
Jacobs: The case for 
collaborative working.



Located in more than 400 locations 
around the world, Jacobs provides a 
full spectrum of services including 
scientific, technical, professional, 
construction and program 
management for business, industrial, 
commercial, government and 
infrastructure sectors.  

With more than 90 percent of the 
company’s work being repeat 
business, collaborative working is 
nothing new for Jacobs. The 
company’s business model focuses on 
developing effective, long-term 
relationships with its clients.  

So why implement ISO 44001?

Jacobs believes that building 
collaborative business relationships 
provides mutual benefit for all parties 
involved. The company is focused on 
doing the right thing for its clients, 
employees, communities and supply 
chains – which often means taking an 
unconventional approach and finding 
a better way.  

Jacobs recognised that ISO 44001 
provides a platform to encourage 
Jacobs and its interested parties to 
work openly, improve innovation 
and manage business risks, while 
identifying and recognising value for 
money.  

“In many parts of the industry there 
are client-supplier relationships that 
tend to be short-term, transactional 
contracts”, Andy Brechin, Head 
of Quality, Jacobs, Buildings & 
Infrastructure Europe, explains.

“Such transactional relationships 
give a project team limited time and 
opportunity to sufficiently bond and 
perform to the best of their abilities. 
This does little to encourage open 
or joint working, innovation or 
improvement between organisations.

Jacobs leads the 
global professional 
services sector 
delivering solutions 
for a more connected, 
sustainable world. 
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“The benefits of collaborative 
working and developing longer-
term relationships are widely 
recognised when balanced against 
the challenges of implementing 
short-term, transactional contracts. 
We focus on building real-value, 
trusted relationships with our clients, 
partners and suppliers.

“ISO 44001 provided us with a 
recognised framework to enable 
us to strengthen our approach and 
gradually re-shape attitudes and 
behaviours between ourselves 
and our stakeholders to help build 
mutually beneficial relationships and 
project delivery mechanisms.”

Does collaborative working really 
drive organisational strategy?

Yes, Jacobs’ collaborative business 
relationship (CBR) management 
system helps drive organisational 
strategy and vice versa.  The 
company’s management system is 
consistent with its values:

 • Clients are valued partners
 • People are the heart of its business
 • Jacobs is committed to 

performance excellence.

As the language and the principles 
of ISO 44001 become embedded 
in Jacobs’ projects and across 
more client, partner and supplier 
organisations, then progressively 
stakeholders will become more  
aware of the benefits of  
collaborative working. 

By implementing long-term 
framework arrangements and 
agreements with its stakeholders, 
Jacobs is ensuring the principles of 
‘joint working’ and the requirements 
of the standard are applied.

These agreements help Jacobs to:

 • shape effective governance 
structures on key projects 

 • clearly identify objectives, needs 
and outcomes of the project for the 
parties involved

 • define value for the project and for 
the parties involved

 • apply shared systems, procedures 
and controls.

“As the language and the principles 
of ISO 44001 become embedded 
on more projects and across more 
organisations, then gradually more 
clients and delivery organisations will 
become familiar with the intent of the 
standard and the ambitions outlined,” 
explains Andy.

“On significant opportunities and 
programmes of work, we increasingly 
seek to work with our suppliers in 
longer-term relationships, bringing 
them into our delivery organisation 
as partners.  This allows our joint 
delivery organisations to completely 
align with us to achieve programme 
objectives and financial targets.

“By adopting joint delivery structures, 
selecting the best people regardless 
of employing organisation and driving 
the development of innovative, less 
conventional solutions, improvement 
techniques and value enhancing 
practices, we can build a role as a 
trusted advisor.

“The philosophy of collaborative 
working is a two-way street, with 
integrity, openness and fairness being 
key values. These are the values 
which we want our clients to see us 
work by and therefore, values which 
we aspire to be held by our partners 
and suppliers too,” continues Andy.

“The best practice framework 
outlined in ISO 44001 helps to shape 
these kinds of principles and promote 
attitudes, behaviours and trust with 
our partnering organisations that can 
be reviewed and measured.” 

The benefits of 
collaborative working 
and developing  
longer-term 
relationships are 
widely recognised  
when balanced against 
the challenges of 
implementing  
short-term, 
transactional 
contracts. We focus on 
building real-value, 
trusted relationships 
with our clients, 
partners and suppliers. 
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Why gain ISO 44001 certification?

