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 Introduction 

The British Standard for Collaborative Working Relationships, BS11000, aims to provide 
a strategic framework to establish and improve collaborative relationships in 
organisations of all sizes. It is becoming more and more widely deployed and used as the 
standard for embedding a relationship focussed collaborative approach within 
businesses. 

The SC21 Relationship Excellence (RelEx) Framework assessment is used to 
understand and support organisations who want to drive business results through the 
development of a collaborative working approach using relationship lean tools, 
techniques and philosophies 

The SC21 Relationship Excellence (RelEx) Framework assessment is used to 
understand how the organisations senior management team are enabling collaborative 
working and deriving business results across the boundaries of the company, including 
customers and suppliers. 

SC21 Relationship Excellence (RelEx) Framework has been designed to allow 
organisations to use it:- 

 as a self-assessment methodology 
 used with ‘clusters’ within the supply chain 
 used by SC21 RelEx Practitioners  

 Principles of the SC21 Relationship Excellence (RelEx) Framework 

SC21 Relationship Excellence (RelEx) Framework is intended to embed a collaborative 
working approach in an organisation; in just the same way as the Manufacturing 
Excellence Framework is designed to embed a lean approach within a business. 

RelEx will not simply be asking suppliers to “do more RMRs” (Relationship Management 
Review). Rather, the principle is that by embedding the RelEx, a company will embed 
collaborative working as an approach in the company – not just in specific one-to-one 
relationships (using the RMR/RMM). 

RelEx will allow companies to develop an appropriate approach to each of their 
relationships – some which will require a very close collaborative approach, others which 
are more “arms-length” albeit with good behaviours embedded.  

RelEx “plugs the gap” in SC21 where “ability to form effective relationships” is not 
mandated, assessed or part of the SC21 diagnostics tool kit and SC21 award criteria. 

RelEx provides a benchmark for a company’s ability to work collaboratively. It is a 
measure of the company’s collaborative capability that is comparable to Manufacturing 
Excellence and Business Excellence. 

Companies can develop an appropriate approach to relationships – RelEx works for 
situations where it is appropriate for relationships to work at arm’s length, as well as for 
close “partnering” relationships. 

The Collaborative Working Standard BS11000 series provides what is required as a 
standard and framework. However, the principles of BS11000 are good and a number of 
companies have already or are considering accreditation with the standard. The RelEx 
should therefore be consistent with BS11000. RelEx is not intended to be a substitute for 
BS11000, it may be seen as an introduction to BS11000 for those companies who wish 
to progress to certification. 

RelEx has been brought into the SC21 Award criteria, it will formally assess a supplier’s 
collaborative capabilities as part of award criteria for Silver and Gold awards. 
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RelEx does not mean SC21 will throw away the RMR – in fact the RMR is a tool that sits 
within the RelEx Process criteria 5, 6 and 7 below, where appropriate. 

 Assessment Approach - BS11000 

BS11000 Collaborative Business Relationships Standard was developed by the BSI and 
is a means for an organisation to be certified against the Collaboration Model. This will 
provide an organisation with a view of its strengths and areas for improvement. 

The standard follows a three phase approach, Strategic, Engagement and Management, 
which is further broken down into eight stages: 

 Strategic – Awareness, Knowledge, Internal Assessment 

 Engagement – Partner selection, Working together, Value creation 

 Management – Staying together, Exit strategy. (which in RelEx is defined as 
Changes in Relationship) 

 

Awareness  Executive sponsor

 Business objectives

 Business case

 Identify focus

 Initial risk assessment

 Key individuals

Working relationship  Governance

 Partnering charter

 Joint objectives

 Processes and plan

 Joint risk management

 Measurement

Knowledge  Identify drivers

 Benchmark

 Knowledge map

 Strategy

 Risk management

 Exit strategy

Additional value creation  Define value

 Functional Improvement Teams (FIT)

 Continuous improvement process

 Innovation groups

 Staff development

 Future options

Internal assessment  Self assessment

 Constraints

 Skills / Processes

 Appoint a leader

 Partner profile

 Action plan

Staying together  Key Performance Indicators

 Performance Monitoring

 Health checks

 Improvement plans

 Dispute management

 Escalation

Partner selection  Assess partners

 Strength analysis

 MAP assessment

 Evaluate

 Select partner

 Joint objectives

Changes in Relationship 

(Grow/Reduce/Exit)

 Set boundaries

 Monitor change

 Establish triggers

 Assess liabilities

 Manage knowledge

 Review future

 
 

 

 

 

Companies who have gained certification to BS11000 are exempt from assessment of 
RelEx during Silver and Gold assessments, however non-conformances raised during the 
certification audit should be evident in the company’s CSIP, and any submission should be 
accompanied by a copy of the BS11000 certificate. 

Key: the current RMR tool covers only 3 elements of BS11000, the more holistic 
approach of relationship management and collaborative working of BS11000 has been 

used to widen the activity and benefit of the SC21 community through RelEx 
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Assessment Approach - SC21 approach 

The SC21 Relationship Excellence (RelEx) Framework may be completed as self-
assessment by the organisation or preferably within a workshop facilitated by SC21 
accredited Practitioners; this is the recommended SC21 approach to assess an 
organisation against the RelEx criteria. To achieve an SC21 Award the RelEx must be 
assessed by an accredited SC21 RelEx Practitioner. 

 

 
 
 

4.1 Self - Assessment 

Any organisation can conduct a self–assessment using the guidance in this framework 
and the RelEx workbook, this is in line with the SC21 light approach used in the other 
SC21 diagnostic tools. Self-assessment is not part of the submission criteria and any 
submission must be supported by a full RelEx assessment by an approved RelEx 
Practitioner. 



 

 6

4.2 Practitioner Assessment 

In order to obtain a recognised score the assessment shall be carried out by a SC21 
accredited RelEx Practitioner. The assessment at the Organisation’s facility is 
essentially a discussion to understand the background, scope and to validate any self-
assessment scoring that has taken place. 

The discussion will be in a meeting room ideally with access to the Organisation’s 
intranet, as this can be used by the Organisation to evidence the detail within the 
approaches. 

Go through the questions by Criteria one-by-one checking for ‘evidence’ or confidence 
that the criteria are in place. 

In some cases the Organisation will have scored themselves higher than that merited, 
there may be need for the Practitioner to align the score to the RelEx i.e. ‘clear evidence 
or evidence’ rather than ‘comprehensive evidence’ and hence a graduated score within 
the band of “A,B, C etc….”. Of course, the Organisation may also underplay the score 
and need to be scored higher. 

The important point is that the Practitioners are the experts on the RelEx and will use 
their experience effectively through deployment of the Relationship Excellence 
Framework. 

4.3 Launch meeting 

The Assessment Practitioner(s) will give an awareness presentation to the 
organisation’s management team. 

The presentation should cover:- 

 An overview of RelEx. 

 Scope of the assessment 

 SC21 use of the RelEx framework (workbook). 

 An explanation of the scoring. 

 Agreement of a date for the facilitated workshop where the Practitioner(s) will 
review the scoring with the management team. 

 Delivery of the Feedback report detailing Strengths and Areas for Improvement 
and the resultant RelEx Score. 

4.4 Feedback 

Feedback will be an Overview Presentation and Score followed by a detailed report. 

The Practitioner(s) will prepare a PowerPoint presentation as feedback of Strengths and 
Areas for Improvement as ‘Key Themes’ and the comparable Relationship Excellence 
Score. 

The Overview Presentation and Score Feedback timing will be agreed by the 
Practitioner and the Organisation – on the day, the next day or at another agreed date. 

 
As a guide – scores within the bands of “A” or “B” are typically  indicators of Strengths, 
scores of “C” can be developed or deployed further and scores within the bands of “D” 
and “E” are indicators of Areas for Improvement which can be summarised under each 
Criteria. 
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The information within the feedback will provide input for the Organisation’s Continuous 

Sustainable Improvement Plan (CSIP). 

4.5 Detailed Report 

The detailed assessment report will be prepared by the Practitioner(s); the Practitioner 
will collate the final version for transmission to the Organisation. 

The report should be segmented by criterion and contain the agreed detailed scoring 
within the bands (A, B, C, D or E) of each question together with Strengths, Comments 
(to address scores of C) and Areas for Improvement by criterion. 

The Report will finish with the summary of scores by criterion and the comparable 
Relationships Excellence Score. 

The Feedback Report should be sent to the Organisation within two weeks of the 
workshop 

4.6 Suggested Tools 

Within Appendix D are suggested examples of collaborative tools. By no means are 
these tools mandated or any organisations instructed by SC21 to use the tools 
suggested. These example tools should be considered for use by the practitioner or 
organisation if self assessing, to develop the collaborative working framework approach. 
Any practitioner and /or organisation is encouraged to use any equivalent suitable tool 
that is seen to be beneficial in order to collect or analyse data relevant to the 
Relationship Excellence Framework.  

