or observations in a fimely way

* Aclear change confrol process, managed by the delivery feam,
fo ensure control - recorded and managed.

e Agile project management, o drive the project plan and focus
on risk priority and reduction on a daily basis

INnnovations included setfing up the manufacture of two different
systems art two different sifes, providing designs that would meet
more than fen fimes normal throughput of a fraditional ventilator
production line.

Collaboratfion included closely working with stakeholders; the
UK Cabinet Office and the Medicines and Healthcare products
Regulatory Agency, fo ensure the product was quickly adapted and
developed to meet the changing response needs of the crisis.

It is possible that positive
behaviours that came to the

fore in the crisis may not continue
during the recovery period,
particularly where commercial
and performance pressures may
invite recourse to contractual
remedies. SO, when looking to the
future of collaboration, industries
and society need to consider the
alignment of their values with those
they seek to have longerterm
collaborative opportunities with -
focusing and reinforcing the desired
collaborative behaviours, ensuring
that they have the structured
processes and ways of working to
guide those desired behaviours.

and reinforcing joint collaborative
values. This will lead to a more
widespread, professional

and effective approach to
collaborating in the future.

Organisations that have
managed this period of crisis
relatively successfully have done
so by utilising their established
relationships, building feamwork

Thought leadership insights info the future of collaborative working
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INsignts from the survey
— Key soclo-tfechnical frends

The Institute for Collaborative Working (ICW) conducted a
comprehensive survey of its members (organisations and individuals)
to get feedback on topics including: social and technical impacts
of emerging trends and the potential impact on collaboration; the
importance of collaboration principles; and open-ended questions
on collaborative leadership and collaborative capabilities.

Key sociofechnical
frends

While tfechnical frends are
enablers in their own right, they
are difficult to separate from

the social trends, which are
influenced by the behaviours that
people may demonstrate when

applying technology. Furthermore,

collaborative working will also
support the implementation of
these trends.

INfluence of social
mMegatrends

The megatrends seen bring both
opportunities and challenges
and it's clear that structured
collaborative working will support
how organisations address and

take advantage of them. Likewise,

the identified megatrends

will bring changes to the way
collaborative working has been
deployed traditionally, and as

a result, new structures, systems
and competencies will need

to be developed and refined.
Megatrends (see Figure 4) reveal
shifts in behaviour or attitudes that

have global impact, and span
multiple industries and can drive
shifts in behaviours, affitudes and
collaborative working. In a fast
paced, rapidly changing global
environment, megatrend analysis
is vital for organisations seeking
to drive their sustainable growth
and remain relevant as rivalry
increases and innovations disrupt
whole industries.

The extent and reach of a
megatrend’s influence can be
accelerated by financial crises,
shifts in social realities that define
the marketplace, or the threat
of arguments over assets. For
example, during the Cold War
megatrend influence drove the
collaboration and innovations
that started the space race and
swift developments in the field
of microelectronics. Likewise,
electrification, mass production,
and globalisation were also

Figure 4. Forces with the ability to impact
society, the economy and our lives
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megatrends that fundamentally
shaped society.

The common thread among
them is that they presented
inescapable strategic realities

for corporate leaders. The
inevitability of megatrends presents
an ever-present challenge

to organisations, which must
confinually evolve and adapt to
the change business landscape
and technological threats and
opportunities. Organisations must
recognise megatrends and position
themselves to adapt. If they fail to
adapt, they will lose market share
and may disappear, losing out to
organisations that can adjust to
the new and remodel themselves
quickly fo maintain and increase
their own market share.

The 2021 megatrends that are
emerging are becoming the “new
normal”. We may notice that some
current megatrends are having
this effect, while there are others
we may be doing subconsciously,
such as:

1 Individualisation: We experience
this daily; it has become a
central part of modern life. The
aim is fo distinguish oneself
from others. The result is that
people and organisations now
expect individualised bespoke
products, solutions and services.
This has resulted in individualism,
making branding one of the key
aspects of modern sales and
marketing e.g. cross-selling will
encourage the need for greater
collaboration.

2 New perception of health
and well-being: More and
more lifestyle-related disorders

and diseases will materialise.
As they do, an increasing
amount of personal and public
finances will be spent on health
and longevity. This health
megatrend focuses not only

on the prevention of disease,
but also on the perception

and expectation of wellness.
Over the coming decade there
will be an increasing focus on
health which will infiltrate more
aspects of private and work
life. This will inevitably lead to
artificial and technologically
enhanced human capabilities 4
and the opportunity to
collaborate through shared
medical research.

Commercialisation: This is the
satisfaction of our human needs
through the private market.
Digitalisation has made it much
easier to reach consumers
globally, and the internet

has massively advanced

commercialisation by making
it inexpensive and quicker

for organisations to market
increasingly complex products
globally. Commmercialisation
means faster competition,
shorter product lifecycles,

and increasing specialisation,
differentiation and innovation.
Collaboratively, organisations
are merging technologies to
create value and positive social
outcomes as a result of their
innovations.

The internet of things: This is

the network of physical objects
connected to each other,
communicating without human
intervention. A key megatrend
is technological development,
and the exceptional rate

at which technology is now
evolving. It took about 40 years
for 25% of the US population

to get telephones, but just five
years to reach this same level of

Figure &: Technology adoption rates
are increasing rapidly
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adoption for smart phones (see
Figure 5, page 17). Technology is
being adopted faster than ever
and is influencing every global
industry. This can subsequently

be driven by consumer demand.

The internet of things is
perhaps the most prevalent way
technology is being used. A
simple example is in the home,
where devices “talk” to each
other to automate processes,
like your fridge automatically
ordering more milk when you run
low. Clearly, organisations will
be able o use this technology
fo interact without human
intervention. This could have
considerable benefits and
present new challenges for
effective collaborative working.

The internet of things and
its expansion is starting to give
a formidable push to even
more consolidation amongst
companies who are leading
its adoption.

