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Foreword

ISO (the International Organization for Standardization) is a worldwide federation of national standards 
bodies (ISO member bodies). The work of preparing International Standards is normally carried out 
through ISO technical committees. Each member body interested in a subject for which a technical 
committee has been established has the right to be represented on that committee. International 
organizations, governmental and non-governmental, in liaison with ISO, also take part in the work. 
ISO collaborates closely with the International Electrotechnical Commission (IEC) on all matters of 
electrotechnical standardization.

The procedures used to develop this document and those intended for its further maintenance are 
described in the ISO/IEC Directives, Part 1. In particular the different approval criteria needed for the 
different types of ISO documents should be noted. This document was drafted in accordance with the 
editorial rules of the ISO/IEC Directives, Part 2 (see www​.iso​.org/​directives).

Attention is drawn to the possibility that some of the elements of this document may be the subject of 
patent rights. ISO shall not be held responsible for identifying any or all such patent rights. Details of 
any patent rights identified during the development of the document will be in the Introduction and/or 
on the ISO list of patent declarations received (see www​.iso​.org/​patents).

Any trade name used in this document is information given for the convenience of users and does not 
constitute an endorsement.

For an explanation on the voluntary nature of standards, the meaning of ISO specific terms and 
expressions related to conformity assessment, as well as information about ISO’s adherence to the 
World Trade Organization (WTO) principles in the Technical Barriers to Trade (TBT) see the following 
URL: www​.iso​.org/​iso/​foreword​.html.

This document was prepared by Project Committee ISO/PC  286, Collaborative business relationship 
management – Framework.
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Introduction

The aim of this document is to establish the requirements of a strategic lifecycle framework to improve 
collaborative business relationships in and between organizations of all sizes. Collaborative business 
relationships in the context of this document can be multidimensional (see Figure 1). They can be one-
to-one relationships or networked relationships involving multiple parties.

Figure 1 — Multidimensional relationships

While this document principally addresses the management system of an organization, it also 
recognizes that effective collaboration requires two or more organizations to engage together and that 
management systems need to accommodate the joint activities of the parties.

In addition to addressing the overall requirements to establish a management system, this document 
addresses operational process requirements for specific or individual organizational relationship 
engagement (see Clause 8). This document also contains a number of informative annexes to assist the 
user. Annex A provides a checklist to assist organizations to implement and meet the requirements of 
this document.

Figure 2 illustrates the relationship between clauses of this document and the organization’s systems 
and processes.

The framework addresses a number of themes that cascade from the high level management system 
and will vary within the context and maturity of a specific relationships lifecycle. These evolving 
themes impact the behaviour and organizational culture of collaborating organizations to ensure 
they are effective, optimized and deliver enhanced benefit to the stakeholders through collaborative 
approaches.
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Figure 2 — Relationship between clauses of this document and the organization’s systems and 
processes
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Collaborative business relationship management 
systems — Requirements and framework

1	 Scope

This document specifies requirements for the effective identification, development and management of 
collaborative business relationships within or between organizations.

This document is applicable to private and public organizations of all sizes, from large multinational 
corporations and government organizations, to non-profit organizations and micro/small businesses.

Application of this document can be on several different levels, e.g.

—	 a single application (including operating unit, operating division, single project or programme, 
mergers and acquisitions);

—	 an individual relationship (including one-to-one relationships, alliance, partnership, business 
customers, joint venture);

—	 multiple identified relationships (including multiple partner alliances, consortia, joint ventures, 
networks, extended enterprise arrangements and end-to-end supply chains);

—	 full application organization-wide for all identified relationship types.

2	 Normative references

There are no normative references in this document.

3	 Terms and definitions

For the purposes of this document, the following terms and definitions apply.

ISO and IEC maintain terminological databases for use in standardization at the following addresses:

—	 ISO Online browsing platform: available at http://​www​.iso​.org/​obp

—	 IEC Electropedia: available at http://​www​.electropedia​.org/​

3.1
organization
person or group of people that has its own functions with responsibilities, authorities and relationships 
to achieve its objectives (3.8)

Note 1 to entry: The concept of organization includes, but is not limited to, sole-trader, company, corporation, firm, 
enterprise, authority, partnership, charity or institution, or part or combination thereof, whether incorporated 
or not, public or private.