 

It should also be noted that several organisations specialise in collaborative working 
(including the BS11000 standard) and can offer specific toolsets and management 
support beyond the initial approaches of RelEx. (This is ideal for those companies 
wishing to move beyond RelEx to gain certification to the BS11000 model) 
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 SC21 Relationship Excellence (RelEx) Framework in detail 

5.1 Awareness 

The first stage in the RelEx is the raising of awareness within the organisation so that 
the basis for proceeding is established. 

An organisation should appoint a senior manager to be responsible for the development 
and implementation of Relationship Excellence.  

This nominated person should have the responsibility and authority to establish policy, 
process, culture and behaviours to establish the forum for deployment of collaborative 
working.  

There should be clear defined objectives and an integrated business case. An initial risk 
assessment of the risks and opportunities of collaborative relationship to enable to 
reduce or mitigate risks. 

Leadership is not management. The functions of Leadership include: 

 Direction Setting  

o Designed to create the vision and strategy 

 Alignment 

o The leader lines up all the relevant stakeholders with the vision and 
strategies previously created 

 Motivating and Inspiring 

o Inspiring people to achieve the vision no matter what the obstacles 

 
WHAT WHY POTENTIAL EVIDENCE 
Senior Leader appointed Ensure authority in place to 

adopt collaborative approaches 
Minutes of executive meetings 
and allocation of responsibility to 
Leader 

Defined policy for collaboration Clear guidance in place for 
consistent operations 

Documented policy statement for 
collaborative working 

Strategic business objectives Operational links to business 
benefits 

Review of company business 
plans and objectives 

Recognised value of 
collaboration 

Identifiable value for alternative 
working 

Business development strategy 
to deliver objectives 

Segregated relationships Clear focus on where 
collaboration will add value 

Review of business relationships 
and prioritisation 

Policies and procedures to 
support competences and 
behaviours 

Ensure that personnel have 
appropriate capabilities, training 
and behaviours 

Staff assessment and skills 
development where appropriate 
to meet the needs of a 
collaborative working approach 

Documented risk assessment 
incorporating collaborative 
working 

Identify the additional risk that 
interdependence can create 

Review of company risk 
management approach 

Implementation strategy for each 
relationship type selected 

Clearly define guidance for each 
relationship to achieve goals 

Clearly defined engagement 
model to take collaboration 
forward. 

Documented procedures Auditable approach to ensure 
effective operations & consistent 
instructions for implementation 
of collaborative approaches. 

Process model or auditable 
manual that can be reviewed 
and  updated to demonstrate  
effective relationship 
management 

Strategic Relationship 
Management Plan (SRMP) 

Define the business approach to 
each type of relationship 

Deployed Strategic Relationship 
Management  Plan (SRMP) 
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5.2 Knowledge 

An approach to Collaborative Working needs to be developed where knowledge is 
established to develop the strategy and business approach for collaborative 
opportunities.  

This includes the development of the appropriate processes, tools, resources and 
capabilities to carry out Collaborative Working. There should be a risk management 
plan. 

It may be at this stage it is identified that a collaborative approach is not appropriate for 
the opportunity identified. 

 
WHAT WHY EVIDENCE 
Establish the objectives & evaluate 
if collaboration is appropriate. 

Not all business relationships 
will lend themselves to a 
collaborative approach efforts 
should be focused on outcomes 

Business development / sales 
plans & Bid /no Bid processes 
reflect consideration for 
collaborative approaches 

Identify the experience, skills &  
competencies of individuals 

Collaborative working may not 
suit all staff and some may need 
development 

Consideration where practical 
to assign most suitable staff to 
work on collaborative 
programmes 

Establish how to manage & share 
knowledge within relationships. 

Sharing knowledge  is a key 
benefit but it also  needs to be 
controlled  in a collaborative 
environment 

Recognition of information 
management such as 
Intellectual Property Rights 
(IPR) and what may or may not 
be shared with partners 
business cases or bidding 
strategies that collaboration 
has benefits 

Established business case for 
collaborative working 

Investment in collaborative 
working needs to match  
benefits 

Strategies identify clear 
objectives and outcomes 

Identify objectives of each 
relationship 

Validating specific objectives  to  
create appropriate focus 

Risk management approach 
takes into account relationships 
as a potential risk (including 
Internal improvement plans) 

Integrate relationship management 
into established overall risk 
management (external/internal) 

To ensure that relationships are 
recognised as potential risks as 
well as benefits (internally and 
externally) 

Risk management processes 
and assignment of 
responsibilities to appropriate 
individuals 

Regularly review the 
implementation plan 

To ensure that collaborative 
approaches are maintained and 
appropriate 

Regular management review 
processes 
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5.3 Internal Assessment 

This stage is where the initialising organisation identifies if it is ready to support a 
collaborative approach. Effective leadership is crucial for maintaining a clear focus, to 
support the culture that supports the collaborative relationship behaviours. 

The organisation must understand its own internal capabilities before defining that of 
any external partner. The organisation must identify potential constraints and review 
these periodically. 

Organisation must establish corporate visions and values and these support 
collaborative working relationships. 

The appropriate relationship is defined, taking into account the willingness of the partner 
to collaborate.  

Is the action plan sound in its approach and reflects the current situation? 

Identify any training gaps 

 
WHAT WHY EVIDENCE 
Establish policies & process to 
manage collaboration 

To ensure there is clarity on the 
acceptability of collaborative 
working and processes to 
support  

Company policies and 
processes incorporating 
collaborative approaches.  

 Identify potential constraints & 
periodically review.  

To ensure that any internal 
processes are adapted to 
support collaborative working 
when appropriate 

 Internal continuous 
improvement programme, review 
processes that including SWOT, 
Pestle etc. 

Establish a collaborative profile  
and monitor effectiveness 

To understand internal 
limitations that may need to be 
changed and external profile / 
perceptions 

 Internal reviews and Business 
development surveys /customer 
feedback reviews  

Identify the level of knowledge & 
skills and suitable staff 
development or recruitment. 

To establish and address skills 
development needs  for existing 
staff and possible criteria when 
recruiting 

Individual staff 
assessments/appraisals/job 
descriptions recognise 
collaborative skills & staff 
training programmes. 

Undertake regular reviews of 
suitability & effectiveness of 
collaborative approaches 

Management need to ensure 
their approaches remain 
appropriate for the business 

Management review processes 
incorporating a focus on 
collaborative working and 
feedback from partners 

Updated the SRMP to 
incorporate output of internal 
assessments 

To ensure that operating 
practices and development 
plans  incorporate development 
needs  

Implementation instructions / 
project plans incorporate any 
specific development needs. 
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5.4 Partner Selection (Assessment) 

The potential collaborative working capabilities of the candidate partner organisation 
(customer, partner or suppliers) are well understood and assessed regularly.  

It is important to establish clear objectives, expectations of each potential partner. 

What does the ideal partner profile look like?  Are there established partner selection 
criteria? 

Where the choice of partner is restricted or customer driven, assessments should still 
be carried out to identify strengths and weaknesses of the relationship and establish the 
needs of the customer. 

 
 
WHAT WHY EVIDENCE 
Identify potential collaborative 
partners and establish internal 
agreement for the collaborative 
approach. 

To understand and agree 
internally who would be potential 
collaborative partners whether 
Customers /suppliers/partners 

Internal assessment of 
partner’s strengths and 
weakness relative to 
collaborative working possibly 
Bid /no bid process or supplier 
evaluation.  

Ensure partner selection 
process incorporating defined 
partner selection criteria. 

To have a structured approach 
for collaborative working that 
ensures selection is proactive 
and benchmarked. 

A definition of the relationship 
type and evidence of a review 
process that supports the 
selection of partner  

 Establish common objectives of 
both organizations 

To ensure there is compatibility 
between the objectives of the 
parties.  

Evidence that the parties have 
shared and jointly reviewed 
their individual objectives. 
(Relationship charter) 
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5.5 Working together 

The emphasis here shifts from the initiating organisation to that of the potential partner. 
The parties must have the ability to develop a joint approach, with reviews and 
development undertaken where it is appropriate and mutually agreed (e.g. strategically 
important relationship). 

Relationships should be regularly reviewed and acted upon at joint progress/business 
reviews. Where appropriate and beneficial, a process such as RMR, 360 degree etc. is 
in place). SC21 Relationship Management Review (RMR) activity will be the preferred 
method here. RMR’s with each appropriate relationship using the SC21 Relationship 
Measurement Matrix (RMM) tool, however other tools are acceptable. 

The Strategic Relationship Management Plan is in place and recorded on the 
Continuous Sustainable Improvement Plan (CSIP). This is supported by individual 
Relationship Management Plans (RMP) for each appropriate relationship.  

A focus on collaborative improvements is the key to working together:  

 
WHAT WHY EVIDENCE 
Charter Charter Charter 
 Identify the Leader for each 
organisation (as appropriate) 

Ensure there is executive 
support in place 

Evidence of agreement for 
executive involvement 

Validate the key objectives & 
principles of the collaboration. 

Ensure there is joint agreement 
to the objectives and principles 
for collaboration (as appropriate) 

Collaborative principles and 
behaviours or MOU or contract 

Undertake a competency 
appraisal and appoint 
collaborative team leader(s).  

