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Beyond the Plan: Real Conversation in Project Strategy and Delivery
Beyond Contracts Building Collaborative Frameworks for Complex Infrastructure Delivery

Executive Summary

Beyond Contracts: Building Collaborative Frameworks for Complex Infrastructure
Delivery captures the key principles for moving past traditional transactional contracting
toward more integrated and relationship-driven approaches in infrastructure delivery. It
highlights how alignment, trust, and shared accountability can enable more effective

management of complexity, uncertainty, and stakeholder expectations.
The eBook distils this approach into five key lessons:

1. Align on Shared Outcomes — Define success collectively from the outset, ensuring
all stakeholders are working toward common objectives beyond contractual
deliverables.

2. Engage Early and Continuously — Involve key parties during planning and design
phases to improve decisions, reduce risks, and strengthen constructability.

3. Design for Collaboration — Establish governance structures, roles, and processes
that promote transparency, joint problem-solving, and integrated decision-
making.

4. Incentivise Collective Success — Use commercial models and risk-sharing
mechanisms that align behaviours and encourage long-term value rather than
short-term gains.

5. Build for Adaptability and Trust — Embed flexibility within frameworks to respond
to change, supported by strong relationships, clear communication, and mutual

accountability.

The core message is that complex infrastructure delivery is best achieved not through
contracts alone, butthrough collaborative frameworks that align people, processes, and
incentives, enabling stakeholders to deliver resilient outcomes, manage risk effectively,

and create lasting value.
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Chapter 1: Beyond Contracts — Why Traditional Delivery Is
No Longer Enough

Contracts Are Not the Problem but the Limitation

Most infrastructure projects do not fail because contracts are poorly written. They fail

because contracts alone are not enough to manage the complexity of modern delivery.

Traditional delivery systems look strong. It defined scope, clear risk allocation,
structured governance, and legally binding obligations. Yet despite this structure,
projects still experience cost escalation, delays, disputes, and fractured relationships

between parties.

The paradox is clear: We have more contractual control than ever, yet less delivery

certainty. This chapter explores why.

A System Designed for a Simpler Era
Traditional contracting models were designed in a time when infrastructure projects
were more linear, predictable, and contained.
Today’s environment is fundamentally different.
Modern infrastructure delivery now involves:
e Multiple funding and approval layers
e Interdependenttechnical systems
e Complex stakeholder ecosystems
e High political and community sensitivity

e Continuous scope evolution across long delivery timelines

In this environment, no single contract can fully capture the dynamic reality of delivery.

Instead of simplifying complexity, contracts often sit on top of it, without resolving it.
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The result is fragmentation across organisations that are technically aligned by
agreement but practically misaligned in execution. From contract-driven delivery to

collaborative, outcome-focused project delivery.

BEYOND CONTRACTS -
WHY TRADITIONAL DELIVERY IS NO LONGER ENOUGH

SYSTEMS COMPLEXITY FRAGMENTED CONTRACTUAL

DESIGNED FOR
AT SCALE INCENTIVES DISTANCE
A SIMPLER ERA DELIVERY

Written for Cannot respond Interdependencies Organisations Trust declines. Align people,
predictable to dynamic increase. optimise Collaboration incentives and
environments. complexity. locally. suffers. shared outcomes.

[ @ ALIGN PEOPLE ¢ ALIGN INCENTIVES ¢ ALIGN PROCESSES ¢ ALIGN OUTCOMES ]

Figure 1- From contract-driven delivery to collaborative, outcome-focused project delivery.

The Rise of Complexity at Scale
Infrastructure has evolved from standalone assets into integrated systems.
Projects are now:

e Transport corridors rather than isolated roads

e Precincts rather than individual buildings

e Network programs rather than single upgrades

With this shift, complexity is no longer an exception; it is the baseline condition.
However, many delivery models stillassume a level of predictability that no longer exists.

This creates a growing disconnect between:
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e Whatis planned
e Whatis contracted
e and whatis delivered
And that disconnect is where inefficiency begins. Fragmentation and Misaligned

Incentives

At the core of most delivery challenges is not technical failure; it is misalighment.
Each party enters a project with legitimate but different objectives:
e Government seeks public value, transparency, and long-term outcomes
e Contractors focus on risk management, commercial return, and certainty of
delivery
e Consultants prioritise compliance, technical integrity, and liability protection

Individually, these are rational positions. But collectively, they create structural tension.

Instead of a unified system working toward one outcome, projects become a
coordination of separate interests, each optimising their own success criteria. Over time,

this leads to fragmented decision-making and reduced delivery efficiency.

Contracts alone are not enough to manage the complexity of modern delivery.

From Collaboration to Contractual Distance
As projects progress, a subtle shift often occurs. Early intent is collaborative. But as

pressures increase, behaviour becomes more defensive.

The language changes:
e “Whatis the contract saying?”
e “That’s notinscope.”

2

e “We need to protect our position.’
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This marks a critical turning point.

Once parties beginrelying on contractual boundaries instead of shared problem-solving,
collaboration weakens. Trust reduces. Communication becomes filtered. Decisions

slow down. The project remains contractually intact—but operationally disconnected.

The Limits of Transactional Delivery
Traditional delivery frameworks rely heavily on transactional mechanisms:
define scope, allocate risk, manage change, and enforce compliance.
This approach assumes that complexity can be controlled through documentation.
In reality, it often produces the opposite effect.
Because infrastructure projects are dynamic, change is inevitable. When it occurs,
transactional systems respond through:
e variations
e claims
e dispute resolution processes
e administrative delays
Energy shifts away from solving problems and toward managing exposure.