3.2
stakeholder
interested party
person or organization (3.1) that can affect, be affected by, or perceive itself to be affected by a decision 
or activity

© ISO 2017 – All rights reserved� 1
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3.3
requirement
need or expectation that is stated, generally implied or obligatory

Note 1 to entry: “Generally implied” means that it is custom or common practice for the organization (3.1) and 
stakeholders (3.2) that the need or expectation under consideration is implied.

Note 2 to entry: A specified requirement is one that is stated, for example in documented information (3.11).

3.4
management system
set of interrelated or interacting elements of an organization (3.1) to establish policies (3.7) and 
objectives (3.8) and processes (3.12) to achieve those objectives

Note 1 to entry: A management system can address a single discipline or several disciplines.

Note 2 to entry: The system elements include the organization’s structure, roles and responsibilities, planning 
and operation.

Note  3  to entry:  The scope of a management system can include the whole of the organization, specific and 
identified functions of the organization, specific and identified sections of the organization, or one or more 
functions across a group of organizations.

3.5
top management
person or group of people who directs and controls an organization (3.1) at the highest level

Note  1  to entry:  Top management has the power to delegate authority and provide resources within the 
organization.

Note  2  to entry:  If the scope of the management system (3.4) covers only part of an organization, then top 
management refers to those who direct and control that part of the organization.

3.6
effectiveness
extent to which planned activities are realized and planned results achieved

3.7
policy
intentions and direction of an organization (3.1) as formally expressed by its top management (3.5)

3.8
objective
result to be achieved

Note 1 to entry: An objective can be strategic, tactical, or operational.

Note  2  to entry:  Objectives can relate to different disciplines (such as financial, health and safety, and 
environmental goals) and can apply at different levels (such as strategic, organization-wide, project, product, and 
process (3.12)).

Note  3  to entry:  An objective can be expressed in other ways, e.g. as an intended outcome, a purpose, an 
operational criterion, as a collaborative business relationship objective or by the use of other words with similar 
meaning (e.g. aim, goal, or target).

Note  4  to entry:  In the context of collaborative business relationship management systems (3.4), collaborative 
business relationship objectives are set initially by the organization (3.1), consistent with the collaborative 
business relationship policy (3.7), to achieve specific results. Once a partner (3.25) is selected, the collaborative 
business relationship objectives are incorporated into the joint objectives.
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3.9
risk
effect of uncertainty

Note 1 to entry: An effect is a deviation from the expected – positive or negative.

Note 2 to entry: Uncertainty is the state, even partial, of deficiency of information related to, understanding or 
knowledge of, an event, its consequence, or likelihood.

Note 3 to entry: Risk is often characterized by reference to potential “events” (as defined in ISO Guide 73:2009, 
3.5.1.3) and “consequences” (as defined in ISO Guide 73:2009, 3.6.1.3), or a combination of these.

Note 4  to entry: Risk is often expressed in terms of a combination of the consequences of an event (including 
changes in circumstances) and the associated “likelihood” (as defined in ISO Guide 73:2009, 3.6.1.1) of occurrence.

3.10
competence
ability to apply knowledge and skills to achieve intended results

3.11
documented information
information required to be controlled and maintained by an organization (3.1) and the medium on 
which it is contained

Note 1 to entry: Documented information can be in any format and media, and from any source.

Note 2 to entry: Documented information can refer to:

—   the management system (3.4), including related processes (3.12);

—   information created in order for the organization to operate (documentation);

—   evidence of results achieved (records).

Note 3 to entry: See relationship management plan (3.32).

3.12
process
set of interrelated or interacting activities which transforms inputs into outputs

3.13
performance
measurable result

Note 1 to entry: Performance can relate either to quantitative or qualitative findings.

Note 2 to entry: Performance can relate to the management of activities, processes (3.12), products (including 
services), systems or organizations (3.1).

3.14
outsource (verb)
make an arrangement where an external organization (3.1) performs part of an organization’s function 
or process (3.12)

Note  1  to  entry:  An external organization is outside the scope of the management system (3.4), although the 
outsourced function or process is within the scope.