Ensure that the leadership 
taking the collaboration forward 
is suitably experienced 

Evidence of a review where the 
leadership in all parties are 
recognised  to have the 
appropriate skills 

Review Joint objectives & 
effective measurements 

To ensure the delivery team has 
clarity & measurement 

Performance measures (Q&D 
etc) identified and in place and 
reviewed with benchmark 

Define roles and responsibilities 
for the team  

To ensure the team members 
understand their roles 

Clearly defined Roles & 
Responsibilities within the 
contracting agreements  

Establish a joint knowledge 
management plan 

To agree what knowledge needs 
to be shared 

Jointly agreed knowledge 
management process 

Establish communications 
management across all 
stakeholders 

To ensure those outside the 
team understand the activities in 
the context of their organisations 

Evidence that the activities of the 
collaboration are appropriately 
communicated across the 
organisation  

Establish joint Risk Management 
processes including joint risk 
register 

Ensure that all risks are 
identified and jointly managed  
to the benefit of the project or 
programme 

Evidence of a joint risk register 
that is regularly reviewed and 
appropriately addressed  by the 
joint management 
representatives 

Undertake a joint business 
process review & implement 
process improvements as 
appropriate 

Ensure there are no unmanaged 
gaps in the processes or where 
possible improvements can be 
made. 

Evidence that the organisations 
have where appropriate 
reviewed and agreed processes 
for improvement. 

Governance Governance Governance 

Undertake internal assessments 
at planned intervals 

To regularly review the operating 
practices to ensure focus 

Periodic reviews by the joint 
management team  ( see Value 
creation) 
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5.6 Value Creation 

This stage is about establishing the process for creating value through collaboration and 
alignment to bring additional benefits. Continual joint value improvement should be 
established between the parties to enable qualitative and quantitative value measures 
to be agreed. Performance against these measures shows sustained performance or 
improvement over a period of time.  

Definitions of value should have been identified with your partners. This may be 
determined using the SC21 RMR Process. 

Principles of Lean 

When discussing Value the practitioner should always remember the Principles of Lean; 

The five-step thought process for guiding the implementation of lean techniques is easy 
to remember, but not always easy to achieve: 

1. Specify value from the standpoint of the end customer by product family. 

2. Identify all the steps in the value stream for each product family, eliminating 
whenever possible those steps that do not create value. 

3. Make the value-creating steps occur in tight sequence so the product will flow 
smoothly toward the customer. 

4. As flow is introduced, let customers pull value from the next upstream activity. 

5. As value is specified, value streams are identified, wasted steps are removed, 
and flow and pull are introduced, begin the process again and continue it until a 
state of perfection is reached in which perfect value is created with no waste. 

  
 
WHAT WHY EVIDENCE 
 Establish, implement, record 
and review what each party 
believes value improvement is 
delivering to the relationship 

To ensure that the value created  
through a collaborative approach 
is recognised  and recorded  

This can be initiated through the  
deployment of a joint RMR to 
identify areas for improvement  
and value register 

Establish improvement teams as 
required  

To promote a collective 
approach to address problems 
and opportunities  

Evidence of organisations jointly 
approaching improvement 
programmes  

Identify issues and areas of 
improvement and metrics to 
monitor performance 

To create a focus within the 
collaboration to identify 
opportunities & continuous 
improvement 

Evidence records of 
improvements being identified 
and measured versus plan 

Establish a process to ensure 
learning from experience  

To ensure that  organisations 
gain by learning from their 
experience working together 

Evidence of a Lessons learned 
process being managed and 
where appropriate incorporated. 

Establish mechanisms for 
generating ideas and 
innovations to develop the 
collaborative relationship.  

Ensure there is an appropriate 
process in place to encourage 
and capture innovation through 
the collaboration. 

Evidence that innovation is 
encouraged and monitored by 
the joint management team  

Update Strategic Relationship 
Management Plan (SRMP) as 
necessary  
 

Update  SRMP as necessary  
 

 Updates to the SRMP /contract 
or operating processes 
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5.7 Staying Together 

A continuous relationship improvement process is established and embedded into the 
relationship and provides on-going mutual benefits. 

There is development of a dispute resolution (escalation) process. 

The planned follow up may be conducted using the SC21 RMR activity (this would be 
seen as best practice).Re-measurement of the relationship using the SC21 RMM as the 
appropriate tool for best practice should be discussed and planned. 

 
WHAT WHY EVIDENCE 
 Establish process to monitor 
measure & review performance 
including outputs, risk, 
alignment, behaviours and trust.  

Ensure that the performance of 
the collaboration is measured 
appropriately and includes 
behavioural aspects to build 
Trust. 

Minutes of joint management 
meetings reflecting key issues 
and periodic utilisation of the 
SRMP to maintain a focus on 
optimising the relationship. 

Ensure ongoing joint 
management of activities in 
accordance with objectives and 
governance 

 To ensure that the joint 
management of the collaboration 
delivers the agreed objectives 
and contractual requirements  

 Outputs from joint management 
meetings and performance 
monitoring of contract 
requirements. 

Regularly monitor and review 
Value creation and continual 
innovation  

Ensure the focus is maintained 
on innovation and value creation 

Value creation register or 
minutes of joint management 
meetings 

Monitor issues related to 
Behaviours and Trust  

To ensure that over time the 
behaviours are maintained to 
support a growth in Trust 

Review or RMM or other 
behavioural monitoring 
programmes 

Maintain a clear focus on 
delivering agreed performance 
by each party 

Ensure that the prime objectives 
and deliverables are maintained 
towards successful outcomes. 

Review of performance reviews 
or progress reports including risk 
reviews 

Establish Leader reviews of 
monitoring, measurement & 
performance 

Ensure that Leaders are kept 
informed and offer support 
where necessary  

Evidence of executive reviews 

Establish & maintain process for 
issue resolution  

Ensure that issues are effective 
resolved in a timely manner 

Issues register  

Establish & maintain a 
Relationship Change strategy  

Ensure the parties are jointly 
aware of potential changes to 
relationship 

Evidence that strategy is 
periodically reviewed and 
updated as necessary  

Regularly maintain Relationship 
Management Plans and SRMP 

Ensure operating practices are 
maintained 

Updates to SRMP/RMP as 
necessary  
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5.8 Changes in the relationship 

Changes in relationships should be considered and jointly planned for at the earliest 
stages of the relationship. By having a clearly defined growth/disengagement process, 
organisations can increase openness and honesty in the relationship. It is recognised 
that changing market dynamics over time may require either party to want to break or 
change the relationship for its own benefit.  

If a business relationship needs to expand through growth, new projects, or 
partnerships, or if a business relationship comes to an end, (e.g. Project is over, volume 
production moves to spares supply, business evolves into another type of business 
such as joint product development) then both parties may be able to adjust the 
relationship appropriately to ensure good terms are maintained and help any future 
engagement.  

Both parties will need a mechanism or process to change the type of relationship that 
they are currently in, either further collaborative working or dissolve and rebuild the type 
of relationship for their mutual benefit. 

Market dynamics change over time and the present relationship may no longer be 
appropriate or required. Re-assessment of the relationship must be regularly made to 
see if it is still mutually beneficial. Factors may include the end of current projects, 
moving from production to product support and new product introduction etc. 

 
 
WHAT WHY EVIDENCE 
Maintain a strategy (where 
applicable) 

To ensure the partners 
understand the implications 
and actions required on 
completion of current activity 
or market changes.  

Review of a strategy 

Regularly evaluate changes in 
the organization, business 
environment, personnel & 
performance impacts on the 
relationship.  

To ensure the parties 
effectively consider and 
communicate to each other 
any changes that may impact 
the relationship.  

Review of management meetings 
that reflect considerations which 
may impact on the current activity 

Assess operations and potential 
developments in key areas 
which may lead to controlled 
changes in relationship 

Ensure clarity and 
transparency by jointly 
agreeing any specific change 
plans to ensure business 
continuity and a future 
sustainable relationship 

Strategy reviews and management 
meetings  

Incorporate into change strategy 
Business  

To promote a collaborative 
approach to address any 
necessary transition impacting 
the businesses 

Evidence of management meetings 
and development of change 
planning  

Consider  Future opportunities 
for the relationship 

To maintain a focus on the 
current relationship as a 
platform for future business 
opportunities 

Evidence of the parties evaluating 
future business or extensions of 
current  contract activity  

Update RMPs/SRMP to reflect 
key issues of change strategy 

Update the RMP/SRMP as a 
basis for future engagements  

Joint maintenance of the RMP from 
a one to one relationship 
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 RelEx Scoring Mechanism 

Each element of the RelEx should be assessed against the maturity matrix. Each of the 8 
sections need to be assessed and evidenced by an accredited RelEx practitioner 
according the scoring levels below. This approach is consistent with the Manufacturing 
Excellence and Business Excellence frameworks and has been designed using similar 
principles e.g. using “partial deployment” terminology and using guidelines for the length 
of time of embedding for each maturity level. 