Over time, delivery becomes less about outcomes and more about protecting positions.

When Contracts Replace Conversations
Perhaps the most important shift in modern delivery is when contracts become the

primary coordination tool; conversations lose influence.

Instead of asking:

“What is the best way to deliver this outcome?”

Teams begin asking:

“What does the contract require us to do?”
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Thisis a subtle but powerfultransformation. Because contracts are not designed for real-
time collaboration, they are designed for post-event accountability. When they become
the dominant decision framework, flexibility reduces, responsiveness declines, and

delivery slows. The system becomes more legalistic than collaborative.

Contracts destine the agreement, buy they do not guarantee alignment.

Why This Matters Now
The gap between traditional delivery models and the reality of modern infrastructure is
widening.
Projects are becoming:
e largerinscale
e more interconnected in function
e more uncertain in delivery conditions

e more sensitive to public and political outcomes

Yet the systems managing them are still largely transactional. This mismatch is now one
of the primary sources of inefficiency in major infrastructure delivery. Not because

contracts are flawed, but because they are incomplete as a framework for complexity.

Closing Insight
Contracts will always remain essential. They define accountability, structure
relationships, and provide legal certainty. But they are not sufficient on their own to

deliver complex infrastructure successfully.

What is now required is a shift from contract-driven delivery to collaborative delivery

frameworks built around shared outcomes. Because in complex infrastructure, success
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is no longer about how well contracts are written. It is about how well people work

beyond them.
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Chapter 2: Collaboration as a Mindset — Beyond Structure,
Beyond Contracts

In complex infrastructure delivery, collaboration is often treated as something that can
be designed into a model. It appears in procurement strategies, alliance frameworks,
partnering charters, and governance structures. It is embedded into contracts and
reinforced through formal processes. Yet despite this, collaboration still breaks down
under pressure. The reason is fundamental: you cannot contract collaboration into

existence.

Contracts can define obligations, allocate risk, and structure engagement. But they
cannot guarantee how people will behave when uncertainty increases, pressure builds,

and decisions become difficult.
True collaboration exists beyond the contract. It lives in behaviour, mindset, and culture.
What Collaboration Really Means in Complex Delivery

Collaboration is not about constant agreement. It is about how people work together

when agreement is difficult.

In complex infrastructure environments, no project proceeds without uncertainty.
Designs evolve, conditions change, risks emerge, and competing priorities surface.

In these moments, collaboration is demonstrated through behaviour such as:

e sharingissues early, even when the solution is unclear
e engagingin joint problem-solving rather than positional negotiation
e focusing on outcomes rather than organisational boundaries

e addressing risk collectively rather than transferring it
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Without this mindset, complexity quickly turns into conflict. Every issue becomes a

dispute. Every uncertainty becomes a delay. Every decision becomes an escalation.

From Contractual Frameworks to Delivery Mindsets

Most modern delivery models assume that collaboration can be structured. Early
contractor involvement, alliance contracting, integrated project teams, and partnership
models all aim to improve alignment. These structures are valuable, butincomplete.

Because structure alone does not change behaviour.

A collaborative framework without a collaborative mindset often becomes procedural
rather than practical. Meetings are held, reporting lines are established, and governance

forums are activated, but underlying behaviours remain cautious and transactional.

People comply with the system, but do not fully engage with its intent.

The result is surface-level collaboration without deep alighment.

The Hidden Barrier: Fear in Delivery Systems

One of the most significant barriers to genuine collaboration is not capability; it is fear.
Fear of:

e losing commercial position

e being exposed to risk or liability

e making decisions without full certainty

e being blamed when things go wrong

Traditional delivery environments often reinforce these fears through rigid accountability

structures and adversarial contracting norms.

WWW.EDSICO.COM.AU | BEYOND THE PLAN SERIES 10 BEYOND
©2025




EDSICO

Beyond the Plan: Real Conversation in Project Strategy and Delivery
Beyond Contracts Building Collaborative Frameworks for Complex Infrastructure Delivery

As a result, organisations naturally become defensive. Information is controlled. Risks

are escalated rather than resolved. Decisions are delayed until certainty is achieved.

Butin complex infrastructure delivery, certainty rarely comes early. Waiting for certainty

often means losing time, efficiency, and opportunity.

Collaboration requires a different response. Progress through uncertainty, not

avoidance of it.

Without trust, contract controls behaviour; with trust, collaboration designs

outcome.

Trust as the Operating Foundation

If contracts are the formal backbone of delivery, trustis the operational foundation. Trust

does not replace contracts, but it determines how effectively they are used.

In high-performing delivery environments, trust is built through consistent behaviour:
e transparencyin communication
e early disclosure of risks and issues
e reliability in commitments

e constructive engagement during conflict
Trust enables faster decisions, reduced friction, and more efficient problem-solving.
Without trust, every interaction becomes cautious and procedural. With trust, delivery

becomes adaptive and responsive.

Importantly, trust cannot be mandated. It must be earned through behaviour over time.
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Building a Culture of Openness

Sustained collaboration depends on culture, not structure alone. A culture of openness
is one where:

e issues are surfaced early without fear of punishment

¢ disagreementis treated as normal, not disruptive

e knowledge is shared across organisational boundaries

e decisions are explained, not justimposed

In such environments, collaboration becomes embedded in daily behaviour rather than
enforced through process. Openness reduces duplication, accelerates resolution, and
improves decision quality. It also shifts delivery from reactive problem-solving to
proactive management of complexity. Crucially, openness does not reduce

accountability; it strengthens it by making performance visible earlier and more clearly.