3.15
monitoring
determining the status of a system, a process (3.12) or an activity

Note 1 to entry: To determine the status, there may be a need to check, supervise or critically observe.
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3.16
measurement
process (3.12) to determine a value

3.17
audit
systematic, independent and documented process (3.12) for obtaining audit evidence and evaluating it 
objectively to determine the extent to which the audit criteria are fulfilled

Note 1 to entry: An audit can be an internal audit (first party) or an external audit (second party or third party), 
and it can be a combined audit (combining two or more disciplines).

Note 2 to entry: An internal audit is conducted by the organization (3.1) itself, or by an external party on its behalf.

Note 3 to entry: “Audit evidence” and “audit criteria” are defined in ISO 19011.

3.18
conformity
fulfilment of a requirement (3.3)

3.19
nonconformity
non-fulfilment of a requirement (3.3)

3.20
corrective action
action to eliminate the cause of a nonconformity (3.19) and to prevent recurrence

3.21
continual improvement
recurring activity to enhance performance (3.13)

3.22
extended enterprise
associated entities that collaborate directly, formally or informally, in the design, development, 
production and delivery of a product or service to the end user

Note 1 to entry: Associated entities include customers, employees, suppliers and distributors.

Note 2 to entry: See supply chain (3.28).

3.23
initiating organization
organization (3.1) initiating the potential relationship

3.24
joint management team
individuals or team agreed between the parties that has day-to-day management of the collaborative 
process (3.12) and its performance (3.13) to objectives (3.8) and outcomes

3.25
partner
organization (3.1), or internal group within an organization, participating in the collaborative business 
relationship

Note 1 to entry: A partner can be an external organization or an internal group within an organization.

3.26
partner selection criterion
key criterion required to evaluate a potential partner’s (3.25) overall match to principal values and 
objectives (3.8) of the collaboration
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3.27
senior executive responsible
SER
high level executive person within the organization (3.1), who has the overall responsibility for 
authorizing and supporting collaborative programmes and the development of capabilities, together 
with any other agreed executive participants with responsibility for the effective implementation and 
operation of the collaboration

3.28
supply chain
relationship of organizations (3.1), people, activities, logistics, information, technology and resources 
engaged in activities and creating value from point of origin to point of consumption, including 
transforming materials/components to products and services for end users

Note 1 to entry: See extended enterprise (3.22).

3.29
alignment
shared and complementary vision, objectives (3.8), strategies and operational processes (3.12) of the 
partners (3.25) and mutual interests of the stakeholders (3.2)

3.30
value proposition
promise of measurable benefits resulting from the collaboration

3.31
exit strategy
mutually agreed rules for controlled disengagement

3.32
relationship management plan
RMP
overview that defines the governance processes (3.12) or references to them that defines how a 
particular relationship is managed and controlled

4	 Context of the organization

4.1	 Understanding the organization and its context

The organization shall determine external and internal issues that are relevant to its purpose and 
that affect its ability to achieve the intended outcome(s) of its collaborative business relationship 
management system.

Organizations shall assess where they are able to harness the benefits of collaborative working and 
shall develop their specific processes accordingly.

4.2	 Understanding the needs and expectations of stakeholders

The organization shall determine:

—	 the stakeholders that are relevant to the collaborative business relationship management system;

—	 the requirements of these stakeholders.

4.3	 Determining the scope of the collaborative business relationship management 
system

The organization shall determine the boundaries and applicability of the collaborative business 
relationship management system to establish its scope.

﻿
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When determining this scope, the organization shall consider:

—	 the external and internal issues referred to in 4.1;

—	 the requirements referred to in 4.2.

The scope shall be available as documented information.

4.4	 Collaborative business relationship management system

The organization shall establish, implement, maintain and continually improve a collaborative business 
relationship management system, including the processes needed and their interactions, in accordance 
with the requirements of this document, as appropriate to the size and complexity of the organization.

4.5	 Creation of value

The organization(s) shall determine and define the value added opportunities that can be achieved by 
the organization(s) working collaboratively.

