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DEVELOPING A COMMON PURPOSE





Introduction





Government, business and commerce, public sector authorities and bodies, the voluntary sector, community groups and the trades associations-people from all walks of life and from different backgrounds and different cultures are reaching the same conclusion.  Competitive, aggressive behaviour means that we all lose in the end.  In its place the benefits of co-operation and strong relationships are becoming clear. People long to spend far less time on pointless disputes. People want solutions and want them to be found earlier.  People want to be more involved in decisions that affect them.  People know that work can be more enjoyable and productive.     





We need each other.  We live in an interdependent world.  Therefore working co-operatively is fundamental to John Carlisle Partnerships' (JCP) belief that co-operation is always better than competition and that co-operation is the way to create the best economic and human outcomes.





All businesses involve transactions; and all transactions involve people.  John Carlisle Partnerships recognised the importance of co-operation and strong relationships long before it became fashionable.   Our Company has been at the forefront of the movement to create better working relationships through co-operation and trust in the workplace and increasingly in projects involving communities.  Co-operation is not just a technique for improving the performance of a business; for improved productivity; it is a way of life that means viewing work differently and living together differently at work





The message is simple.  The journey that people take with us is not.  It demands courage, hard work and commitment.  JCP help people embark and complete their Relationship Journey.  We bring people together from diverse backgrounds, from different sectors and experiences so that their different agendas and drivers can be expressed and shared so that the most practical, workable and beneficial solution can be found.  It is a place where everybody wins. 





The Relationship Journey is more than a personal cosmetic process; it cuts to the heart of why people are in business together in the first place.  Perceptions begin to change, there is an increased sense of security through the trust that partnering brings to relationships and, importantly there are shared benefits for all parties.





The inclusive way of working is central to the JCP philosophy.  The focus and purpose of our work is to make those relationships as smooth and productive as possible and to give our Clients a unique perspective on their business relationships.


We are the leading Consultancy for developing business relationships based on co-operation.  Our work with Clients is a partnership to develop the culture of 


co-operation, to develop a new way of working.  This new way of looking at people and work brings a different view of what is possible and what potential can be released by working together.  We are a safe pair of hands for the challenge of changing long established processes into better ways of working.








JCP: BUILDING CO-OPERATIVE AGREEMENTS THAT WORK





We believe in 3 GOLDEN RULES:





Treat others' organisations as you would have them treat yours





Our ability to influence others depends upon their perceptions of our willingness to help them meet their needs





Trust is the basis of all good business relationships - so build it!





Our approach is founded on the belief that involving the Community, in the form of the residents and the tenants make a significant contribution to the learning and development of the partnering approach within and across the public sector.  One of the most important aspects of our Social Housing work is to treat each partnership as a real opportunity to allow people from different backgrounds to learn from each other, and to learn from the different pressures and constraints they face in their respective sectors.  We believe that it is crucial to the partnering 's success that all the different stakeholder groups are identified early and involved so that they do not feel alienated, threatened or ignored.





At the very outset we ensure that there is clarification by all stakeholders about their expectations, their objectives and their business drivers and goals.  We help the different partners identify and build on the common ground and overcome differences.  An important but sensitive part of this approach is identifying and agreeing the incentives for the partners to work together.  This involves developing a vision and a mission statement that brings the Team together and then charging them with the responsibility of working together on an agreed basis to achieve the projects objectives.


  


As part of the early discussions and debates we will advise on setting up the most appropriate partnering mechanisms and processes involving representatives from the Client, the tenants, consultants, contractors, sub-contractors and the main suppliers in the project.  One of the aims of our core competencies development programme is to help and enable the tenants and the residents fully to participate and have their suggestions and views taken into account.  By assisting the residents and tenants to influence some of the important decisions and processes and ensuring that their involvement is real and continuing is we believe, one of the easy of enriching the partnering approach.





Successful partnering needs "champions" which is likely to mean the Chief Executive or a Senior Manager within the Housing Organisation (or sometimes within the contractor organisation).  The role of the champion is that of nurturing, supporting, encouraging, motivating and enthusing the players.  It is not the same as the Client project sponsor or the Client project manager.  Clients must be prepared to be flexible and to introduce changes to their own ways of working as well as expecting this of the contractor/consultant or suppliers.