COLLABORATION AS A MINDSET
BEYOND STRUCTURE, BEYOND CONTRACTS

o WHAT COLLABORATION
— REALLY MEANS

FROM CONTRACTS
4 TO MINDSETS
;

0 BEYOND CONTRACTS:
THE REAL ENABLER

COLLABORATION
MINDSET

v

THE HIDDEN
BARRIER: FEAR

d

@/

() BUILDING A CULTURE |
~ OF OPENNESS \

@ TrusT AS THE
OPERATING FOUNDATION

CONTRACTS COLLABORATION TOGETHER,
PROVIDE STRUCTURE PROVIDES ALIGNMENT OUTCOMES FOLLOW

Figure 2 Collaboration is driven by mindset, trust and behaviours—not contracts alone.

Beyond Contracts: The Real Enabler of Delivery Success
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As infrastructure becomes more complex, interconnected, and uncertain, reliance on

contracts alone becomes increasingly insufficient.

Contracts remain essential. They define structure, responsibility, and commercial

boundaries. But they do not create alighment.

What enables successful deliveryin complex environments is nhot stronger contracts, but
stronger collaboration operating beyond them. This requires a shift in thinking:

e From managing compliance to enabling behaviour

e From enforcing structure to building mindset

e From contractual control to collaborative capability

Closing Insight

In complex infrastructure delivery, collaboration is not a tool or a model. It is the
operating condition that determines whether systems work as intended. Frameworks
can support it. Contracts can define it. Governance can guide it. But none of these can
replace the human element that ultimately determines success. Because beyond
contracts, delivery is still driven by people. And how those people choose to work

together, especially when it is difficult, is what ultimately defines project outcomes.
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Chapter 3: Aligning Early — Building the Foundation Before

Contracts Take Shape
Why Alighment Begins Before Delivery

In complex infrastructure delivery, success is often determined long before construction

starts.

By the time contracts are signed and delivery teams are mobilised, many of the most
important decisions have already been made, intentionally or unintentionally, through
early engagement, early assumptions, and early relationships. Yet in many traditional

models, collaboration is treated as something that begins after procurement.

At that stage, however, positions are already formed, expectations are set, and
contractual boundaries are fixed. This creates a critical disconnect: We expect

alignment during delivery, but we fail to build it before it.
Early Engagement as a Strategic Lever

Early engagement is not an administrative step. It is a strategic lever that shapes the
entire delivery outcome. When stakeholders, industry, and delivery partners are engaged
early, there is still flexibility to influence:

e project scope and feasibility

o riskidentification and allocation

e delivery strategy and sequencing

o stakeholder expectations and constraints

This is the stage where alignment is most achievable and most valuable.
Once commitments are locked into contracts, options narrow and change becomes

expensive.
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Early engagement shifts the project from reactive adjustment to proactive shaping. Itis
the difference between designhing alignment in and trying to manage misalighment out

later.

Early Market and Stakeholder Engagement

Engaging the market and stakeholders’ early transforms delivery from a transactional
process into a collaborative design effort. Rather than presenting a fixed solution for
execution, early engagement enables a shared understanding of:

¢ whatis being delivered

e whyitis being delivered

e what constraints exist

e what success looks like

Early engagement does not reduce uncertainty. It moves it into a space where it

can still be influenced.

This approach does not reduce control; it improves clarity. It allows government,
industry, and stakeholders to testassumptions together before they become contractual

obligations.

It also reduces one of the most common causes of project failure: misunderstanding
between intent and interpretation.
When engagement is delayed, delivery becomes reactive.

When it happens early, delivery becomes intentional.

Defining Shared Goals and Strategic Direction

Alignment is impossible without a shared definition of success.
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In complexinfrastructure projects, different parties often interpret outcomes differently:
¢ government focuses on public value and long-term outcomes
e contractors focus on risk, certainty, and commercial return
e consultants focus on compliance, design integrity, and liability
management

These perspectives are valid but not automatically aligned.

Without a clearly defined shared direction, each party optimises for its own success

criteria, not the project outcome.

A shared vision acts as the anchor point for decision-making. It ensures that even when
trade-offs are required, decisions are made against a common reference point rather
than competing interpretations. Without it, delivery becomes fragmented from the

outset.

ALIGNING EARLY -
BUILDING THE FOUNDATION BEFORE CONTRACTS TAKE SHAPE

‘ 0/ ’ Alignment must be built before delivery begins.

®® @0 @6

EARLY EARLY MARKET & SHARED GOALS & INTEGRATION FROM REACTIVE
ENGAGEMENT STAKEHOLDER STRATEGIC FROM FIXES TO PROACTIVE
ENGAGEMENT DIRECTION ENABLER THE START ALIGNMENT
FROM TO

Managing change # Shaping alignment
during delivery = before delivery begins

Contracts define the structure of execution.
But early alignment determines whether execution will succeed.

Figure 3 Building alignment before delivery begins.

Transparency as the Enabler of Early Alignhment
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Early alignment depends on one critical condition: transparency.

In traditional environments, information is often controlled until it is formally required.

This is usually driven by risk management and commercial caution.