These value added opportunities shall be periodically reviewed as part of the organization’s continual 
improvement programme. See Clauses 9 and 10.

5	 Leadership

5.1	 Leadership and commitment

Top management shall demonstrate leadership, accountability and commitment with respect to the 
collaborative business relationship management system by:

—	 ensuring that the collaborative business relationship policy and collaborative business relationship 
objectives are established and are compatible with the strategic direction of the organization;

—	 ensuring the integration of the collaborative business relationship management system requirements 
into the organization’s business processes;

—	 ensuring that the resources needed for the collaborative business relationship management system 
are available;

—	 communicating to relevant stakeholders the importance of effective collaborative business 
relationship management and where applicable of conforming to the collaborative business 
relationship management system requirements;

—	 ensuring that the collaborative business relationship management system achieves its intended 
outcome(s);

—	 directing and supporting persons within the participating organizations to contribute to the 
effectiveness of the collaborative business relationship management system;

—	 promoting continual improvement;

—	 supporting other relevant management roles within the participating organizations to demonstrate 
their leadership as it applies to their areas of responsibility.

NOTE	 Reference to “business” in this document can be interpreted broadly to mean those activities that are 
core to the purposes of the organization’s existence.
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5.2	 Policy

Top management shall establish a collaborative business relationship policy that:

a)	 is appropriate to the purpose of the organization;

b)	 provides a framework for setting collaborative business relationship objectives;

c)	 includes a commitment to satisfy applicable requirements;

d)	 includes a commitment to continual improvement of the collaborative business relationship 
management system.

The collaborative business relationship policy shall:

—	 be available as documented information;

—	 be communicated within the organization;

—	 be available to stakeholders, as appropriate.

The senior executive responsible (SER) shall ensure that within the defined scope of its collaborative 
business relationship management system, the policy is applied.

5.3	 Organization roles, responsibilities and authorities

5.3.1	 Top management

Top management shall ensure that the responsibilities and authorities for relevant roles are assigned 
and communicated within the organization.

The organization shall appoint an SER for the development and implementation of the collaborative 
business relationship management process with defined responsibility, authority and accountability 
for ensuring that the policies, processes, culture and behaviour required are established, implemented 
and maintained.

Top management shall assign the responsibility and authority for:

a)	 ensuring that the collaborative business relationship management system conforms to the 
requirements of this document;

b)	 reporting on the performance of the collaborative business relationship management system to top 
management.

5.3.2	 Establishment of an organizational governance structure

The organization shall establish and maintain arrangements that promote collaborative working and 
provide the authority under which the leaders are empowered to explore the potential value from 
collaboration, by ensuring that:

—	 the organization has a value analysis process that identifies the potential benefits that could be 
realized by collaborative working;

—	 the qualities or ethos of the relationships that are consistent with both the values and purpose of 
the organization are established;

—	 the leaders have a clear mandate within which to progress and develop prospective collaborative 
business relationships;

—	 the governance processes are sufficiently robust to demonstrate effective assurance and 
accountability within a collaborative arrangement;

﻿
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—	 the governance processes are sufficiently agile and adaptable to ensure that the potential value 
could be realized from collaboration;

—	 there is a clear understanding of expected and acceptable attitudes and behaviour within the 
relationships that will foster the desired approach to openness, trust and mutual respect between 
the prospective collaborators and their stakeholder groups;

—	 there is accountability, fairness and transparency in the relationships with partners and sharing of 
responsibilities and rights.

5.3.3	 Senior executive responsible

The senior executive responsible (SER) is responsible for ensuring performance evaluation and 
continual improvement in the activities covered by the collaborative business relationship management 
system (see Clauses 9 and 10).

The SER is also responsible for identifying and defining the key individuals and their roles involved 
in collaborative initiatives and ensuring they have the appropriate skills to support a collaborative 
approach (see Annex C for examples).

6	 Planning

6.1	 Actions to address risks and opportunities

When planning for the collaborative business relationship management system, the organization shall 
consider the issues referred to in 4.1 and the requirements referred to in 4.2 and determine the risks 
and opportunities that need to be addressed to:

—	 give assurance that the collaborative business relationship management system can achieve its 
intended outcome(s);

—	 prevent, or reduce, undesired effects;

—	 achieve continual improvement.