5

Sustainability megatrend:
There is a level of worldwide
public protest in favour of
significant improvement

in the management of the
global environment, and a
fundamental reduction in fossil
fuels consumption. The growth
in social stigma pertaining to air
fravel and, more recently, sea
fransport, is a clear indication
that the frend to reduce the
generation of greenhouse
gases in the normal operations
of business will continue. Before
Covid-19, governments were
already discussing taxing air
fravel to try to reduce demand
and fund carbon reduction
technologies.

In the future, business will be
conducted at “arm’s length”
as business travel becomes
prohibitively expensive and
socially unacceptable. Also,
the effects of the way business
have been continuing during
pandemic lockdowns has
shown that people do not have
o tfravel to do business. Business
is becoming smart and an
emerging phrase is: “Smart is
the new green”.

Companies are thinking
about how this change can
happen and we are starting
to see the natural evolution of
green products and services
intfo smart products and
services, with intelligent sensing
technology and internet
connectivity driving better
optimisation. The need for
smarter solutions and energy-
efficient living will propel and
promote collections of smart
collaborative communities.
These smart communities will
be assessed on the level of
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intelligence and integration
of infrastructure that connects
the healthcare, energy,
building, fransportation,
and governance sectors.
Fundamental shifts in how
energy is sourced, managed,
and utilised will have effects
across borders and industries,
providing industry leaders with
the opportunity to improve
their bottom line and their
global environmental footprint
simultaneously.

Organisational size versus
megatrend adoption
Megatrends are easier to
implement and utilise in large
organisations. Conversely, SMEs
and start-ups find it much harder
due to resource challenges
(such as financial, competence
and skills availability).

The reasons why larger, global
organisations are better positioned
to leverage these multiple
megatrends are:

Platforms that interconnect:
Most tech firms offer “platforms”
that connect different groups
of people and allow them to
engage in mutually beneficial
exchanges. This can be
expensive to implement due

to resources and licensing
agreements for numbers of
users.

Infrastructure of the information
economy: The information
services infrastructure is
increasingly controlled by

a handful of companies,
including Amazon, Apple,
Google and Microsoft.
Currently the world’s three



most valuable companies

are all tech companies;
making use of these services
can be expensive and smaller
companies may not be able
to justify using these services
against return on investment.

¢ Supply chains: Collaboration
is becoming more and
more desirable across
global organisations. Global
organisations are now reaping
enormous efficiencies by setting
up supply chains that span the
world and involve hundreds of
partners, ranging from wholly
owned subsidiaries to outside
contractors. Covid-19 has taught
us a lot about reassessing
cost and value. Looking to the
future, collaboration will be
a method by which we can
de-risk supply chains and build
a more resilient society that is
more able to meet unexpected
challenges.

If we encourage small and
medium size organisations
and support them to embrace
and take advantage of the
megatrends, this will allow them
to expand and collaborate
with other organisations.

If we get this right and use
collaborative approaches, we
will see real benefits to society.

We will then see an environment
where smaller organisations

can grow and thrive, innovation

is encouraged, and star-up
companies have a greater
likelihood of success. Consumers
will benefit from a market that
operates to the benefit of

society but without the need for
additional market regulation from
government, GDP will rise and
more companies will be successful,
generating economic growth
through greater innovation.

Megatrends will continue to
influence the way we live. They
help determine our future and
the future of our global industries.
The organisations (large or small)
that can capitalise from multiple
megatrends, especially those using
technology development and
the sharing economy, are going
to be positioning themselves as
successful collaborative business
leaders into the future.

Technology

With respect to collaboration and
collaborative working, technology
is a great enabler to managing
information, sharing knowledge
and coordinating the collective
effort of team members, partners,
clients and stakeholders.
The challenges fo realising

benefit may be that there is a
lot of technology available and
this is even more prolific by the
emergence of megatrends
such as: big data, artificial
intelligence, machine learning,
hyperconnectivity and fechnology
that better enables effective
remote working. The challenges
that have been identified are:
¢ The collaborative behaviours
that provide fransparent
sharing of knowledge
and management of
information
e There is not always a level
playing field as some
collaborating parties may
be more advanced with
technology and tools. This
can lead to incompatible
outputs that are difficult to
integrate later
* The real or perceived issues
associated with infellectual
property, resulting in barriers
to collaboration that can
limit innovation and
performance
Technology for remote working
is changing how we work
and communicate. The issues
with Covid-19 have tested
this technology, and many
organisations and individuals
have adopted it sooner than
they might have otherwise
done so
* The effectiveness of,
and engagement in
communications can be
challenged when needing to
interpret two-dimensional versus
three-dimensional signals.

Technology advancement is
desirable to improve collaborative
working and we must ensure that
we derive value. B
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INsignts from the survey
— Collaborative trends & developments

In addition to the megatrends, insights from the survey respondents
spanned a range of areas, based on open questions. Responses have
been summarised to indicate where they believe collaboration is
moving, alongside observations on potential development focus.

Who is driving
collaboration?

There is a view expressed by survey
respondents that maximum value
has not always been derived

from collaborative working. This is
particularly evident when the client
organisafion, who “holds the purse
strings” advocates a collaborative
approach to delivery but they
themselves are not consistently
committed (i.e. in good and
difficult fimes). Where clients

have embraced and adopted

a collaborative approach, they
have experienced increased
benefit and value.

To generate increased growth
and development that will ultimately
result in collaborative working
becoming an embedded business
practice delivering maximum
value, all parties need to be
wholeheartedly committed to
being collaborative partners.

A strong view expressed in the
survey was that, if clients create the
right platform and environment for
collaboration, their suppliers and
potential partners will collaborate,
and all parties will attain best value
through enhanced relationships.
However, collaboration needs to
integrate into and complement the
way parties work, supporting their
culture and values which should
be embedded info their contracts,
people, process and systems;
otherwise, it will be perceived as
an administrative burden and
something else to do.

