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Report of:


Director of Corporate Services

Report reference:
CORP90/07

Summary:

The Council’s Partnership Policy has been revised to incorporate the necessary improvements identified in the 2006 Use of Resources Assessment and the Audit Services review, both of which concerned the effectiveness of the controls surrounding the Council’s Partnership monitoring arrangements.

Questions for / input required from Scrutiny:

Report CORP77/07 was submitted to the Executive in January 2008 advising that effective partnership working should enhance the Council’s capacity to deliver services to the community more efficiently and effectively. 

The Executive recommended that the “draft” Partnership policy be forwarded to Corporate Resources, Overview and Scrutiny for comment and following scrutiny the Executive would consider the strategy again at its meeting on the 17th March 2008, prior to making formal recommendation to Council.

Recommendations:

The Corporate Resources, Overview and Scrutiny committee is asked to consider the draft Partnership policy and recommend it’s onward progression to the Executive.

Contact Officer:
M Mark
Ext:
 7353

1. BACKGROUND INFORMATION AND OPTIONS

The Council’s Role in Partnerships

1.1 Working in partnership has become central to the work of modern local authorities to achieve wider strategic objectives.  The number and range of partnerships has grown in recent years in response to central Government requirements and as a result of local responses to particularly challenging issues which has lead to more agencies working together to tackle complex problems which cannot be resolved by one agency working in isolation.  

1.2
The Council recognises that effective partnership working should enhance the Council’s capacity to deliver services to the community more efficiently and effectively.   It can also be an important tool in support of the Council’s community leadership role.

1.3
The Corporate Plan identifies a number of priorities and objectives, which require a high degree of partnership working.   The ability to achieve these is enhanced through new and existing partnership working arrangements.  

Partnership Definition

1.4 Partnership means working with other public bodies, voluntary and community organisations and business on a range of issues.  As a result of this it offers the Council the opportunity of increasing the level of participation in decision-making.  If done properly it widens the opportunities for inclusion and local community governance.

1.5
In the revised Partnership Policy, it defines a partnership as being:  

“        a group of two or more bodies, which agree common aims and objectives for the purpose of the partnership, and operates in a non-contractual, action focussed manner, to achieve stated outcomes with demonstrable benefits for the community”.

More specifically, a significant partnership has a direct effect on achieving the priorities aims and strategies contained within the Councils Corporate Plan. The aims and priorities of the partnership include outcomes which impact on the community or quality of services provided by the Council. Community benefits include social enterprise, skills training, work opportunities, regeneration goals and sustainability. The amount of Council resources (financial contributions, staffing and use of other Council assets) contributed into the partnership is likely to reflect the strategic aim of the partnership goals and thus the value would likely exceed £60,000”.

1.6 Within Carlisle City, there are many types of working arrangement which, could be classed as a partnership. The Council needs to be able to distinguish the difference between these and ensure that there are clear terms of reference and roles, clear goals with robust measures and all have exit strategies particularly those where an existing partnership exists.

1.7 Some of the Council’s partnerships may be classified as purely advisory where no funding is attached. These may be aimed at a strategic level, which have been set up to govern smaller partnerships, which deliver actual outcomes.  These have been locally referred to as member partnerships. 

1.8 Those partnerships which have defined goals to achieve and where funding is attached and whose aims and objectives are shared, outcomes are delivered and benefits can be measured are locally referred to as either minor or significant partnerships, depending on the value of resources involved. 

1.9
There is a common misconception that those arrangements whereby grant funding is provided by the Council, usually alongside other external bodies, to local associations, groups and initiatives are partnerships (e.g. Community Centres).   Similarly, situations whereby the Council has effectively contracted out a service to an external provider, but through doing so continues to supports the achievement of the Council’s aims and objectives (e.g. Carlisle Leisure Ltd) have been considered partnerships.   Whilst these are entities which the Council has an interest in, and may include voting/nomination rights, they are not considered as true partnerships because the Council can not demonstrate that its involvement is wholly intentional in order to directly meet specific corporate aims and objectives, or the arrangement is in fact of a contractual nature. For identification purposes these are locally referred to as participatory partnerships. 

Revised Policy and Procedures

1.10
In order to determine best practice arrangements, contact was made with several leading local authorities which, scored well in those areas of the Use of Resources assessment where the management and control of partnerships are assessed. From the feedback received, it was evident that there is a clear lack of general guidance for authorities on these matters, making it necessary for authorities to devised their own in-house styles. .

1.11
To aid Carlisle City’s development in this area, a Partnership Development and Evaluation Handbook and Toolkit has been obtained.  The Toolkit has been developed around a framework, which is designed to help local authorities to ensure their partnerships are functioning effectively and continue to deliver their aims and objectives.   Flowcharts provide direction for users on which parts of the toolkit should be considered and along with self-assessments for new and existing partnerships should highlight any areas, which require attention.

1.12
The revised Partnership Policy, attached as Appendix A, seeks to enhance the Council’s community leadership role by recognising partnership working as a key driver of improvement in this area.   It also provides clarity for Members and Officers, about if and why partnership activity should be entered into and how the Council should proceed 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’.

Partnership Monitoring and Annual Reviews

1.13 It is important to stress that the responsibility for partnerships lie with the directorates concerned. Whilst the ultimate responsibility sits at Director level, the responsibility for setting up and managing a partnership and monitoring and reporting on performance is usually undertaken by a nominated operational lead officer. 

1.14
To aid and support this arrangement, central resources in both Financial Services and Legal Services, have been identified to provide advice and guidance on partnership matters.   Ongoing central monitoring arrangements are also in place through the central partnership register and the co-ordination of annual reviews for all significant partnerships.

1.14 It is also equally important that partnership activity is monitored and reported to Members to ensure that they are aware of the extent of partnership involvement and the value and reliance that is placed upon them. It is suggested that the frequency of reporting be annually.

1.16. In some partnerships the Council has and does fulfil the role of the accountable body for the partnership. This means that it is the body responsible for ensuring that there are proper standards for sound financial stewardship and probity. In addition to financial management, the responsibilities of the accountable body can include employing staff, project approval and delivery and tendering for work on behalf of the partnership. Partnerships often involve a wide range of partners so it is important that arrangements for accountability are clear and understood by all those involved.

1.17 The central partnership register, maintained by the Corporate Services  - Finance Section, incorporates details of all partnerships sub-divided into four categories previously described above. 

1.18 The 2007/08 central partnership register currently contains 26 separate entries, which have been categorised within appendices B (1-4).

1.19
Annual reviews of all significant partnerships help to ensure that the Council’s involvement in individual partnerships is still relevant and that they are delivering the required outputs and that outcomes and successes can be clearly demonstrated and are geared to meeting the Council’s aims and objectives.

2. CONSULTATION

2.1 Consultation to Date.

A report was initially presented to SMT in January 2007, which considered necessary improvements identified resulting from the 2006 Use of Resources Assessment and the Audit Services review concerning the management controls surrounding the Council’s partnership monitoring arrangements.

A report CORP52/07 on the management and review of partnerships was submitted to Corporate Resource Overview and scrutiny in October 2007.

A report CORP77/07 was submitted to the Executive in January 2008.

2.2 Consultation proposed.

The revised Partnership Policy be referred to Corporate Resources, Overview and Scrutiny for further consideration following submission to the Executive. 

3. RECOMMENDATIONS


Members are requested to:

· Note the content of this report.

· Note the number, category and type of partnership information retained by Corporate Services.

· The Corporate Resources, Overview and Scrutiny committee is asked to consider the draft Partnership policy and recommend it’s onward progression to the Executive.

4. REASONS FOR RECOMMENDATIONS

The Councils Partnership Policy has been revised to incorporate the necessary improvements identified in the 2006 Use of Resources Assessment and the Audit Services review, both of which concerned the effectiveness of the controls surrounding the Council’s partnership monitoring arrangement. 
5. IMPLICATIONS

· Staffing/Resources – Monitoring arrangements, revised systems and procedures will require some training.

· Financial – The 2008/09 Revenue Budget incorporates efficiency savings and the partnership strategy is seen as an integral part of this process.

· Legal – included in the strategy

· Corporate – included in the strategy

· Risk Management – included in the strategy

· Equality and Disability – included in the strategy

· Environmental – included in the strategy

· Crime and Disorder – included in the strategy

· Impact on Customers – included in the strategy.
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1. 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 has grown in recent years in response to central Government requirements and as a result of local responses to particularly challenging issues, for example Longtown Market Town Initiative.

Partnership working in the public sector has become commonplace as more and more agencies work together to tackle complex problems which cannot be resolved by one agency working in isolation.  

Rules and responsibilities relating to partnerships are clearly detailed in the Council’s Rules of Procedure, which forms part of the Constitution.   Financial Procedure Rules 5.2 – 5.7 (page 229) details the rules of procedure in relation to the over riding management of partnerships and Appendix E (page 323), provides more detail regarding the reasons for going into partnership, key controls and the responsibilities of Senior Officers.

This Policy seeks to enhance the Council’s community leadership role by recognising partnership working as a key driver of improvement in this area.   It also provides clarity for Members and Officers, 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. This 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’.

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. 

Carlisle City Council’s partnership work was identified as a strength by the Audit Commission in its 2003 CPA report.  It is clear that District Councils’ partnership working and its effectiveness will be subjected to greater scrutiny in the future. This in turn will affect the overall judgement.   The Council’s 2005/06 Use of Resources Assessment make recommendations on how the Council could improve.   This re-vamped policy responds to these recommendations.

2. The Council’s Role in Partnerships – Community Leadership

Effective partnership working should enhance the Council’s capacity to deliver services to the community more efficiently and effectively.   It can also be an important tool in support of the Council’s community leadership role.

Partnership means working with other public bodies, voluntary and community organisations and business on a range of issues.  As a result of this it offers the Council the opportunity of increasing the level of participation in decision-making.  If done properly it widens the opportunities for inclusion and local community governance.

The Council’s involvement in partnerships offers the potential of enhancing the legitimacy of the partnership in terms of accountability and in redressing what is sometimes described as the democratic deficit of partnerships.  The Councils’ role in filling this gap is important and should, if the proper mechanisms are in place, encourage accountability to the wider community. 

One of the main benefits for the Council of its partnership work should be in the better alignment of services to users’ needs.  However, sometimes services provided in partnership can be less clearly accountable from a service user perspective.  The Council needs to be certain that the activities of the partnership are accountable to members of the partnership, stakeholders, service users and the wider public.  In ensuring that this happens the Council will be fulfilling a key aspect of its community leadership role.

Stakeholders have identified a number of key attributes for the Council that are relevant to this community leadership role in partnership. In particular:

· That the Council should focus on action and making things happen;

· That the Council should ensure that the partnership is open to change and new ideas;

· That the Council acts with honesty and integrity;

· That the Council is committed.

It is anticipated that the Council will have a number of different responsibilities depending upon the nature of the partnership with which it is involved.  The Council will seek to ensure in all its partnership activities that:

· The Partnership operates in a professional manner and with honesty and integrity;

· The Partnership can demonstrate that it is accessible and inclusive;

· The Partnership has strong leadership communicated through a clear vision and plan for action;

· The Partnership has the commitment of partner agencies to ensure that the right levels of resources are in place;

· The Partnership is focused on action with clear aims and objectives, and agreed outcomes and responsibilities for action;

· The Partnership is capable of identifying new and innovative solutions.
3. How Partnership Working Supports the Council’s Aims and Priorities

The 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, which require a high degree of 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.  This 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.

4. What is a “Partnership”?

The identification of a partnership needs to be tightly defined as there are many other types of working arrangements which on the face of it appear to be partnerships, but are in fact covered by contractual or joint working arrangements.   Whilst this distinction may not always be fully obvious, further guidance and support on contractual and collaborative working arrangements are provided by Corporate Services 

True partnerships have defined goals to achieve and funding attached.   There are clear terms of reference, and roles and responsibilities are clearly defined.   Aims, objectives and risks are shared with all parties and clear goals are agreed with robust measures in place with outputs being routinely shared.   Outcomes are identified and the benefits measured.   All partnerships should have exit / succession strategies.

Definition of a Partnership:
A partnership is a group of two or more bodies, which agree common aims and objectives for the purpose of the partnership, and operates in a non-contractual, action focused manner, to achieve stated outcomes with demonstrable benefits for the community.    

More specifically, a significant partnership has a direct effect on achieving the priorities, aims and strategies contained within the Corporate Plan.   The aims and priorities of the partnership include outcomes which impact on the community or quality of services provided by the Council.   Community benefits include social enterprise, skills training, work opportunities, regeneration goals and sustainability.   The amount of Council resources (financial contributions, staffing and use of other Council assets) contributed into the partnership is likely to reflect the strategic aim of the partnership goals and thus the value would likely exceed *£60,000.”
Note:  Partnerships do not include: 

· Contractual arrangements, where a contract is in place for the delivery of a service or project between the Authority and a third party. 

· Networking and consultative groups which are not action based but exist to share best practice and provide an opportunity to discuss a range of common topics.

· Groups / outside bodies, which, for a variety of reasons, invite the Council to appoint an elected Member to serve on the committee/board.
5. Responsibility for Delivering and Monitoring Partnerships 
It is important to note that responsibility for partnerships lies within Directorates.   Whilst the ultimate responsibility sits at Director level, the responsibility for setting up and managing partnerships and monitoring and reporting performance will usually be undertaken at operational level, and a nominated lead officer should be appointed for each partnership in place.  

Corporate Services (Financial Services) have no direct responsibility for partnerships other than the co-ordination of the corporate data relating to partnerships and providing advice to Officers and Members:

Financial Services Contact: Malcolm Mark, Development & Support Manager

Extension 7353

Email: malcolmma@carlisle.gov.uk
Audit Services will provide officers with further assistance on the appliance of this Partnerships Policy and supporting guidance notes:

Audit Services Contact:   Gill Martin, Principal Auditor

Extension:  7294

Email:  gillm@carlisle.gov.uk
To support this Policy, detailed guidance has been developed to guide Members and Lead Officers through the Council’s approach to partnership working.   The Partnership Flowchart illustrates the following 6 key stages of compliance– see Appendix 1.

Stage 1 - Deciding if and when to go into partnership (See Note 1);
There is no simple route towards building an effective partnership and making it work, but given the number locally and their cost implications it is important that the Council is making the most of them.   A thorough pre-evaluation of new partnership proposals is more likely to create the right conditions for successful partnership working, and to avoid duplication or the creation of inappropriate partnership arrangements.

 Stage 2 - Establishing and formalising partnerships (See Note 2);
“Effective partners recognise that a firm foundation is critical and spend time getting to know each other – understanding each other’s aims, aspirations and constraints – and building relationships.”

Time at this early stage in getting the basics right will be time well spent and whilst a formal partnership agreement may seem inappropriate for all partnerships it is clear that there should be consideration and documentation of key issues at the set-up stage

Stage 3 - Running and sustaining partnerships (See Note 4 and Note 5); 
Setting up the partnership is only the start.   Running and sustaining an effective partnership will need constant attention.  Co-ordinating the activities of a large number of organisations as well as the continuous assessment of risks and finding solutions to complex problems can be particularly challenging.

Stage 4 - Evaluating partnerships’ performance and effectiveness (See Note 3); and
Carlisle City Council is seeking, through this Policy, to demonstrate that its partnership activity is both effective and enhances capacity.

 “Partnerships with clearly defined and shared aims and objectives underpinned by milestones and SMART (specific, measurable, achievable, realistic and time-bound) targets are more easily evaluated and their added value can be more clearly identified”.

Stage 5 - Developing succession/exit strategies & mainstreaming activities (See Note 6).
Forward thinking organisations plan ahead for when the work of the partnership has been completed.  It is important that this is considered earlier rather than later.

Stage 6 - Annual Review of Partnerships 
It is important to undertake an annual review of all partnerships to ensure that they are delivering the required outputs and that outcomes/successes can be clearly demonstrated and it is still geared to meeting the Council’s aims and objectives.   Whilst the nominated lead/responsible officer for each partnership have the task of completing the exercise, for significant partnerships, a comprehensive review may be required by partners and it is therefore likely that an independent third party will carry out the annual review.  

6. Resource Implications for Delivering this Policy

Whilst there are considered to be no additional resources required to implement this Policy as a whole, there will be resource implications which will only be realised during the set up and delivery of specific partnerships e.g. secondment of staff, annual financial contributions, use of Council assets etc.   Any costs/resources which are to be met by the Council will be identified through the partnership management process and should be clearly recorded on the Partnership Outline Form (see section 4 - what resources does the partnership have at its disposal and what are the resource implications of the Council).
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APPENDIX B (1)

“Member” Partnerships

Register ID
Name of Partnership
Objectives & Aims

 007
Settle & Carlisle Railway Co Ltd
Promotion of tourist facility

008
Care & Repair Improvement Agency – Staying Put.
To provide assistance to vulnerable groups in applying for Home Improvement Grants

015
Cumbrian Community legal Services Partnership
To develop a community legal service to help supply & fund legal advice services across the County

022
Play Raffles
To advance education and provide leisure facilities in the interest of social welfare to help improve the quality of life for local residents.

023
Carlisle Environmental Action Group
Company Limited by Guarantee to access funding for Environmental Projects.

024
Carlisle & Eden joint Waste Management Group
To maximise waste minimisation opportunities through joint working

025
Cumbria Business Environment Network
Provision of advice to businesses to improve environmental performance.

026
Impact Centre 47
To reduce household waste going to landfill and re-use items for the benefit of vulnerable households.

027
Carlisle conference Group
To establish Carlisle as a conference centre and to generate conference enquiries for Carlisle venues.

028
Carlisle Tourism
To act as a representative and consultative body for the local tourism industry

029
Hadrians Wall Tourism Partnership
To act as a representative and consultative body for the local tourism industry

030
Border Vision
To promote joint agency working on either side of the Border to raise the profile of the area.

031
Carlisle Equality & Diversity group
Prevention of Discrimination





APPENDIX B (2)

“Significant” Partnerships

Register ID
Name of Partnership
Objectives & Aims

005
Crime & Disorder Reduction Partnership (CDRP)
To fulfil statutory obligations in relation to Community safety



010
Carlisle LSP
A single non-statutory body which brings together, at a local level, the different parts of the public, private and voluntary sectors so that different initiatives and services support each other and work together.

006
Longtown Market Town Initiative
To provide a clear framework for co-operation between the two organisations (i.e. the Longtown & District Enterprise Trust [LDET] and Carlisle City Council) that will facilitate the regeneration of Longtown and its hinterland. 

009
East Cumbria Countryside Project (ECCP).
To provide expertise and resource in respect of countryside management and interpretation on behalf of the local authorities within its operational area.

020
Achieving Cumbrian Excellence (ACE)
· For members to be confident about their role in providing leadership at a local, county and regional level;

· For the councils in Cumbria to be working together in a concerted way to improve their performance on cross-cutting issues;

· For members and managers across Cumbria to have accessed information about good practice from inside and outside the county and for this to have resulted in changes to the way that services are being provided;

· For strong and sustainable networks to be developed at member and manager level which support the drive to improve services across Cumbria.



032
Extra Care Housing
Meeting the Housing and Care needs of local older people in Carlisle - To facilitate the development of an Extra Care housing scheme for elderly residents in Carlisle West.

APPENDIX B (3)

“Minor” Partnerships

Register ID
Name of Partnership
Objectives & Aims

 002
The City Centre Management trust
To promote and enhance the image of Carlisle City Centre

012
Cumbria Tourist Board
Raise the profile of tourism and increase the number of visitor stays in Carlisle

APPENDIX B (4)

“Participatory” Partnerships
(included for clarity)

Register ID
Name 
Objectives & Aims

003
Community Centres
To provide Support to the Community

004
Sure Start
A Government programme to promote the Health and well-being of families and children before and from birth up to school age

021
Cumbria Energy Efficiency Centre
Improve the Energy Efficiency of Cumbrian homes. Reduce Carbon emissions and promote renewable energy.

017
Carlisle Housing Association
The Council has an interest in which includes board membership, voting/nomination rights.



016
Carlisle Leisure Ltd
The Council has an interest in which includes voting/nomination rights.
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