Implementing a CBR management 
system on its own can establish a 
framework for building longer-term 
relationships. Jacobs decided to 
gain ISO 44001 certification to use it 
as a differentiator when bidding for 
contracts and demonstrate to clients 
and other stakeholders that it is 
serious about building collaborative 
relationships to improve project 
performance.

With many prospective and existing 
clients looking to Jacobs to ‘bring 
collaboration to the table’, gaining 
ISO 44001 enabled Jacobs to not only 
describe what collaboration means 
to clients, but to also demonstrate 
philosophies, tools and processes 
that are successful in practice across 
different market sectors.

Additionally, gaining certification 
to ISO 44001 requires Jacobs 
to formalise its approach to 
collaboration, shaping a level of 
consistency across project delivery on 
significant ventures and frameworks.  

Andy describes one of their 
first projects to truly optimise 
collaborative principles, “The 
Queensferry Crossing project was to 
deliver a new crossing spanning the 
Forth Estuary in Scotland. Jacobs 
worked with joint venture partner, 
Arup, to develop specimen designs 
for the new crossing and to guide 
the Forth Crossing Bill through its 
parliamentary process, achieving 
Royal Assent in 2011.  

“The Jacobs Arup joint venture then 
itself joined with Transport Scotland 
to form an integrated, co-located 
Employer’s Delivery Team (EDT). This 
team oversaw the management of 
the construction consortium, Forth 
Crossing Bridge Constructors (FCBC), 
who were required to deliver against 
a highly challenging construction 
programme.

“The EDT worked closely with 
FCBC adopting a number of 
collaborative principles, e.g., 
joint, open governance structures, 
collaborative systems and agreed 
escalation processes. This ensured 
openness, transparency and 
integrity in the relationship between 
all parties involved, while also 
effectively implementing contractual 
requirements.  

By adopting joint 
delivery structures, 
selecting the best 
people regardless of 
employing organisation 
and driving the 
development of 
innovative, less 
conventional  
solutions, 
improvement 
techniques and value 
enhancing practices, 
we can build a role as  
a trusted advisor.
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“Common goals and targets were 
always identified and worked 
towards, with the completed scheme 
coming in significantly under budget 
and incorporating a number of 
innovative solutions employed in 
both the design and construction 
phases.  

“The success of this scheme and 
its collaborative working was also 
recognised as a Notable Entry in 
the 2017 Chartered Quality Institute 
Awards,” concludes Andy.

Working with Lloyd’s Register

A global organisation, Lloyd’s 
Register can undertake an ISO 44001 
certification assessment against any 
scope of activity, meaning they aren’t 
limited to a single relationship or 
project.

With Jacobs already appointing 
Lloyd’s Register to assess them 
against quality (ISO 9001), 
environmental (ISO 14001) and 
occupational health and safety 
(OHSAS 18001) management system 
standards, Lloyd’s Register had good 
industry knowledge and experience.  

This helped Lloyd’s Register to better 
understand Jacobs’ challenges in 
effectively implementing the  
ISO 44001 requirements and worked 
with them to put the standard 
requirements into context.  

Andy explains, “The benefit that 
assessment and certification brings 
is an improved understanding of 
how best to interpret the standard 
requirements to meet our needs. 

“Continual improvement is a key 
principle of ISO 44001. We have 
seen many improvements that have 
been developed over time, including 
building client and stakeholder 
relationships, changing employee and 
industry attitudes and behaviours 
and developing trust between our 
partners and suppliers.

“Other benefits include value 
creation, knowledge and 
communications, business continuity 
and exit strategy,” concludes Andy.

ISO 44001 provided us with a recognised 
framework to enable us to strengthen our 
approach and gradually re-shape attitudes 
and behaviours between ourselves, clients, 
partners and suppliers to help build mutually 
beneficial relationships and project delivery 
mechanisms.
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Andy Brechin outlines some hints 
and tips for organisations looking to 
implement ISO 44001. 

One-size doesn’t necessarily fit all
No two projects are the same. 
Translate the standard requirements 
to align with your organisation’s 
values and needs. At Jacobs the full 
requirements of the standard were 
only applied to selected opportunities 
and projects and many of the solutions 
were also developed in a way that was 
bespoke to the unique needs of that 
project.  