The maximum score available is thus 800. 

This score is then factored by 1.25 to give a score out of 1000 to bring it in line with the 
SC21 Manufacturing Excellence Model. 

It is also possible for companies to undertake mock or self-assessments prior to a formal 
independent assessment for the purposes of generating a score for an SC21 Award 
Portfolio. 

 Award Criteria 

In order to be consistent with the Manufacturing Excellence Framework, SC21 awards 
will be based on achieving the following maturity levels (in addition to the existing 
performance criteria and maturity levels): 

1. Bronze  –  Not part of the award but Framework Deployed is recommended for 
    inclusion in the CSIP (i.e. formal assessment undertaken and  
    improvement actions identified in the CSIP) 
2. Silver   – >  400 points  
3. Gold   – >  500 points  

 

 
 

It is acknowledged that the Gold level is some way below a measure of best practice 
where a Relationship Excellence is fully embedded in a business (1000 points). However, 
in order to achieve consistency with the other frameworks, and to take account of the 
relatively low level of maturity in the industry, it is felt that these levels are appropriate at 
this stage. 
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 The Strategic Relationship Management Plan (SRMP) 

The Strategic Relationship Management Plan (SRMP) differs from the Relationship 
Management Plan (RMP) as it functions as a corporate model, it establishes the 
processes to be adopted in the case of partnering or collaborative programmes. The 
guidelines shown in table below have been developed to provide a framework of support 
and provide a consistent format.  
 
Although the SRMP can be a standalone document, it can also be practically integrated 
into other business processes such as project management, process management, key 
account management, alliance management, etc. 

 
Relationship stage Strategic Relationship Management Plan (SRMP) contents 
General •  Overview of relationship management programme (detailing the scope of 

the programme) 
•  Business relationship objectives relative to the scope above.   
 

Awareness •  Identify Senior Executive Responsible  - Senior Sponsor for Collaborative 
Working – Board level authority - At strategic level, but there may be an 
RMP Manager)  

•  Identify business objectives and drivers - Company Strategy addresses 
Collaborative Working. There is a strategy for relationships including 
segmentation and prioritisation of relationships  

•  Incorporate benefits analysis 
• Identify implementation processes or links to existing procedures and 

processes (for top level strategy) 
•  Identify constraints and initial risks - identify what processes will be 

deployed to identify constraints and risks. 
•  Identify resources and skills development requirements 
 

Knowledge •  Assess current and future market needs for Collaborative Working 
•  Assess and plan for Collaborative Working skills and experience 
•  Identify operating models, measurement and practices to be used 
•  Identify performance objectives the relationship is expected to deliver (may 

be generic at this level but would certainly be in the RMP with individual 
partner relationships) 

•  Identify high level risks including business continuity issues (what tools will 
be deployed – Risk& Opportunity Register, SWOT, PESTLE, Knowledge 
Map etc.) 

•  Identify potential partners – this would be linked to the business strategy 
• Identify communication plan to ensure stakeholder management – This 

would be the plan to deploy the SRMP 
•  Build a business case for Collaborative Working  
 

Internal 
assessment 

• Process to review internal strengths and weaknesses in Collaborative 
Working 

•  Incorporate areas for development/action (update when partner selected)  
• Establish the partner selection criteria to be used in the partner selection  
• These areas for development will be based on the top level strategy 

 
Partner 
selection 
 

•  Incorporate assessment of potential partners – This would be detailing the 
methodology that would be used to select the partner – (e.g. Kraljic etc.) 
Process to review “partner” strengths and weaknesses in Collaborative 
Working 

•  Incorporate methodology for evaluating the collaborative capabilities and 
culture – Collaborative Working is considered and approach adapted in 
negotiations 

• Incorporate evaluation of selected partner - Definition of “ideal partner” 
profile 
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Working 
together 
 

• Relationship Management Plan (RMP) from a one to one relationship 
assessment - RMRs with each appropriate relationship using RMM where 
appropriate or other tool and techniques. 

•  Identify key areas of concern or constraint for each organization  
•  Identify joint process to manage knowledge and information flows across 

the relationship (Joint Knowledge Management -  Joint management Tool, 
Communication Management Model) 

•  Establish a joint programme to assess and develop skills across the 
Relationship   

•  Incorporate focus change or improvement programmes   
•  Establish joint risk and opportunity management with each partner (Joint 

Risk & opportunities register per partner) 
•  Actions in Continuous Sustainable Improvement Plan (CSIP)  
 

Value creation •  From Relationship Management Plan (RMP) from a one to one relationship 
assessment - RMRs with each appropriate relationship using RMM where 
appropriate or other tool and techniques. 

•  Identify principles for visions, values and behaviours (possible team charter) 
Include definitions of joint value in RMP 

• Measure with RMM where appropriate or other appropriate tools and 
techniques 

•  Incorporate value creation and innovation processes 
•  Incorporate continual improvement programme  
•  Establish a process for monitoring value, creating initiatives and assessing 

Outcomes  
•  Identify appropriate development programmes to be used in the “Working 

together” stage  
•  Roles and responsibilities for each one to one relationship (update when 

partner selected) 
•  Outline of management/governance structure.( when agreed with partner 

selected) 
•  Summary of contract arrangements (if applicable after selection) 
 

Staying 
together 
 

• Relationship Management Plan (RMP) from a one to one relationship 
assessment - Continuous Relationship Improvement process 

•  Incorporate a joint programme for reviews, performance measurement and 
reporting (the methodology should be defined and detailed in the RMP) 
Periodic reviews of Relationship Management Plan (RMP) and CSIP 

•  Incorporate a process for issue resolution at the appropriate levels 
• Incorporate measures to monitor and maintain appropriate behaviours 
• Identify performance objectives the relationship is expected to deliver (may 

be generic at this level but would certainly be in the RMP with individual 
partner relationships)  

• Identify strengths and weaknesses within the organization (update when 
partner selected – these should be based on the one to one relationship 
with each partner and driven through the RMP 
 

Changes in 
Relationship 

•  Joint maintenance of  the Relationship Management Plan (RMP) from a one 
to one relationship assessment 

•  Incorporate management meetings and development of change planning 
(from RMP) (this will link into overall business strategy) 

•  Identify potential future business or extensions of current  contract activity 
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 Practitioners 

The term “Practitioner” is used in preference to the traditional term “Assessor”. 

The SC21 approach is that “Practitioner” better describes those who will provide support 
and guidance to an organisation in developing or supplementing their CSIP. 

Lead Practitioners and Practitioners shall be accredited by SC21 Collaborative Working 
SIG (Special Interest Group).  

Information on Practitioner accreditation is shown in Appendices A B & C. 

ADS will hold a register of accredited RelEx practitioners as for Manufacturing Excellence 
and Business Excellence. 

 As with the other elements of SC21 there will be 2 levels of RelEx practitioners; 
Practitioner and Lead Practitioner 

 Initial tranche of RelEx Lead Practitioners/Practitioners are drawn from the existing 
Strategic/Training Partners, SC21 SIG members with SC21 and RMM experience. 

Given the experience of the initial tranche candidates in SC21, RMM and the 
development of the RelEx, it should be possible to cover the objectives of the training in a 
single day 
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APPENDIX A – Practitioner Capability Profile 

Guide 
This information below provides guidance on the experience, qualifications and attributes 
that would be expected for a SC21 Relationship Excellence Practitioner. 

A Practitioner will be ‘sponsored’ by an existing accredited SC21 Lead Practitioner who 
will complete the Capability Matrix at the end of this guide and submit to the SC21 
Collaborative Working SIG for approval. 

Role 
Being a Relationship Excellence Practitioner is not merely a “technical” exercise but is a 
demanding task requiring a balance of excellent interpersonal and operational skills 
coupled with a commitment to timely and professional performance. 

The principle roles of a SC21 Relationship Excellence Practitioner will include the 
following:- 

 Contribute to the development and implementation of the SC21 National Status 
Report. 

 Participation in the launch and subsequent deployment of a Relationship 
Excellence Practitioner diagnostic assessment. 

 Preparation of the feedback report of Strengths and Areas for Improvement as 
inputs for the organisation’s Continuous Sustainable Improvement Plan (CSIP). 

 Provide guidance in developing a CSIP. 

 Ensure that best practice is captured during the diagnostic activity and any lessons 
learned are communicated to the Collaborative Working SIG. 

 ‘RADAR’ and Relationship Management. 

 Understand how organisations operate and are able to take an overall view of 
performance. 

Experience 
Relationship Excellence Practitioner level training either:- 

 Will have undergone and passed a Relationship Excellence Practitioner 
Competency Assessment. 

