
 
 
 
 

Appendix B 
 
STRATEGIC AND OPERATIONAL RISK TABLES 
 
These risk tables are provided to act as a guide to prompt risk identification.  They 
should not be used as ready prepared risk registers or a definitive list of risks.  
Every partnership will have bespoke risks that may not be identified here, nor will 
every risk listed here apply to every partnership. 
 

STRATEGIC RISKS 
 
Risks of failing to ensure a Strategic Fit 
 

 Risk Control 

1 Poorly defined shared vision and objectives Corporate objectives of all partners need to be 
linked to shared and agreed joint vision and 
objectives 

2 Local political leadership changes and support for 
the partnership wanes (both at outset and/or in the 
future) 

Engage members in the debate on partnership 
and obtain buy-in from all parties, not just 
leader/manager before proceeding. 

3 Collaborative advantage for working together not 
clearly defined or optimised 

Hold a key strategic workshop with partners to 
identify collaborative advantages of working 
together and processes needed to ensure a 
successful partnership 

4 Local authority policy changes Test volatility of policy with members and show 
link of policy objectives to partnerships 
objectives. 
A successful strategic delivery partnership can 
only be promoted if the volatility of policy is 
capable of management by the partnership and 
therefore flexibility is an essential element of 
the partnership arrangements. 
Consider central government drivers and how 
they may affect local policy changes.                                         

5 The project will not be attractive to potential 
partners whether they are in the public or private 
sectors 

Develop a robust strategic and outline business 
case that defines the scope of the partnership.  
Ensure a soft marketing exercise has been 
carried out as part of the business case and 
views of the market have been factored into the 
partnership development. 

5 Strategic dependence on one partner may reduce 
the authority’s ability to seek improvements in 
efficiency and quality. 

Ensure long partnership contracts are 
benchmarked at regular intervals and that 
appropriate incentives are provided for service 
improvement. 
Pay attention to choosing the right partner. 

 



 
 
 
 
 

 Risk Control 

6 Partner does not meet service delivery targets in a 
satisfactory or timely way. 

Encourage joint ownership of problems and 
solutions as this builds trust and cooperation.  
Avoid a blame culture. 
If service delivery is failing, it is the 
responsibility of all partners to do something 
about it.  Where this proves impossible and 
service failures continue, action must be taken 
to remedy the situation through penalties or 
step-in procedures. 
Define a clear exit strategy. 

7 No strategic approach to issues of risk, costs and 
benefits. 

Define and agree a partnership risk 
strategy/plan and a strategic approach to 
dealing with costs and benefits of the 
partnership, specifically on sensitive areas such 
as pooled budgets and accountability that may 
result as part of the partnership arrangements. 

 
Risk of failing to identify and address gaps and shortfalls in Relationships: 
 

 Risk Control 

1 Lack of effective and consistent leadership for the 
partnership  

Ensure key roles are allocated and the 
partnership champion role is allocated to 
someone with enough time and energy to lead 
on partnership development. 

2 Authority does not have adequate management 
capacity to manage the procurement, negotiation 
and change management processes. 
 

Partnership is not easy and relies heavily on 
the interpersonal and strategic management 
skills of executives responsible for 
developing and maintaining it. 
Buy in and continued interest and energy 
from the very top are absolutely necessary 
for success. 
Depth of involvement is also critical. New 
types of relationships will need to be formed 
at all levels within the partner organisations. 
Strong leadership throughout the 
organisations will be needed. 
Change management expertise will always be 
required, from all partners. 

3 Lack of trust within the partnership. 
 

Develop an effective governance structure.  
Hold joint workshops to facilitate trust building 
and mutual understanding of issues.  

4 Not all key stakeholders are involved. 
 

It is critical that buy-in from all key 
stakeholders is achieved. Missing out a key 
stakeholder could be detrimental to the long 
term partnership objectives. 
Ensure a thorough brainstorming session 
takes place early on to identify key 
stakeholders. 
Continually revisit/test the key stakeholder list 
to ensure everyone has been captured. 

 
 



 
 
 
 

 Risk Control 

5 Partner fails to value staff and does not look after 
them well, providing poor terms and conditions 
and insufficient opportunity for personal 
development. 
 

