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Summary:

This report provides an outline Framework for the development of a Partnership Policy, which will provide a rationale for the Council’s involvement in current and future partnership working. 

The Framework identifies the key issues which the Policy needs to address to ensure that the City Council is achieving best value from its own resources which are focused on partnership working. Moreover it takes account of the outcomes of the Supporting Communities Best Value Review and an earlier Value for Money Internal Review of Partnerships.  

Recommendations:

Members are asked to:

1. Note the content of the Policy Framework and identify any other issues which should be covered within it

2. Note that it will be submitted to Infrastructure Overview & Scrutiny Committee on 29th July 2004, for consultation.

Contact Officer:
Lesley Dixon
Ext:
 7016

1. BACKGROUND INFORMATION AND OPTIONS

1.1
The recent Supporting Communities Best Value Review Improvement Plan identified the need for an explicit policy covering the Council’s partnership role (Key Issue (8) of the Improvement Plan). An external consultant has been appointed to support the Council in the development of this policy.  The framework attached to this report represents the first stage in the development of the policy, which will, when finalised, include models of good practice and the findings of the survey of the Council’s partners which is currently being undertaken. 

1.2
The role of the City Council in partnership work has been a recurring discussion for some time, particularly in relation to the Council’s role as Accountable Body. Clear criteria need to be established which set out the circumstances within which the Council becomes an Accountable Body and the risks and benefits involved.

1.3 
The Partnership Policy, once finalised will address the issues highlighted by the Supporting Communities BVR and will take account of the outcomes of the earlier VFM Internal Review of Partnerships.  It will also recognise the significant  community leadership role of the Council and that partnership work will be viewed by the CPA as a key driver of improvement. 

1.4
The Framework builds on the strengths of the Council’s existing partnership role and seeks to develop a clear rationale for the Council’s involvement which will ensure that it achieves best value from the energy and resources which are devoted to partnership work. 

1.5
In developing the Partnership Policy, the possibility of applying for Beacon Status for the Council’s work in this area will be explored further. 

2. CONSULTATION

2.1 Consultation to date – 

(i) The Best Value Review through consultation has revealed the need for a Partnership Policy

(ii) Research into partners’ perceptions of the Council’s partnership role is underway and will inform the development of the policy.

(iii) Discussions with key Council Officers and District Audit

2.2 Consultation proposed – 

(i) The views of Infrastructure Overview and Scrutiny Committee will be sought

(ii) Consultation with other local authorities in relation to best practice

3. RECOMMENDATIONS

Members are asked to:

1. Note the content of the Policy Framework and identify any other issues which s
should be covered within it

2. Note that it will be submitted to Infrastructure Overview & Scrutiny Committee on 29th July 2004, for consultation.

4. REASONS FOR RECOMMENDATIONS

4.1
To ensure that the City Council establishes a Partnership Policy which addresses all the issues related to this area of work and meets with the requirements of the Supporting Communities Best Value Review Improvement Plan

5. IMPLICATIONS

· Staffing/Resources – Will be identified during the development of the Policy

· Financial – liaison with Internal Audit is taking place.

· Legal –  Not applicable at this stage

· Corporate – development and awareness of the policy training have been built into the brief of the consultant.  

· Risk Management – a risk assessment is built into the existing arrangements for monitoring partnerships, which involve resources in excess of £30,000. 

· Equality Issues – these are to be identified within the policy.

· Environmental – none.

· Crime and Disorder –  Not applicable

· Impact on Customers – the development of a Partnership Policy will help in the Council’s delivery of services and consultation and engagement with local communities.

CARLISLE CITY COUNCIL POLICY FRAMEWORK

PARTNERSHIP POLICY 2004 - 2006

Introduction 

Working in partnership has become central to the work of modern local authorities.  In practice, local authorities have always worked in partnership to achieve wider strategic objectives.  However, the number and range of partnerships have grown in recent years in response to central requirements and as a result of local responses to particularly challenging issues, for example Foot and Mouth.

Recent legislation affecting local councils has made partnership an explicit requirement of modern local government.  The White Paper “Modernising Local Government: In touch with the people” (DETR, 1998) stated that:

“(…) effective local partnerships are fundamental to the success of the council’s strategic role.”

Subsequently, the Local Government Act 2000 strengthened the powers of local government to work in partnership to achieve community well being.  Part 1 of the Act identified a new role of community leader for local authorities and one of the key elements of this role involves working effectively in partnership. 

In the Audit Commission’s ‘CPA 2005 – the Way Ahead’ (2004) it is clear that District Councils’ partnership working and their effectiveness will be subjected to greater scrutiny in the future. This in turn will affect the overall judgement.

Carlisle City Council’s partnership work was identified as a strength by the Audit Commission in its CPA report of Carlisle.  Since then the Supporting Communities Best Value Review identified a number of issues (see report CE 03/04) which this policy seeks to address.  In particular, the review identified a number of issues that have an impact on the Council’s capacity to engage in partnership work.   Insert

The earlier VFM Performance Review of Partnerships made recommendations in relation to operational requirements but identified issues. The policy seeks to enhance the Council’s community leadership role by recognising partnership working as a key driver of improvement in this area. 