However, in complex delivery systems, delayed information often creates greater risk
than early disclosure. Transparency enables:

e earlieridentification of delivery risks

e better-informed decision-making

¢ reduced duplication and rework

e stronger trust between parties
It also reduces uncertainty, the primary driver of inefficiency in early project phases.
Importantly, transparency is not about removing structure.
It is about ensuring that the right information is available early enough to shape

outcomes, not just react to them.

Integration from the Start, Not During Delivery

Integration is often treated as a delivery-phase activity.

In reality, integration must begin at the earliest stages of project development.
This includes alighment across:

e procurement strategy and delivery model selection

¢ design assumptions and construction methodology

o stakeholder requirements and approval pathways

e commercial frameworks and risk allocation

When integration is delayed, interfaces multiply, and interfaces are where complexity

becomes inefficiency.
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Early integration reduces fragmentation by ensuring that decisions are made with
system-wide awareness, not isolated optimisation. It creates coherence before

complexity becomes embedded.

From Reactive Fixes to Proactive Alighment

When early alighment is weak, projects inevitably rely on late-stage correction:
¢ redesign and rework
e contractvariations
¢ claims and dispute processes

e schedule recovery efforts

These interventions are not just costly; they are symptoms of misalighment that was

never addressed early.

In complex infrastructure, late alighment is just structured rework.

The cost of fixing misalignment later is always higher than the cost of preventing it early.
Shifting this pattern requires a change in mindset from managing change during delivery
to shaping alighment before delivery begins. This is where real efficiency is created in

complex infrastructure systems.

Closing Insight

Alignment is not something that happens within contracts.

Itis something that must be established before contracts are even signed.
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Early engagement, shared direction, transparency, and integration are not optional
enhancement; they are foundational requirements for successful delivery in complex

environments.

Because in modern infrastructure delivery, contracts define the structure of execution.

But early alighment determines whether execution will succeed at all.

WWW.EDSICO.COM.AU | BEYOND THE PLAN SERIES 19 BEYOND
©2025




EDSICO

Beyond the Plan: Real Conversation in Project Strategy and Delivery
Beyond Contracts Building Collaborative Frameworks for Complex Infrastructure Delivery

Chapter 4: Sharing Risk, Creating Value - Beyond

Contractual Risk Allocation
Risk Is Not the Problem—Fragmentation Is

In complex infrastructure delivery, risk is unavoidable. Every project carries uncertainty,
technical, commercial, environmental, and stakeholder-related. Yet the way risk is
managed often determines whether a project delivers efficiently or becomes

constrained by cost, delay, and dispute.

Traditional delivery models tend to treat risk as something to be allocated through
contracts. Once allocated, it is assumed to be controlled. But in practice, risk does not
behave according to contractual boundaries. It moves across interfaces, evolves, and is
often shared in reality even when it is not shared in structure. This creates a critical

mismatch between how risk is defined and how it behaves in delivery.
From Risk Transfer to Risk Sharing

Most traditional contracting systems are built onrisk transfer. The objective is clear: shift

risk to another party who is contractually responsible for managing it.

However, in complex infrastructure environments, this approach often breaks down.
Because many risks cannot be effectively owned by a single organisation.They are:

e interdependent across multiple parties

¢ influenced by external conditions

o affected by design, construction, approvals, and operations

simultaneously

When risk is artificially separated from its context, it becomes harder, not easier, to

manage. A more effective approach is risk sharing.
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Risk does not disappear when it is transferred. It simply becomes more

expensive and less visible.

Risk sharing does not remove accountability. It recognises that effective management
often requires joint visibility, joint planning, and coordinated response. It shifts the focus

from ownership alone to how risk is actively managed across the system

The Failure of Risk Dumping

Risk dumping occurs when risk is pushed down the contractual chain without regard to
actual control or capability.
While this may appear commercially efficient at the point of contracting, it creates long-
term inefficiencies across the project lifecycle. Common consequences include:

e inflated pricing to cover uncertainty

e conservative delivery approaches that reduce innovation

e increased claims and contractual disputes

e delayed escalation of emerging issues

e reduced willingness to collaborate openly

In effect, riskis noteliminated; itis priced, protected, andisolated. This leads to a system
where parties focus less on solving problems and more on defending positions. The

result is higher cost, slower delivery, and reduced overall value.

Joint Risk Management as a Delivery Capability
In collaborative frameworks, risk is not assigned and forgotten—it is actively managed.
Joint risk management involves creating shared visibility and shared responsibility for

understanding and addressing uncertainty.
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This includes:
e shared identification of risks across project phases
¢ joint assessment of likelihood and impact
e collaborative development of mitigation strategies

e clearbutflexible allocation based on capability and control

The key shift is simple but powerful:

From “who owns this risk?” to “who is best positioned to manage this risk?”

This reframing improves decision-making because it aligns responsibility with real-world

influence, not just contractual position.

SHARING RISK, CREATING VALUE

BEYOND CONTRACTUAL RISK ALLOCATION

1. UNDERSTAND

THE REAL RISK
THE ENABLERS
6. ADAPT & DELIVER I l \ 2. SHIFTTO
VALUE @ RISK SHARING

Transparency

Trust &
Collaboration

Aligned Incentives
SHARED RISK @ & Behaviours

CREATES VALUE

5. REDUCE 3. MANAGE

HIDDEN COSTS @ \ /@ TOGETHER

4. ALLOCATE WISELY

Flexibility to Adapt

Better Outcomes
for All
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3
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B > @9 > 4 >0 P x> > > il
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Figure 4 From contractual risk transfer to collaborative risk management.

