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• Demand & Delivery: the importance of working as a team

• How collaboration improves project delivery

• Effective communication & project organization

• Managing the impact of change



Arup in the Middle East



“It is not the wish to expand, but the quest 

for quality which has brought us to this position [Total 

Architecture], for we have realised that only intimate 

integration of the various parts or the various 

disciplines will produce the desired result.”

Sir Ove Arup, key speech



Global presence

as at Mar 2021 *19/2020 financial year

£1.8bn* turnover

75 yrs

17,000+ people

of profitable 

trading debt free

89 offices

33 countries



Aims

Total

architecture

Humane 

organisation

Quality

of work

Straight and 

honourable 

dealings

Social

usefulness

Reasonable 

prosperity 

 



Key Services



Arup Gulf Limited



Demand & Delivery
The importance of working as a Team



Demand & Delivery

- Client

- Design Team

- Stakeholders

- Contractor

- Sub-contractors

- Suppliers



The Barcelona Way

‘For anything to change, 

someone has to start 

acting differently’

• The key to culture change is behaviour change. If people don't 

start acting differently the culture will not change.

• To change behaviour, change the environment. Focus on 

creating feedback loops from the environment that reinforce 

desired behaviours



Lead from the Top

‘The more I help others 

to succeed, the more I 

succeed’

• The 3-legged stool approach:

• Happy employees

• Happy suppliers

• Happy franchisees



Collaboration
How a collaborative approach improves projects



Our collaboration model
A framework for building collaborative behaviours

Arup’s collaboration model has been developed as a result of extensive research with internal project experts, skilled occupational 

psychology practitioners and clients. It is a tried and tested approach, based on psychological research findings which clearly 

outlines the required behaviours relevant to improving collaborative working and increasing efficiencies at a team, project and even 

organisational level. Arup’s Framework for collaborative behaviours:

Implements shared 

vision & goals

Promotes collective 

ownership of vision and 

goals

Aligns individual activities 

to the shared vision and 

goals

Seeks to understand the 

needs of all parties

Creates shared and clear 

vision and goals

Ensures clarity of purpose 

for all

Leads and 

empowers others

Adopts a ‘best person for 

the role’ approach

Encourages and trusts 

others to make the right 

decisions

Encourages others to take 

ownership for their work

Leads with respect for 

others

Demonstrates that 

individuals are valued

Encourages

‘One Team’ 

approach

Provides support to others

Seeks out a broad range of 

opinions and inputs; 

welcomes diversity

Actively communicates and 

connects people within and 

across work groups

Build relationships based 

on mutual understanding 

and trust

Fosters a culture where all 

‘go the extra mile’

Engages in open and 

constructive 

communication

Approaches conflict 

constructively

Actively listens

Willingly shares 

knowledge, information 

and feedback

Communicates honestly 

and respectfully

Makes time for the difficult 

conversations

Learns continuously 

and innovates

Analyses lessons learned 

and embeds new learning

Encourages critical 

thinking and review

Takes initiative to seek out 

new approaches, ideas and 

best practice

Willing to experiment and 

implement new approaches

Develops expertise in 

people and practices

Demonstrates 

commitment to 

quality

Puts in place processes and 

structures that support and 

sustain collaboration

Takes personal 

responsibility for delivering 

commitments

Ensures working practices 

and decisions are informed, 

fair and safe

Ensures highest service 

levels for clients

Ensures practices incorporate 

early warnings and risk 

mitigation



Our approach
A bespoke process for continual improvement

We employ a participatory approach in co-defining collaboration 

with clients and project teams, backed with psychological 

principles and continuous improvement plans to facilitating 

teams in achieving collaborative working. Arup’s process:

• A cyclical approach to continual improvement across 

collaborative behaviours, begins with a tailored definition that 

is specific to the context and team. 

• Quantifiable baseline measures are developed out of this 

definition which are used to benchmark performance and 

clearly define the success metrics. 

• Development activities draw upon sound psychological 

knowledge and domain specific insights, through a multi-level 

approach. 

• Progress review and data collation complete the cycle and 

focus attention so that additional development can employed 

as required.