Earlier in the process, we were more 
selective in our application of the 
requirements and would select the 
parts of the standard that best fitted 
certain opportunities.  Inevitably, this 
resulted in us only partially applying 
the standard, in many cases omitting 
the same elements.  

Assessment and certification to  
ISO 44001 helps you to better 
understand how to interpret the 
standard requirements and then 
implement them to meet your 
business needs.

It’s more than business-as-usual
ISO 44001 challenges organisations 
to re-evaluate how they approach 
delivery in the context of collaborative 
working. It imposes requirements on 
organisations that go significantly 
beyond business-as-usual, driving 
them towards performance 
excellence.  

Our early approach to the standard 
was simplistic and many of the 
principles for collaborative working 
were already in operation.  What we 
were required to do was reshape and 
reinforce existing practices, rather 
than reinvent the wheel on how we 
operated.

Many of these enhanced principles 
are now working their way back 
into our standard project process 
and we are now exposing more 
of our projects to the benefits of 
collaborative working.

Don’t review the superficial costs
For our significant projects, the 
benefits – both hard and soft, of 
applying ISO 44001, far outweigh the 
superficial ‘cost’ of supporting and 
developing collaborative working 
principles to achieve and maintain 
our certification.

Teams don’t want to work on 
short-term, transactional projects 
where there is an atmosphere of 
confrontation and suspicion.  They 
would far rather work effectively and 
collaboratively, in pursuit of common 
aims on longer-term projects and 
in secure, honest relationships with 
other organisations.

Choose the right certification  
body for you
Choose your certification body 
carefully.  Make sure they have 
experience of your industry and are 
recognised as a reputable provider.  
They are key to helping you put 
the requirements of the standard 
into context so they can meet your 
organisational needs.

The assessment and certification 
can be a challenge and choosing a 
certification provider that can help 
you understand how best to interpret 
the requirements of the standards for 
your organisation is vital to achieving  
ISO 44001 certification. 

Continual 
improvement is a  
key principle of  
ISO 44001. We 
have seen many 
improvements that 
have been developed 
over time.
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How can Lloyd’s Register help?
Lloyd’s Register (LR) recognises that 
every organisation is unique. At LR, 
we take time to understand the needs 
and circumstances of our clients and 
their businesses, to act with 
judgement, sensitivity and care. Our 
independence means that we are 
committed to doing things the right 
way to reach the highest standards 
and best outcomes for all, giving our 
clients confidence in our decisions 
every time. 

Assessment 
We specialise in management 
systems compliance including gap 
analysis, assessment and 
certification, all underpinned with 
expert advice designed to meet the 
needs of your industry. We explore 
every problem thoroughly with exact, 
analytical precision. We leave no 
stone unturned and no questions 
unanswered, to draw accurate 
conclusions. 

Technical expertise 
Our experienced assessors are 
industry specialists who are matched 
with your business needs, enabling an 

effective and robust audit of your 
system. We are experts in 
understanding the potential in 
cutting-edge ideas and applying this 
pragmatically in ways which 
guarantee an impact today and in the 
future. 

A wide range of assurance services 
At LR we deliver certification, 
validation and verification 
assessment services to all of the 
world’s leading standards and 
schemes including health and safety, 
environmental, sustainability, energy 
management, business continuity, 
cyber security, medical and many 
more. 

About Lloyd’s Register 

We started out in 1760 as a marine 
classification society. Today, we’re 
one of the world’s leading providers 
of professional services for 
engineering and technology – 
improving safety and increasing the 
performance of critical infrastructures 
for clients in over 75 countries 
worldwide. The profits we generate 

fund the Lloyd’s Register Foundation, 
a charity which supports science and 
engineering-related research, 
education and public engagement 
around everything we do. All of this 
helps us stand by the purpose that 
drives us every single day: Working 
together for a safer world. 

In a world of increasing complexity – 
overloaded with data and opinion 
– we know that our customers need 
more than technology to succeed. 
They need an experienced hand. A 
partner to listen, cut through the 
noise and focus on what really 
matters to them and their customers. 
Our engineers and technical experts 
are dedicated to assurance. That 
means a commitment to embracing 
new technology, and a deep rooted 
desire to drive better performance. So 
we consider our customers’ needs 
with diligence and empathy, then use 
our expertise and over 250 years’ 
experience to deliver the smart 
solution for everyone. 

After all, there are some things 
technology can’t replace.
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Lloyd’s Register
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Get in touch
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