The organization shall have a defined process for the initial and on-going evaluation of risk. This process 
should include defined approaches for identification, analysis, mitigation, on-going management and 
review of risks.

The organization shall plan:

a)	 actions to address these risks and opportunities;

b)	 how to:

—	 integrate and implement the actions into its collaborative business relationship management 
system processes and the corporate relationship management plan (RMP) (see 7.5.5);

—	 evaluate the effectiveness of these actions.

6.2	 Collaborative business relationship objectives and planning to achieve them

The organization shall identify its operational objectives and identify where these may be supported 
or enhanced through the adoption of collaborative working approaches, or where additional external 
partners may be required in order to achieve targeted outcomes.

The organization shall establish collaborative business relationship objectives at relevant functions 
and levels.
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The collaborative business relationship objectives shall:

a)	 be consistent with the collaborative business relationship policy;

b)	 be measurable (if practicable);

c)	 take into account applicable requirements;

d)	 be monitored;

e)	 be communicated effectively;

f)	 be updated as appropriate.

The organization shall retain documented information on the collaborative business relationship 
objectives and this shall be integrated into the corporate RMP (see 7.5.5).

When planning how to achieve its collaborative business relationship objectives, the organization shall 
determine:

—	 what will be done;

—	 what resources will be required;

—	 who will be responsible, including the role of collaborative partners;

—	 when it will be completed;

—	 how the results of the collaboration will be evaluated;

—	 how potential partners’ objectives will be addressed;

—	 how the objectives will be evaluated to ensure they remain relevant.

6.3	 Identification and prioritization of collaborative business relationships

6.3.1	 General

The organization shall have defined processes for identifying its significant internal and external 
relationships.

The aims, drivers, objectives and benefits of each type of business relationship shall be clearly identified 
and confirmed as being consistent with the overall business objectives.

These relationships shall be prioritized to provide a clear focus for identifying when a collaborative 
relationship management process could offer a business benefit.

Annex F outlines different types of business relationship.

6.3.2	 Identification of opportunities for collaboration

The organization shall, as appropriate, target areas where collaboration can open new strategic 
opportunities either from its existing partners or from the identification of potential new collaborative 
partners. These shall:

—	 clearly define the potential benefits that might be realized;

—	 ensure potential benefits are achievable through specific measurable objectives.
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7	 Support

7.1	 Resources

The organization shall determine and provide the resources needed for the establishment, 
implementation, maintenance and continual improvement of the collaborative business relationship 
management system.

7.2	 Competence and behaviour

The organization shall:

—	 determine the necessary competence and behaviour of person(s) doing work under its control that 
affects its collaborative business relationship management performance;

—	 ensure that these persons are competent and demonstrate the appropriate behaviour to work 
collaboratively on the basis of appropriate education, training or experience;

—	 where applicable, take actions to acquire the necessary competence and encourage appropriate 
behaviour, and evaluate the effectiveness of the actions taken;

—	 retain appropriate documented information as evidence of competence and behaviour that support 
collaborative working;

—	 develop and maintain corporate culture and behaviour to support collaborative working;

—	 where applicable, demonstrate an awareness of diversity and cultural sensitivity.

These evaluations shall provide the foundations for, and the development of, competencies and 
behaviour as they evolve (see Clause 8).

NOTE 1	 Applicable actions can include, for example, the provision of training to, the mentoring of, or the re-
assignment of currently employed persons; or the hiring or contracting of competent persons.

NOTE 2	 Annex  C provides an initial guide to the competencies and behaviour that support collaborative 
working.

7.3	 Awareness

Persons doing work under the organization’s control shall be aware of:

—	 the collaborative business relationship policy;

—	 their contribution to the effectiveness of the collaborative business relationship management 
system, including the benefits of improved collaborative business relationship performance;

—	 the implications of not conforming with the collaborative business relationship management system 
requirements.