Where contracts are squeezed very tightly 
and inadequate flexibility provided for 
business process re-engineering and cross-
skilling, partners may find their only 
opportunity to make any profit is by reducing 
the number of staff or renegotiating the 
terms and conditions of those staff. 
TUPE will protect staff terms and conditions at 
initial transfer and the Workforce Code will 
protect new joiners.  Partners should be 
encouraged through the structure of the 
payment mechanisms within contracts to 
provide training and personal development 
opportunities for all staff. 

6 Robust contracts not drawn up to underpin the 
partnership deal. 
 

Choose the right contract for your 
circumstances – public/public partnerships 
need a contract as well 
as public/private partnerships. 
Research has shown that good partnerships 
have two types of contract: 
1. A partnership agreement, which describes 
high level processes such as gain sharing 
and scope, describes the structure and role 
of the partnership board and establishes 
relationships and behaviours between the 
partners. 
2. Stand-alone contracts, which specify the 
scope and work of the programme and 
contain conventional terms and conditions. 
This ensures that, even if the partnership 
breaks down, the service delivery contracts 
will stand and deliver, albeit without the 
flexibility over the lifetime of the deal that the 
partnership enabled. 

7 Relationship with partner breaks down and 
subsequently one of the major partners 
withdraws. 
 

Ensure mechanism for conflict resolution is 
agreed with all partners at negotiation stage. 
Create a joint strategic board for the 
partnership that meets regularly to discuss 
issues. 
Draw up a joint risk register and keep it 
under review throughout the contract. 
When problems are looming on the horizon, 
talk about them and work on a solution 
together before the risk matures and the 
impact is felt. 
Keep monitoring of PIs transparent and 
honest. 

 



 
 
 
 
 

 Risk Control 

8 Inappropriate relationship and communication 
style adopted. 
 

We need to understand clearly what form of 
relationship we will need to build and maintain 
in order to support the contractual structure 
and payment mechanism, which has been 
adopted. 

9 No strategies for sustaining relationships including 
when the partnership is operating. 
 

Have a partnership agreement that sets out 
partnership objectives and protocols. 
Define a formal and informal communication and 
consultation strategy. 
Define and agree a partnership structure with 
clear responsibilities post contract implementation. 

 
Risks of failing to assess and plan for the Organisational impact the changes 
will have: 
 

 Risk Control 

1 Lack of clarity about the status of the partnership and 
subsequent misunderstanding of process and 
commitments either internally in the organisation or 
externally with the different parties of the partnership. 

Develop partnership agreement as soon as 
possible that details commitments of all parties. 
Define and agree partnership protocols. 
 

2 Local authority structure and culture inappropriate for 
forming and maintaining strategic partnerships. 
 

Ensure members buy-in at all stages of the 
procurement and throughout the lifetime of the 
agreement. 
Keep staff fully informed of plans for development 
of strategic partnerships. 

3 Improvements do not meet Council’s and/or public’s 
expectations. 
 

Deals, which gain visibility to the end-user, may 
generate unrealistic expectations for speed and 
scope of service improvements. 
Ensure data is being collected well before 
contract award for comparison, to align 
expectations about service improvements. 
Measure customer satisfaction and manage 
customer expectations. This implies a pro-active 
role for the authority before and during the 
lifetime of the partnership arrangement. 

4 Partnership initiative is incompatible with other local 
authority contracts or initiatives. 
 

Assess the financial and non-financial implications 
of the new arrangements on existing contracts, 
commitments and initiatives. 

 
Risks of failing to robustly develop and test the Economic Case for the 
partnership: 
 

 Risk Control 

1 Failure to commit resources to the business case for the 
fear that the investment in time and resources will be 
abortive as proposals may not represent value for money 
or be affordable. 

Adopt well-constructed processes in formulating 
an outline business case (OBC). 
A thorough financial evaluation, including a robust 
affordability model needs to be carried out. 

 



 
 
 
 
 

 Risk Control 

2 Lack of clarity about when financial benefits are to 
be realised and Investment funds fail to come 
through from private sector partner. 
 

Ensure a robust financial plan.  Ensure guarantees 
are provided, and proof of 
access to finance is obtained early in the 
negotiations. 

3 Contract and partnership development costs are too 
high. 
 

Draw on good previous examples.  Manage legal 
advisers and seek to keep the contracts simple 
and concise. 
Prepare an overarching partnership agreement 
and supplement this with straightforward service 
delivery contracts based on an output 
specification. 

4 One or more partner/s fails to fulfil contractual 
requirements. 
 

Ensure contracts are kept simple and it is clear 
from the beginning who is responsible for 
delivering what and when.  Select the right partner. 
Ensure that there is a logical mechanism for 
review and possible termination for individual 
service bundles, so that bad performance in one 
area, if not resolved even after working through it 
together, need not wreck the whole deal. 

5 Private sector partner faces financial difficulty. 
 

Remember that this is a partnership and there 
should be early discussions if this situation arises 
to ensure all parties are aware of the situation and 
there is the opportunity to discuss necessary 
actions.  Ultimately, ensure contract covers this 
eventuality explicitly and provisions are made to deal 
with the situation if it arises.  This will be in the form of 
an appropriate exit strategy.  Where a joint venture 
company (JVC) is being formed with the private sector 
organisation, ensure that the Council defines it’s and 
limits its liability for trading losses incurred by the JVC.

6 Public sector partner withdrawal. 
 

At the commencement of a project all partners have 
commitment to its objectives.  The risk will need to be 
continually monitored and alternative strategies 
developed in outline if the withdrawal of a potential 
partner occurs. 

7 Inspection reveals poor value for money is being 
obtained through the partnership. 
 

Ensure that appropriate benchmarking and market 
testing processes are in place and used regularly 
throughout the lifetime of the partnership contract.  Set 
up partnership boards and ensure that non-executive 
members are appointed to that board to provide an 
objective governance function. 

8 Reduction in competition throughout the lifetime of 
the deal will impair value for money. 
 

Appropriate benchmarking and market testing are 
absolutely imperative where contracts exceed 5 
years in length.  Proving value for money is not 
always easy; the method for achieving this should 
be described in the contract.  Look at value for 
money criteria by reference to a wide context 
consider issues such as economic regeneration, 
sustainable development and social inclusion. 
Partners need to be incentivised to provide 
innovation and service improvement over the 
lifetime of the contract.  Contracting for outcomes, 
rather than outputs, may be one solution. 

9  Failure to consider Pension costs in the business 
case stage.  Could lead to the partnership not being 
justified when the "true" pension cost is incorporated 
into the model.  The charge may involve either 
ongoing or upfront costs. 

Pension costs should be considered at the earliest 
stage of consideration for the partnership.  The 
partnership team should consult with the Pension 
Fund at the earliest opportunity. Appropriate 
budgetary allowance must be made for any actuarial 
work required to support the business case.  

 



 
 
 
 

OPERATIONAL RISKS 
 
Technical and Operation Risks 
 
 
Political Risks 
 
1 Different approaches to political structures (e.g. cabinet vs. committees) causes inconsistencies 
2 National projects fail to deliver promises 

3 Emphasis on “regional government” entrenches the authority individually in a fight for survival 

4 Political leadership changes leading to conflicts within the organisation 

5 Change in local authority functions  

6 CAA Inspection or audit recommendations change focus/priorities for the authority 

7 Changes to Government Funding 

 

 
E – Government  
 
1 Using new or existing technology  

2 Lack of, or failure of, technology, disaster recovery 

3 Hacking or corruption of data, breach of security 

4 Failure to collaborate on key technology decisions 

 
Regulatory / Legislative 
 
1 Legal constraints (e.g. Data Protection Act) prevent or delay joining-up and partnership working 
2 Partnership dependence on existing assets and rights of assets bought under the partnership 

3 Conflict over intellectual property rights 

4 Transferability of licences and other third party contracts not sufficiently investigated 

5 Changes to the services required as a result of new laws or regulations, changes in existing laws or 
Regulations, internal polices and regulations or grant funding conditions  

6 Failure of partner to comply with relevant laws and regulations (including in relation to telecommunications, 
health and safety, data protection, Freedom of Information, Employment Law, Race Equality, Disability 
Discrimination and human rights) or the partner causing the Council to be in breach of any law or regulation 

7 TUPE challenge to secondment arrangements between the partnership 

8 Potential for legal challenges, judicial reviews 

9 Central government policy  

 

