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Partnerships –who, why and how?

Guidance to help us work with others successfully
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General guidance about partnerships

Partnership definition

There is no universally accepted definition of a partnership. 
A partnership is usually accepted as a strategic alliance or relationship between two or more people, agencies or organisations.  The relationship is often based on trust, equality, and mutual understanding and obligations.  They can be formal, where each party's roles and obligations are spelled out in a written agreement, or informal, where the roles and obligations are assumed or agreed to verbally.  You may be able to choose your partner or, as is often the case, your partner may be assigned to you. 

Why work in partnership?

The GB Equal Support Unit
 state: Working as a partnership opens up opportunities that otherwise would not have existed or would not have been as beneficial for the organisations involved. These opportunities, which can benefit the organisation, its customers and its staff, include the chance to:

· access new ideas and expertise;

· access new networks, markets and target groups;

· influence policy and decision makers;

· access new opportunities for funding;

· share and build skills and experience;

· build capacity;

· pool finance and resources;

· benchmark;

· minimise and share risk; and

· raise the organisational profile.
At YHN we know we cannot achieve our vision on our own, and that it can only be achieved through working collaboratively in partnership with others. We recognise the power of great partnerships and that many of our most recent successes have been based on team work and partnerships with outside organisations. The key to their success lies in ensuring that we are open to new possibilities and new partnerships and that we manage our partnerships well.

Working with partners has many benefits for YHN:

· We can achieve more by pooling resources and achieve greater value for money

· We can extend our creative possibilities; broaden our reach and impact; embark on projects which we would not be able to tackle as ambitiously on our own 
· We can add value to work we already carry out

· Working in partnership with communities we can achieve a more relevant approach through local ownership and commitment from community organisations.
Examples include: 

· North East Procurement partnership which is being formed to achieve economies of scale when purchasing material and later modern homes work in order to deliver more works for less cash, or

· Quality of Life Partnership where we work with others to promote the needs of older people and bring about service improvement e.g new design of conversions in Milecastle House

Effective partnership working

The most effective partnerships are those which have: 

· clear, inclusive political and executive leadership 

· adequate time and resources

· aims and objectives that are shared and agreed, even if partners come from different organisational cultures and backgrounds

· shared responsibility for delivering agreed objectives and clear accountability
· regular reviews to assess their effectiveness
· a clear identity and role for each partner 

· a supportive atmosphere where suggestions, ideas, conflicts and criticisms are aired, resolved and acted on constructively
· clear links to the strategies of other local partnerships, so that it does not function in isolation

· policies and procedures within each partner agency that are aligned with those of the partnership
· carefully and constructively measured outcomes  
YHN partnerships

For YHN’s purposes a partnership is where YHN is involved in a joint working arrangement with one or more external organisations. However, distinction is made between a partnership and contractual relationships with external organisations, for example where YHN provides a service for which a fee is paid or buys a service from another organisation. 

Additionally, YHN works with a significant number of organisations in its day-to-day business activities, many of them on a recurrent basis, and in a myriad of ways but these are not defined as “partnerships” for the purpose of this guidance.

Sponsorship activities are also not considered as partnerships. These are basically financial

arrangements.

YHN is involved in partnerships at both strategic and operational levels. For some partnerships the distinction is blurred.

Significant partnerships
Some partnerships can be categorised as significant within YHN. These are partnerships which represent a significant financial or resource contribution or are business critical.  A partnership is considered significant if (a) it didn’t exist or (b) it failed, and one or more of the following would occur:

· Unrecoverable delays or poor improvement realised in the delivery of YHN’s strategic aims 
· Failure of a Major Programme or Project

· Adverse national or regional media attention or community criticism

· Adverse rating or other accreditation e.g Customer Service Excellence 
· Failure to meet statutory duty or deadlines

· Loss of funding or opportunity of funding over £50K
· Increased physical risk to a group of individuals or communities
The Partnership Criteria 

How to recognise a partnership
It can be very confusing about whether a joint working arrangement is a partnership or indeed merely a joint working arrangement.  Just because you call it a partnership doesn’t mean it actually is one.  The following criteria provides some rule of thumb guidance that should assist in deciding if a relationship between YHN and another organisation can be called a partnership.  However, a view should be taken having considered all of the information in this guidance.
It is one if:

· It is mutually beneficial

· It provides added value

· We enter into the relationship voluntarily and are not required to do it

· It is discretionary activity

It might be one if:

· It is something we have to do but the way we do it includes additional and added value activity

It isn’t one if:

· It is an SLA

· There is a ‘contractual’ relationship

· We are providing a service for which we are paid

· We are purchasing a service

· We are delivering a one off activity or service for someone/an organisation either paid or unpaid

· It is something we have to do either by Law/statute or it is defined in the Management Agreement with NCC

· It is part of a consortium
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How YHN should approach working in partnership with other organisations

Entering into the Partnership
Before entering into a partnership, staff should consider some basic principles:

· Whether the arrangement will help YHN achieve greater customer value

· Whether working with a partner or range of partners would significantly enhance the impact and resonance of a project

· Whether it would help us achieve a “multiplier” effect, so that the sum of its parts is greater than what could be achieved by any of the organisations involved on their own

· We should also consider what we are offering our partner or partners and whether it is a beneficial relationship for all concerned

· Our choice of partners is justified and will not bring YHN into disrepute

· We should work with a range of organisations and do not unduly favour one above another

· We do not promote or appear to endorse other organisations, products, services, views or opinions.