 Has completed Relationship Excellence Practitioner through either a) a European 
Assessor training course, b) ADS SC21 licensed trainers and consultants, c) SC21 
Collaborative Working SIG accredited course. Typically this involves assessing a 
case study against the Relationship Excellence Practitioner Model and participating 
in a 2 day workshop of:- 

o advanced understanding of the Relationship Excellence Practitioner Model 

o scoring using the matrix 

o understanding the organisation being assessed 

o identifying key themes 

o reaching consensus 

o the basis of site visits and preparing and delivering feedback reports and 
presentation 

o Managerial experience, ideally in more than one operational area (e.g. 
Production, Support, Technical, Quality). 
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o Several years’ experience associated with suppliers and their management 
and development to provide an understanding of underlying process issues 
and their improvement. In addition, it is of paramount importance that the 
individual has a practical 

o Understanding of the problems which poor delivery and equipment 
serviceability causes in both the technical and commercial sense. 

Qualifications 
 Educated to degree standard preferably in science, engineering, or a related 

discipline or/ 

 Educated to HND, HNC or equivalent standard or/ 

 Completed an apprenticeship in a manufacturing / engineering / service industry. 

 Applicable experience accredited by the SC21 CW SIG 

Additional Qualities 
 Become capable in the deployment of other SC21 Work streams (e.g. RADAR, 

Relationship Management) to support fellow Practitioners. 

 A broad knowledge and experience of management processes. 

 Written and verbal fluency in the English language. 

 An achiever in respect of business objectives. 

 Self-motivated, flexible professional. 

 Can gather, assimilate and analyse evidence to make insightful judgements. 

 Can produce and give clear, accurate and relevant feedback. 

 Be able to identify improvement opportunities in respect of short, medium and long 
term requirements. 

 
Lead Practitioner 
In addition to the above; 

 Be a Practitioner in Manufacturing Excellence and Business Excellence and 
Facilitator in Relationship Management, and have a working knowledge and 
practice in other SC21 tools – Quality Management Certification Processes etc.   

 Take responsibility to update the client entry on the SC21 National Status Report.  

 As team leader, is responsible for ensuring the multi-functional team drawn from 
across the SC21 community operate efficiently and perform to realise the agreed 
objectives. 

 Ensure that motivation, team spirit and focus on objectives are applied consistently 
in order to maximise team contribution to the SC21 Programme and benefit to the 
organisation being assessed. 

 Provide appropriate training and mentoring for assessment personnel and 
accreditation as Practitioner or Lead Practitioner. 

 Ensure the process remains current and in line with acknowledged best practice 
and recommend changes accordingly. 
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Accreditation 
The SC21 approach is that Assessors may be better described as Practitioners who will 
provide support and guidance to a Company in developing or supplementing their CSIP. 

Lead Practitioners and Practitioners must be accredited by SC21 Collaborative Working 
SIG. 

The Practitioner Capability Matrix is shown below. 

Lead Practitioner must be all “High”. 

Practitioner can be a mix of “High” and Medium” as determined by the ‘sponsoring’ Lead 

Practitioner 
It is important that Practitioners are active in conducting assessments. Accordingly, 

Practitioners who have not conducted assessments for say 3 years would be required to 
undergo a shadow and witness assessment to ensure they continue to meet the standard 
and are able to provide valued feedback to the organisation. 

 
SC21 Practitioner Approval 

SC21 Tools & Techniques 
Workshop

Shadow a Lead Practitioner 
conducting RelEx Diagnostic

Witness Practitioner conducting 
RelEx Diagnostic

Stage 1 – Formal Classroom Training 

Stage 2 – Observation /Shadow of diagnostics 

Stage 3 – Witness of the trainee practitioner by a 
lead practitioner, to include the following:
 Witness the diagnostic
 Witness feedback presentation
 Confirm knowledge 

 ADS will hold a register of accredited RelEx practitioners as for Manufacturing Excellence and Business Excellence.

 
 

ADS will hold a register of accredited RelEx practitioners as for Manufacturing Excellence 
and Business Excellence. 

  

 

 

Practitioner certification 
 Attendees who successfully complete the 

Relationship Excellence Framework 
Practitioner course  

 Satisfy the training requirements for initial 
certification as an SC21 Accredited RelEx 
Practitioner/ Lead Practitioner.  

 to qualify as Lead Practitioners they will 
demonstrate a proven record in the SC21 
Deployment Process 

Prior knowledge 
 It is recommended that attendees have 

knowledge of the SC21 Diagnostic 
Framework 

o Bus Ex 
o Man Ex 

 Relationship Management  
 CSIP Development and deployment 
 Prior to commencing attendees should 

be informed of this prior to accepting a 
place on a course. 
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ADS Practitioner approval process 
Practitioner:-  
 Can discuss topics in a reasonable level 

of detail 
 Attended recognized training courses - 

good understanding of Criteria and 
process/toolset 

 Can provide support and present on 
Criteria and process 

 Some experience in application and 
deployment 

 Some supervision required when 
deploying the process/toolset 

Lead Practitioner:-  
 Would be recognised as subject specialist 
 Role model in demonstrating the Criteria 

and process/toolset 
 Can coach, train and develop others in 

use of the process/toolset 
 Proven experience in deployment 
 Leads deployment of the process/toolset 

linking with other assessments and 
associated activities 
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APPENDIX B - Practitioner submissions supporting docs 

 

Client company Address

Practitioner nominee Title  Email address

Company Dates

Establishment Dates

Training partner Dates

Company Activity  Model  Level Comment Lead Individual Organisation

Authenticated by Title  Date

Company Address

Level of approval 

Recommended with AFI's Not Recommended

Strengths

Recommendation by SC21 RelEx Mentor

Practitioner

Areas For Improvement CPD Suggested

SC21 Bus/ Man Excellence, RMR and RelEx Involvement

SC21 Specific training courses undertaken
SC21  Outcome

Under Pinning Knowledge (Education and Training)
Education/ Training Qualification

SC21 RelEx Practitioner Submission

Work Experience

Title Experience
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Competency Core Requirements Summary of observed performance  Level

1. Understands the Principles of Collaborative Working 

Excellence Framework   – Its structure, content, dynamics and 

linkages to the Concepts. 

High

2. Understands and effectively applies RADAR as defined in the 

SC21 Collaborative Working Executive Framework Workbook in 

order to produce accurate, fact based and value adding analysis. 

Medium

3. Understands the Key Information about the organisation 

being assessed and uses it effectively to produce relevant, value 

adding analysis. 

Medium

4. Contributes effectively as an assessment team 

Leader/Member conducting themselves at all times both 

professionally and with integrity. 

High

5. Communicates clearly and accurately and demonstrates 

effective interpersonal and interviewing skills. 
High

6. Assimilates and understands relevant information and data 

related to the organisation being assessed, using it to produce 

clear, accurate and insightful analysis at both macro (big 

picture) and micro (detail) levels. 

High

7. Produces and delivers clear, accurate and value adding 

feedback, both in written and oral form. 
High

Final Outcome

Name

Signed (Assessor)

Date:  

I hereby agree to abide to the RelEx Code of Practice for Assessors 

and the ADS. I am willing for my contact details to be published.

Name:  

Signed (Practitioner being assessed):

Date: 

RelEx Practitioner Assessment Record:      A.N.Other

Lead Practitioner

Suggested next development stages:

 
 

   
 
See Excel file 

 
 

 


Submission



		SC21 RelEx Practitioner Submission

		Client company				Address



		Practitioner nominee				Title 						Email address



		Work Experience

		Company		Dates		Title						Experience









		Under Pinning Knowledge (Education and Training)

		Establishment		Dates		Education/ Training						Qualification











		SC21 Specific training courses undertaken

		Training partner		Dates		SC21 						Outcome



















		SC21 Bus/ Man Excellence, RMR and RelEx Involvement

		Company		Activity 		Model Used		Level		Comment		Lead Individual		Organisation















		Strengths



		Recommendation by SC21 RelEx Mentor

		Authenticated by				Title 						Date



		Company				Address

		Level of approval 		Practitioner

				Recommended with AFI's						Not Recommended



		Areas For Improvement								CPD Suggested









Assessment

		RelEx Practitioner Assessment Record:      A.N.Other

		Competency Core Requirements		Summary of observed performance 		Level

		1. Understands the Principles of Relationship Excellence Framework   – Its structure, content, dynamics and linkages to the Concepts. 				High												High

		2. Understands and effectively applies RADAR as defined in the SC21 Relationship Excellence Framework Workbook in order to produce accurate, fact based and value adding analysis. 				Medium												Medium

		3. Understands the Key Information about the organisation being assessed and uses it effectively to produce relevant, value adding analysis. 				Medium												Low

		4. Contributes effectively as an assessment team Leader/Member conducting themselves at all times both professionally and with integrity. 				High

		5. Communicates clearly and accurately and demonstrates effective interpersonal and interviewing skills. 				High												Lead Practitioner

		6. Assimilates and understands relevant information and data related to the organisation being assessed, using it to produce clear, accurate and insightful analysis at both macro (big picture) and micro (detail) levels. 				High												Practitioner

		7. Produces and delivers clear, accurate and value adding feedback, both in written and oral form. 				High												Not Recommended

		Final Outcome		Lead Practitioner

		Suggested next development stages:



				I hereby agree to abide to the RelEx Code of Practice for Assessors and the ADS. I am willing for my contact details to be published.