Client understanding and
attitudes is key to real collaboration
that can deliver “value” through
more effective and efficient
procurement and delivery. If it is
simply cost driven to the sole benefit
of the client and there is no reward
for the supplier or other parties, it is
simply a race to the bottom on price
alone. This may work for commodities
or standardised requirements, but
it is not going to drive new value or
genuine innovation. Where clients
lead, their suppliers will follow,
indicating the need to promote and
inform collaborative working and its
values throughout the supply chain,
focusing on the development of
competencies of all participants.
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Structured or
unsiructured
collaboration?

The majority of respondents identified
that there is a significant appetite

to collaborate. However, there can
e a temptation for an unstructured
approach, based on the perception
that a structured approach is
associated with an administrative
burden; that collaboration is either
too complicated or simply a “nice to
have” appears to inhibit a structured
approach to collaboration.

There is an expressed view that ISO
44001 is overly complicated, and this
can result in organisations preferring
to look for a more informal approach
to collaboration. This, however,

can result in the collaboration
lacking the structure that provides
the foundations for a successful
collaboration, and as a result, does
not provide the added value that
would otherwise be derived.

While there may be challenges
with adherence to the standard,
observations indicated a perception
that collaboration is a “nice to have”
and implemented without some
specific structure. Business partners
may be working together through
coordination and cooperation
and not realising the real value of
collaboration which often results
from the innovation that can come
from challenge.

Feedback on ISO 44001 is
interesting because there are clearly
organisations that fully value its



purpose and application, whereas
there remain others that are
reluctant to make the investment.
This is either because they believe
they can be just as effective
without it or the value of the
standard has not been sufficiently
arficulated. The compelling
reason to use the standard rests
in the structured framework and
the key principles that allow for a
sustained and consistent approach
for organisations that want to
collaborate with each other.
Supporters of the standard
believe that it should be given
the same prominence as other
management standards, which
suggests elevating its status further.
Those organisations that are yet to
be won over imply that a simplified
standard could be the way forward,
which meets all the intent of what
currently exists but is more flexible
and adaptable.

This is reinforced by indications
that suggest that, while a formally
structured approach can ensure
longevity, it is important to ensure
that when managing collaborative
ventures, an agile approach that
is underpinned by trust reinforces
how benefits are achieved.

There can be value in all forms
of collaboration, but successful
business collaboration needs a
structured approach to manage
risk and adapt to changes in
complexity and context. In the
absence of a structured approach
collaborative relationships may
degrade and increase risk once
conflict arises. The structured
approach needs to operate for
mutual benefit and should apply
a value added and tailored
approach, so that the specific
collaboration needs are met.

Articulating
the value

There is a range of challenges
around the right ways of working
and being able to articulate the
benefits and value properly. The
difficulty that many organisations
face to be able to identify and
measure value, continues to be
one of the keys to unlocking far
greater interest in collaboration.

Often there is over emphasis
on seeking monetary value when
it is in fact the intangible or non-
financial benefits where real
collaborative value is created, such
as when two organisations work
together or innovate to improve
safety.

Whilst identifying that value
creation is key, one of the strong
themes connected to how
collaborative value can be
described and demonstrated
is in relation to joint risk
management. More organisations
are appreciating that working
closely with other parties is a
prerequisite to providing a better
understanding of risk and that
working together can create
opportunity. Subsequently,
arrangements or models that
involve a greater sharing of risk
and reward, with associated
incentives, can support this.

Another dimension associated with
value is transparency and how it
can be a driver fo enable a greater
sharing of business analytics

and management information,
creating trust. Trust and openness
are vital to enabling greater
innovation, more effective ways

of working and value creation.

For example, the importance of
seeing and understanding the

“Trust and openness
are vital fo enabling
greater innovation,
more effective ways
of working and
value creation’

whole life value proposition is that
benefits are much more likely

to be realised if you are able to
work collaboratively with your
suppliers: you will be able to access
the full benefits of a long-term
commitment.

People and
rofessionalism

Collaboration is both a professional
discipline and a skill that will

help people in their career.

Many individuals have a strong
preference for relationship-based
working, so they enjoy working
collaboratively. Feedback suggests
that individuals view a collaborative
approach as more productive,

but it is not yet recognised as an
emerging professional discipline.
There are strong views that the

key to embedding collaborative
working is o establish it as a
professional discipline. However,
based on the observations of how
individuals view collaboration, it is
still some way from reaching this
status. This highlights the challenge
and the need for more emphasis
on a coordinated approach
between industry, academia

and the Institute for Collaborative
Working.
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Notwithstanding the pursuit of
more widespread collaboration,
the importance of existing attitudes
and behaviours of people that are
involved is crifical to the success
of collaboration. This reinforces
the case for greater education,
fraining and
mentoring because
it is this deficiency
that will make
or break future
collaboration. So
too is ensuring that
the right people are
involved, and they
should exhibit the
ability to be open to
change, as well as
agile and diverse in
thought.

A specific area
of the survey
considered the
role of collaboration amongst the
younger generation. In general, the
younger generation are viewed

as natural collaborators and want
to engage, but they are also more
likely to be professionally mobile.
Considerations need to be made
to allow them to be more mobile
and have greater access to

areas of interest to them, which

is likely to need a new approach

to fraining, development and
retention. Interestingly, the way

that collaboration encourages fully
integrated feams seems to support
the way many people like o work,
including younger professionals.

"There are sfrong
views that the key
to embedding
collaborative
working is o
establish it as

a professional
discipline’

With the rapid advancement
in communications, social media
and 24-hour news channels, there
is an instinctive desire for people
to share information quickly, often
without full consideration of the
implications, including the possible
effect of sharing
SO much so
quickly. This
may affect the
effectiveness of
communication,
such as
out of date
information
being
shared and
conclusions
drawn before
all the facts
are known.

For
collaborative
working to
work effectively, commmunication
between and amongst the
respective parties needs to be
made within a framework that
is designed specifically for the
circumstances of any particular
collaboration, ensuring the
benefits of quick and dynamic
communication are realised whilst
balancing that against other factors.

Organisations

Aftending to affitudes and
behaviours at an organisation
level is necessary both now and
in the future, so it becomes an
embedded culture. Honesty,
authenticity and consistency will
encourage people to buy into,
and trust, a collaborative culture,
and organisations will see clear
benefits by accessing value from
effective relationships.
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There are several challenges
for organisations that need to be
addressed for collaboration as it
relates to people:

* The need to engage better
with a leaner workforce
across more locations and
management structures. For
example, it can be challenging
when certain roles may be
remote but must direct or
interface with site teams

* Concerns about capability,
suitable resources and
appropriate skills across
businesses to practise effective
collaboration, including at
the top executive levels of
organisations

* Reduced resource capacity
to implement and develop
new relationships despite
the obvious value creation
opportunity

» Sharing of risks in complicated
ventures and ensuring the
right people and mindset;
taking responsibility for making
collaboration work; seeking
win-win solutions

* The ineffectiveness of internal
collaboration can impede
collaboration with business
partners. If an organisation
cannot act in unison when
working with external
relationships, then this
will undermine their
objectives.

Organisational leadership is
needed fo create a collaborative
environment and culture that
people trust. They need to support
collaborative champions by
introducing and implementing
collaborative ways of working
that will bring value to the future
of collaboration. l



success factors for
the future of collanoration

One of the questions in the survey asked for respondents to provide

a view on the priority of the collaboration principles as defined

in ISO 44000. The scoring resulted in three main groupings of the
collaborative principles. We have used this feedback to provide

a visual representation of how we understand the application of these
principles (Figure 6) and the importance of the future of collaboration.

he first group comprises

what are considered to

be core principles that

must be embedded in any
organisation to enact effectively the
capability to enter a collaborative
relationship.

The ENACT principles are
Collaborative Leadership, Vision
& Values and Relationship
Management.

The second group is made up

of what would be considered
engagement principles that are
needed to engage and establish
relationships.

The ENGAGE principles are
Trust & Commitment to Mutual
Benefit, Business Objectives and
Collaborative Competence
& Behaviour.

The third group comprises what
would be considered enabling
principles that represent the
implementation of an effective
collaborative business relationship
and collaborative working.

The ENABLE principles are Value
Creation, Governance & Processes,
Information & Knowledge Sharing,
Risk Management, Relationship
Measurement & Optimisation and
Exit Strategy.

Hence, the key success factors

for the future of collaboration are:

¢ Collaborative leadership,
which is critical to establishing
the environment for
collaboration to thrive, and
understanding and adapting
fo context and change.

¢ Vision and values, which

Figure 6: Collaboration principles

» Collaborative leadership Principles
* Vision & values we need
* Relationship management to posess

provide the foundation and
the basis for why we would
want to collaborate and how
we should collaborate.

Relationship management,
which informs how we want
to collaborate, how we will
manage the selection of
partners and the strategic
approach to establishing
long-term relationships for
mutual benefit and value.
The future and effectiveness
of collaborative working is
dependent on these core
principles from the start.

The core values are explained
in detail in the next pages.

¢ Trust & commitment to mutual benefit

* Business objectives

* Collaborative competence & behaviour

Principles we
need to establish
relationships

¢ Value creation ¢« Governance & processes

* Information & knowledge sharing

* Relationship measurement & optimisation
* Risk management ¢ Exit strategy

Principles
we need for
implementation
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Collaborative
leadership

A key factor of any successful
endeavour is leadership. That is not
to say that it must be hierarchical.
In the past, leadership was often
considered from a command and
control perspective. However, the
delivery environment has changed.
Projects, stakeholder management,
business relationships, government
and politics have evolved

infto complex interactions and
interdependencies that are
challenging the capacity for
leaders to cope if they do not have
the mindset to lead collaboratively.

Collaborative leadership is the
type of leadership required to get
effective and efficient results across
internal or external organisational
boundaries. A collaborative leader
invests fime to build relationships,
handles conflicts in a constructive
manner, and shares control. This
spans all industries, organisation
sizes and third sector organisations,
and is critical in establishing
collaborative relationships and
delivering through collaborative
working.

Why do we need a collaborative
leader? There are other styles of
leadership such as the autocratic,
authoritative, pacesetting,
democratic, coaching, offiliative
or servant leadership. These types
of leadership have their place and
value. The collaborative leader
will have a sense of which style

of leadership is needed and

will be able to adapt af all levels
of relationships (see Figure 7).

Figure /. Collaborative leadership attributes
extend beyond general leadership

Strategically minded

Emotional & social intelligence

Team orientation; inclusive

Good communicator

Open to sharing

Creative/innovative

A collaborative leader must
have fundamental leadership
competency and capability.
They also need to possess other
attributes such as:

» Strategically minded with a

strong sense of the context

of what we collectively want
to achieve and the value this
provides. This is particularly
important with respect to the
recognition of, and leading
of change.

Strong emotional intelligence

to know how the individual

and the team are doing

in order to create the

collaborative environment

for best benefit and value.

* Strong social intelligence to
understand the environment
with respect to the various
stakeholder expectations
and emerging changes.

* The ability to manage
conflict. This is a key aspect of
successful collaborative efforts.
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Empathetic

Believe in collaboration

Good listener

Conflict management

Behave ethically

Situational leadership

Collaboration is generally quite
easy when all is well; however,
it is in the midst of challenge
that collaborative working
adds its greatest value; this is
the opportunity for innovation.
The collaborative leader must
recognise challenge and
change and deal with it head-
on and be adept at preserving
long-term relationships.

e Other important attributes
include: being feam oriented;
a good communicator and
listener; open to sharing and
being fransparent; facilitating
creativity and innovation; the
ability to motivate and inspire;
empathetic; exuding a belief in
the power of collaboration; and
demonstrating and expecting
ethical behaviours.

Collaborative leaders also have
a good sense of self and know
their limits to remain resilient. They
understand that they may not be



entirely in control and that it is not
possible to know all the answers.
They recognise the concept

of shared leadership and they
make good use of resource and
capability. They embrace the
need for transparency and the
importance of that in building
and maintaining trust with their
teams, partners, clients and
stakeholders. They understand
the value in tapping into the
entire network of the organisations
and relationships with a view
that diversity is the bedrock of
innovation. They appreciate the
fime and investment taken
up-front in preparation to deliver
effectively and efficiently,
embracing the concept of
going slow to go fast.

For example, meetings have
previously been face to face and
are now conducted via various
platforms. This approach appears
to be working but does represent
challenges to establishing and
growing relationships where the
parties do not know each other,
and trust is nascent. The result is
different with a “hybrid” meeting
(parties in a conference room
and on a virtual platform). The
behaviours were markedly different
and not very inclusive. While this
is a simple example, it reflects
challenges in the future with mixed
communications and disparate
locations. This emphasises the
need for collaborative leadership
to be aware of the environment,
the context and the need for
engagement, inclusivity and
adaptable leadership. Anyone
involved in collaboration
should demonstrate leadership.
Collaborative leadership is a vital
success factor in the future of
collaboration.

Vision and values

The importance and role of

vision is fo give focus and energy
to organisational direction. The
objective is a simple one: to enable
all players (everyone including
customers, stakeholders, partners,
supply chain and investors) to

see clearly the road map of what
lies ahead.

Execution of the vision can be
significantly more challenging and
becomes even more complex
depending on the context of the
undertaking, such as: partnership,
depth of supply, number of
stakeholders and complexity of
change. Critical to developing
and communicating the vision

is leadership. The vision is also
related to the common purpose
and aids in providing the clarity
of purpose to guide the
collaborative effort.

Successful collaborative leaders
demonstrate the ability to
execute the vision with agility
and organisational resilience and
adaptability; reacting to market,
economic, political, environmental,
sustainability, diversity and

health and well-being issues. In a
collaborative context, leadership
and vision are central to the
success of any multi-dimensional
relationship. Effective leadership
of a collaborative relationship

is there fo create shared visions,
clarity of purpose and joint
objectives, which have the
compelling power to sustain
commitment over time. With this
foundation, we are more able

to respond to a sudden disruption
and would be more resilient and
change ready.

A shared vision enables all

parties of a collaboration effort to
franscend transactional behaviours
and act in the best interest of the
collaborative parties. This means
working together to envision the
future, setfting the agenda, giving
direction and purpose to the
collaborative enterprise.

Exemplary relationships are built
on fundamental beliefs that

guide decisions and actions
along the path to success and
significance. Again, as with vision,
developing shared values in the
context of a collaborative business
relationship is a critical activity,
especially if the collaboration is
made up of multiple organisations.
Nevertheless, collaborative
relationships which are based on
shared values authentically built
on deep rooted beliefs, can drive
commitment and value to the
organisations and purpose they
serve. Adopting this approach to
shared values builds trust between
the partners and is the foundation
for aligning objectives with
confidence.

Creating shared values for the
collaboration creates a successful
anchor point for all parties to align
and work fowards achieving their
objectives. Successful organisations
develop shared values that benefit
all parties; created together,

they become powerful symbols
and make a positive difference

to behaviours, attitude and
performance. In creating shared
values, organisations develop a
deep and authentic understanding
of each other’s capabilities,
strengths, and competencies.
Communicating and embedding
the vision and values in a manner
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Figure 8: Spectrum of relationship interaction

TRANSACTIONAL

Arm’s length

» Potentially adversarial
* Emphasis on price

that results in the right behaviours
creates the sustainable culture
that will lead to success.

Relationship
management

Effective relationships are balanced
and reciprocal. A key component
of any successful collaborative
relationship is integrity, whereby
individuals support each other and
are genuinely motivated to care
about the well-being and success
of each other in working fogether to
achieve the collaborative purpose.

There are several contributing

factors to successful longterm

relationship management, including:

e Building frust

e Good performance

* Focus on improvement

* Sharing knowledge and
information

* Relatfionship management
competence

* Aligned values

* Understanding each other’s
objectives

» Effective communication

* Engagement and effective
interfaces

e Clear expectations and
boundaries.

Applying a structured approach
o relationship management
ensures that the maximum
benefit can be derived from
working with other organisations.
An effective approach should
usually include many of the
following elements:

Coordination

PARTNERSHIP

* Focus on relationships ¢ Shared risk ¢ Emnphasis

Segmentation: Puts the
focus on strategic and
priority relationships, allowing
organisations to target resources
where they can provide most
value, increasing benefits
through consolidation, leverage,
efficiency and continual
improvement.

Factors such as
value, business criticality,
interdependency, risk,
operational and technical
infegration and long-term fit
are all aspects that should be
considered in prioritising your
relationships. There are various
stages of establishing and
managing relationships from
fransactional to interdependent.
Typically, it is the more complex
and critical relationships
that should be prioritised.
The relationship spectrum is
illustrated in Figure 8.

Strategies: Strategies should
establish the rationale for why

it is important to work with
another organisation. For each
strategic or priority relationship
a strategy will establish why and
how you infend to collaborate.
To support the strategy, a
relationship management plan
should be developed to provide
the structured framework of

the processes to be used and
actions to be taken, together with
appropriate accountabilities to
deliver the relationship strategy.
The plan is something that
should be shared with the other
party, whereas elements of the
strategy are confidential.
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Cooperation

Collaboration

Governance: A structure

is required fo manage the
relationship. It should provide
clarity of what and how
interactions should operate,
including identifying the right
people to be closely involved
and their accountabilities. Joint
governance is appropriate in
collaboration, but it needs to
be effective and not onerous
for either party.

Engagement: To ensure a
practical and fransparent
approach to how the parties
facilitate effective engagement,
a series of reviews on A
periodic basis should be
established. It is critical that
senior executives engage to
discuss the strategic direction
of the relationship in addition
to assessing performance, as
part of the joint governance
approach. Collaborative
organisations may also appoint
relationship managers for their
key relationships to act as the
focal point in their business and
be accountable for applying
agreed processes. Do not
assume that all engagement
needs to be formal.

Performance management:
This is a critical element of
ensuring that both parties are
getting what they want from the
relationship. It should be aimed
at addressing any shortfalls
across a range of aspects of
the relationship and agreed
performance to meet defined
levels and targets. It should



provide improved visibility and
data to address relationship
performance issues, as well

as informing and supporting
the teams that are responsible
for governance and oversight of
the success of the relationship.

Continual improvement:
Based on the output of the
performance management
process, a joint improvement
plan should be developed

to address issues, improve
performance, and enhance
the relationship. Focus and
success in making improvements
is a clear demonstration of an
effective relationship.

Development: Good
relationship management
supports initiatives to develop
new and improved capability.

As well as seeking opportunities
for innovation, there should also
be scope to explore further
opportunities to work together.
In a collaborative relationship
this is where value is created.

Systems: Relationship
management is influenced by
changes in policies, processes,
roles, and relationship
agreements. Effective systems
can be a critical enabler.
Systems enable better
relationship management

by providing standardised
tools, templates and data
management, which will
enable greater relationship
visibility and performance.

Good relationship management
will always be a foundation for
effective collaborative working.

In the future, as challenges in
complexity and relationship
increase, it will be even more
crucial. The benefits can be
significant because advanced
relationships can lead to step
changes in improvement and
innovation (see Figure 9). M

Figure 9. Advanced relationships harness creative challenge
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Strafegic direction
for the furure

From the research undertaken, and subsequent analysis and
evaluation, several key themes have emerged which will define the
future of collaboration and how effective collaborative working can
continue to deliver value and drive improvement.

n an ever-changing world

where perhaps the only

certainty is that it will be full

of uncertainties, the Covid-19
pandemic lockdowns have taught
us some salutary lessons about
the status quo. Conversely, on
the optimistic side, collaborative
working brought benefits, some
of them unexpected, whereby
the pandemic forced us to work
in new ways, leading to positive
outcomes. It can be argued that
the pandemic just forced us to
change quicker than we would
have done otherwise.

In the future, good relationship
management will increasingly
become a more key component
and a fundamental enabler to
effective collaborative working
and there will be a need to adapt
the existing techniques as well as
develop new practices to address
the challenges and complexity

of relationship structures.

What is evident from the research
we have undertaken is that a
perception prevails that structured
collaboration, in its present form,
is a business tool primarily for
large organisations. This needs to
change because it is only through
the widespread adoption of
collaboration that its advantages
can be realised for all types and
sizes of organisation and people.
As a result, collaborative working
methodologies and the standard
will need to be updated to be
made more agile and made
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accessible to as wide a community
as possible. This does not infer

that ISO 44001 needs to be made
easier, but rather simplified in
language and structure. For
example, ensuring that the

pure collaborative working and
management system elements

are integrated. This facilitates the
alignment of collaborative working
with other standard systems such
as health, safety, environment and
information security, thus increasing
the adoption of the standard and
taking to a larger community the
benefits it brings.

As collaborative networks and
communities become more
widespread, we will see the
concept of collective capability,
involving groups where the sum
of what they bring to any project
or undertaking is greater than the
sum of the constituent parts coming
together, creating synergies for
quick one-off projects. The speed
of mobilisation of collaborations
will increase and happen much
quicker, and collaborations will
become more dynamic with
organisations moving quickly in
and out of collaborative projects.
New methodologies will need to
be developed and communicated
in a language and structure that
makes them easily accessible to
medium, small and micro-sized
organisations.

Remote and home working will
become increasingly normal

for more of us. It may be that
large offices full of people and
the ease of holding round table
discussions may be a thing of the
past, obviously for health, safety
and infection control reasons; but
smaller offices with fewer people



fravelling to them is a far more
sustainable way of doing business
than the old model. This will reduce
our carbon emissions and save
fime on travel, making us more
efficient. We must not overlook that
people and staff satisfaction and
development needs are changing;
the disadvantages may include
feelings of isolation and lack of
ability to interact creatively or as
effectively with other colleagues.
Flexible working for work-life
balance becomes more important
and brings both opportunities

and challenges for the future of
collaborative working.

For example, virtual meetings tend
to be quicker, sharper and more
focused than inperson “face to
face” meetings, but appear to take
place more frequently. This limits the
time and opportunity to develop
relationships and build frust, which
is key to good and effective
collaboration and

presents a challenge that will

need to be resolved. New
intferpersonal protocols may
emerge to replace the informal
exchanges that previously filled the
margins of face to face meetings.
In addition, new technology
provides the capability fo share
data and information quickly,

offen in realdime. Individuals who
may have previously been used

to assimilating and understanding
information before presenting may
find themselves doing this in a live
situation without the preparation.
Establishing a climate of trust will be
key to enabling this type of sharing,
learning and openness, which is key
to supporting an agile and dynamic
collaborative environment. In the
future, organisations will be able to
access knowledge for short periods,

almost like borrowing an expert
from the library, embedding them
info the collaborative environment
project for a short period and then
returning them.

As inferpersonal contact
decreases, the dependency on
technology will increase, and
knowledge will not just be with
people but in systems that can be
shared. It will be just as important
to ensure that the intfegration
of systems, information and
communication devices through
the internet is ensured in the same
way as for people. The protection
of our own and other parties’
information and knowledge is vital
to maintaining integrity and trust.

Understanding
key sociotechnical
concerns

Collaborating in a varied context
as discussed above will require
new skills, different mindsets and
new methodologies. Specialist
training will be required for those
already in the workplace, and
academic institutions will need to

adapt the courses they run. New
ways of learning will focus on
behavioural aspects to address
how we develop resilient business
relationships and build rapport
with people when there are
cultural challenges and potentially
differing values, to encourage
diversity within teams. Collaborative
leadership will need to consider
the mental health and well-being
of employees adapting to new
dynamic ways of working.