Allocating Risk to Where It Can Be Managed
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Effective risk allocation is not about pushing risk away. It is about placing it where it can

be actively managed.

Misaligned risk allocation creates inefficiency in several ways:
e risks are priced higher than necessary
e decision-making becomes defensive and slow
e innovationis reduced due to fear of exposure

e accountability becomes blurred during delivery

In contrast, well-aligned risk allocation:

e reduces uncertainty premiums

improves responsiveness

strengthens collaboration

increases delivery efficiency

This requires a more honest and practical assessment of:
e who has control over the risk
e who can manage it

e« and where intervention will have the mostimpact

When this alignment is achieved, risk becomes a managed system rather than a

contractual burden.

The Hidden Cost of Inefficient Risk Allocation

One of the least visible but most significant inefficiencies in infrastructure delivery is risk

inflation.

When risk is transferred rather than managed collaboratively, it is often priced
conservatively to account for unknowns. This results in:

e higher upfront costs
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e larger contingencies embedded in bids
e reduced competitiveness in procurement

e conservative delivery behaviours during execution

Over time, the project pays not only for actual risk, but for the uncertainty created by

fragmented ownership.

This is a structural inefficiency embedded in traditional delivery models. Reducing it

requires transparency and early collaboration in understanding risk exposure.

From Pricing Risk to Managing It Together

In traditional models, risk is often treated as a pricing input at the procurement stage.
Once priced and contracted, it is assumed to be managed through contractual
mechanisms. However, complex infrastructure delivery is dynamic. Risks evolve as

projects progress.

A more effective approach treats risk as a live management function, not a static pricing
exercise. This means:

e continuous reassessment of emerging risks

e oOpencommunication as conditions change

e collaborative adjustment of mitigation strategies

e shared focus on resolving issues early

When risk is actively managed rather than statically priced, projects become more

adaptive, resilient, and efficient.

Beyond Contracts: A Collaborative Risk Framework

Moving beyond contracts does not mean removing structure. It means extending it.
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Contracts remain essential for defining accountability and commercial relationships.
But they are not sufficient for managing complex, evolving risk environments. What
isrequiredis a collaborative risk framework that operates alongside the contract—
focused on

e shared visibility

e joint problem-solving

e alignedincentives

e and early intervention

This framework enables risk to be managed as a system, not a series of isolated

contractual events.

Closing Insight

In complex infrastructure delivery, risk will always exist. The question is not whetheritis
present, but how it is handled.

Traditional models focus on transferring risk through contracts. Collaborative
frameworks focus on managing risk through shared understanding and joint action.
Because value is not created by avoiding risk.It is created by managing it effectively—

together, early, and with full visibility across the system.
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Chapter 5: One Team, Better Outcomes - Embedding
Collaborative Delivery

From Agreements to Operating Systems

In complex infrastructure delivery, collaboration is often treated as a philosophy or
project-level initiative. It appears in partnering charters, alliance frameworks, and early
engagement strategies. It is discussed at the start of projects, reinforced during
procurement, and revisited in governance meetings. But as delivery pressures increase,
collaboration often weakens. Why?

Because it was never fully embedded as an operating system.

True collaboration is not something that sits alongside contracts. It is something
that operates beyond them, shaping how decisions are made, how risks are managed,

and how teams behave under pressure.

To move beyond contracts, collaboration must shift from intent to system design.
Turning Collaboration into Sustained Delivery Performance

In high-performing infrastructure environments, collaboration is not episodic; it is
sustained. It does not depend on individual relationships alone. It is embedded in how

the entire delivery system functions over time.

Sustained collaborative performance is characterised by:

shared accountability for outcomes

aligned behaviours across organisations

rapid and transparent decision-making

consistent focus on collective success

When collaboration is embedded, performance becomes more stable and predictable,
even in complex and changing conditions. When it is absent, performance becomes

fragmented, reactive, and dependent on individual effort rather than system strength.
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Integrated Teams and Co-Located Delivery

One of the most effective ways to embed collaboration is through integrated team

structures.

Projects do not fail at the contract level. They fail when teams stop acting as

one system.

Integrated teams bring client, contractor, and consultant capabilities together into a
single delivery environment, reducing organisational separation in day-to-day decision-
making. Co-location strengthens this further by removing physical and psychological

distance between parties.

When teams operate in a shared environment:
e communication becomes faster and more direct
e issues are identified and resolved earlier
e trustdevelops through daily interaction

o decision cycles shorten significantly
Co-location is not about proximity for convenience. It is about enabling faster alignment
and reducing friction in decision-making. In complex delivery, speed of coordination is

often as critical as technical expertise.

Working Across the Entire Supply Chain

Infrastructure is not delivered by a single organisation; it is delivered through extended,

multi-layered supply chains.
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If collaboration exists only at the head contract level, fragmentation is simply pushed
downstream.
Embedding collaboration across the supply chain requires:

« alignment of objectives beyond contractual tiers

e early involvement of key suppliers and subcontractors

e consistent communication and reporting structures

e shared understanding of delivery priorities

The goal is not to eliminate contractual relationships, but to ensure that behaviours
and objectives remain aligned across all levels of delivery. Without this alignment,

inefficiencies multiply through the system.

Performance Beyond Cost, Time, and Scope
Traditional performance measurement focuses on cost, schedule, and scope
While these remain essential, they do not fully reflect how well a complex project

is functioning.

A collaborative delivery system also evaluates:
e quality and speed of decision-making
e strength of cross-organisational trust
e ability to resolve issues early
e adaptability to change and uncertainty

o stability of delivery relationships over time

These factors are often invisible in traditional reporting, but they are the underlying

drivers of cost and time performance.

