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RESTRUCTURING OF PARTNERSHIP MANAGEMENT TEAM  
 

This report recommends options to members for a revised management structure for the 
Anglia Revenues Partnership 

 
1. Introduction / Background 
 
1.1 The Anglia Revenues Partnership (ARP) was created by a formal agreement 

between Forest Heath District Council and Breckland Council in August 2003. At that 
time an operational board was created to lead and develop the partnership. This it 
has done with great success, providing excellent service to the residents of the two 
districts and achieving national recognition for the partnership. 

 
1.2 In April 2007 East Cambridgeshire district council joined the partnership and is now 

benefiting from a significantly lower cost of service whilst also seeing an improved 
performance in service delivery. The original operational board created in 2003 has 
continued to manage the Partnership throughout this period of growth. 

 
1.3 In 2004 - 2005 the ARP began to be approached by other local authorities for 

assistance to set up their own partnerships and to improve their service performance. 
As a result an income from consultative work began to be charged under the Local 
Authorities (Goods and Services) Act 1970. By the end of 2005 the reputation of the 
ARP was also attracting the interest of a number of Private sector companies, who 
wished to work with the partnership to enhance their own commercial activity. To 
work with the private sector, and to allow the benefit of this potential additional 
income, it became necessary to form a trading company under the terms of the Local 
Government Act 2003. As a result ARP trading Ltd (ARPT Ltd) was formed in 2006.  

 
1.4  The main attraction to the customers of both the ARP and ARPT Ltd was the 

excellence that had been developed within the ARP from it’s inception in 2003. It was 
important in ensuring the success of ARPT Ltd that the ARP brand and management 
were strongly linked to the new trading company. The skills developed and sold were 
the skills that existed within the partnership, as a result it was decided, upon the 
creation of ARP ltd, that the directors board could only consist of both the operating 
board, who became the executive directors and the Joint Committee who became 
the non executive directors. 

 
1.5 With the creation of ARPT Ltd the trading or charging turnover increased rapidly. 
 

Year Turnover 

2005 -2006 £25 000 

2006 - 2007 £50 000 

2007 -2008 (estimate) £500 000 

  
 
2. KEY DECISION 
2.1 This is not a key decision  
 
3. Current Position 

  
3.1 In September 2007 the Revenues income manager of the ARP was successful in 

gaining a Head of Revenues post at a local authority in Suffolk. He tendered his 
resignation and left the ARP on the 26th of October. 
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3.2 The departure of the Revenues income manager has acted as a catalyst for a review 
of the current ARP structure. In view of the growth of the partnership, the 
development of additional opportunities for new partners to join the partnership and 
the potential affect of the ARPT Ltd activity upon the partnership it is recommended 
strongly that it would be prudent to develop a more resilient management structure at 
this time to ensure that the excellent service delivery continues for all of the partners.  

 
3.3 With the close relationship between the ARP and the ARPT ltd the opportunity has 

also been taken to recommend solutions that promote the successful delivery of both 
entities. 

 
3.4 It should be appreciated however that as with any situation in which growth is being 

anticipated, this will not be the final structure. Positive action is being taken to 
promote a fourth and possibly a fifth partner if this is successful additional 
management resources will be required. It will therefore be crucial for the delivery of 
the excellent performance and continual improvement required by the existing 
partners that a regular review of structures is undertaken and this should become an 
integral part of any future partnership expansion. 

 
4. Options Available  
4.1 Remain with existing structures.  
 
 
 
 
 
 
 
 
 

   
 
 
 
 
 
 
 
 
 
 
 

Advantages Disadvantages Risks 

Maintains existing tried 
and trusted structure 

Limits capacity to both 
enable expansion and 
to deliver expanded 
partnership. 

Additional partners will 
over stretch capacity 
with either the 
potential adverse 
effect on existing 
performance or a 
limited potential for 
future growth. 

Cost neutral Could restrict 
efficiencies and income 
generation 

Limits potential for 
development of 
additional income 
through ARPT Ltd. 

  Recruitment will be 
required for 
replacement to 
Revenues Income 
Manager post. 

Joint Committee consisting of two 

Council Members from each partner 

authority.