4. Re-assess 

and review

1. Co-define 

collaboration

2. Develop 

baseline 

measure

3. Develop 

bespoke 

interventions

Close-out 

meetings

Collaborative 

behaviours

re-assessment

Stand back 

reviews

1:1 Interviews and 

focus groups

Individual level 

interventions

Team level 

interventions

Project level 

interventions

Multi-partner 

interventions Psychometric testing

Collaborative 

behaviour surveys

1:1 Interviews and 

focus groups

Data gathering

Bid review 

selection & 

assessment

Stakeholder mapping

Development of 

collaborative behavioural 

assessment criteria

Vision 

workshop



Collaboration standards
Alignment to ISO 44001 (previously BS11000)

16

Arup tools mapped against ISO 44001                                                       Arup’s accreditation to ISO 44001

• Visioning and 

collaboration 

workshop

• Team charters

• Recruitment and 

selection support

• Psychometric testing 

(Saville Wave)

• Collaborative 

contracting

• Development of a 

behavioural 

assessment criteria 

• 1st Collaboration 

survey 

(benchmark to 

track progress)

• Embedding 

collaborative 

behaviours

• Collaboration 

survey

• Developmental 

coaching

• Collaboration 

improvement 

plan

• Relationship 

management plan

• Induction and on 

boarding processes

• Exit interviews

• Close out meetings

• Stand back reviews

• Lessons learned



Smart Motorways Programme, National Highways

The challenge

The AS14 Scheme comprised of five schemes delivered between three suppliers, 

Mouchel, WSP/PB and Amey Arup, requiring a consolidated approach to delivery 

underpinned by cross-fertilisation of understanding, lessons learnt and ideas to drive 

consistency, efficiencies and best practice.

Arup’s Approach

The Smart Motorways methodology combined development activities across the 

following areas: 

• Selection and Induction: psychometric testing for selection, programme induction, 

including behavioural contracting

• Development: Team and personal development plans, targeted training and 

leadership coaching

• Collaboration Engagement: Communication planning and implementation, team 

events and forums, team charter and toolkit

• Assess and Review: Quarterly behavioural assessments, 1:1 feedback and surveys

Outcomes and Value

The Joint Venture fostered a shared culture where everyone was known as 

AmeyArup, creating a positive team spirit and a shared sense that development and 

team performance are truly valued. This enhanced collaborative working, 

communications and relationships across organisational boundaries, within a 

combined team comprising of client, suppliers and sub-consultants, which has 

delivered performance, efficiency and quality benefits. 



Communication
Effective communication & Project Organisation



Define Responsibilities



Example Responsibility Matrix



Digital Tools



Digital Tools



Our Risk Management Process



Change Management
Improving project performance & reducing risk



Development of a Project

Original 

Contract

Final 

Situation



Most Common Types of Change 

1. Scope 

Expansion / New 

Disciplines

4. Contractor 

Construction 

Error

7. Temporary 

Works

2. Value 

Engineering

5. Client change 

on design
8. Acceleration

3. Prolongation 

6. Changes in law 

or regulations 

which lead to 

rework

9. Unexpected 

Site Conditions

10 Redesign due to late 

information



The Impact of Change

Organisation

Team

Individual

• How does change impact people across the WHOLE?

• How do we make this work for ALL?

• At an organisational level negative experiences can lead to lower 
performance.

• How does each person react? (Fear, Acceptance, Anger, 
Resistance)

• What can I do to help then COPE and get their BUY-IN?

• All changes have the potential to negatively impact those 
involved. 

• How do I personally react and show up?

• Can I cope with the change?

• What do I need to help me to cope better?

• At a personal level this means fear, conflict between old and 
new ways of working, resistance to changes being made.



Communication & Transparency

Make Arup 

variation 

negotiation a 

part of the 

monthly 

discussions

Embrace change

- it will happen

- it is constant

Add Change Log 

Review to your 

weekly meetings 

Agenda:

− Update of the 

current change log

− Alert of potential 

change request 

down the line

Spend time 

developing Team 

Relations which are 

built on trust

Communicate to all 

members of the 

project team-

Remember - change 

impacts everyone

Be fair and 

honourable in our 

dealings:

Be clear on: 

- what is change

- what is design 

development

- what's included in 

the scope



Formalising Change Tracker/Log

Arup Change 

Register and log

Tracking on final 

account

Tracking on 

latest estimate 

on final account

Transparency

Communicate 

All party 

changes

Meetings/ 

Reports/ Signoff

Get approval of 

Changes before 

they occur



Visionary

A rational driving force behind the 

venture, simply expressed, clear and 

transparent in order to foster critical 

internal and external support

Critical success factors of change

Leadership

Making this the top business priority, 

with clear leadership, ensuring that it 

is tightly managed and well resourced

Open

An open culture that does not bury bad 

news but deals with issues 

constructively and pragmatically

Considerate

Sensitive handling of HR issues 

during a period of considerable 

change and uncertainty

Supportive

Process of performance 

measurement and management over 

the transition with incentives

Agile

A well structured but flexible plan 

with some allowance for 

contingency – a core competence of 

the change management team should 

be methodical and able to deal with 

ambiguity



Effective Change 
Management

Client 
Satisfaction

Profit
• Profit Share

• Capital

• People

• Training & Development

• Good Causes

• Business Development

• Build Trust

• Future work

• Sustainability

• Negotiations

If we get it right…. 
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