Projects that appear successful on paper can still underperform if collaboration is weak
beneath the surface. True performance is system performance, not just output

performance.
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ONE TEAM, BETTER OUTCOMES

EMBEDDING COLLABORATIVE DELIVERY
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Figure 5 Embedding collaboration across the entire delivery lifecycle.

Scaling Collaboration Across Programs, Not Just Projects

Collaboration is often successfully introduced at the project level.
However, the real test comes when it must be scaled across multiple projects or entire

infrastructure programs.

At this level, complexity increases significantly due to:
e multiple delivery teams operating in parallel
e inconsistent behaviours across contracts
e competing priorities between projects
o fragmented stakeholder engagement
Without a consistent collaborative framework, performance becomes uneven across the

program.

To scale collaboration effectively, organisations must establish:
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e consistent principles of engagement across all projects
e aligned governance and decision-making structures
e shared performance and reporting frameworks
e leadership alignment across the entire program
The objectiveis not uniform delivery—but consistent behavioural and decision

alignment across the system.

From Project Completion to Long-Term Value Creation

Traditional delivery thinking ends at project completion.

Once the asset is delivered, the system often disengages. However, in modern
infrastructure environments, value extends far beyond construction. It includes

e operational performance over time

o lifecycle cost efficiency

e userexperience and service outcomes

e integration with broader infrastructure networks
Embedding collaboration shifts focus from short-term project delivery to long-term

system value.

This requires thinking beyond individual contracts and considering how each project
contributes to a broader infrastructure ecosystem. When collaboration is sustained
beyond delivery, infrastructure performs better not just at handover, but across its entire

lifecycle.

Closing Insight

Moving beyond contracts is not only about improving individual projects. It is about

redesigning how infrastructure delivery systems operate.
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Integrated teams, supply chain alignment, expanded performance measures, and
program-level consistency are not optional improvements. They are structural
requirements for complexity. Because in modern infrastructure delivery, success is no
longer defined by how well individual contracts are managed. It is defined by how
effectively the entire system performs as one integrated team, working beyond contracts

to deliver shared outcomes.

Conclusion: Final Reflections - Delivering Differently in a
Complex World
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The way projects are delivered is changing. Across industries, organisations are facing
increasing complexity, uncertainty, and interconnected challenges. Traditional
approaches built around fixed structures, strict boundaries, and contractual control are

no longer enough to consistently achieve successful outcomes.

This does not mean contracts, processes, and governance are no longer important.

They remain essential foundations for clarity, accountability, and effective delivery.

However, they are only part of the solution. The deeper lesson is that successful

delivery depends on how people, organisations, and systems work together.

Throughout this ebook, we explored the shift from viewing delivery as a series of

transactions toward understanding it as a collaborative journey.

Beyond Contracts

Contracts define responsibilities, but they do not create trust.

A strong delivery environment requires more than clearly written obligations. It requires
openness, shared understanding, and awillingness to work through challenges together.
When teams rely only on contractual positions, opportunities for innovation, problem-

solving, and value creation can be lost.

The strongest partnerships are built when agreements are supported by genuine

collaboration.

Beyond Individual Success

Complex projects cannot succeed through isolated efforts.

Every stakeholder influences the outcome: clients, consultants, contractors, suppliers,
and delivery teams. When each party focuses only on their own objectives, the project

becomes fragmented.
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However, when teams aligh around a common purpose, challenges become
opportunities to improve outcomes rather than obstacles to overcome.

Success becomes collective.

Beyond Managing Risk
Risk will always exist in complex environments. The question is not how to eliminate
risk, but how organisations respond to uncertainty. A collaborative approach

encourages early conversations, shared ownership, and proactive solutions.

When risks are identified together, teams can make better decisions before issues

become costly problems.

The Future of Delivery
The future of project delivery belongs to organisations that can balance structure with

flexibility, accountability with trust, and processes with people.

The next generation of leaders will not only manage projects, but they will create

environments where teams can collaborate, adapt, and deliver meaningful value.

The goalis not simply to complete projects. The goal is to create outcomes that last.
Ultimately, the most successful delivery models will be those that recognise one
fundamental truth: Projects are built through contracts, but successful outcomes

are built through collaboration.

What’s Next?

Turning Collaboration into Action
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The future of project delivery will not be defined only by better contracts, improved
processes, or stronger governance frameworks. While these elements remain
important, the greatest opportunity lies in how organisations choose to work together.
The shift from traditional delivery models to collaborative delivery requires more than
adopting new methods. It requires a change in mindset, moving from protecting
positions to solving problems, from managing obligations to creating value, and from

working within boundaries to working toward shared outcomes.

The lessons throughout this ebook highlight a simple but powerful idea:
Successful delivery is not created by contracts alone. It is created by people,

relationships, and a shared commitment to achieving better outcomes.

Moving From Understanding to Implementation

The next step is applying these principles in real environments. Organisations can begin
by asking:

¢ Are we aligning expectations early enough before challenges emerge?

e Areour contracts enabling collaboration or creating barriers?

¢ Do ourteams have the confidence to raise issues openly?

e Arerisks being managed collectively or simply transferred?

e Are we measuring success based on completion, or on lasting value?

These questions help shift the conversation from traditional project management

toward strategic delivery leadership.