Strategic 

Partnership 

Manager

Revenues Manager
Performance & 

Support Manager
Benefits Manager

Partnership Operational Board
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4.2 Introduce expanded management structure  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Advantages Disadvantages Risks 

Provides capacity for 
maintenance of 
performance and growth 

Loss of Revenues 
Officer post (however 
this is offset by a 
reduction of resilience 
work utilising staff from 
the ARP. In future if 
this work is to continue 
it should be fulfilled 
through ARPT Ltd.) 

Interim period to be 
managed until 
recruitment of principal 
officers is completed 

Strengthens operational 
delivery and encourages 
consistency across all 
services 

Additional levels of 
management could 
hinder ability to react 
and change quickly 

Recruitment of suitable 
Principal officers at the 
proposed salary may 
need to be reviewed in 
light of suitability of 
potential candidates. 

Provides resilience to 
structure and improved 
succession planning for 
future years 

 Low risk to any 
deterioration in 
performance 

Potential cost saving 
(see costings below) 

  

Proven structure during 
interim arrangements 
during 2007 

  

 
 

 
     

  

Joint Committee consisting of two 

Council Members from each partner 

authority.

Partnership Management Team

Principal Benefits 

Officer

Principal Revenues 

Officer

Operations 

Manager

Performance & 

Support Manager

Strategic Manager

Operational Board



 
It is recommended that to achieve the continued ambition of the ARP that structure 
4.2 is implemented and is further reviewed in due course as future growth occurs. 
However the following options also recognise the interaction between the ARP and 
the ARPT Ltd and recommend three variants to ensure the sustainability of both 
organisations.  
 
These variants offer three options for the employment of the Strategic Manager and 
the Operations Manager that resolve potential future conflicts between the 
management of the ARP and ARPT Ltd.  

 
 
 
 
 
 
 
 
 

4.2.a  Employment of the Strategic Manager and the Operations Manager within the 
existing arrangement of secondment from their host authority (in this instance 
Breckland)  into the ARP or the ARPT Ltd.  

 
This arrangement maintains the status quo that has existed since the creation of the 
ARPT Ltd, but does not address the loose structural relationship that exists between 
the ARP and the ARPT Ltd. 

 
 

Advantages Disadvantages Risks 

Retains existing 
management in both 
organisations 

Informal arrangement 
and lack of clarity of 
the management of 
ARPT Ltd 

Lack of clarity for staff 
could lead to 
dissatisfaction  

Staff retain employment 
with host authorities  

Staff retain 
employment with host 
authorities (safe 
option!) 

Decreased stimulus to 
make ARPT Ltd 
successful  

 
 



 
 
 
 

4.2.b Employment of the Strategic Manager and the Operations Manager within the ARPT 
Ltd with the purchase of their management services back to the ARP through a 
contractual arrangement.  

 
This arrangement gives clarity to all parties as to the expectation of service that will 
be provided to the ARP and ensures that there is no degradation in that service. It is 
recommended that a clear output based contract is agreed between the ARP and 
ARPT Ltd. to ensure that clarity of purpose and expectation is provided.  
 
This option also provides much greater long term management resilience for the 
partnership as the contractual management service is less vulnerable to staff 
movement, especially as the capacity and capability of the ARPT grows.  

 
 
 
 
 

 

Advantages Disadvantages Risks 

Clarity for both ARP and 
ARPT ltd with regard to 
future management 
arrangements 

Does proposal offer too 
much management?  

Targets and contract 
must be correct with 
clear objectives and 
performance targets 

Simplification of the 
relationship between the 
ARP and ARPT Ltd. 

Significant set up work 
required to formalise 
the arrangement. 

Contract must be right! 
 

Tax efficient solution 
allowing offset of all of 
Manager’s salaries 
against profits in ARPT 
but at the same time 
reducing management 
cost to the ARP 

 Prioritisation of ARP 
and ARPT Ltd must be 
balanced  

Ability to structure a clear 
bonus scheme for staff 
delivering business 
within ARPT Ltd based 
upon increasing profits. 

  

Clear commitment from 
the staff involved to the 
future of the ARP and 
ARPT Ltd 

  

Incentive to grow and 
improve both ARP and 
ARPT Ltd greater 

  

Clear output based 
contract strengthens 
ongoing management 
structure for ARP 

  

 
 



 
 
 
 
 
 
 

4,2.c Employment of the Strategic Manager and the Operations manager in either the ARP 
or the ARPT Ltd and recruit new managers for one or other of the organisations 
developing a separate management structure for the ARP and the ARPT Ltd.  