The partnering approach will pose some real challenges for working practices and the culture of the Organisation as a whole.  Clients must be prepared to be flexible and to introduce changes to their own ways of working as well as expecting this of the contractor/consultant or suppliers.  A review of internal policies, business strategies, processes, standing orders and other drivers will be essential so that the partners can discuss and debate the consequences and implications of the full alignment of these business issues.  A common example is where partnering reveals a need to move responsibility for decision making towards the front line staff.  This in turn may have implications for roles, responsibilities, reporting structures and the training and development programmes.





A common but often overlooked feature of the partnering approach is the need to overcome potential barriers and likely impediments that each of the partnering organisations will encounter.  These will involve resolving people, process and resources issues without which could seriously affect the progress and the outcomes.  We work closely with the partners to help them create the right sort of working environment where people feel trusted, supported and valued involving empowerment and delegation.   They must be able to get the right balance between achieving the task, building and nurturing the Team and developing the individual.  All too often the failure to overcome the barriers drives partners back into their old ways of adversarial and blame behaviours.  Our work involves working closely with the partners to develop the Relationship Journey and a comprehensive Relationship Health Check.





Partnering requires major changes in the ways in which an organisation works and relates to external parties.  Many feel anxious and worried about the nature and the scale of the change.  We help people better understand the consequences and implications of a working environment that is governed by hierarchical thinking, is not open, has strong professional departmentalism, is driven by personalities, is very competitive with actions being reactive and often driven by rumours





The process for partner selection and the choice of partner is fundamental to the success of the venture.  The effort that is put into it should reflect its importance.  The process is likely to involve drawing up a long list of possible partners, briefing them on the criteria for selection and then interviewing them at length.  It is important to ensure that the people being briefed and interviewed are the people who will be doing the job. The criteria are likely to include price (probably based on outline designs) resources, assessment of product quality, customer care, health and safety, organisational experience, expertise, management skills and culture, commitment and knowledge of partnering and the team that the contractor will be using. 





One further and crucial aspect of the partnering approach is the openness and transparency of all parties.   Trust can only grow over time and starts by individuals sharing and working together.  An important element will be operating on an open- book basis declaring and sharing the profits and overheads that will be charged to the project.  This is a really important part of the partnering process because significant benefits can be gained from the partners pooling and sharing their expertise to identify more cost effective ways of meeting the client's needs.  The partnering agreement can be structured to include incentives (positive and negative) and techniques to ensure that the whole supply chain is geared to bringing about continuous improvements.  Individual partners will be encouraged to adopt an approach of  'best for the project' as opposed to maximising their individual profit margins on different products and services.





The extent to which trust grows between the partners will depend upon the good faith demonstrated during the relationship.  Building trust is tough, it takes time and it takes practice.  Breaking the trust breaks the relationship.  A start to the building of the trust is the exchange of honest and open information.  Partners can develop trust through the repeated experience of working together, making joint decisions and other contacts that generate familiarity and understanding leading to building relationships.  Trust is risky; there are no guarantees and no definite outcomes when individual trust one another.  Partners have to be willing to take the risk of trusting and becoming vulnerable.  





Teams and Team-working is an essential feature of partnering.  Working with Clients we concentrate efforts on creating an open atmosphere of no blame, trust and co-operation.   All Team players must have the willingness to take risks in relationship building and the rewards, must focus on establishing trust, understand and seek out the needs of others, and have the ability to challenge their own and others assumptions.  This Team approach must involve all personnel working on the project, at management and at site levels as well as the residents, tenants and other interested parties.  The nature of our Housing work requires that we give particular attention to establishing close liaison between project personnel, client's staffs and the residents to ensure a smooth operation and to build and maintain good working relationships between all parties.  In addition to work competence we help the development of the key interpersonal skills and to treat one another with respect, courtesy and total honesty. 





An early and essential part of our approach is to identify and develop the necessary core partnering competencies and inter active personal skills.  Partnering does not happen without effort.  It requires real and effective leadership that is fully committed to developing new co-operative ways of working and helping people move away from the old way of doing their jobs.  The partnering champions, the leaders and all senior managers must promote the benefits and actively support the new ways of co-operative working internally and externally with Contractors and other relevant Bodies and Organisations.  





We ensure that all the leading players from all parties fully understand the key steps on how to initiate, develop and sustain effective relationships for better organisation performance.  They have to be clear and consistent in their beliefs and support for partnering with a flexible approach and the ability to look outside their normal way of doing things for solutions and adopt different responses and approaches according to the needs of the situation.  In building co-operative working agreements that work with key personnel so that they are able understand the different levels of influencing and their relevance to negotiation and the necessary skills to prevent and resolve conflicts.  We provide the necessary training in the developing inter-personal communication and dialogue skills.