Building the Future Delivery Environment

Future-focused organisations will increasingly focus on creating environments where:
Collaboration becomes intentional

Teams do not wait for problems before working together. They establish trust,

communication, and alignment from the beginning.
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Risk becomes a shared responsibility
Instead of viewing risk as something to assign, successful teams identify, understand,

and manage uncertainty together.

Value becomes the measure of success
Projects are no longer judged only by time, cost, and scope. Success is measured by

outcomes, benefits, and long-term impact.

A Call to Action

Every project creates an opportunity to improve how we work.

The question is not whether collaboration is valuable. The question is whether
organisations are prepared to create the conditions where collaboration can succeed.
The future belongs to teams that recognise delivery is not a series of transactions —itis
a partnership built around trust, transparency, and shared purpose.

The journey beyond contracts starts with a decision:

How EDSICO Can Help

At EDSICO, we help public and private sector organisations navigate complex
infrastructure challenges by applying the principles explored throughout this book.

From project planning and governance to procurement strategy, risk management,
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project controls, and delivery assurance, we work with clients to improve outcomes,

strengthen collaboration, and create lasting value.

Whether you're seeking to improve project performance, adopt more collaborative
delivery models, strengthen governance, or better manage uncertainty, our team can

help translate these ideas into practical actions.
Start with one area where greater clarity, stronger alignment, or smarter decision-
making can make a difference—and put it into action on your next project.

Take the Next Step

Book a complimentary consultation with our team.

Visit https://edsico.com.au/ to learn more about our services and capabilities.

Explore the Knowledge hub for more eBook and free resources

Biography

About Mark Simister | former British Army officer and experienced global

programme director

Mark Simister is a former British Army officer and experienced global programme director
with a career spanning complex infrastructure delivery, operational leadership, and

large-scale transformation programmes.

His journey has taken him from highly specialised engineering environments — including
drilling boreholes at Buckingham Palace — to leading multi-billion-dollar infrastructure

frameworks that shape essential services for communities.
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With extensive experience across defence, utilities, and major infrastructure sectors,
Mark has developed a deep understanding of why some of the world’s most ambitious
projects struggle to deliver their full potential. He has seen firsthand how fragmented
delivery models, risk transfer, and adversarial contracting approaches can create

barriers to collaboration and limit project success.

As a key leader behind Sydney Water’s Partnering for Success model, Mark has helped
demonstrate how collaborative contracting can reshape relationships between clients,
contractors, and delivery partners. His work highlights the importance of trust,

transparency, shared accountability, and aligned incentives in creating better outcomes.

Mark’s approach to leadership focuses on moving beyond traditional project delivery
thinking — from managing contracts and transactions toward building partnerships that

encourage innovation, problem-solving, and long-term value creation.

Through his experiences, Mark continues to advocate for a more collaborative future in
infrastructure delivery, where success is measured not only by completing projects, but

by creating lasting benefits for organisations, communities, and society.

About EDSICO
EDSICO is a leading Australian project management company with access to global
expertise. At EDSICO, we have highly qualified and professional teams who provide a

range of services to develop projects from inception to delivery and commissioning.

EDSICO has been operating since 2006, with a primary focus on providing a
comprehensive range of integrated project services for infrastructure projects. With 25
Years of experience from multi-billion-dollar projects and serving numerous clients,

EDSICO opened its first Australian Branch in Sydney in 2014.
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We appreciate that our clients are different, and their projects are unique, so one
solution doesn’t fit all. This is why we take the time to listen and analyse each client’s
specific requirements, enabling us to provide tailored solutions that adequately address

their needs.

EDSICO's client portfolio includes a range of public and private sector clients, including
Australian Federal, State, and local government agencies, as well as tier-one contractors

and Consultants.

Further Reading and Standards References
The following resources provide additional insights into collaborative delivery, project

leadership, procurement, risk management, and infrastructure transformation.

Collaborative Working: Integrating Project Delivery, Alliancing, and Partnering

Approaches
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Explores how collaborative delivery models can improve relationships, reduce conflict,

and create better outcomes across complex projects.

The Five Dysfunctions of a Team - Patrick Lencioni
Examines the foundations of effective teams, including trust, commitment,

accountability, and collective results.

Team of Teams - General Stanley McChrystal
Highlights the importance of adaptability, shared awareness, and collaborative

leadership in complex environments.

How Big Things Get Done - Bent Flyvbjerg and Dan Gardner
Explores why major projects fail and identifies principles for improving planning,

decision-making, and execution.

1ISO 44001:2017 - Collaborative Business Relationship Management Systems
Provides a framework for establishing and improving collaborative relationships
between organisations.
Key principles include:

e Shared objectives

e Trustand transparency

e Joint problem-solving

e Continuous improvement

e Mutual value creation

Rebuilding Value: Infrastructure Delivery Health Check

This checklist helps project owners, government agencies, contractors, consultants,
and project teams assess whether their projects are positioned to deliver sustainable

value, improve productivity, and reduce delivery risk.
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Successful projects are not defined by the absence of challenges, but by the systems,
decisions, and behaviours that enable teams to respond effectively when challenges

arise.

Yrnjarte that n - ctranciv arrnce all cantinpo S Tatallil s = iy 1
Projects that perform strongly across all sections are significantly more likely to

achieve predictable delivery, improved stakeholder confidence, and long-term

asset value.