 
 This arrangement provides resilience to both organisations but moves away from the 

original desire to benefit from the skills of the original management team within both 
organisations. Whilst this may be a necessity long term as both organisations grow, it 
is not believed that the scale of the organisations is currently sufficient to justify this 
development.  

 
 In the long term, assuming the growth that we desire, it is likely that a strengthening 

of the management will be required but this could all be achieved for the ARP 
through a management contract with ARPT Ltd and still retain the skill and expertise 
for both organisations that has brought the current success. 
 
 
 
 

 

Advantages Disadvantages Risks 

Gives clarity of 
management to ARP and 
ARPT Ltd. 

Reduces linkages 
between ARP and 
ARPT and reduces the 
branding advantages. 

Separation of the ARP 
and ARPT Ltd to 
disadvantage of both. 

Greater independent 
resilience for the ARP 
and ARPT Ltd. 

Potential loss of key 
managers from ARP 

Danger of staff moving 
to most profitable 
organisation. 

 Unlikely that ARPT Ltd 
can currently support 
an independent 
management structure  

 

 Expensive for no 
appreciable gain at this 
stage of development 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 
5. Costs for each option: 
 
 
 
 

Structure  4.1 4.2a 4.2b 4.2c 

comparative 
cost to 
Partnership 
compared to 
current structure 

No change Increase of  
£4 372.35 

Saving of  
£11 717.04 

Increase of  
£4 372.35 

Comparative 
cost to ARPT 
compared to 
current structure 

Increase of  
£49 197.46 

Increase of  
£49 197.46 

Increase of  
£49 197.46 

Increase of 
£164 002 

 
These costs are based on budgeted amounts for 2008 / 9 including on costs and 
assume that for the 4.2 structures that a grade 10 post is released. (It is however 
recommended that the post is retained for a period of six months to allow recruitment 
and a smooth transition to the proposed structure at an additional cost of £11940.92) 
 
The additional cost to the ARPT assumes the management required for the trading 
company is an additional responsibility and that an appropriate salary (plus on costs) 
will be paid to the executive directors in all the options and that this will be met 
through the trading income.  

 
 
6. Reasons for Recommendations  

 
Solution 4.2.b is recommended as this provides the most efficient and resilient 
solution for the future development of the ARP. It ensures that the skills developed 
within the past five years are retained for both the ARP and ARPT Ltd.  
 
This solution strengthens the management of the ARP to ensure that the 
maintenance of its high performance will continue during the immediate future when 
further growth and change are anticipated. It is however recognised that the future 
growth of the partnership will require further review of this structure and it is proposed 
that a commitment to review is made when further partners are introduced.  
 
The contractual relationship to deliver a managerial service to the ARP from the 
ARPT Ltd also strengthens the future consistency of management for the partnership 
and protects the ARP from potential staff changes in the future. It is hoped that the 
current management team that have brought the ARP such success will continue to 
deliver the same excellent services for many years to come. However a contractual 
arrangement that clearly defines the expectations for service delivery will ensure 
greater protection the ARP into the future.  

  



 
  
6. Recommendation(s) 
  

It is recommended that the ARP joint committee resolves to introduce the 
management structure proposed at paragraph 4.2.b 
 
It is further recommended that this is achieved by transferring the employment of the 
Revenues strategic manager and Revenues Benefits Manager to ARPT Ltd and the 
recruitment of a Principal Revenues Officer and a Principal Benefits Officer for the 
ARP.  
 
It is further recommended that the date of transfer be agreed in due course once all 
the personnel issues are resolved to the satisfaction of the individuals involved and 
Breckland Council, being the host authority of the individuals concerned. Until such 
time it is recommended that the current secondment that was previously agreed for a 
period of eight weeks should continue on the existing terms and conditions. 
 
It is further recommended that a formal review of the management structure is 
instigated on an annual basis from the date of this review or upon the introduction of 
a further partner if sooner. 
 
It is further recommended that the partnership establishment is reduced by one 
Revenues Officer six months after the decision to proceed is agreed to allow a 
smooth recruitment and implementation process to be completed. 
 
   
 

 
 


