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Executive Summary
The Carlisle Partnership was created in March 2006 and is therefore still a relatively young partnership. 

The partnership is keen to ensure its fit for purpose for the near and distant future. This means that at every available opportunity the partnership must investigate its own performance and how it intends to improve and evolve as the area it operates in constantly changes.

This paper firstly outlines the argument for partnerships and their purpose. It then focuses solely on the Carlisle Partnership and whether it is currently performing in a manner which fulfils recommended criteria under the broad headings of:

· Focus

· Membership

· Efficiency and Effectiveness

· Accountability and Transparency

· Learning and Sharing

· Evaluation and Monitoring

· Leading by Example

   After commenting on the assessment framework around how the CP is functioning it then goes onto suggest 11 new and achievable proposals (proposals 1 – 11). 

The paper then introduces two Audit Commission reports relevant to modern partnership working and current improvement work taking place.   
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1. National Context
1.1. The Local Government Act 2000 places a duty on local authorities to prepare a Community Strategy for improving and promoting the economic, social and environmental well-being of their area.  Government guidance on Community Strategies makes it clear that Local Authorities are expected to prepare Community Strategies in partnership with other local organisations and agencies and recommends that they do this by establishing a Local Strategic Partnership.
1.2. A Local Strategic Partnership (LSP) is a non-statutory, multi-agency body, which matches local authority boundaries.  It aims to bring together at a local level the different parts of the public, private, community and voluntary sectors.  The core membership of a LSP should include the commercial, public, voluntary and community sectors and representatives on the LSP need to have the necessary leadership and leverage in their own organisations.
2. Context: Local

2.1. The Carlisle partnership was established March 2006 therefore is still a relatively young partnership (just over three years old) but has already achieved some promising work.
The partnership consists of four priority groups, The Conveners and The Executive. Important to this report is the understanding of the group’s terms of reference and also the structure of the CP (function).
· The Executive – Appendix Two
· The Conveners – Appendix Three
· Thematic Groups – Appendix Four
3. Unique Challenges

3.1. All LSP’s face unique challenges in the areas they operate. The CP serves the area of Carlisle which faces both the challenges of having a small city and also some rural areas. CP also functions within a two tier area meaning that the challenge not to duplicate work and indeed neglect or overly concentrate on specific areas is increasingly more challenging.   
4. Previous Work on improvement

4.1. A survey was conducted in August 2008 in an attempt to engage partners in partnership improvement. The response rate of the questionnaire was disappointing but it did provide some useful results for the partnership.  This paper still recognises some of the outcomes of this report and builds on them. It also highlights new upcoming key challenges that have entered the partnership arena since the results of the questionnaire were collated. 
Some of the proposals on the previous report are still valid and indeed it is            important the CP recognises this and ensures that this work continues. Regularly reviewing membership is a good example of work that must continue for the CP to function effectively.    
  

5.0       Improvement

5.1     The new proposals and opportunities for the partnership come from the   
     development and evaluation toolkit which was produced by Chesterfield               
     Borough Council and North East Derbyshire District Council. Within this toolkit 
     their is a useful framework regarding the characteristics a partnership should 
     have to function effectively and for clarity seven sub headings.
· Focus

· Membership

· Efficiency and Effectiveness

· Accountability and Transparency

· Learning and Sharing

· Evaluation and Monitoring
· Leading by Example
6.0. Partnership Evaluation
The criteria is set out below with how the CP is performing against them and 
which proposals will contribute to what criteria. The new proposals are then 
detailed in section 7.0. 
	Criteria
	CP’s Performance

	Focus
	Clarity of Purpose

· Constitution available and clear mission statement displayed on the Carlisle Partnership website. 

· Clear long term vision available and agreed by partners in the form of The Community Plan. 

Clarity of Partners Roles

· Partner’s Roles and responsibilities are not clearly identified. It is primarily through the competence and pro active nature of partners that the work of the partnership is understood. (Proposal 4 and 1) 
Adding Value in Meeting Communities Needs

· The partnerships work has had positive impacts on the Carlisle community. (Proposal 5 and 11)
· Rarely consults with the community to ensure responding to communities needs. (Proposal 8) 

· Successfully ensures that not duplicating work via the conveners function. 

· Communication is in place to ensure not working in isolation (again via the conveners function) 



	Membership
	Appropriate Membership

· Partnership includes membership from a wide range of groups/organisations. (Proposal 5)
· Most members contribute to the work of the partnership. (Proposal 5)
Ability to change Membership as required

· CP continually reviews membership and recently has done this. Current status = 80% complete. (Proposal 5) 
· Attracting new members is very much done through networks and word of mouth. (Proposal 5 and 9)
· Currently no formal way of knowing why members leave and/or fail to be engaged. (Proposal 5)

	Efficiency and Effectiveness
	Measurement of Inputs

· There are no measurements of financial and/or time resources contributed by members. CP does not have a budget. 
Effective Operating of the Partnership

· Although there are methods in place the CP could be more effective in enabling other bodies to access resources. (Proposal 3)
· Work of the partnership follows agreed outcomes. 

· The CP currently has action plans available but no performance management in place across the partnership as a whole. (proposal 7) 

	Accountability and Transparency
	Openness and Transparency 
· The CP currently reports progress to the executive and has targets identified. 
· The minutes and meetings are not publicly accessible.(Proposal 8)
· Public are not invited to contribute to the work of the partnership. (Proposal 8) 
Inclusive and Impartial Approach

· There is a current overload on the CP team and meetings are too frequent leading to less valuable discussion at the meetings. (Proposal 2)
· All the partners within the CP are encouraged to contribute to meetings where appropriate. – (Proposal 2)
Reporting from the Partnership

· The CP regularly reports to Overview and Scrutiny panels.  


	Learning and Sharing
	Ability to Learn from others

· The Carlisle Partnership currently learns and evolves by learning from other Cumbria partnerships.  

· The CP is also in a unique position to share with these organisations and does do this. Sharing with SP’s outside the Cumbria area however needs to be developed. (Proposal 3, 9 and 10) 

Ability to learn from its own experience and to develop skills within the partnership

· The CP identifies skills/experience within itself. (Proposal 3 and 9)
· The CP makes appropriate use of existing skills in planning work. (Proposal 1)  
· The CP develops existing skills. (Proposal 7)
Ability to adapt and develop

· There have been changes developed from what has been learned within the CP. (Proposal 10) 
· Development and Improvement of the partnership has been recognised and the partnership is currently showing willingness to improve and develop. (Proposal 7)

	Evaluation and Monitoring
	Monitoring against stated Targets, Milestones and Outcomes

· The CP is currently aware of its targets. (proposal 7)
· The CP is currently aware of the importance of introducing performance management. (Proposal 6 and 7) 
· All partners within the CP contribute to delivery. (Proposal 7)  


	Leading by Example 
	· As a strategic partnership within the second largest county in the UK the CP is in a unique position to contribute to NI185 (total council CO2 emissions). 


7.0 New Proposals 
	Group
	Proposal
	Proposal No

	Conveners and Partnership Staff
	An exercise to identify all partners and what their aims are involving the CP. These making it easier for Partnership Staff to ensure the right people are engaged at the right time. Information on agendas on people’s purpose and current work should also help ensure useful discussion at partnership meetings.
	1

	Executive
	To reduce frequency of the partnership meetings (South Lakeland model). This is to ensure better attendance at meetings in order to improve the value, quality and content of discussions.
	2

	Conveners, Executive and Partnership Staff 
	Greater emphasis on the use of the Carlisle Partnership website aiming to cut down on the use of paper and also ensure that more information is accessible to stakeholders. 


	3

	Partnership Staff 


	A “user guide” to the Carlisle Partnership to be approved by the Conveners for new members ensuring a greater understanding of the roles and responsibilities of the different groups within the partnership. Also this document should attempt to address jargon and acronym barriers.
	4

	Thematic Groups 
	All groups to review membership (some have already achieved this) and a detailed analysis of the membership of groups. It is important that this work is inclusive and not dominated by key groups.  


	5

	Thematic

Groups 
	All groups to prioritise at least two of their current initiatives and to ensure greater focus and hopefully attainment on these. 


	6

	Partnership Staff and Conveners 
	To investigate ways of engaging with customers about the LSP’s outcomes (present and future) – Important to note that should be about outcomes and not what an LSP is or how an LSP operates. 
	8

	Branding
	To create a Carlisle Partnership “brand” and commission a logo.
	9

	Shared Learning 
	To be more committed to learning from other councils and the work they are doing towards developing their partnerships. 
	10

	Conveners
	To take on responsibility for the stronger element of the CP and ensure groups are contributing or aware they are contributing towards its aims.
	11


8.0 Working Better Together
 Working Better Together – National Report (April 2009) – Audit Commission
Working Better Together is a very thorough report on improving partnership working and was published by the Audit Commission in April 2009. It provides partnership staff with some useful questions as to the functioning and daily operation of their partnership and also clues are provided into how Comprehensive Area Assessment (CAA) will be applied to the improvement of the Carlisle Partnership (CP). 

 http://www.audit-commission.gov.uk/nationalstudies/localgov/Pages/workingbettertogether.aspx
Provided below is brief insight into highlights CP staff have taken from the report (brief as the report is publicly available from the link above) and also discussion to help develop an understanding as to what proposals 5 and 6 hope to achieve.  

The report has five chapters as follows:

Chapter One: This discusses the evolution of partnership working and is certainly useful to people who are new to working within the CP. Proposal 3 will pay close attention to this chapter to ensure a definitive piece of work.

Chapter Two – Introduces whole systems approaches to assessing the CP. This includes the 7S elements and figure 5 which is aimed at recognising the different roles and responsibilities within the Local Strategic Partnership (LSP) and the importance of recognising and ensuring these roles are defined. It is also in this chapter that “A Framework for assessing Local Partnership working” (Page 18, Chapter Two) is provided. The elements of this framework are then discussed in Chapters three and four. 

Chapter Three – This views the transformational factors within the framework and LSP progress.

Chapter Four – This views the transactional factors within the framework and LSP progress.

Chapter Five – It is in this chapter that the report begins to inform us how CAA proposes to improve LSP’s.

“CAA will prompt LSP’s to improve standards by focussing on locally agreed outcomes delivered by partners. It will also analyse the contribution that different partners are making to those outcomes.” 

 It is for the above reason that the proposals for the Carlisle Partnership to introduce more performance management have arisen. It is also to enable CP members to gage when outcomes will be delivered and also produce progress to date reports. 

On the back of the report it was also suggested that thematic groups need to focus on two (preferably more) projects (proposals 5 and 6). Important as well is that these projects are both measurable and also have effective baseline figures (a starting point) so that effective performance measurement can take place. The progress needs also to have milestones. This is a massive challenge regarding the work that the thematic groups carry out. For an outcome based assessment however it is suggested that this method of rigorous performance management will be a useful tool for assessing the CP and its outcomes.

The report also warns us about the potential burdens and constraints performance management when not applied effectively can have. It will be important to discuss risks and certainly address risks promptly when they arise.       
9. