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1. Introduction 
  

 
1.1 Why do we need these Guidelines and who should use them? 
 
The number and significance of partnership working arrangements that Breckland Council 
enters into has grown in recent years. These partnership arrangements vary from statutory 
partnerships, which pool budgets and commission services, to less formal groups, which 
share knowledge and best practice.  
 
Partnerships bring significant opportunities and can help to deliver better outcomes for 
service users. They can enable innovation and may bring additional resources to help 
solve complex issues that cannot be tackled effectively by any individual organisation 
working alone. However, when working across organisational boundaries issues can arise, 
for example, around governance, accountability and risk. 
 
Potential problems can be prevented or minimised if good governance arrangements are 
put in place at the outset when a partnership is set up. Alternatively, a review of an existing 
partnership against the questions outlined in this document will enable you to ensure that 
your partnership is effective and is ready to deal with the growing challenges.  
 
The Audit Commission has issued guidance outlining the key principles of good 
governance in partnerships and those key principles have been incorporated into these  
Guidelines. (Audit Commission National Report: Governing Partnerships – Bridging the 
Accountability Gap). 
 
We need to ensure that we have sound and appropriate governance arrangements in 
place and that we have effective partnerships, which are fit for purpose. These Guidelines 
have been developed to help us to do this. 
 
These Guidelines have been introduced to provide: 

 

• A corporate approach to developing and improving partnership working. 

• An overarching framework offering high level, general advice. 

• Sign-posting to existing more specialised guidance on key aspects of partnership 
working  (see appendices). 

 
The Guidelines are aimed at anyone who is: 

 

• Leading or taking part in one or more existing partnerships. 

• Developing a new partnership. 
 
 

1.2 How should I use these Guidelines? 
 
If you are leading or taking part in an existing partnership:  
 
You should consider the issues and questions in each section of the Partnership 
Questionnaire and apply them to your partnership. Once you have identified any areas for 
improvement you will need to work with partners to agree a development plan for taking 
these areas forward, or to incorporate them into your existing partnership development 
plan.  
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If you are considering developing a new partnership:  
 
You should consider the issues and questions raised in each section of this guidance and 
decide how best to apply these to the new partnership. You will then need to work with 
partners to agree a plan for the development of the partnership, which takes account of the 
issues identified. 
 
Partnership Review and Development Plan 
 
Most importantly, whether you are working with a new or existing partnership you need to 
review these issues on a regular basis so that you can be confident that your partnership 
remains effective.  
 
A practical way to do this would be to complete an annual review using the ‘Partnership 
Health Questionnaire’ as a useful high-level health check tool. 
The outcome of this annual review would then form the basis of a Development Plan for 
your partnership; a template of a development plan is available. 
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2. Definitions 
 
 

2.1 Different kinds of partnership arrangements 
 
There is no single definition of “partnership” and the word is often used loosely to describe 
a number of different types of arrangements from a long term relationship with a supplier 
to a network or knowledge-sharing forum.  
 
Partnership arrangements vary widely in terms of size, membership and function. They 
also vary in terms of their structure and, for example, they may involve co-ordinated joint 
working, formal contractual arrangements or the creation of a separate legal entity, such 
as a company.  However, the reality is that many of the partnerships we are engaged in 
everyday are unincorporated associations and have no separate legal status from the 
bodies involved in them.  
 

2.2 What do we mean by a partnership? 
 
For the purposes of this guidance a partnership is defined in the following way: 
 
‘An agreement between two or more independent bodies to work collectively to 
achieve an objective’  
 
Drawing on the Audit Commission definition, this may involve an arrangement where the 
partners:  

• Are otherwise independent. 

• 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. 

• Pool risks and rewards (or agree on their allocation). 
 

2.3 What this guidance does not deal with 
 
This Guidance does not attempt to provide comprehensive advice on all possible aspects 
of partnership working but instead acts as a signpost to existing, specialist guidance.  
 
For example, if you are entering into a specialist contractual arrangement such as a 
Public Private Partnership (PPP) or Private Finance Initiative (PFI) then you should 
seek support from:   
 
Contact the finance support for your portfolio within the Finance department at the earliest 
stage possible. 
 
Head of Law for legal advice. 
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Consult the local government’s Public Private partnership programme (4ps) website which 
contains advice on developing and implementing PPP and PFI projects 
http://www.4ps.gov.uk/ 
 
If you are entering into a partnership involving procurement of Council services then 
you should: 
 

• Check the procurement area on the Intranet to ensure that a partnership is not 
already in existence 

 

• Contact the Strategic Contracts and Procurement Manager for guidance on rules 
and the correct procedure to follow. 
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3. Assessing a partnership  
 
 
The following flowchart summarises the steps in assessing the need/scale of a new 
partnership or the review of an existing partnership. 
 

Is a partnership

needed? (see

section 3.1)

Yes No

What is the scale

of the partnership?

(see section 3.2)

Small/Simple (see

section 3.3)

Large/Complex(see

section 3.4)

Complete

partnership

questionnaire (see

section 3.4 & App

A)

Partnership

Arrangements (key

elements, see

sections 4 to 8)

 



 

 8 

 

3.1 Is a partnership needed? 
 
Key questions for you to consider: 

• Is it required by statute/legislation? 

• Is it needed to access external/government funding? 

• Would it duplicate any existing partnership groups (see section 3.6)? 

• Are there any alternatives? 

• Will it contribute to Breckland Council’s objectives? 

 
3.2 How do I assess the scale of the partnership? 
 
The assessment of scale will enable you to make appropriate decisions on the level and 
formality of management required.  It will also help you to assess the significance, in terms 
of demand for resources and skills in return for the benefits. 
 
The assessment process uses a range of dimensions including financial commitment, 
impact on Council objectives, organisational impact and the impact on the wider community.  
The process is simple and enables you to identify whether a partnership is (small/simple) or 
(large and/or complex). 
 
What do I need to do? 
 

• Look at each dimension heading down the left hand side of the table and track across 
to find the statement that best matches your partnership 

 

• You’ll see that each statement is assigned a score of 1 to 4, according to the column it 
sits in 

 

• Once you have selected a statement for each dimension heading, add up all of your 
scores to obtain the total value  

  

• Important: If during this process your partnership fits into any one of the red boxes in 
the far right hand column of the matrix then it will be deemed as large/complex.  

 

• If your statements do not include any in a red box, then you should use the score to 
assess the scale as follows: 

 
 
 
 
 
 
 
 
 
 

7 – 17 Points 
Small/Simple 

 

See section 3.3 

18 – 28 Points 
Large/Complex 

 

See section 3.4 
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Partnership Scale Matrix  
 

Dimensions 
 

Score 

 1 2 3 4 

Estimated 
annual BC 
financial 
commitment 
(excludes 
contracts) 
 

Up to 50k 50 –249k 250k – 750k 750k + 

Contribution to 
corporate 
objectives 
 

No 
contribution 

Linked to other 
work that 
contributes to 
a corporate 
objective 

Partial 
contribution to 
a corporate 
objective 

Significant 
contribution to 
more than one 
corporate objective 
 
High priority 
service 
improvement area 
for BC 

Organisational 
impact 
 

None or 
very 
minimal 

Some new 
business 
processes and 
possibly some 
re-training 
 

Significant 
restructure of 
processes and 
work areas 

Transfer of staff or 
outsourcing 
 
 

Organisational/ 
Financial 
responsibilities 

None or 
very 
minimal 

Some, fairly 
limited, 
additional 
responsibilities  

Significant 
additional 
responsibilities 
and/or 
liabilities 

BC is the 
Accountable Body  
 
Pooled budgets/ 
Shared resources  

Impact on wider 
community 
 

None, or 
very 
minimal 

Some impact, 
mostly limited 
to a particular 
area, theme or 
client group 

Significant 
impact on one 
or more areas, 
themes or a 
client groups 

Considerable 
strategic influence 
for Breckland  

Contribution to 
the delivery of 
external policy 
or legislation 

No 
contribution 

Contributes to 
other work that 
is delivering 
policy or 
legislation 
 

Direct links to 
delivery of 
policy or 
legislation 

Fundamental to 
achievement of 
policy or legislation 

Procurement 
complexity 
 

No 
contracts 
involved 

Low risk 
contract 

Medium risk 
contract 

High risk contract 
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Additional Explanations 
 
Estimated BC Financial Commitment - What is the estimated BC financial commitment 
on a yearly basis? This should include any capital investment required, resource costs, 
staff costs, equipment costs etc. 
 
Contribution to corporate objectives - Will the partnership make a significant 
contribution to the achievement of any of Breckland Council's objectives as identified in the 
Council Plan? 
 
Organisational impact – What impact will your partnership have on the way the 
organisation works?  (eg change to business processes, staff redeployment etc.) 
 
Organisational/financial responsibilities - What additional responsibilities and/or 
liabilities, including financial responsibilities, does the partnership bring to BC? 
 
Impact on the wider community - What impact will your partnership have on the wider 
community? (eg strategic planning for  an area, theme  or client group, strategic influence, 
etc) 
 
Contribution to delivery of external policy or legislation - Is this partnership required to 
meet the specific requirements laid out in a piece of legislation, mandatory central 
government policy directive or Audit Commission recommendation? 
 
Procurement complexity - Most partnerships for goods and services will have some form 
of contract (a purchase order is in fact a contract in its simplest form).  Compliance with 
Contract Standing Orders must be adhered to at all times and the level of risk must be 
assessed for each procurement.  Guidance is available under the Procurement Area on 
the Intranet.  
 

 

 
3.3 Small/Simple Partnerships 
 
If your partnership has been assessed as Small/Simple then there is no need to create 
detailed management documentation and processes however the following minimum 
standards will still be required. 
 
The Partnership should:- 
 

• document its agreement or terms of reference, setting out its purpose, what it intends 
to do, how it intends to do it and how it will know when it has been successful. 

 

• have clear funding and/or resourcing arrangements. 
 

• be able to demonstrate value for money. 
 

• identify performance management arrangements to ensure success can be assessed 
and demonstrated. 
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• be monitored, and reviewed annually, to evaluate fitness for purpose. 
 

• have clear information sharing protocols ensuring that the partnership acts 
appropriately and within the law. 

 

• ensure their membership understands who they are accountable to and for what. 
 

• have a clear exit strategy. 
 

• identify any strategic and operational risks and agree control measures. 
 
If you are uncertain about how to deal with any of the issues above then you should:- 
 

a) Consult your partnership agreement, constitution or governing document to see 
whether the issue is covered in the governance arrangements.  

 
b) Talk to your Chief Officer, or line manager, about the issue. 
 
c) Seek specialist advice (see section 3.5 below). 

 

 
3.4 Large/Complex partnerships 
 
In these partnerships, commonly known as Significant Partnerships, there is a need for 
more formal and detailed management information and processes.  You should follow the 
guidance contained in Sections 4 –8 of this document to ensure you meet the minimum 
standards. 
 
Large/Complex partnerships, may in addition, require other specific advice (see section 
3.5).   
 
All existing Large/Complex partnerships should complete the ‘Partnership Health 
Questionnaire’.  This questionnaire will assist in identifying any areas to address or 
improve in the partnership governance.    
 

3.5 What further advice do I need? 
 
Legal advice 
 

• Before establishing a partnership arrangement, you also need to consider and obtain 
advice on the legal basis for the creation of the partnership.  Some partnership 
arrangements are required or permitted by express statutory or regulatory provision.  
For example, section 31 of the Health Act 1999 permits local authorities and PCTs to 
work in partnership through the creation of pooled funds for services.   

 

• Where there is no express power or duty to establish a partnership arrangement, you 
must ensure that there is another lawful basis for the creation of the partnership.  
This may come from the Council's general well-being powers or it may be incidental to 
other powers which the Council has. You should seek legal advice on this issue at an 
early stage. 
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• A partnership arrangement may also require Member approval because entering into 
a significant partnership working arrangement constitutes a Key Decision.  Even 
if the extent of the partnership arrangement is such that it does not amount to a Key 
Decision, you must still consider what approval is needed in accordance with the 
Council's scheme of delegations and obtain that approval. 

 

• For advice and assistance, speak to the Head of Legal Services at the earliest 
opportunity. 

 
 
Financial, Risk and Procurement advice 
 

• If you have any queries relating to finance around partnerships or strategic funding 
issues, then contact the finance support for your portfolio within the Finance 
department.  These can be complex areas, so advice from the different areas (as 
detailed in this report) should be sought 

 

• If you need advice on procurement rules and procedures contact the Strategic 
Contracts and Procurement Manager after checking the Corporate Contract Register 
on the Intranet. 

 

• For further advice and assistance with Risk Management contact the Lead Risk 
Officer. 

 

• For legal advice relating to finance or procurement issues, such as financial liabilities, 
the need to procure a partner under the EU Public Procurement Directives, or the 
power to enter into the arrangement, etc, contact the Head of Law for advice. 

 

• If the partnership is involved in the procurement of works, supplies or services, then 
Breckland’s Contract Standing Orders, procurement rules and procedures will apply.  

 

• If you are considering entering into a partnership that will involve procurement, or have 
any queries relating to procurement, then you should contact the Strategic Contracts 
and Procurement Manager for specific advice. 

 
 
Project management advice 
 

• If you are developing a new partnership it may also be appropriate to speak to the 
Council’s Corporate Project Manager for guidance. The actual setting up of the new 
partnership might best be achieved using a project management approach and this will 
depend on the nature and scale/complexity of the proposed partnership. Alternatively, 
the partnership itself may be being set up to deliver a project. 

 
3.6 New or Existing Partnerships 
 
The Council maintains a central database of all partnerships. If you are setting up or 
entering into a new partnership (hybrid, statutory, contractual) you should contact Policy 
and Performance Team to ensure the details are recorded on the central database.  
 
Breckland’s key significant partnerships identified include:   
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Partnership Name Partners Involved Partnership Type 

Anglia Revenues Partnership BDC, Forest Heath & East 
Cambs 

Hybrid 

Anglia Revenues Partnership 
Trading 

BDC & ARPT Hybrid 

Crime Reduction Partnerships BDC & other Public bodies 
Including Police, NCC, 
Probation Service etc 

Statutory 

Local Strategic Partnership Breckland Partnership Statutory 

Environmental Waste Contract BDC & Serco Contractual  

PFI BC & Parkwood Leisure Contractual  

Steria  BC & Steria Contractual 

 
 
These have been identified as significant for a number of reasons including: 
 

• Strategic influence for Norfolk. 

• Significant pooled budget or shared resources. 

• Breckland District Council is the Accountable Body for the partnership. 

• High priority service improvement area for Breckland District Council. 
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4. Partnership arrangements and how to document them 
 
 

4.1 What form should the partnership take? 
 
Whether your partnership is assessed as small/simple or large/complex, some form of 
documentation setting out the partnership arrangements will be necessary. 
 
The many different forms of partnership arrangement give rise to different governance 
structures.  Some will involve the creation of a separate legal entity such as a company 
and others may have their governing forms set out in legislation.  However, for the majority 
of our partnerships this will not be the case and they are likely to be unincorporated 
associations that often adopt an agreement or constitution, with terms of reference, as a 
governing document.  
 
When you are considering developing a partnership, it is important to agree a structure 
that is most appropriate given the scale of the arrangements and the risks involved.   
 
For example, the creation of a company will usually bring with it the advantage of limited 
liability - which can be of assistance if the partnership intends to provide services or trade.  
However, company status also brings with it responsibilities under Companies legislation 
and may have adverse tax implications.  Similarly, the creation of a charity may have tax 
advantages but also introduces obligations under charity legislation. It is best to seek legal 
advice at an early stage. 
 
 

4.2 How should the Partnership arrangement be documented? 
 
The reality is that any arrangement, no matter how simple, needs some form of 
documentation, even if it takes the form of an exchange of letters sharing aims and 
responsibilities or agreeing an informal working protocol.  It is vital that there is clarity and 
shared understanding between partners about purpose, membership and roles and 
responsibilities and this should be set out in an agreement.  
 
A key principle to apply when establishing partnership governance arrangements is that 
governance systems should be proportional to the responsibilities and risks of the 
partnership 
 
 

4.3 What are the key elements of a partnership agreement? 
 
The agreement or governing document should clearly set out the partnership’s main 
procedures. Critical areas are: 
 

• Delegated powers and decision-making authority of the partnership. 

• Delegation of authority to individuals in the partnership. 

• Reporting arrangements. 

• Monitoring and review. 
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The key elements to be covered in an agreement are given in table 4.3 below. You may 
find this list helpful when developing a partnership agreement, or when reviewing your 
existing agreement (it is based on the Charity Commission model constitution). 
 
It is important to stress, however, that this cannot take the place of specific advice tailored 
to your particular partnership arrangement.  So, if you are working in a partnership and are 
either developing or reviewing a partnership agreement, you should seek further advice – 
see section 3.5. 
 
Table 4.3 
 

 Key elements of a partnership agreement or governing document 
 

 Name of the partnership 

 Aims and objectives 

 Legal status 

 Membership – including: 

• Status and position of different members. 

• Termination of membership. 

• Schemes of delegation e.g. for decision making and for approving 
spend/resource allocation. 

• Code of conduct. 

 Powers  

 Roles and responsibilities  

 Income/funding– including financial management arrangements, the financial 
procedures to be adopted, ownership of financial assets, etc. 

 Contract Standing Orders – setting out the rules or referring to whose rules will be 
followed if works, supplies or services are to be procured. 

 Meetings – including: notice and frequency of meetings, quorum rules,  
chairing arrangements, voting arrangements, representation of other members. 

 Decision-making authority and processes (scope and timescales). 

 Conflicts of interest 

 Risk management arrangements – including which partners’ insurers’ will be 
liable/shared responsibilities. 

 Reporting arrangements  

 Monitoring, review & audit arrangements 

 Communications - eg a communications strategy, complaints and suggestions 
processes (for example, if BC is not the lead partner), media policy, etc. 

 Timescales 

 Amendments to partnership’s rules. 

 Dispute resolution procedures 

 Minutes 

 Exit strategy/arrangements for dissolution, including clarity about arrangements 
if one partner chooses to leave the partnership. 
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4.4 Reviewing the partnership agreement 
 
All partnership agreements should be reviewed regularly, ideally annually.  If you are not 
sure whether it needs review then you should consider the following questions: 
 
Table 4.4  
 

 Agreement review questions 
 

Yes No Don’t 
know 

1 Has the agreement been reviewed in line with the 
timescales stated in it? 

   

2 Has the agreement been reviewed in the past year?    

3 Does the agreement cover all of the key elements 
listed in Table 4.3 above? 

   

4 Is it clear how your partnership’s corporate 
governance arrangements link to those of individual 
partners? 

   

5 Do you have a system for resolving conflicts of 
interest in your partnership and is this included in the 
agreement?  

   

6 Is it clear in your agreement who can take what 
decisions, where those decisions are reported and 
who can take action when things are going wrong? 

   

7 Are you clear about the arrangements if your 
partnership comes to an end, including how 
resources would be reallocated? 

   

8 Are you clear about the arrangements if BC decides 
no longer to be involved in the partnership? 

   

 
If your answer is “No” or “Don’t know” to any of the questions above then you will probably 
need to plan a review of your partnership agreement or governing document. 
 
You should speak with your line manager or Chief Officer for advice or see section 3.5 for 
other sources of advice. 
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5. Responsibilities 
 
 

5.1 What are my responsibilities? 
 
When representing the Council on a partnership you have the opportunity to influence how 
the partnership develops, how it is managed and how it improves its effectiveness.   
 
Responsibilities of the role will vary from partnership to partnership but is likely to involve 
ensuring sound documentation, challenging management or performance issues such as 
effectiveness of risk management, performance management and value for money, and 
reporting back.  
 
You may find it helpful to consider the following questions in relation to your partnership: 
 
Table 5.1 Individual responsibilities 
 

 Responsibilities 
 

Yes No Comments 

Remit: 
Am I clear about my remit on the 
partnership?  

   

Do I know what authority has been formally 
delegated to me? 

   

Can I commit resources and to what level?     

Do I know what decisions I can take/not 
take? 

   

1 

Do I know what process I follow in the 
event of a dispute? 

   

Reporting: 
What are my reporting mechanisms?  

   2 
 

Who at BC do I need to keep informed?    

Council Members: 
Are Members also represented on the 
Partnership eg at Board level?  

   3 
 

If yes, do I know what the differences are 
between the roles and what are the links? 

   

Communications: 
Are there good arrangements in place to 
make the public aware of what the 
partnership is achieving? 

   

Is the public informed about how the 
money is spent and, if yes, how? 

   

Does this form part of an agreed 
communications strategy? 

   

4 

Are there any media-related issues that I 
need to inform BC’s Communications 
Team about?  
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 Responsibilities 
 

Yes No Comments 

5 Effectiveness and performance 
management: 
Does the partnership provide good value 
for money? 
 
Note: You should be prepared to question 
BC’s continued engagement in a 
partnership if it is not effective and adding 
value. 

   

Conflicts of interest: 
Do I know how I identify a potential conflict 
of interest? 

   6 

Do I know what I should do if one arises?     

7 Companies/Charity: 
What are my duties and responsibilities as 
a company director or trustee of a charity? 

   

 
What should I do? 
 
If you are working in a partnership and are uncertain about the answer to any of the 
questions above then you should: 
 

• Consult your partnership agreement, constitution or governing document to see 
whether the issue is covered in the governance arrangements. 

 

• Talk to your Chief Officer, or line manager, about the issue. 
 

• Obtain advice – see section 3.5. 
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6. Financial and Performance Management 
 

 
6.1 What financial management issues do I need to consider? 
 
Ensuring effective management of public resources is as important in partnerships as it is 
in corporate bodies, where controls and constraints promote accountability and help 
prevent mismanagement. The principal issues are establishing adequate systems for 
financial control and monitoring within, and between, partnerships. 
 
When developing a partnership you should seek financial and tax advice as early as 
possible to ensure that you, and other partners, have fully considered issues including 
volumes and timing of income and expenditure, expenditure approval mechanisms, 
ongoing costs including those associated with monitoring, and decisions about whether 
contingency is required, etc. 
 
The following questions will help you to identify whether there are financial management 
issues that you need to address. 
 
Table 6.1  
 

 Key questions – Financial 
management 
 

Yes No Comments 

1 Does the partnership have, or 
administrate, any resources, 
income/funding or 
expenditure?  

  If yes, then continue with the 
questions below. 
 
If no, ie the partnership has no 
resources, income/funding or 
expenditure and therefore no 
financial consequences, then the 
rest of this section will not apply 

2 Is BC the accountable body or 
lead financial partner 
responsible for managing the 
financial arrangements? 
 

  If yes, then BC’s financial rules 
and regulations will apply – and 
this should be stated clearly in the 
partnership agreement 
 
If not, then you will need to ensure 
that: 

• The lead financial partner is 
clearly identified and agreed, 
and that 

 

• The arrangements meet a 
similar standard to those of BC 
(including the appointment of a 
Section 151 Officer where 
necessary) 

3 Who provides the funding and 
what is the total income? 
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 Key questions – Financial 
management 
 

Yes No Comments 

4 Who decides how to spend it? 
(Is it the partnership itself or is 
it delegated?) 

   

5 
 

Can the money be 
reallocated? 

  You should document the 
circumstances. 

6 What are the financial 
monitoring arrangements? 

  What is the frequency and who is 
responsible? 

7 What are the financial 
reporting arrangements? 
(Do you know what the money 
is spent on and do partners/the 
public know?)  

  It should be clear to whom the 
reporting is made. 

8 Do you know what the financial 
liabilities and financial risks to 
BC are if things go wrong? 

   

9 Do you know what the 
arrangements are for VAT and 
what the tax implications are? 

  You may need to seek advice if 
this is relevant. 

10 Do you know how the 
partnership accounts will be 
audited? 

   

 
What should I do? 
 
If you are working in a partnership and are uncertain about the answer to any of the 
questions above then you should: 
 
a) Consult your partnership agreement, constitution or governing document to see 

whether the issue is covered in the governance arrangements.  
 
b) Talk to your Chief Officer, or line manager, about the issue. 
 
c) Obtain advice – see section 3.5. 
 
 

6.2 What Performance Management arrangements are needed? 
 
Performance management for partnerships means making sure you are achieving stated 
goals. Partnerships depend on strong performance management arrangements so that all 
Partners know whether targets are being met and whether the partnership is adding value. 
 
There are no performance indicators to measure the performance of partnerships directly 
and it is often extremely difficult to measure the outcomes of some partnership initiatives in 
the short term and difficult to track the benefits over the longer term. 
 
The following questions will help you to identify how your partnership measures its 
performance against objectives and whether improvements are needed.  
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Table 6.2 Performance Management initial assessment 
 

 Performance Management questions  
 

Yes No Further Details 

1 Does your partnership have statutory 
requirements for a performance 
management framework? 

   

2 Does your partnership have performance 
management arrangements in place? 

   

3 Has your partnership set targets? 
 

   

4 Do you know which targets are being met 
and which are not being met? 

   

5 Do you know who manages and reports 
progress? 

   

6 Do you know who takes action if 
satisfactory progress is not being made? 

   

7 Do you know how the partnership adds 
value? 

   

8 Do you know how that added value is 
demonstrated to the public? 

   

 
6.3 How does the partnership provide Value for Money? 
 
Delivering value for money is at the heart of how BC delivers services. One of the key 
organisational objectives in our Council Plan is ensuring that we deliver value for money 
for the people of Breckland.   
 
What do we mean by Value for Money? 

The established definition of value for money is the relationship between economy, 
efficiency and effectiveness. We need to be clear that we are delivering value for money 
(VfM) in our partnership working and to be able to demonstrate this to ourselves and to the 
public. An approach to VfM should be agreed at the outset when entering into a new 
partnership and, for existing partnerships, you might need to work with partners to review 
the position and agree any areas for improvement.  
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Value for money may well include much more than financial costs and benefits and 
increasingly partnerships are arrangements that seek to deliver more than the sum of the 
parts. In this situation the absence of clear numerical values means that it can be difficult 
to demonstrate that the partnership is a more effective mechanism for delivering the 
outcomes. Establishing value for money will involve consideration of other forms of 
evidence. See the Breckland VFM Strategy and VFM Toolkit for more details. 

What should I do? 
The first step is to make an initial assessment, which will help you decide if there are areas 
for improvement.  
 
Table Value for Money Initial assessment  
 

 Value for Money Initial 
Assessment 

Comments  

1 How does your partnership 
provide value for money? 

 

2 How does your partnership 
contribute to achieving the 
Government cash-releasing 
VFM efficiency gains target? 

 

3 What evidence do you have 
to support this? 

 

4 How is that value for money 
demonstrated to the public? 

 

5 Has your evidence been 
audited and/or confirmed by 
independent experts? 

 

 
If you are unsure about the answers to any of these questions then you should review the 
situation to ensure that your partnership is achieving value for money. The following 
questions may help you to assess the position and enable you to identify areas for 
development or improvement.  
 
Table Value for Money Review 
 

Value for Money Questions Examples of possible measures 

What are the inputs to the partnership? 
 

• BC’s annual time commitment. 

• BC’s financial commitment. 

• Support provided in any 
procurement of works, supplies 
or services. 

• Support in kind. 

What are the outputs of the partnership? • Delivery of a service or facility. 

• Sharing of tasks. 

• Performance targets. 

• Information exchange. 

• External funding attracted. 

• Benchmarking 

What are the key outcomes provided by 
the partnership? 

• Economies of scale/efficiency 
gains. 

• Increased capacity to deliver. 
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• Provision of some capability 
otherwise not possible. 

• Customer Satisfaction. 

• Areas of impact. 
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7. Risk Management 
 

 
7.1 Introduction 
 
One important aspect of governance is the management of risk.  Partnership working 
brings with it a number of risks that need to be managed.  This section is primarily 
intended to help those persons: 
 

• Leading or taking part in one or more existing partnerships. 

• Developing a new partnership. 
 
Decisions to enter into partnerships should be based on a sound understanding of the 
risks and challenges, as well as the anticipated benefits. 
 

7.2 Application 
 
This guide applies to the full range of partnerships in which the Council is involved.  The 
exact level of application will depend however on the partnership type and scale and 
therefore the risk to the authority.  In addition, the level of risk management will be dictated 
by whether or not we are the lead authority.  There will be occasions when we are not and 
therefore it will be appropriate to follow another partner’s process.  In these circumstances, 
risks to BC will still need to be clearly identified. 
 

7.3 The Risk Management Approach 
 
When working with partner organisations the risk management approach should include 
the following key elements: 

• Assessing the scale of the Partnership 

• Identifying the resource 

• Implementing the Risk Management Process 
 
Partnership Scale 
 
As previously mentioned, partnerships vary in size and complexity.  From a risk 
management perspective, it is not necessary to devote the same amount of resources and 
attention to every partnership.  Once you have completed the scaling assessment process 
detailed at Section 3 you should be able to determine if the partnership is “small/simple” or 
“large/complex”  
  
Clearly the more complex a partnership the more risk management activity is required. 
If your partnership is identified as “small/simple” then you will need to follow the guidance 
in Section 3.3, this may also include looking at strategic risk information in this section.  If 
your partnership is identified as “large/complex” then follow all guidance in Sections 4-8. 
 
 
Identify the Resource 
 
Risk Management will not happen unless it is properly resourced.  This includes the 
provision of people, time and in some cases finance to make it happen.  Depending on the 
level of the partnership, arrangements for managing risk need to be included in the 
Partnership Agreement (see Section 4).  Arrangements should describe how risk will be 
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addressed in the partnership and should capture the agreed framework around who will 
lead, who will be involved, responsibilities and accountabilities, in addition to setting out 
the frequency of risk review.  The idea is to ensure that risk is considered as an integral 
part of the partnership management.  Resources for the management of risk should be 
agreed at the outset, based on the scale of the partnership and reaffirmed throughout.  
 
Implementing the Process 
 
By now you will have identified the scale and resource requirements of your partnership 
and therefore need to follow the appropriate guidance.  For small/simple partnerships this 
is a straightforward checklist of activities in Section 3.3 that should be undertaken as a 
minimum to ensure the success of the partnership.  For large/complex partnerships, this 
will involve more in depth risk identification, assessment, control and monitoring.  
 

7.4 Partnership Risk Types 
 
Partnership risk can be viewed on two levels, “Strategic” and “Operational”.   
 
Strategic 
 
Strategic risks relate to: 

• Failing to ensure an effective Strategic Fit 

• Failing to identify and address the gaps and shortfalls in Relationships 

• Failing to fully assess and plan for the Organisational Impact the changes will have; 
and  

• Failing to robustly develop and test the Economic Case for the partnership. 
 
Strategic risks should be identified as part of the overall analysis of the business need and 
in developing the business case for the partnership.  This will enable high-level threats to 
be assessed and managed.  
 
It is likely that Members, Chief Officers and senior staff will be involved in considering 
these kinds of risks.    
 
The partnership should have an agreed set of objectives.  Risks should be identified 
against these objectives. 
 
Risks at the strategic level will then frame the context for more detailed risk management 
at the operational level. 
 
Appendix B provides tables showing a number of examples of strategic risks.  Control 
measures have also been given.  Please note that these tables outline the main risks to be 
considered but do not constitute an exhaustive list for every partnership arrangement.  
Additionally the suggested controls are for guidance only and there may be more 
appropriate approaches depending on the circumstances.   
 
 
Operational 
 
Risks at an operational level are those that relate to factors affecting progress against 
phases or milestones of the partnership arrangement.  Also included are risks relating to 
the technical problems, suppliers and contract management. 
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Operational risks must be monitored and reviewed throughout the life of the partnership for 
a number of reasons: 
 

• To monitor and measure progress in risk management 

• To provide visible target dates for managing risks 

• To identify new risks and close others 

• To establish new priorities. 
 
As risk management is part of our performance management culture, the categories are 
currently built around the word “PERFORMANCE” as effective risk management improves 
performance. The following categories can be used for operational risks: 
 

• Political 

• E Government  

• Regulatory 

• Financial and Fraud 

• Opportunities 

• Reputation 

• Management 

• Assets 

• New Partnerships and Projects 

• Customers, Clients & Citizens 

• Environment 
 
Appendix B contains a number of examples of risks under each of the above categories. 
 
The lists are not exhaustive - they have been provided as a tool to prompt risk 
identification and they must not be used as ready prepared risk registers or a 
definitive list of risks. 
 

7.5 Large/Complex Partnerships 
 
If you have assessed your partnership as large/complex, then you should follow all of the 
guidance in this section.  We hope you will find the process easy to follow. 
 
Risk Management Cycle  
 
This is a four-stage cycle involving identifying, assessing, controlling and monitoring the 
risks to the partnership 
 
 
 
 
 
 
 
 
 
 
 
 

Identify  Assess  Control  Monitor  

Record in Risk Register 

       Report to Board 

 

Review Review 
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Identification 
 

The identification of risks should begin at the earliest stage of the partnership.  It should 
assist in completing the business case and is crucial in determining the validity of a 
potential partnership arrangement.  This stage will be concentrating on the Strategic risks 
to the partnership relating to Strategic Fit, Relationships, Organisational Impact and 
Economic Case. 
 
All identified risks should be recorded in the partnership risk register.  Try wherever 
possible to have one register for the partnership.  Allowing each partner to operate their 
own register simply causes confusion and defeats the objective and ethos of partnership 
working.  A Risk Register template is available Appendix C. 
 
After the initial identification of the strategic risks at partnership set up stage, it will be 
necessary to continue to identify the operational risks and now involve all stakeholders.  
This should include all partners, suppliers and in some cases the recipients of the services 
being delivered.  To enable this to happen a recommended method is the holding of a 
workshop with all stakeholders represented to brainstorm the partnership risks.  
 
Risk identification attempts to identify the Council’s exposure to uncertainty (a condition 
where the outcome can only be estimated). Risk is the chance of something happening 
that will have an impact on business objectives. It is defined as the combination of the 
probability (likelihood) of an event and its consequences (impact). Risks can bring about 
both negative and positive impacts. Try to ensure the risk description is complete; this 
helps when it comes to the assessment stage of the process. A statement of a risk should 
encompass the cause of the impact, and the impact to the objective (“cause and 
consequence”) which might arise. 
 
A number of examples of strategic and operational risks are given in Appendix B.  These 
are just starters and may be expanded upon as necessary to suit the individual 
circumstances. 
 
Points to consider during the identification stage: 

• Identify all stakeholders who will be able to contribute 

• Make use of the risk categories outlined earlier and the examples given in Appendix 
B 

• Ensure both internal and external risks and opportunities are considered 
 
Assess 
 
Once the risks have been identified, you will need to assess the level of risk associated 
with each one.  This enables you to prioritise risks and identify those that pose the greatest 
threat (or opportunity) to the partnership and the council. 
 
Risks should be assessed in terms of: 
 

Likelihood - how likely is the risk to occur?  
Impact – what would the impact be if it did occur? 

 
Both elements should be given a score between 1 and 3 using the definitions below and 
this assessment should take into account any control measures already in place. 
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These two scores can then be combined (likelihood x impact) to provide an overall risk 
score.  This risk score can then be plotted on the risk matrix overleaf.  The risk matrix will 
indicate the overall risk category (low, medium, high or very high) for each risk as well as 
the how that risk should be managed. 
 
Calculate the Gross Risk Score  
 
There will probably already be measures in place to minimise any identified risks – known 
as mitigating actions. However, it is important to bear in mind that in the first instance, risks 
are assessed on the basis that there are no measures in place or on the basis that any 
existing measures are not operating effectively. In other words we are seeking to ascertain 
the worst case scenario if the risk were to occur. This is known as the “gross” risk. 
 
 
Likelihood 
 
The following table is used to decide on likelihood. 
 

Score  Description Definition  
 

3 

Red 
High  

Has happened in the past year; or  
Is expected to happen in the next year 
More than 50% probability 
 

2 

Amber 
Medium 

Has happened in the past 2 – 5 years; or 
Is expected to happen in the next 2-5 years 
Between 25% to 50% probability 
 

1 

Green 
Low 

Has not happened in the past 5 years or more; or 
Is not expected to happen in the next 5 years or more 
Between 1% to 25% probability 
 

 
Impact 
 
The impact of a risk can be considered in various categories for example, financial, safety, 
service delivery, reputation, legal, political and environmental.  Indeed the impact can be in 
one or many of these categories.  In assessing impact it is important to understand what 
your risk appetite is i.e. the level of risk impact you are willing to accept.  In addition, it is 
important to understand who the risk affects most.  Does it affect the entire partnership or 
is it just a risk to one of the partners.  This is something that needs to be considered at the 
control stage. 
 
The table overleaf will assist in determining what level of impact a particular risk will 
present across some of these categories.  They are examples of risk impacts, you are free 
to adapt them as you see fit for your partnership in order that you reach a consensus on 
the impact of each risk to the partnership and of course to BC’s corporate objectives.  
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Score Description Example Detail 

3 
Red 
High 

Death or life threatening 
Serious service failure impacts on vulnerable groups 
Negative national publicity, highly damaging, severe loss of public 
confidence 
Serious impact felt across the partners  
Legal action almost certain and difficult to defend 
Financial impact in excess of £100,000 
Non-compliance with law resulting in imprisonment 
Loss of, or permanent damage to, ‘priority’ environmental/historic 
resources 
Non delivery of partnership objectives and significantly affects BC 
Corporate objectives 

2 
Amber 
Medium 

Extensive, permanent/long term injury or long term sick 
Service failure impacts on property or non-vulnerable groups 
Negative local publicity, some loss of confidence, needs careful public 
relations 
Expected impact, but manageable within Partnership contingency plans 
Legal action expected 
Financial impact between £50,000 - £100,000 
Non-compliance with law resulting in fines 
Recoverable damage to partnership ‘priority’, or loss of ‘non-priority’, 
environmental/historic resources  
Partial failure to partnership objectives 

1 
Green 
Low 

Short term sick absence, first aid or medical treatment required 
Some risk to normal service but manageable within partnership 
contingency arrangements 
Little if any scope for impact on vulnerable groups 
Possible negative customer complaints, unlikely to cause adverse 
publicity, no damage to partnership reputation  
Possible impact, but manageable locally by Partnership Board Members 
Legal action possible but unlikely and defendable 
Financial impact less than £50,000 
Non-compliance with regulations / standards or local procedures 
resulting in disciplinary action. 
Recoverable damage to ‘non-priority’ environmental/historic resources 
No effect on delivering partnership objective fully 

 
 
Identify and describe current Control and Contingency Measures  
 
In reality the measures in place should already be helping to minimise the likelihood or 
impact of the identified risks.  Therefore describe control measures currently in place and 
working effectively which will impact on the likelihood of the event (i.e. stop the risk  event 
from happening) and the controls which impact mainly on the consequences or outcomes 
(i.e. if it does happen how you would minimise the loss or maximise the benefits – 
Contingency Planning).  
 
Identify any Mitigation (planned) Measures 

Describe the actions to be taken to mitigate the risk to an acceptable level i.e. where the 
level of control is considered inadequate and an action plan is required to improve the 
level of control by reducing the impact or likelihood, and enter the planned implementation 
date. NOTE: this may have a cost implication. 
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Calculate the Net Risk Score  
 
Assess the likelihood and impact of the identified risks in light of any existing or planned 
measures to ascertain the “net” risk i.e. remaining level of risk after mitigating action has 
been taken, using the same risk matrix above.  
 
Prioritise Risks 
 
Focus on those risks that, because of their likelihood and impact, make them priorities. 
 
Both the gross and net risk level (likelihood and impact) of each risk are plotted and 
prioritised using a simple 3x3 matrix.  
 
The matrix uses a “traffic light” approach to show high (red), medium (amber) and low 
(green) risks.  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
Assign a Risk Owner  
 
All risks, once identified, should be assigned to an owner who has responsibility for 
ensuring that the risk is managed and monitored over time. A risk owner, in line with their 

High 
(3) 3 6 9 

Medium 
(2) 2 4 6 

I 
M 
P 
A 
C 
T 
 

Low 
(1) 1 2 3 

 
Low 
(1) 

Medium 
(2) 

High 
(3) 

 
Likelihood 

KEY TO 
MATRIX 

RISK 
CATEGORY 

HOW THE RISK SHOULD BE MANAGED 

  
High Risk    
 (6-9) 

Immediate action required, Senior Management must be involved and 
management responsibility specified 

  
Medium Risk  

(3-4) 
Management responsibility specified and manage by specific monitoring or 

response procedures 

  

Low Risk    
 (1-2) 

Manage by routine procedures, unlikely to need specific or significant 
application of resources 
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accountability for managing the risk, should have sufficient authority to ensure that the risk 
is effectively managed; the risk owner may not be the person who actually takes the action 
to address the risk. 

Risk Owners are responsible for: 

 

• ensuring that appropriate resources and importance are allocated to the process;  

• confirming the existence and effectiveness of the current mitigating actions and 
ensuring that any proposed mitigating actions are implemented; 

• providing assurance that the risks for which they are the Risk Owner are being 
effectively managed. 

 
 
Control 
 
There are a number of options available for dealing with risks: 
 

Response Description 
 

Transfer Some risks can be transferred via contract to an insurer or other 
contracting 3rd party e.g. legal liability, financial, property and vehicles 
etc. Some service delivery risks can be transferred to a partner or 
contractor by way of a formal contract or written agreement. However, 
some risks can not be transferred e.g. reputational risks. 

Treat Some risks will need additional treatment to reduce their likelihood or 
impact to an acceptable level. This response is most likely where the 
likelihood or impact is such that a risk has been identified as a 
high/red risk. The purpose of treatment is that whilst continuing within 
the organisation with the activity giving rise to the risk, action (control) 
is taken constrain the risk to an acceptable level. 

Terminate In some instances, a risk could be so serious that there is no other 
option but to terminate the activity that is generating the risk. It should 
be noted that the option of termination of activities may be severely 
limited in government when compared to the private sector; a number 
of activities are conducted in the government sector because the 
associated risks are so great that there is no other way in which the 
output or outcome, which is required for the public benefit, can be 
achieved. 

Tolerate This response will be appropriate where you judge that the control 
measures in place are sufficient to reduce the likelihood and impact of 
a risk to a tolerable level and there is no added value in doing more. 
Even if it is not tolerable, ability to do anything about some risks may 
be limited, or the cost of taking any action may be disproportionate to 
the potential benefit gained. In these cases the response may be to 
tolerate the existing level of risk. This option, of course, may be 
supplemented by contingency planning fund for handling the impacts 
that will arise if the risk is realised. 

 

 

The outcome of the assessment and the selection of the most appropriate option for 
control will be documented in the risk register. This will identify all actions to reduce risk, 
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the identity of risk owners, the cost of the risk reduction actions and the timescales for risk 
reduction in relation to partnership milestones. 
 
Having made the appropriate selection, the implementation will need planning and 
resources.   
 
Monitor 
 
Risk monitoring is a systematic process for tracking and evaluating how well the controls 
are doing.  Risk owners are responsible for ensuring risks allocated to them are monitored 
and for reporting on the effectiveness of the risk response. 
 
The Partnership Agreement should identify clearly how the monitoring process should 
operate.  For example it should identify the frequency of reporting by risk owners and the 
reporting process to the management board. 
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8. Information sharing 
 

 
8.1 What information sharing issues do I need to consider? 
 
When working in partnership there will inevitably be a degree of information sharing and 
sometimes the primary purpose of the partnership is to share information – for example, 
on good practice. Confidential information must be protected and information sharing 
protocols may ensure that a partnership acts appropriately and within the law.  
 
If the information to be shared will involve personal data (data relating to identifiable living 
individuals) then data protection issues arise from the Data Protection Act 1998 and 
partnerships must ensure they comply with the legislation. Commercially sensitive data 
must be respected and partners have a special duty of care to protect it.  
 
Similar care is needed to share commercially sensitive data or data covered by statutory 
confidentiality. A ‘data-sharing protocol’ should be drawn up; this is a formal agreement 
between organisations that share the data. It explains why data are being shared and sets 
out the principles and commitments organisations will adopt when they collect, store, 
disclose and dispose of the data. 
 
Protocols also explain when information can be shared.  Without such formal agreements, 
public organisations may find themselves falling short of common standards.  Also, there 
could be confusion over responsibilities – both within and between organisations. 
Protocols are intended to be a tool – not a bureaucratic hurdle to be overcome.  
Developing a protocol should not be a difficult, long-winded business; and, if the ground 
rules are worked out from the start, considerable time may be saved later. 
 
Commercially sensitive data should be clearly defined as such and have a limited 
circulation. If it is freely accessible, it cannot be defined as commercially sensitive and 
confidential. 
 
Care should be taken when recording and circulating information such as minutes, reports 
etc to clearly distinguish confidential information and to ensure the information is kept 
confidential between the partners – even down to how it is held, disposed of and/or 
remarked upon to other persons. Unless information is carefully managed, confidential 
information or matters referring to confidential information may require to be disclosed by 
one of the many legal data access routes available to the public. Ideally the partnership 
should agree a lead partner who is responsible for managing the partnership’s 
information including its storage, dissemination and disposal.  
 
This need to protect confidential information sits alongside the need for openness and 
transparency in public working and the rights and entitlements to information held by a 
“public authority” given in the Freedom of Information Act 2000. 
 
Advice is available from: 
 

• Corporate Data Protection Officer or Corporate Freedom of Information Officer  

• Your departmental point of contact on data protection and Freedom of Information. 
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8.2 Data Quality  
 
Data can only be used effectively if it is accurate, up to date and relevant for the purpose it 
is being used. Care should therefore be taken to ensure that only good quality data is 
shared with the partners to an information sharing protocol.  
 
Collecting the right data, first time, for the agreed purpose will ensure that stored data is of 
good quality. This will remove the need to ‘clean up’ data before it is shared with a partner.  
Ideally the partnership should agree at the outset of any data sharing exercise what the full 
needs of the partnership are for the data. It should then be agreed:  
 

• What event or happening is to be recorded? 

• What terminology will be used and what this means. 

• How it will be recorded. 

• What elements of the recorded data will be shared? 

• How it will be shared. 
  
Data can include free text records in the form of notes. Such notes must be unambiguous 
and free of bias so that future users of the data are not misguided. This is particularly 
relevant where the data collector is able to record opinion.  
 
Where pre-existing data is shared, the data owner should assess the data prior to 
disclosure to ensure that the reasonable conclusions reached by the recipient are correct. 
The owner may need to clear away inaccurate/unsubstantiated data or add notes to 
ensure the recipient is not misguided by what is shared.
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9. Appendices 
 
 

A Partnership Questionnaire 
 

 

B Examples of Strategic and Operational Risks 
 

 

C Risk Register Template 
 

  

D Partnership Development Plan 
  
 For general advice on smarter partnership working: www.lgpartnerships.com  

 
 Audit Commission National Report: Governing Partnerships – Bridging the 

Accountability Gap: http://www.audit-commission.gov.uk/  
 

 OGC and HM Treasury – Managing Risks with Delivery Partners: 
http://www.ogc.gov.uk/documents/cp0013.pdf 
 

 IdEA website – www.idea.gov.uk 
 

 For advice on the development and implementation of PPP or PFI project - 
http://www.4ps.gov.uk/ 
 

 Strategic Partnering Taskforce 
http://www.communities.gov.uk/index.asp?id=1136676 
 

 