The Council’s Priorities

Carlisle City Council’s ability to achieve the objectives of its Corporate Plan will be enhanced by more effective partnership working.  The Council’s Corporate Plan identifies a number of priorities, under five key promises, which require a high degree of partnership working.  These are attached at Appendix 1.  In total, 13 of the Council’s 21 priorities for the area are unlikely to be achieved if the Council fails to engage effectively in partnership working.

The cross cutting/indirect benefits of partnership working should not be underestimated.  For example, the Council’s work in reducing crime and the fear of crime, through the Crime and Disorder Reduction Partnership can contribute to alleviating deprivation and social exclusion in deprived wards.  Improved
 communication and contact with traditionally excluded groups through these initiatives could have spin-off benefits for community engagement and access to services.  The policy will therefore seek to encourage those officers engaged in partnerships to identify and clearly articulate these opportunities for the benefit of the Council as a whole.   

This policy seeks to identify and realise the full potential of the Council’s investment in partnership working.

The need for explicit policy to direct the Council’s role in partnerships?

Like many local authorities and public sector organisations, Carlisle City Council has engaged in partnership activity as and when opportunities have arisen. Although in many cases, this has been as a result of a clear and proactive decision, in some cases, it has been more ad hoc and reactive and has lacked an explicit analysis of the potential costs and benefits to ensure that the investment of time and resources will be worthwhile.  Work has already been undertaken as a result of a VFM study undertaken by Internal Audit to set out some guiding principles for engaging in partnership activities to ensure that thorough pre-evaluations are undertaken before commitments to partnership activity are made.

Whilst these guidelines are appropriate and valid, they are not yet well understood or embedded across the Council. The development of this policy seeks to build on these guidelines in order to improve clarity for Members and officers of the Council about if and why partnership activity should be entered into and how the Council should go about it when a decision has been taken to participate. The policy also seeks to ensure that there is transparency in  decision-making, investment and commitment in relation to partnership working  for stakeholder organisations and individuals outside the Council. This is particularly important when the Council needs to consider its role as ‘Accountable Body’

What is meant by “Partnership”?

The VFM Performance Review of Partnerships which reported in July 2003, adopted the following definition of “partnership”:

“A partnership is defined as being when the Council enters into an agreement with one or more organisations, jointly to deliver projects/services which involve a significant investment of, or any combination of, its financial resources (ie. in excess of £30,000); staffing resources, reputation and support services.”

This definition was agreed and adopted by the Council for future use.  However, there may be partnership work in which the Council is involved which falls outside this definition, which should be covered by this policy.  Insert an example here. 
The Audit Commission adopted the following definition of “partnership”:

“(…) a joint working arrangement where the partners:

· Are otherwise independent bodies;

· Agree to co-operate to achieve a common goal;

· Create a new organisational structure or process to achieve this goal, separate from their own organisations;

· Plan and implement a jointly agreed programme, often with joint staff or resources;

· Share relevant information; and

· Pool risks and rewards.”

Depending upon the outcome of the research we could suggest a working definition for the policy, but continue to use the VFM definition for more formal monitoring. 

Effective Partnership Working – what are the characteristics?

Outcomes from best practice research to be included here.

How does the Council know when to get involved?

(We may decide to develop some kind of decision framework diagram to go in here?)

The Council’s priorities 

Guidance will be developed to assess:

· Are there clear outcomes from the partnership activity that will contribute to the realisation of City Vision?

· Does the partnership add value? 
· Is the Council’s capacity to achieve its priorities enhanced?

· Will engagement provide valuable insight into local communities that would not otherwise be available?

· What other questions do we need to ask? (This bit needs more thinking about?)

Roles and responsibilities of Carlisle City Council

· appreciation of what partners can and cannot do – understanding the limits/potential of each partner;

· developing trust – communication, information sharing and dealing with conflicting priorities;

· understanding the Council’s role – input here the findings from the questionnaire survey;

· Roles of officers and members – clarification required.

Transparency, accountability and governance

· sharing mainstream resources;

· decision-making;

· deciding on the right structure – include here some guidance on accountable bodies.  This is an issue for the Council.  The Audit Commission advised that there needed to be a clear, documented relationship between the partners and the accountable body;

· employing staff.

Clarity of purpose

· what are we hoping to achieve as a result of this partnership?
· Are the aims and objectives of the partnership clear?
· Is there another organisation/partnership already doing this?
· Are there clear links between strategy development and outputs and mechanisms in place to ensure this happens?

· How will the partnership support direct engagement with local communities?

Monitoring Arrangements for Partnerships

· This will detail the existing arrangements for partnerships involving significant investment ie. in excess of £30,000.

· Performance management – are there lessons from the work on LSPs that we could adopt?

· Officer and member “Partnership Champions”.

How will the value of partnership activity be assessed?

· Recognising Successful Partnerships - Partnership Evaluation? Measuring the effectiveness of partnership – what impact is the partnership having?