Financial / Fraud 
 
1 Failing to define and develop cost of procurement 
2 Inability to achieve savings by accurately outlining costs and resources required. Poor affordability models 

3 Changes in how the organisations trade or operate affect their VAT position 

4 Failure of partner to raise finance required for implementation 

5 Changes in tax affects affordability, pre or post contract signing 

6 Price variation indices running at a different rate than that assumed in any financial model or contractual 
index 

7 Budgetary pressures - loss of/reduction in income, cost of living, interest rates, inflation, loss of (or reduction 
in) funding etc 

8 Cost of insurance underestimated 

9 Capital cost over-runs 

10 Fail to carry out the necessary financial checks 

11 Failure to manage fraud leads to negative audit report and results in reputational damage to one or all 
partners and incurs financial or asset loss. 

 



 
 
 
 
Opportunities 
 
1 Opportunities missed  to add value or improve customer experience/satisfaction within partnership 

2 Opportunities missed to reduce waste and inefficiency  through partnership working 

3 Missed business, service or funding opportunities 

4 Fail to identify potential cashable efficiencies 

 
 
Reputation 
 
1 Failure to engage each partner authority in a mutually beneficial relationship 
2 Failure to develop partnership focus on customer services 

3 Partners fail to deliver on individual responsibilities 

4 Over / under reliance on one partners involvement 

6 Failure to identify / emulate / share / benchmark with good practice 

7 Level / scope of delegated powers vary across partnership that leads to conflict 

8 Significant differences in organisational cultures across partnership are underestimated 

9 Tensions between BC and partners objectives and priorities 

10 No joint approach to incident and exception reporting 

11 Inadequate integrated arrangements to respond to a major incident 

12 The reputation and image of one of the partners is affected by actions of the other partners 

13 Mismatch in understanding of risks between public and private sector 

14 Failure to define a detailed and on-going communication strategy 

15 Failure to involve all key stakeholders 

16 Lack of trust within the partnership 

17 No strategy for sustaining relationships post contract signing 

18 Failure of Partnership leading to negative publicity (local and national) or potential for legal challenges 

 
 

Management 
 
1 The innovative nature of transformation is unacceptable or misunderstood within services 
2 Failure to address the HR organisational implications, including the cost of pensions 

3 Non-availability of skills internally and externally within market place lead to resource issues 

4 Inability to ‘carry’ staff (and unions) with the changes 

5 Unable to put in place new recruitment / reward / career structures 

6 Inability to identify and rollout appropriate training programme in a timely manner 

7 Lack of clarity, accuracy and completeness of employment records and salary details etc in relation to 
transferees. 

8 Unavailability of adequate performance monitoring information 

9 Differing HR sections with own policies and procedures that leads to confusion around which policy or 
procedure to follow. 

10 Operating two similar but not identical conditions of employment – impact on morale of staff that are 
undertaking similar work but are on different terms and conditions 

11 Staff are unable to adapt to new roles, responsibilities and the culture of the partnership 

12 Staff are seconded and it is subsequently deemed that there was in fact a transfer of undertaking 

13 Lack of clarity over responsibility for staff performance, discipline etc 

14 Divergent recruitment practise resulting in challenge to appointments and dismissals 

15 Lack of or inadequate management support, poor communication 

16 Capacity issues – enough, training issues, availability including emergency preparedness/Business  
Continuity, sickness absence etc 

 
 
 
 



 
 
 
 
Assets 
  
1 Assets owned/managed by the partnership are damaged by fire, flood or by a third party (accident, 

vandalism etc) 

2 Assets owned/managed by the partnership cause damage or physical injury to a third party 

3 Failure to agree clear arrangements for the management and control of resources, including land, property, 
equipment and information 

4 Quality, condition and quantity of assets, furniture and office equipment, tools and plant , building efficiency 
etc to be transferred into the partnership not sufficiently defined and priced for accordingly 

5 Suitability of existing premises or assets to be used by the partnership not properly assessed 

 
 

New Partnerships / Contracts / Projects 
 
1 Lack of information available to review and define capacity/skills/resources 
2 Failure to accurately estimate cultural acceptability leading to change management problems  