 


The need for probity, accountability and a clean "audit trail" is a real requirement within the public sector and particularly the Housing sector.  As part of this we agree and develop with all partners the key measurable targets and hard performance indicators and measures.  In defining the critical outputs we work with the partners to develop a process to identify the nature and source of information and data that will be required.  We then apply and use the information to measure and review the effectiveness of the partnering arrangements and process.





Some of our specific tools centre around (i) measuring and meeting each others needs  (ii) monitoring co-operative behaviours and competencies within organisations and across the project (iii) examining the abilities/competencies of the Teams/Organisations to align to changing and different project objectives or to adjust to different stages and priorities (iv) carrying out critical reviews of the key processes within the partnering process and identifying areas of best practice/scope for benchmarking techniques (v) mapping the relationships across the contracts and with external bodies together with recording the expectations of the different partners and tracking the relationship developments





In our experiences the collection and sharing of honest, factual and relevant information and data is one of the cornerstones for building trust.  Furthermore, it is an important element in the partners learning process and can provide a driver to move forward in continuously improving the co-operative working between the partners.  Part of the learning process is to identify successes and failures together with reasons and how to apply the learning for the next stages.





We encourage a policy of positive publicity and particularly the publication and celebration of the partnering success stories.  As a project sign off we prepare a high quality case study for sharing with all partners and for wider publication.  The partners can the apply its use to positively influence the Government, its Agencies and Departments, the Stakeholders, and the other key decision makers about the benefits arising from the increased and wider application of the partnering principles and concepts.





JCP: DETAILS OF OUR WORK





JCP has worked with over 30,000 people and over 150 different Companies and organisations and Government Bodies all over the world in the implementation of co-operative working, from preferred suppliers and partnerships to alliances and mergers. We have worked in a wide range of sectors and industries - major construction development, project management, civil engineering, energy and supply chain management, public health, public and private partnering for road schemes, Government Agencies and Department s, and the voluntary sector.





Our experiences and those of our Clients clearly prove that Co-operation is a more profitable strategy than competition. 





In the last 3 years JCP have significantly increased its presence in and influence on the Social Housing market.  We have worked as advisors, consultants and partners with many different types of Organisations all directly involved in Social Housing for work that has included new build, refurbishment, regeneration schemes and maintenance contracts. 





20 Local Housing Authorities (approx, half are inner City Authorities)


30 Housing Associations/Groups (all in the top 200 Registered Social Housing Landlords)


10 Main Contractors/ Developers together with their professional advisors and their own supply chains





Since the 1994 Latham Report partnering has been widely used in the UK Construction industry.  At this time the Housing organisations operated in a very regulatory regime that clearly favoured competitive tenders as the preferred procurement process.  At the time this process was seen as the vital safeguard in public accountability and probity.  Negotiated contracts were accepted on justification of demonstrating value for money.  The real concern was one of developing long-term relationships that were not tested by open tendering.  Partnering now lies at the heart for radical change in the construction industry and a number of other industries.  Evidence has shown that co-operation in the form of partnering has considerably reduced time and costs, as well as improving performance and the quality of the product.





Despite a degree of hesitancy within the housing sector to fully embrace the concept there are signs that during the last year or so real and rapid change and progress has been achieved.  The principles and concepts of partnering have become accepted by many policy makers in the UK Government.  Whilst there are still too few clear examples of partnering in the public sector there are positive signs that more and more Housing Organisations are beginning to really understand what partnering is and what benefits the new ways of working can bring.  Consequently, there are increasing moves throughout the public sector towards adopting a partnering approach to commissioning construction and other contracts.  In fact, a significant number of Registered Social Landlords and Local Authorities are actively involved in partnering for their new capital construction, refurbishment or conversion schemes and some have started using the partnering approach for their maintenance work.





In the UK, the Government through its Agency, the Housing Corporation sees the Registered Social Landlords as a significant means by which improvements can be made in the performance of the construction sector.  The Housing Corporation's regulations allow for partnering in procurement and require that the RSLs should be able to demonstrate that the Construction Industry Board's (Partnering in the Team) guidance forms the basis of their planned approach.   There are over 2000 RSLs in England each run by a Board.  They own, manage and maintain just over 1.3million self contained properties, and offer over 100,000 hostel/shared housing bed-spaces.  They provide homes for over 1.5million people.  They are non-profit making organisations and range in size from small almshouses to very large organisations with housing stock in the 10.000's. (The largest has approx 43,800 stock with the smallest having just over 2000).  The Housing Local Authorities are being openly encouraged to adopt more of a partnering approach towards its housing refurbishment and modernisation programmes.  The Government's determination to bring a best value approach to the provision of its public services is a good indication of the shift in emphasis.





Throughout the Housing sector there are signs that there is a gradual shift away from the "lowest cost" tendering towards "best value" tendering where partnering has a crucial role to play.  The switching from the value for money to that of best value means that quality as well as price has to be considered as part of value.  In construction terms there is a shift away from the initial, up front construction costs to life cycle costs that reflects the costs of running and maintaining a building after it is completed.  Once this is recognised and accepted fully the way is then open for a more radical rethink of the past way of doing things.





However, there is one particular problem that the Housing Local Authorities have that needs to be resolved and is likely to require advice and guidance from the Government.  There is a conflict between the partnering approach and the requirements of Government legislation when applied to Housing Local Authorities.  As the law presently stands a local authority must send out section 20 notices (Landlord and Tenant Act 1985) as part of their tendering process to show that (i) as a landlord it has been out to competitive tender and (ii) to spell out the necessary works to the leasehold property at an estimated price.  These were introduced to protect the rights of the tenants and was introduced in a then traditionally risk averse culture





Some local authorities and housing associations may have problems in entering into any partnering arrangements that involves an agreed share of risks and profits.  This is due to individual financial standing orders or the perceived need to have a fiduciary duty to the tenants and the taxpayers.





At present the Housing organisations use a variety of standard contract documentation with some contracts being backed by a partnering charter and some by a partnering framework or an agreement.  There are other forms of documentation such as letters, jointly signed missions statements and some tailored contracts and employers requirements.  There are some instances where no formal contracts were used.  There is no right or wrong contract.  This is an issue for the Client and its Contractors.  Some contracts have incentives for early completion and savings; some have clauses that deal with being fair and team working. 





Successful partnering does not rely solely on the choice of contracts.  Performance measurement and improvement is often a more effective basis for building and sustaining relationships.  Partnering does not question the use of a contract but the value of one when it is used to beat your opponent.  In his report Egan says:





"Effective partnering does not rest on contracts.  Contracts can add significantly to the costs of a project and often add no value for the Client.  If the relationship between a Constructor and employer is soundly based and the parties recognise their mutual inter-dependence, then formal contract documentation should gradually become obsolete. "





A new standard form of project partnering contract (PPC 2000) has recently been developed by a London based firm of Solicitors -Trowers and Hamlins.  It provides the foundation for the partnering process and can be applied to any types of partnered project with the support of legal or other professional advice on its implementation








MAKING IT HAPPEN--SOME KEY MESSAGES





LEADERSHIP:





Partnering still offers one of the biggest leadership challenges to the construction industry. And to the public sector in general.  There is a need for clear Leadership.  It takes courage, commitment and care.  It requires humility and an understanding of inter-dependence.





UNDERSTANDING:





There needs to be a move away from the traditional risk-averse culture.  People need to fully understand the Relationship Journey and how to move from controlling to sharing control, from hierarchical thinking to system thinking and from adversarial and competition to co-operation.  Organisations need to be clear about what their constancy of purpose, what it means and when faced with a crisis go back to the relationship building commitment.





TRANSFORMATION:





Co-operation is an organisational competence.  The Organisations values and attitudes have to be transformed into co-operative behaviours at all times and at all levels throughout the organisation.  





PROCESSES:





Partnering is a strategy.  It is a collaborative process where the implementation has to be planned as carefully as any major project.  There have to be clearly defined and agreed processes for effectively managing the partnering agreement.





MEASURES:





Measure the relationship with behaviour observations band against the Charter.  Measure the process and the business improvements.  Develop a zero tolerance of any behaviour, language, attitude, which contradicts the co-operative culture.  Give maximum recognition on performance improvements as a result of co-operation.





BENEFITS





Co-operation works and can bring benefits to all parties. 


Importantly, the tenants and the residents who are at the core of the work are enabled to fully participate and have their views and their suggestions taken into account. 


Celebrate the success.








CONCLUSION





For many people co-operation is an entirely new way of working.  But the results are clear and unambiguous. 





IT IS THE CHOICE FOR THE NEW MILLENNIUM. 
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