· We fairly credit others for their contribution and achievements where appropriate

· If there’s a financial requirement from YHN –how it is approved 

Prior to forming a new partnership, staff should complete the YHN Partnerships Registration form (appendix 1) and return it to the Business Strategy Team so that we can update the partnership register. 
This will help you to consider the following questions:

· Why – what will YHN gain from involvement in the Partnership?

· Does the partnership meet the YHN Partnership criteria?

· Who, within YHN, will be the main contact officer?

· Who are the partner organisations?

· What are the aims of the partnership?

· How long will the arrangement last – e.g. fixed term?

· Is there a need for a formal contract?

· Will there be a financial contribution?

· Will this generate financial income for YHN?

· How does the Partnership add value?

· What are the anticipated outcomes?

· Register the Partnership on the YHN partnerships register

YHN should only enter into a Partnership where there are specific aims, which contribute towards the achievement of YHN objectives. Clear evaluation and measurement criteria should be established to measure and evaluate the effectiveness of the partnership. A Partnership  Agreement tool is available at appendix two to help with the sign up of all partners to the agreed arrangements.
Consider performance measurement, management and scrutiny - this is particularly important where financial income/contribution is involved. It will be beneficial to identify at this stage how performance will be measured and what action can be taken if the partnership is not achieving its agreed outputs. Consider if this way of working provides values for money.
At this stage it is important to be clear with the other partners on:

· boundaries for responsibility 
· aims and objectives

· dispute resolution process

· how performance issues will be addressed

Where appropriate risk analysis should be carried out. This will ensure that risks to YHN can be assessed and managed. It will also ensure that the aims of the partnership can be achieved. Risk may be increased in Partnership working, as there is less direct control than if YHN were delivering services alone. The full risk management process may not be necessary for all partnerships, but the basic principles should be followed in all cases, including smaller, less significant partnerships. Types of risk to consider include: financial, reputation, information management, e.g. Data protection, political, contractual and legal, etc.

Exiting the Partnership

Where termination arrangements have been agreed prior to entering the Partnership, or in a formal contract, these should be followed. Issues to be considered include:

· Ownership of any assets

· Financial liability

· How will the work carried out be sustained

· Lessons learned
Finally it is important to inform the Business Strategy team that a partnership has ended so that they are able to update the partnership register. 
Appendix 1

Partnership Registration

	Name of Partnership
	
	

	Which criteria does the partnership meet? (see guidance)


	
	

	YHN Contact Officer
	
	

	Names of partner organisations
	
	

	Date partnership established
	
	

	What is the expected life span of the partnership?
	
	

	Is there a formal contract (yes/no)
If yes attach a copy of contract
	
	

	What are the aims of the partnership
	
	

	YHN's Strategic objectives are listed below, please indicate how being part of this partnership will help YHN to achieve 1 or more of our strategic objectives.

1. Suppport and care to communities

2. Three star excellent services

3. A quality workforce

4. Refurbishing and building homes 

 
	
	

	How will YHN measure effectiveness
	
	

	Financial information (please include details of all income, contribution)
	
	

	Other resources

(what other resources will YHN make available/ are available to the partnership)
	
	

	What added value will the partnership add to YHN services
	
	

	Any other comments
	
	


Please return this form to the Business Strategy Team, YHN House

Appendix 2
Partnership Agreement Tool
1 Partnership name 

     What name have partners decided to refer to the arrangement as? 
2 The partner organisations to this agreement

      List the members of the partnership 

3 Vision
      What is the vision for the partnership?  

4 Quality 

      Is there a commitment to improving the quality of the relationship over time?  Is the quality   of service delivery in all participating organisations integral to your agreement?
5 Objectives
What are the agreed objectives of the partnership?  How do they contribute to the objectives of each of the partner member organisations? What are your agreed goals?  Have you identified areas of potential or actual collaboration?  
6 Values and principles

What are the respective values and principles of the partner organisations? How do these complement each other?  Are there any non-negotiable expectations concerning values and principles?
7 Mutual trust and respect

How can mutual trust and respect be established?  How will a breakdown of trust and/or respect be dealt with?  
8 Sustainability

How integral is the partnership to the partners involved?  What resources (people, time, skills, finance, external support) are needed to sustain the partnership? How might community involvement make the partnerships more sustainable?
9 Inclusiveness and equality

How inclusive is the partnership?  How can marginalised individuals and groups be more involved? What can be done to ensure that the partnership is based on principles of equality and diversity?

10 Obligations and responsibilities  

What roles and responsibilities does each partner have? What rights and obligations does each partner have? What is the process for dispute resolution? What role if any is there for a third part in resolving disputes?

11 Reporting, reviewing and reflection
What frameworks will be used for reporting, reviewing and reflection? What will be done to ensure that this is a two-way and on-going process?
12 Monitoring and evaluation

How will progress be measured, including the development of the partnership itself? What will be done to ensure that this is an open and collaborative process? What will be the indicators for success? Who will determine these? 
13 Timelines

Are there indicative and actual timelines related to specific tasks and outcomes agreed?   How necessary are these? 
14 Financial issues

If money is involved, what are the agreed terms, conditions, accounting standards, accountability, levels etc?  

Signatories to the agreement
------------------------------------------- on behalf of  ---------- name of organisation-------

------------------------------------------- on behalf of  ---------- name of organisation-------

------------------------------------------- on behalf of  ---------- name of organisation-------
------------------------------------------- on behalf of  ---------- name of organisation------
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