Partnership values

· Research activity with partners has used the following attributes as a starting  point:

· Is professional

· Demonstrates strong leadership

· Is open to change and new ideas

· Is committed

· Acts with honesty and integrity

· Delivers joined up partnerships and solutions

· Focuses on action and making things happen

· Is accessible

· Is inclusive

· Partners have also been asked to suggest attributes that they feel are important and some suggestions have already been put forward:

· Consistency

· Continuity

· Sustainability

· Urgency

· Negotiation

· Communication

· Flexibility

· Listening

· Equality

· Looking to the future

This section will need to be finalised once the survey has been analysed and reported.

Succession/exit strategies – withdrawing form a partnership – how would this decision be made?

How does the Council deal with those partnerships with which it is currently involved?

The number and range of partnerships the Council is currently involved in –Perhaps an appendix to the policy? (yes – and maybe a list of all the partners on the database?)

This will include a description of the partnership database that is held by Financial Services.

Appendix 1 

SA1 Reduce crime & the fear of crime

Under section 17 of the Crime and Disorder Act 1998, local authorities have a joint responsibility with the Police for the formulation of crime and disorder reduction strategies for each District.  The Council’s objective in working with partners is to reduce crime and increase perceptions of safety both in Carlisle generally and in targeted areas.

SA2 Develop Carlisle’s regional status  **high priority**
The Government’s Regional Planning Guidance for the North West identifies Carlisle as one of the North West’s key towns and cities where development should be concentrated.  The Council wants Carlisle to further develop as a thriving sub-regional centre and make it a more attractive place to live, work and invest, through increasing the range and quality of facilities. 

Measures of success under this priority identify the critical role of partnership, for example in developing University access and investing in student accommodation.

SA3 Improve the perception of Carlisle as a place to live 

The Council is keen to make Carlisle a more attractive place to live, both to retain Carlisle residents and to encourage people to relocate from elsewhere.  The Council will seek to make improvements to physical infrastructure and also in the way that services are delivered, particularly to those who are hardest to reach, including those in more deprived or remote areas and in Carlisle’s growing ethnic minority community. 

SA5 Improve cultural, leisure and sporting facilities

Improvements in cultural, leisure and sporting facilities can have a positive knock-on effect in many areas of local life.  They increase the attractiveness of the Carlisle area as a place to live, visit and move to, but the Council alone cannot provide them.  

SE1 Develop Carlisle’s infrastructure  **high priority**
The development of Carlisle’s infrastructure is a particularly high priority for the City Council.  The Council will prioritise infrastructure improvements where it is possible.  However, many infrastructure issues, particularly transport, fall without our responsibility.  Where that is the case, it will lobby hard to ensure that the appropriate authorities are aware of the need in the Carlisle District for improvements to road, rail, air and communications technology when making decisions.

SE2 Broaden and enhance the economic base

The development and broadening of the economic base in Carlisle is a high priority for the Council.  The Council will target knowledge based industries in particular and will engage in more proactive marketing and invest in making the area a more attractive place to live.

SE3 Develop and retain skills in the area
The Council is committed to work with partners in order to retain a skilled workforce and to ensure that local people develop the skills they need.  The Council will also, in partnership, seek to ensure that there is an appropriate level and mix of housing available in support. 

ME1 Promote good, sustainable access and transportation in and around Carlisle 

The Council considers it has a role to play in lobbying for improvements to public transport, road conditions and the variety of transport options available.  Working in partnership, the Council will seek to ensure that the District has a sustainable and integrated transport system.  

ME2 Encourage waste minimisation and recycling

Carlisle City Council is committed, over the period of this plan, to ensure that the kerbside ‘Greenbox’ recycling service is available to all Carlisle and Eden 

residents and to implementing a waste minimisation education project. 

ME3 Conserve and develop our built heritage and natural environment for local people and visitors

We are committed to conserving and developing these assets for the benefit of the community as they contribute to many our corporate aims.  We are sensitive that any economic development activity must not be at the expense of the quality of the local environment. The Council is concerned about its own environmental performance and will seek to become a model of good practice in this area.

HW1 In Partnership, Alleviate Deprivation & Social Exclusion 


**high priority**

The Council is committed to focus on Carlisle’s more deprived areas and give the unique problems that they face increased attention in order to find ways of improving quality of life.  The Council will work with partners in other agencies to deliver co-ordinated action on issues such as health, education, employment and housing.

HW2 In Partnership, Promote Healthy Living & Lifestyles
As part of its community leadership role, the Council will work with health partners to promote healthy living and lifestyles – key determinants of a positive quality of life.  In addition, the Council has a particular responsibility as employers to look after the welfare of its staff.

HW3 Ensure the Provision of Suitable Housing
The Council has a statutory responsibility to balance housing markets, ensuring an appropriate provision of housing in all sectors to meet public need.  This will be expressed in a housing strategy, to be delivered by all partners and facilitated by the Council using its own powers and assets.

� Audit Commission Management Paper: A Fruitful Partnership – Effective Partnership Working, 1998.





�Suggest another example is inserted here – Post-16 group that Deputy Leader chairs – which is an e.g. of positive practice?
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