		Name		Name:  

		Signed (Assessor)		Signed (Practitioner being assessed):

		Date:  		Date: 





Skills Matrix

		RelEx SC21 SKILLS MATRIX 2014

		SC21 Rellationship Excellence Framework Practitioner accreditation matrix

		Name				Knowledge of RMR		Carries out RelEx preparation and launch		Conducts RelEx Workshops		Knowledge of EFQM Excellence Model		2 Day RelEx accredited Training course		Shadow RelEx Assessment		Lead RelEx Assessment		No of Assessments conducted		Delivers RelEx feedback presentation and detail report		Reviews and supports CSIP		ManEx Practitioner 		BusEx Practitioner 		RMR Falcilitator

								 		 				 		 		 		 















																										(Lead only)





				Guidelines										Guidelines										Guidelines

		High		• Would be recognised as subject specialist
• Role model in demonstrating the Criteria and process
• Can provide support and present on the RMR process
• Familiar with the RelEx questions
• Able to  analyse  RelEx stakeholders responses
• Can coach, train and develop others in use of the RelEx process
• Proven experience in deployment
• Leads deployment of the process linking with other assessments and associated activities						Medium				• Can discuss at reasonable level of detail
• Able to identify RelEx stakeholders and gather responses
• Attended recognised training course - good understanding of the RelEx process
• Can provide support and present on the RelEx process
• Some experience in application and deployment
• Some supervision required when deploying the process

						Low				• Limited knowledge or understanding
• Has an awareness of the RelEx process
• Familiar with the RelEx questions but not able to articulate or present any material
• No or little experience in deployment
• Supervision required when deploying the process










&"Arial,Bold"SC21 - Relationships Assessor Capability Matrix	


Jan 2011		&F
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File Attachment
Relationship Excellence Process Overview Rev C April 2014 - Portrait Version 20140417 (3).xlsx
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APPENDIX C – RelEx Practitioner Accreditation 
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APPENDIX D– Suggested SC21 Collaborative Working Tools 

Introduction Tools 
 Top Down Flow of Relationship Plans 
 Multidimensional relationships 

 
 

1.0 Awareness Process Chart 
 RelEx Awareness Process Chart 
 Scoring your organisations inclination to collaborate 
 Collaborative Working Policy statement 
 Suggested approach to Segmentation of partners in a business relationship 
 Segmentation  - Kraljic model used  
 Examples of Potential risks associated with collaborative relationships 

 
2.0 Knowledge  
 Knowledge Process flowchart 
 Building a Knowledge map  - areas to consider 
 Market focus:-  Strengths, Weaknesses, Opportunities and Threats (SWOT),  
 Political, Economic, Social, Technological, Legal and Environmental (PESTLE) 
 The Strategic Relationship Management Plan (SRMP) 

 
3.0 Internal Assessment  
 Internal Assessment Flow Chart 

 
4.0 Partner Selection  
 Partner Selection Flow Chart 
 Types of Relationship 
 

5.0 Working Together  
 Working Together Flow Chart 
 Joint Knowledge Management – shared environment 
 Example of a Joint management tool 
 Communication management model 
 Positive and Negative Impacts on Collaboration 
 Contact points and Escalation Maps 
 Example formats of a Relationship Management Plan (RMP) 
 Strategic Joint Objectives Plan  

 
6.0 Value Creation  
 Value Creation Flow Chart 
 Examples of Value creation targets 
 Example of a evaluation criteria for value drivers 
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7.0 Staying Together  
 Staying together Flow Chart 
 Example of Trust Monitors 
 Code of ethics in place 
 Example score card 
 

8.0 Changes in relationship  
 Change in relationships Flow chart 
 Strategic Relationship Management Plan (SRMP) 
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Introduction 
 

BS11000  and/or (RelEx) Framework

Group / Corporate
Strategic Relationship Management Plan (SRMP)

Operating Division or Project  specif ic
Strategic Relationship Management Plan (SRMP)

Deployment  of the SRMP

C1/S1. Relationship Management Plan (RMP)

C1/S2. Relationship Management Plan (RMP)

C1/S3. Relationship Management Plan (RMP)

‘Top-Down’ Flow of Relationship Plans

Typically, there is a ‘top-down’ flow of Relationship Plans (RP’s).  The context for each RP 
being the structure & content, or ‘template’ of the RP ‘above’ it, ultimately sourcing the 
guidance and structure in the Relationship Excellence Framework (RelEx).  

 
Multidimensional Relationships Diagram 
 

Customers

External 
Collaborators

Suppliers

Internal 
Departments

Collaborative
Relationship
Management
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1.0 Awareness  

RelEx Awareness Process Chart 
 

1.1 Senior 
executive 

sponsorship

1.2 RelEx policy 
document

1.3 Define 
objectives of CW 

approach

1.4 Defining value 
from working with 

partners

1.5 Identification 
of partners and 
segmentation

1.6 Resources, 
competencies and 

behaviours

1.7 Initial risk 
assessment

1.8 Business 
implementation 

plan

1.9 
Documentation 
and metrics

1.10 Initiating the 
Strategic Relationship 
Management Plan   

 
 
Scoring your organizations inclination to collaborate 
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Collaborative Working Policy Statement 
 
 

    
 
 
Suggested approach to segmentation of partners in a business relationship 
 
 

This document can 
be used as a 
standalone item, or 
inserted into the 
company’s overall 
Vision and Mission 
process  
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Opportunistic Relationships
(potentially collaborative)

These will largely be one‐off relationships 
where there is scope to exploit joint 

resources and information over the period 
of the engagement.

Frequently driven by major contracts

Strategic Relationships
(collaborative)

Those relationships which are strategically 
critical to long‐term development and 

require a level of interdependence where 
value and  risk management can be 
enhanced through developing a close 

integrated  operating approach

Transactional relationships

Those relationships where there is limited 
scope to exploit joint resources or 

information based on standard products 
commodities or services

Development Relationships
(potentially collaborative)

Those relationships where there is 
potential to build benefit through a longer 
term engagement, which may eventually 
migrate to a level of strategic relationship

Complexity

Time

C
o

st
R

isk

 
 
 
 
 
 
Segmentation – Kraljic Model 

 

Sp
en

d
/I
m
p
ac
t

Risk

Leverage

Tendering, vendor selections
Target pricing, frame agreements 
with preferred suppliers

Strategic

Strategic relationship
Early involvement, long term 
involvement, vertical integration, 
focus on value

Process

Efficiency, standardised approach, little 
effort

Security

Volume assurance contracts, 
Vendor managed inventory, stock 
management, look for alternatives

Low

High

High
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Examples of Potential risks associated with collaborative relationships 
 

Reputational Risk
• Customer Acceptance
• Organisational Values
• External Perceptions
• Stakeholder acceptance
• Sustainable agendas
• Market resistance
• Ethical and responsible trading

Cultural/behavioural risk
• Organisational culture (e.g. public/private sector)
• Organisational behaviours
• National cultures
• Historical relationship (e.g. prospective partner is a previous client)
• Levels of trust

Operational Risk
• Organisational structure (e.g. rigid or flexible)
• Process stability/maturity
• Resource/capability
• Business continuity
• Continued competitive advantage
• Interdependencies

All can be seen as 
perceived reasons for 
not engaging in RelEx
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2.0  Knowledge tools 

Knowledge Process Flowchart 

2.1 Business 
strategy

2.2 Competence 
and training in the 

process

2.3 Knowledge 
capture creation 
and measurement

2.4 Knowledge 
sharing within and 
outside business

2.5 Turn strategy 
into a business 

case

2.6 Risk 
Management 

Process (pros/cons)

2.7 
Implementation 

Plan

2.8 Strategic 
Relationship 

Management Plan
 

 
 
 
Building a knowledge map – areas to consider 

Strategic Plan

Relationship 
Knowledge

Industry 
Standards

Industry 
trends

Market  
Information

Market  
Research

Customer 
Trends

Regulatory 
requirements

Product 
strategy

R&D 
Strategy

R&D 
results

Business  
Plan

Customer 
contacts

Bid 
strategy

Product 
info

Sales plan

Sales leads

Tech & 
prod data

Patent  
applications

Market  
Plan

Specific 
pricing

Sales 
target

IPR/Design
Customer 

relationships
Supplier 

agreements

Supplier 
contacts

Margins

Cost data

Skills 
development

Investment 
plan

Corporate 
financials

Public 
information

Organisational 
changes
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Strengths, Weaknesses, Opportunities and Threats 

Strengths
(What are our strengths?)

Weaknesses
(What are our weaknesses?)

Opportunities
(What are the opportunities to 
enhance our business through 

collaboration?)

Threats
(What are the threats that could 

undermine the success of 
collaboration?)