New skills and approaches will
need to be embedded into our
people to supplement existing
ones. For example, when we don‘t
have the benéefit of the body
language and shared experiences
tfo understand language nuances,
pick up hidden meanings, identify
stress or use humour to diffuse a
situation. Just as new collaborative
models will need to be developed,
technology will need to facilitate
change. However, people will
always be atf the heart of the
solution. We have seen greater
use of virtual meetings using tools
like Teams, Webex and Zoom
during the Covid-19 pandemic,

‘New methodologies will need o be
developed and communicated in a
language and structure that makes them
easlly accessiple to medium, small and
micro-sized organisatfions”
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as these can potentially enhance
collaborative working. Training in
effective facilitation, engagement,
inclusivity and participant
behaviours makes the efficacy of
these tools greater. Crucially, we
must also recognise that in some
instances there is no adequate
substitute for the value of face to
face interaction, because of the
need to convey authenticity and
confirm frust.

These communication tools are
going to be part of the solution to
how we collaborate in future, but
the tools and how we use them will
also need to develop to meet our
needs going forward. For example,
if they are going to help build

frust in relafionships and noft just
facilitate remote meetings once
frust has already been established,
we will need to be able to continue
to share information securely

in realtime with collaborative
partners around the globe

where those partners are in a
dynamic, changing environment,
avoiding negative unintended
consequences.

‘A challenge will be how fo know and
understand our collaborative partners
and share and demonstrate our values

if we never meet them”

To meet these new challenges,
we are seeing a suite of solutions
developing, including portals
where like-minded organisations
can connect, and due diligence
systems that can be subscribed
to, facilitating partner linking and
proving a “head start” in developing
the trust-based relationship. The
new methodologies will recognise
the need for effective governance
systems to be in place to underpin
alignment, define responsibilities,
accountabilities, boundaries,
risk management and rules for
safeguarding information and
knowledge, and to ensure lessons
learnt are rapidly applied to
future collaborative relationships.
Although these tools are important
to collaboration, it will be our
knowledge of collaborative working
and the underpinning behaviours
that will ensure greatest value is
achieved.

It is not just systems that will change
- people and competencies

will also need to adapt to be
successful collaborators. Changing
values and social frends will

also need to be considered

e.g. ethical considerations are

of a higher priority and will
become increasingly important
to individuals and organisations.
This illustrates the importance of
social value and outcomes in the
collaborative consciousness.
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|dentifying the role
of key stakeholders

A challenge will be how to
know and understand our
collaborative partners, and share
and demonstrate our values if we
never meet them. We will have
to consider social and ethical
issues and increased regulatory
requirements e.g. sustainability,
habitat protection and human
rights. The question will not only
be “can | work with them?” but
also, “should | work with them?”.
Depending on their approach
to an issue that is ethically
important, and whilst it might
not directly impinge on what
we plan to do together, it

may impact on the risks to our
reputation or brand identity.

As a result of the potential
influence and importance of
these social and ethical issues,
we need to be more diligent

in our partner selection.

Disparate geography, tfime

zones and re-interpretation of
requirements will challenge

the development of personal
relationships. To address this,
organisations and employees
need to consider flexible working

in terms of people working remotely
and the times people work fo allow
for effective collaboration.



How organisations seek to re-
interpret value will be one of

the key lessons learned from

the pandemic experience;
emphasised by how strong
relationships were seen to
contribute to better outcomes
during times of difficulty and
uncertainty, rather than relying
on adversarial contractual
arrangements. As the challenges
and circumstances under

which we operate change,
organisations will need to re-
evaluate and understand the
value of collaboration in the
management of risk. Offen
contracts are adversarial by
nature and incorporation of
collaborative principles enables
an effective basis for delivery
and encourages the desired
behaviours, so parties jointly act
in the best interest of the outcome
and take a non-adversarial
approach. While there continues
to be progress in the development
of collaborative contractual type
documents, the leadership and
behaviours in implementation
make the difference in execution,
particularly in fimes of challenge
and change.

Overcoming
challenges

To manage this change, our tools
and methodologies will need to
adapt, and we will have to find
ways to ensure the business tools
in our partner selection process
take these issues into account.
There is an opportunity for like-
minded organisations fo manage
risk together through the use of
portals, networks and independent
verification systems. We expect

these will be based on a mixture of
member inputs and independent
third-party verification.

Collaborative tools, systems and
processes are improving, changing
and evolving to meet the changing
expectations and global working
environment. They are becoming
more dynamic with less direct face
to face interaction, so we widen
the possibilities for potential new
collaborative partners, providing
the widest choice to maximise

the opportunity for value creation.
We anticipate the development

of more advanced training and
educational programmes to ensure
the collaborative competencies
required are in place, including
those required for collaborative
leadership.

Teams of the future will need to
understand the potential barriers
to collaboration e.g. vested
interests, personal agendas,
reluctance to change or to exit
relationships, and courage to
initiate new ones. In addition,
security concerns about sharing
will need to be addressed.

Data, information and knowledge
are already real commodities

of the 21st century, where they
would be addressed by firewalls
and regulations. However, as

we collaborate across borders,
these tools may not be effective
and new solutions will be found,
such as blockchain, which will
become more widely deployed
in collaborative networks.

As feams become more
geographically separated, we

will have to ensure leaders are
competent to manage in a remote
working environment.

Collaborating does not mean

we always agree, but effective
conflict management leads

to meaningful solutions and
innovation. Collaborating when
we do not agree is always difficult,
so this skill needs to be developed
and embedded in our people
from an early stage.