3 Failing to establish communication process and mechanism 

4 Failure to test Political acceptability sufficiently leads to internal conflictions 

5 Lack of stakeholder involvement leading to misunderstanding of scope and requirements 

6 Failure to monitor objectives and performance could lead to Partnership creep i.e. uncontrolled drift away 
from original objectives 

7 Failure to maintain sub-contractors effectively leading to disputes 

8 Lack of consistent senior officer attention / understanding across all authorities 

9 Lack of clarity over executive powers and the role of scrutiny 

10 Lack of consistent Member attention / understanding across all authorities 

11 Difference in insurance policies taken out by the different parties in the partnership can lead to 
uncertainty in the event of claims and litigation 

12 Inadequate baseline calculations leading to discrepancies when comparing to actual and/or future 
deliverables 

13 Inability to measure savings and quality outcomes leading to poor partnership management 

14 Not ensuring a common partnership delivery/timetable with stakeholders leading to problems in 
communication and expectations 

15 No appropriate penalties/defaults established for partnership deliverables 

16 There is no clear definition for the level of expertise/resources/capacity to be involved 

17 Internal pressures lead to the development of an inadequate mechanism for carefully selecting external 
advisors 

18 Impact on existing contracts not considered sufficiently 

19 Different starting points for the parties involved in the partnership causes operational difficulties 

20 Different expectation levels and required outcomes for the parties involved in the partnership 

21 Pressure from partners to deliver ‘quick wins’ could be at the expense of longer term gains 

22 Failing to establish and then abide by service level agreements 

23 Fail to set smart targets and meet continuous improvement targets 

24 Failure to establish service ownership/management of information 

25 Lack of co-ordination and structure to handle partnership based projects (in addition to own projects) 

26 Inadequate management resources to implement strategy 

27 Changes to the services required from the Partner (as a result of internal service reviews or inspections, 
benchmarking exercises or internal or external audits relating to the Council's retained services) 

28 Change in volume of service requirements 

29 Failure to involve professional assistance and expertise e.g. legal, procurement, risk at the right stage 

30 Contract/partnership management role not sufficiently defined 

31 Failure to apply an effective health and safety management and monitoring system across the partnership 

32 Partnership service may be subject to two separate inspectorates that could lead to differing or conflicting 
standards or requirements 

33 Inadequate accountability arrangements for training targets 

34 Data sharing, access to data 

Procurement  

35 Practical fallback option not clearly understood 

36 Developing unrealistic process and milestones 



 
 
 
 
37 Not succeeding in managing different expectations internally or externally 

38 Baseline requirement unacceptable to suppliers 

39 Failing to maintain competitive approach in final negotiation 

40 There is no real evaluation criteria (including credibility) when selecting preferred suppliers 

41 There is insufficient information available to review cost/capability/availability of external advisor/s 

42 Procurements fail to recognise business critical factors 

43 Inability to deliver a quick win to demonstrate benefits 

44 Insufficient market appetite/competition 

45 Lack of accuracy and adequacy of the partner’s assumptions as to the cost of and risks involved in service 
provision. 

46 Lack of clarity or definition in user output specifications and other requirements 

47 Lack of flexibility in partnership contract 

48 Insufficient expertise to conduct the procurement in accordance with the regulatory and policy framework 

 
 

Customers/Citizens/ Clients 
 
1 Take up by customers is lower / slower than projected 

2 Partnership fails to meet customer expectations of improved services 

3 Failure to effectively communicate and consult with the public in order to determine actual citizen priorities  

4 Failure to accurately measure customer demand could lead to Partnership  not meeting needs of the  
customer  

5 Partnership fails to identify changes / evolution in customer requirements 

6 Changes in volume of service required outside the defined parameters and therefore not planned for 

7 Not being aware of changes in demand for service leads to the specification not accurately reflecting demand 
levels 

8 Impacts on health and inequalities 

9 Effects on physical and mental health and sense of social wellbeing 

 
 
Environment 
 
1 Failure to minimise the  Council’s impact on the environment i.e. energy efficiency, land use, recycling, 

pollution etc 

2 Fail to identify ways in which the Council can adapt to the potential effects of climate change 

3 Missed opportunities by failing to attract government funding available to deal with green issues 

4 Partnership fails to engage its Citizens and fails to achieve green related targets 

5 Fail to correctly baseline environmental impacts 

 
 
 
 
 
 
 
 