How to Use This Checklist
This tool is designed for infrastructure leaders, procurement teams, and delivery
partners seeking to move beyond transactional contracting and into true collaborative

delivery.
By working through this checklist, you will:

¢ Identify where traditional delivery models are undermining outcome
e Strengthen alignhment between clients, contractors, and stakeholders
e Build trust-based and outcome-focused delivery environments

e Improve integration from strategy through to execution

« Shift from contract management to collaborative value creation

1. The Limits of Traditional Delivery — Recognising System Failurel

Key Area Questions Status
Complexity Do you recognise the complexity [1Yes [No
Awareness and interdependence in your project environment?
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Fragmentation Are

roles, responsibilities, and interfaces clearly[dYes [INo

Risk understood across all parties?

Contractvs Are issues resolved through collaboration rather than[JYes [JNo
Conversation contractual escalation?

Alignment of Do all parties share a common understanding of project[1Yes [1No
Objectives success?

Delivery Model Fit |Is the chosen delivery model appropriate for project[dYes [1No

complexity?

2. Collaboration as a Mindset - Building the Foundationl

Key Area

Questions

Status

Behavioural Alignment

Is collaboration embedded in behaviours, not

just formal agreements?

[(1Yes [ No

Trust Building

Is there active effort to build trust across all

delivery partners?

[1Yes [ No

Openness

Transparency

and

Is information shared openly and consistently?

[1Yes [INo

Cultural Readiness

Do teams demonstrate willingness to work

beyond silos?

[1Yes [ No

Resistance

Management

Are barriers to collaboration being|

actively identified and addressed?

[1Yes [ No

3. Aligning Early - Setting the Foundation for Success

Key Area Questions

Status

Early Were

Engagement engaged early in the process?

stakeholders and market participantsfdYes [INo
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Shared Vision Is there a clearly defined, shared project vision[{1Yes [1No

across all parties?

Integration froml|Are planning, procurement, and delivery aligned[1Yes [1No

Start from the outset?

Clarity of Are roles, responsibilities, and expectations clearly[ll1 Yes [1No
Expectations defined early?

Decision Are key decisions made transparently and{dYes [INo

Transparency collaboratively?

4. Sharing Risk, Creating Value - Moving Beyond Transfer Models

Key Area Questions Status

Risk Ownership |Is risk allocated to the party best able to manage[dYes [1No

it?

Joint Risk Are risks actively managed as a shareddYes [INo

Management responsibility?

Cost of Risk Is the cost of inefficient risk transfer understood? [ Yes [ No

Awareness

Fair Allocation |Are risks allocated fairly rather than excessively[ll1Yes [1No

transferred?
Incentive Do contract structures encourage collaboration[1Yes [1No
Alignment rather than protectionism?

5. One Team Delivery - Embedding Collaboration into Execution

Key Area Questions Status
Integrated Are teams operating as a single integrated[1Yes [INo
Teams unit across organisations?
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Supply Chain Is the supply chain engaged early and [1Yes [ONo

Collaboration treated as a partner?

Performance Is performance measured beyond cost and[J Yes [1No
Focus time (e.g., outcomes, behaviours)?
Continuous Are lessons learned actively captured and[1Yes [INo

Improvement applied during delivery?

Scalability of Can collaborative practices be scaled[dYes [1No

Collaboration across programs, not just projects?

Interpretation Guide

Total
Delivery Health Interpretation
Score

Your project demonstrates strong collaborative behaviours
and is well positioned to deliver sustainable value. Teams
are aligned, risk is appropriately managed, and delivery
22-25 |Leading Practice
practices supportinnovation, trust, and continuous
improvement. Focus on maintaining momentum and

sharing lessons across future programs.

The project has a solid foundation for collaborative delivery,
Healthy but but there are several areas where stronger alignment,

18-21 |Needs governance, or integration could improve outcomes.
Strengthening ||Addressing these gaps early will help reduce delivery risk

and improve productivity.

The project shows a mix of collaborative and traditional
delivery practices. Misalignment, fragmented decision-
making, or inconsistent risk management may impact
13-17 ||Moderate Risk
delivery performance. Prioritise improvements in early
engagement, shared objectives, and integrated team

behaviours.
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Total
Delivery Health Interpretation
Score
Significant gaps exist in collaboration, trust, integration, or
risk allocation. The projectis likely relying on transactional
8-12 |High Risk approaches that can increase cost, delay, and disputes. A

structured review of delivery strategy and governance is

recommended.

Traditional contracting behaviours are likely limiting project

performance. Without meaningful changes to
Critical
collaboration, stakeholder alighment, and risk-sharing, the
0-7 Attention
project faces a high likelihood of poor delivery outcomes.
Required
Immediate intervention and a collaborative delivery reset

should be considered.

Summary & Next Steps
After completing the checklist:
e Identifywhere traditional contracting approaches are limiting
collaboration
¢ Highlight gaps in early alignment, trust, and integration
e Assess whetherrisk and incentives support or hinder value creation
e Prioritise shifts from transactional delivery to collaborative frameworks

e Embed lessons into future procurement and delivery strategies

Need Support?
If your results highlight areas for improvement, EDSICO can help:

R4 Book a Free Consultation with EDSICO

= https://edsico.com.au/
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'@ Email: info@edsico.com.au

Orreach outvia LinkedIn

Watch the full podcast episode.

Hear from Mark Simister, Founder & CEO of Metaphic, a global infrastructure leader
with over 30 years’ experience in collaborative contracting, integrated delivery
frameworks, and major program leadership across water, transport, and public

infrastructure projects.

= Watch the full episode on YouTube

Use the eBook, tools, and checklist together to strengthen your bids, improve

operational readiness, and build lasting trust with buyers.
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