7.4	 Communication

The organization shall determine the need for internal and external communications relevant to the 
collaborative business relationship management system, including:

—	 on what it will communicate;

—	 when to communicate;

—	 with whom to communicate;

—	 how to communicate.
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7.5	 Documented information

7.5.1	 General

The organization’s collaborative business relationship management system shall include:

—	 documented information required by this document;

—	 documented information determined by the organization as being necessary for the effectiveness of 
the collaborative business relationship management system.

NOTE	 The extent of documented information for a collaborative business relationship management system 
can differ from one organization to another due to:

—   the size of the organization and its type of activities, processes, products and services;

—   the complexity of processes and their interactions;

—   the competence and behaviour of persons.

7.5.2	 Creating and updating

When creating and updating documented information, the organization shall ensure appropriate:

—	 identification and description (e.g. a title, date, author, or reference number);

—	 format (e.g. language, software version, graphics) and media (e.g. paper, electronic);

—	 review and approval for suitability and adequacy.

7.5.3	 Control of documented information

Documented information required by the collaborative business relationship management system and 
by this document shall be controlled to ensure:

—	 it is available and suitable for use, where and when it is needed;

—	 it is adequately protected (e.g. from loss of confidentiality, improper use, or loss of integrity).

For the control of documented information, the organization shall address the following activities, as 
applicable:

—	 distribution, access, retrieval and use;

—	 storage and preservation, including preservation of legibility;

—	 control of changes (e.g. version control);

—	 retention and disposition;

—	 agreement on how sensitive or protected information is handled.

Documented information of external origin determined by the organization to be necessary for 
the planning and operation of the collaborative business relationship management system shall be 
identified as appropriate, and controlled.

NOTE	 Access can imply a decision regarding the permission to view the documented information only, or 
the permission and authority to view and change the documented information.

7.5.4	 Record of collaborative competencies

The organization shall maintain a record of key individuals and their roles involved in collaborative 
initiatives and ensure they have the appropriate competencies to support a collaborative approach (see 
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7.2). This record shall be maintained and updated at regular intervals and when there is a change of 
personnel.

7.5.5	 Corporate RMP

The organization shall develop a corporate RMP which captures, defines, is consistent with and links to 
the organization’s other management and operational processes and procedures.

It shall:

—	 reference existing processes, procedures and systems or, where appropriate, incorporate the 
processes to be adopted in the case of collaborative programmes;

—	 form the basis for the development of a specific strategic relationship approach to address a business 
opportunity for a joint RMP agreed with partners;

—	 form the basis for the development of a joint RMP for each relationship that shall be maintained 
throughout the life of the relationship.

8	 Operation

8.1	 Operational planning and control

The organization shall plan, implement and control the processes needed to meet requirements, and to 
implement the actions determined in 6.1, by:

—	 establishing criteria for the processes;

—	 implementing control of the processes in accordance with the criteria;

—	 keeping documented information to the extent necessary to have confidence that the processes 
have been carried out as planned.

The organization shall control planned changes and review the consequences of unintended changes, 
taking action to mitigate any adverse effects, as necessary.

The organization shall ensure that outsourced processes are controlled.

Annex G provides additional application guidance to support the requirements in 8.2 to 8.9.

8.2	 Operational awareness (Stage 1)

8.2.1	 General

Figure 3 illustrates Stage 1 of the lifecycle model in the collaborative business relationship framework.
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Figure 3 — Stage 1: Operational awareness

8.2.2	 Duties of SER

The SER (see 5.3) shall provide executive leadership throughout the lifecycle of the collaboration and 
facilitate the effective deployment of the collaborative business relationship process. The SER may 
assign this responsibility through their management structure as appropriate to ensure effective 
deployment in the areas of operation.

8.2.3	 Application and validation of operational governance structure

The SER shall ensure governance arrangements that promote collaborative working and provide the 
authority under which the leaders are empowered to explore the potential value from collaboration 
(see 5.3.1) and authorize any required changes.

8.2.4	 Identification of operational objectives and value

The organization shall establish whether its operational objectives will be supported or enhanced 
through the adoption of a collaborative working approach, or if additional external partners may be 
required in order to achieve targeted outcomes. The organization shall ensure that the collaborative 
business relationship(s) are clearly aligned to and consistent with the organization’s overall business 
objectives (see 6.2).
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