 
 
Political, Economic, Social, Technological, Legal and Environmental, - PESTLE 
Analysis 

criteria examples 
ecological/environmental current 
legislation  
future legislation 
international legislation 
regulatory bodies and processes 
government policies 
government term and change 
trading policies 
funding, grants and initiatives 
home market pressure- groups 
international pressure- groups 
wars and conflicts 

political economical criteria examples
home economy 
economy trends
overseas economies 
general taxation 
taxation specific to product/services
seasonality issues
market/trade cycles
specific industry factors
market routes trends
distribution trends
customer/end-user drivers
interest/ exchange rates
international trade and monetary issues

criteria examples
lifestyle trends
demographics
consumer attitudes and opinions
media views
law changes affecting social factors
brand, company, technology image
consumer buying patterns
fashion and role models
major events and influences
buying access and trends
ethnic/religious factors
advertising and publicity
ethical issues

social technological criteria examples
competing technology development
research funding
associated/dependent technologies
replacement technology/solutions
maturity of technology
manufacturing maturity and capacity
information and communications
consumer buying 
mechanisms/technology
technology legislation
innovation potential
technology access, licencing, patents
intellectual property issues
global communications

Environmental 
factors include ecological and 
environmental aspects such as 
weather, climate, and climate change, 
which may especially affect industries 
such as tourism, farming, and 
insurance. Furthermore, growing 
awareness of the potential impacts of 
climate change is affecting how 
companies operate and the products 
they offer, both creating new markets 
and diminishing or destroying existing 
ones.

environmental legal Legal factors
include discrimination law, consumer 

law, antitrust law, employment law, and 
health and safety law. These factors 
can affect how a company operates, its 
costs, and the demand for its products.

Note: PEST analysis can be useful before SWOT analysis because PEST helps to identify SWOT 
factors. PEST and SWOT are two different perspectives but can contain common factors
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Example of a Risk Register 
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 The Strategic Relationship Management Plan (SRMP) 
Relationship stage Strategic Relationship Management Plan (SRMP) contents 
General •  Overview of relationship management programme (detailing the scope of 

the programme) 
•  Business relationship objectives relative to the scope above.   

Awareness •  Identify Senior Executive Responsible  - Senior Sponsor for Collaborative 
Working – Board level authority - At strategic level, but there may be an 
RMP Manager)  

•  Identify business objectives and drivers - Company Strategy addresses 
Collaborative Working. There is a strategy for relationships including 
segmentation and prioritisation of relationships  

•  Incorporate benefits analysis 
• Identify implementation processes or links to existing procedures and 

processes (for top level strategy) 
•  Identify constraints and initial risks - identify what processes will be 

deployed to identify constraints and risks. 
•  Identify resources and skills development requirements 

Knowledge •  Assess current and future market needs for Collaborative Working 
•  Assess and plan for Collaborative Working skills and experience 
•  Identify operating models, measurement and practices to be used 
•  Identify performance objectives the relationship is expected to deliver (may 

be generic at this level but would certainly be in the RMP with individual 
partner relationships) 

•  Identify high level risks including business continuity issues (what tools will 
be deployed – Risk& Opportunity Register, SWOT, PESTLE, Knowledge 
Map etc.) 

•  Identify potential partners – this would be linked to the business strategy 
• Identify communication plan to ensure stakeholder management – This 

would be the plan to deploy the SRMP 
•  Build a business case for Collaborative Working  

Internal 
assessment 

• Process to review internal strengths and weaknesses in Collaborative 
Working 

•  Incorporate areas for development/action (update when partner selected)  
• Establish the partner selection criteria to be used in the partner selection  
• These areas for development will be based on the top level strategy 

Partner 
selection 
 

•  Incorporate assessment of potential partners – This would be detailing the 
methodology that would be used to select the partner – (e.g. Kraljic etc.) 
Process to review “partner” strengths and weaknesses in Collaborative 
Working 

•  Incorporate methodology for evaluating the collaborative capabilities and 
culture – Collaborative Working is considered and approach adapted in 
negotiations 

• Incorporate evaluation of selected partner - Definition of “ideal partner” 
profile 

 
Working 
together 
 

• Relationship Management Plan (RMP) from a one to one relationship 
assessment - RMRs with each appropriate relationship using RMM where 
appropriate or other tool and techniques. 

•  Identify key areas of concern or constraint for each organization  
•  Identify joint process to manage knowledge and information flows across 

the relationship (Joint Knowledge Management -  Joint management Tool, 
Communication Management Model) 

•  Establish a joint programme to assess and develop skills across the 
Relationship   

•  Incorporate focus change or improvement programmes   
•  Establish joint risk and opportunity management with each partner (Joint 

Risk & opportunities register per partner) 
•  Actions in Continuous Sustainable Improvement Plan (CSIP)  
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Value creation •  From Relationship Management Plan (RMP) from a one to one relationship 
assessment - RMRs with each appropriate relationship using RMM where 
appropriate or other tool and techniques. 

•  Identify principles for visions, values and behaviours (possible team charter) 
Include definitions of joint value in RMP 

• Measure with RMM where appropriate or other appropriate tools and 
techniques 

•  Incorporate value creation and innovation processes 
•  Incorporate continual improvement programme  
•  Establish a process for monitoring value, creating initiatives and assessing 

Outcomes  
•  Identify appropriate development programmes to be used in the “Working 

together” stage  
•  Roles and responsibilities for each one to one relationship (update when 

partner selected) 
•  Outline of management/governance structure.( when agreed with partner 

selected) 
•  Summary of contract arrangements (if applicable after selection) 

Staying 
together 
 

• Relationship Management Plan (RMP) from a one to one relationship 
assessment - Continuous Relationship Improvement process 

•  Incorporate a joint programme for reviews, performance measurement and 
reporting (the methodology should be defined and detailed in the RMP) 
Periodic reviews of Relationship Management Plan (RMP) and CSIP 

•  Incorporate a process for issue resolution at the appropriate levels 
• Incorporate measures to monitor and maintain appropriate behaviours 
• Identify performance objectives the relationship is expected to deliver (may 

be generic at this level but would certainly be in the RMP with individual 
partner relationships)  

• Identify strengths and weaknesses within the organization (update when 
partner selected – these should be based on the one to one relationship 
with each partner and driven through the RMP 

Changes in 
Relationship 

•  Joint maintenance of  the Relationship Management Plan (RMP) from a one 
to one relationship assessment 

•  Incorporate management meetings and development of change planning 
(from RMP) (this will link into overall business strategy) 

•  Identify potential future business or extensions of current  contract activity 
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3.0 Internal assessment 

 
Internal Assessment Flow Chart 

 

3.1 Self 
Assessment

3.2 Collaborative 
Leadership

3.3 Partner 
selection  criteria

3.4 Challenge of 
alignment

3.5 Internal action 
plan

3.6 SER Review

3.7 Strategic 
Relationship 

Management Plan
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4.0  Partner Selection 
Partner Selection Flow chart 
 

4.1 Nominate potential 
collaborative partners

4.2 Partner 
evaluation and 
selection plans

4.3 Creating joint 
objectives

4.4 Negotiating for 
collaboration

4.5 Partner 
selection

4.6 Strategic 
Relationship 

Management Plan
 

 

 
 
Types of Relationship 
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5.0  Working together 
 

Working Together Flow Chart 
 

5.1 Governance
5.2 Organisational 

Structure

5.3 Joint 
knowledge 
management

5.4 
Communications 
Management

5.5 Joint risk 
management

5.6 Business 
process 

management

5.7 Contracting 
agreements

5.8 Performance 
Measurement

5.9 Improvement

5.10 Strategic Relationship 
Management Plan / 

Relationship Management 
Plan  
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Joint Knowledge Management – Shared   Environment 

What do we need to share? What  we cannot share?

What  will we create? What  will drive success?

Performance

Training

Data 
protection

IPR

Information 
flowScope

New 
Information

Customer 
Information

Experience

Capability 
retention

Sensitive 
Information

Historical 
Information

Process

Objective

 
 
Example of a joint management tool  

Partner 2

Partner 3

Partner 1

Executive
Management  

(SERs)

Joint

Joint Objectives

Partner Objectives2

Roles and Responsibilities2

Joint Processes Systems and Tools
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Communication Management Model 

Communication Strategy  Including 
Means, Medium, Frequency &

Implementation plan

Filter communication for 

Methods, Style, Location & Content

External 
Stakeholders

Internal 
Stakeholders

Collaborative 
Teams

Customers and
Market

 
 
 
 
Positive and Negative Impacts on Collaboration 

Positive impact on  collaboration Negative impacts on collaboration

Leadership
Executive sponsorship
Committed leadership
Early stakeholder engagement

Unprepared employees
Poor behaviour management
Lack of stakeholder commitment
Lack of collaborative skills
Lack of shared goals or too ambitious
High focus on risk transfer
Hidden agendas

Strategy
Clarity of objectives
Relationship management plan
Joint skills development
Joint change management
Joint exit strategy

No clear vision
Goals set too far in the future
Quick fixes
Lack of strategic direction
Lack of exit strategy

Operations
Integrated planning
Joint governance structure
Joint risk management
Effective information sharing
Early integration of processes
Appropriate performance measurement
Integrated continual improvement
Effective dispute management

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

Culture/Behaviour
Open book (if appropriate)
Good communication at all levels
Joint ownership of success
Behavioural charter

Lack of planning, preparation and time
Misunderstanding of change
Legacy of previous change
Employee resistance
Fear of failure
Traditional thinking
Failure to address cultural issues  
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Contacts Escalation Map 

 
Customer Name
Supplier Name

Point of Contact Level 1 Escalation Level 2 Escalation Level 3 Escalation

6. Engineering

5. Supply Chain 
Management & 
Continuous 
Improvement

                Contact  & Escalation Map Matrix 
             

Issue

4.  Quality (Interim)

2.  Procurement

1.  Delivery / 
Programme

3. Orderbook

 
 

 

Relationship Management Plan (RMP) 

Example Formats 
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No. Issue Action Owner/Date Status

1 Communications

1.1 Lorem ipsum Do this do that Us /then

1.2 Lorem ipsum Do some more Them/now

1.3 Lorem ipsum Do lots Me/today

2 Continuous Improvement

3 Capability Mgmt

4 Commercial

 
 

Strategic Joint Objectives Plan  

Strategic relationship plan

Strategic Relationship Objectives

Supplier Objectives Partner Objectives Customer Objectives

1 1 1

2 2 2

3 3 3

4 4 4

5 5 5

6 6 6

7 7 7

8 8 8

9 9 9

10 10 10

11 11 11

12 12 12

Developing Partners Strategic Partners

Supplier 1 Supplier 2

Customer 1 Supplier 3

Customer 2 Supplier 4

University 1 Customer 3

Customer 4

Trade Association 1

Oppotunistic Partners Transactional Partners

Customer 6 Univeristy 2

Customer 7 Supplier 5

Supplier 6

Supplier 7

Cusotmer 5

 
 

 

Strategic Joint Objectives Plan
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6.0  Value Creation 
 

Value Creation Flow chart 

 

6.1 Establish a 
value creation 
programme

6.2 Improvement 
Team

6.3 Improvement 
target setting

6.4 Value drivers
6.5 Learning from 

experience
6.6 Innovation 

process

6.7 Strategic Relationship 
Management Plan / 

Relationship Management 
Plan

 
 

 

Examples of value creation targets 

 

Cost Time Process

Whole life costing
End‐to‐end cost reduction
Aggregation of spend
Waste reduction
Lead time Reduction

Cycle time reduction
Delivery time
Improved procurement 
timelines
Speed of change 
implementation

Risk reduction
Removal of duplication
Defect reduction
Increased compliance
Streamlining

Resource Specification Performance

Reduced management
Asset/people utilisation
Minimise staffing
Lights out manufacturing

Product enhancement
Innovation
Equipment utilisation

Revenue market growth
Sustainable development
Increase customer 
satisfaction
Improved service levels
Return on investment
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Example of evaluation criteria for value drivers 

 

Performance Cost Time

Does this help customers?

Would this improve our work?

Does this increase revenue 
and/or profit?

Does this enhance the 
product?

Does this create new 
marketing opportunities?

Does this increase job 
satisfaction?

Does this improve quality?

Does this reduce costs?

Does this add value?

Does this help avoid potential 
mistakes?

Does this use resources 
effectively?

Does this reduce the risk?

Does this reduce waste?

Does this reduce inventory?

Does this save time?

Does this help others?

Does this improve interfaces?

Does this avoid duplication?

Does this make life easier?
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7.0   Staying Together 
 

Staying Together Flow Chart 

 

7.1 Monitor and 
measure 

relationship

7.2 Ongoing 
leadership and 
management

7.3 Continual 
innovation setting

7.4 Maintaining 
behaviours and 

trusts

7.5 Delivering 
performance

7.6 Analysis of 
results

7.7 Issues 
resolution plan

7.8 Joint 
relationship 

change strategy

7.9 Strategic 
Relationship 

Management Plan / 
Relationship 

Management Plan
 

 

 

Example of Trust Monitors 

 

Aspects of Trust Commentary

Performance How individuals or organisations perform is a key reference point for building a relationship based on trust, where 
trust comes from an expectation that others do what is expected of them.

Openness When individuals or organisations are perceived as being transparent in the way they behave and share information 
this underpins the concept of trust

Honesty This is a sensitive issue but one that is often very personal between individuals, however, this is reflected by how 
organisations define the rules of engagement for its personnel

Responsiveness How individuals or organisations react to questions or challenges is a crucial factor in building confidence and thus 
trust in their willingness to collaborate

Commitment The way others are perceived is often a reflection of how committed they are considered to be to work in building a 
relationship

Fairness This is frequently a very personal perception but one that greatly influences responses to others and how 
relationships are evaluated

Information 
sharing

Knowledge sharing is a key ingredient of any effective relationship and frequently a key aspect of building trust and 
likewise an indication of poor trust when not done

Communication Maintaining a good flow of information between organisations and individuals is a clear facilitator for creating 
effective relationships

Early warnings Trusting relationships are founded on mutual benefit and tolerance; early indications of problems and disputes 
reflects confidence that trust is shared and prompt warnings of issues can be voiced

Extra mile For most individuals  trust comes from the conviction that when necessary the partner always goes the extra mile to 
meet goals and objectives
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Code of Ethics [for Company XXX] 

1. Honesty & Integrity in Business 

XXX is committed to the highest standards of ethical conduct in all that it does. The Company complies with all 
applicable legal and regulatory requirements governing business relationships and international trade, including 
relevant export and import control regulations. XXX believes that honesty and integrity engender trust and it 
conducts its business in accordance with all the applicable laws and regulations of the countries in which it does 
business and requires that its employees, intermediaries and all persons associated with its business also 
comply with such laws. 

2. Prohibition of Bribery, Corruption and Extortion 

XXX does not offer, promise, give, demand or accept bribes or other unethical inducements, including 
facilitation payments, in order to obtain, retain or give business or other advantage and takes all reasonable 
measures within its power to ensure that its employees, intermediaries and persons associated with its business 
follow the same practice. 

3. Competition 

XXX competes fairly and vigorously in its market sector and it does not engage in, nor is it a party to, any 
agreements, business practices or conduct that, as a matter of law, are anticompetitive or may be construed as 
participation in trade or associated cartels. 

4. Integrity in Business Behaviour 

XXX expects its employees to act with integrity at all times. XXX employees who have access to privileged 
information must not use it to achieve personal gain for themselves or others and no employee shall engage in 
personal activities or pursue financial or business interests which might give rise to, or give the appearance of, 
conflicts of interest with XXX, or which might compromise their personal ability to meet the responsibilities of 
their job. 

5. Conflicts of Interest 

XXX expects its directors and employees to report any potential conflicts of interest whether personally or 
through a family relationship, which may not be in the interests of XXX. A conflict of interest may also occur 
where there is an inappropriate relationship with a supplier or customer either directly or through a third party, 
including a financial interest. In all cases where a conflict of interest might arise, these should be reported to a 
line manager. 
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Balanced Scorecard 

 
 

NAME
SC21 ACTIVITY BALANCED SCORECARD DATE

Manufacturing Excellence (National Average  310  (Aug 2010))

Determining Excellence (National Average  312)

Delivery Schedule Adherence – 12 Rolling Month Average

Quality Rating – 12 Month Average

Failing Reactive Performing Co‐Operative Collaborative

Relationship Management Review Performance with AW

OBJECTIVES: To maintain Bronze and work towards Silver status

CURRENT PERFORMANCE
DSA – %  / 12 mth Rolling Av: %

Quality ‐ % –DPPM /  12 Mth Rolling  Av –DPPM  (% )

KEY MILESTONES / TASKS:
RMR – RMR Wksp Date
Manufacturing  Excellence Assessment‐ Date
 Determining Excellence Assessment‐ Date


RISKS:
 Poor / reduced DSA performance affects Bronze Standard achievement
 CSIP actions falling behind schedule

Failing
(<60%)

Developer
(>60‐<90%)

Bronze
(>90‐<95%)

Silver
(>95‐<99%)

Gold 
(>99‐100%)

Failing
(<97.5)

Developer
(<97.5>98%)

Bronze
(>98‐<99.5%)

Silver
(>99.5‐<.99.9%)

Gold
(>99.9‐100%)

KEY CSIP TASKS Owner Comp 
Date

Status

Achieve SC21 Bronze standard  (>90%) 
by end

Complete SC21 Development and 
Performance Assessments – Frame work 
deployed for Bronze

Complete CSIP followingDetEx
Assessment

Learner Developer Performer Contender Benchmark

0‐125 126‐250 376‐375 376‐399 400‐500 <500

Learner Developer Performer Contender Benchmark

0‐125 126‐250 376‐375 376‐399 400‐500 <500

Delivery Metrics Chart

 
 



 

 52

8.0  Changes in Relationship 
 

Change in Relationship Flow Chart 

 

8.1 Establish joint 
strategy for growth 

and decline

8.2 Analysis of 
strategies

8.3 Evaluate 
changes

8.4 Initiating the 
process

8.5 Business 
continuity and 
transition

8.6 Future 
opportunities 

8.7 Strategic Relationship 
Management Plan / 

Relationship Management 
Plan
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Process Activity Map – SC21 Relationship 
Excellence

 
 