A derivative part of the
collaborative competencies

that need to be in place is the
resultant behaviours. It's clear

from our research that effective
collaboration only works where
and when collaborative behaviours
are exhibited by all parties. We
must clearly identify what these
behaviours are and how they can
be evidenced and embedded
into the culture. The negative
consequences of a lack of correct
behaviours being demonstrated
are offen a reflection of poor
leadership engagement. The

goal is to ensure a culture where
the correct behaviours are in
place and exhibited almost
unconsciously. It is therefore critical
that we embed the importance

of behaviours into our academic
and vocational education and
fraining, that we develop and
deploy tools for measuring correct
behaviours and that they are being
consistently demonstrated.

To illustrate the collaborative

mindset, positive things happen

when we think in the following

way:

* The win-win, no-lose principle

* "l did not ask because | frusted
you to tell me if | needed to
know”

*  Openness or honesty in
communication

* Best for project ethos.
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Figure 10: Structured collaboration supports
21st century business needs
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However, it is often natural to

resort to traditional conflict style
behaviours when times are difficult.
This is exactly the time when

we need to exhibit all the best
collaborate behaviours.

A key competence for leaders will
be the ability to recognise when to
deploy a collaborative approach
and fo ensure that their organisation
has in place the systems, processes,
skills and resources ready to be
deployed effectively when the need
arises. They need to understand
that the context under which any
collaborative tfeam is deployed can
dramatically affect the outcomes.
Leaders also need to understand
that context is vital o the outcome;
a successful solution is dependent
on the confext and is not one

size fits all. Good collaborative
leaders will recognise that different
situations require customised
solutions to ensure what is required

Thought leadership insights info the future of collaborative working

for a successful collaborative
approach in terms of a structured
collaborative environment,
appropriately resourced, that fits
the needs of the undertaking. For
collaborative working to realise
full potential and be genuinely
effective, collaborative leadership
competence must become
standard practice.

The value of a higher
level of collaboration

Based on the evidence we used
to develop this report, structured
collaboration and collaborative
working will become significantly
more relevant in the future.
Organisations that can deploy a
higher level of collaboration will
result in better relationships, the
ability to innovate, manage risk,
embrace change and generate
value. This creates a more sustained
and resilient organisation that
will be best placed to respond to
emerging opportunities, resulting
in a competitive advantage (see
Figure 10).

The future of collaboration is
exciting; how we collaborate will be
different and will help us address
new and emerging challenges,

but the fundamental principles

that underpin collaboration today
will hold true in the future. Our

skills will change, our systems

will develop and our leadership
technigues will improve. Several
things remain critical: behaviours
that foster mutual trust, objectives
that bring value fo all involved, clear
collaborative leadership that results
in innovation, value creation and

a working environment where trust,
respect and integrity is paramount. Il
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Tnoughts

The context or circumstances under which a collaboration takes place
has an enormous effect on the outcomes. The way it’s conducted or
undertaken is a key learning point, because every collaboration is
unique and will need to have a specific solution applied to enable it
to succeed. The concept of this paper was to provide insights into the
future direction of collaboration. We evaluate the impact of factors
including megatrends, changes in business norms and social attitude,
and the influencing organisational interactions and relationships.

We have eight final thoughts that stand out:

Structure

Structured collaborative working

is the key to adapting to and
addressing the increasingly
complex challenges that face our
society - from climate change to
social care, supply chain security
to ethical procurement. Structured
collaboration is what makes the
difference between cooperation
or casual collaboration and raising
the capability of organisations

to work closely and effectively
together. Organisations and
governments that understand and
react to this quickly will create
opportunities through innovative
solutions, gaining competitive
advantage in the future.

Collaborative leadership

The future will demand more
from leadership than ever before
as a result of the complexities of
relationships and stakeholders in
successful collaborations. Leaders
will be judged not only by what
they deliver but also by how they
deliver. Collaborative leadership
is critical fo establishing the
environment for true innovation
to thrive. It is also critical for
providing the ability to recognise

and adapt to context and change.

To be considered effective,
the capability of collaborative
leadership will be essential in
the future at all levels.

Trust

Trust is crucial to collaboration. In
the future, as we move towards
more rapid, long distance, virtual
relationships, establishing and
sustaining trust needs further
consideration of context to meet
differing circumstances. It's priceless,
potentially unstable and vital to
collaborative success, in a physical
and a virtual environment.

Collaborative competence

A world with less face to face
contact appears inevitable. This
will be best managed by applying
appropriate competencies and
skills, leveraging key enablers

and encouraging appropriate
behaviour. Development of the
right competencies is key and will
need to be continually updated
as situations change leading to
collaborative skills and capability
becoming a professionally
recognised discipline. Universities
and organisations need to
understand and react to this with
advanced education and fraining.

Behaviours

Our ways of working are changing
and will challenge how we need to
communicate and engage in the
future. As tfechnology becomes more
important fo enabling collaboration,
communicating and embedding
the collaborative vision and values

in a manner that results in the right
behaviours, creates the sustainable
culture that will lead to success.

Technology

Technology is being adopted faster
than ever and is influencing every
industry and organisation; it is a
great enabler for communicating,
managing information, sharing
knowledge and coordinating the
collective effort of team members,
partners, clients and stakeholders.
The advancement of technology will
continue to improve collaborative
working, providing that we utilise

it effectively to create value.
Collaborative professionals need to
nurture relationships and encourage
the right behaviours to get the very
best from collaborative tools and
technology.

Accessibility of ISO 44001

ISO 44001 must adapt to the
changing world and become
more inclusive in its language
and sfructure, encouraging its
adoption by any organisation
wishing to benefit from the value
of the principles of collaboration.
Accessibility will create a step
change in the adoption of the
ISO 44000 family of standards.

Unknowns

Finally, the most significant change,
frend or occurrence that will emerge
in the future is the one we have not
yet identified. We need to develop
a strafegic insight to recognise and
adapt to change and to maintain
alignment in collaborative working.
By working through emerging
change with trusted partners and
sharing our collective experience
rather than working in isolation, the
more equipped we will be to face
the future together. B
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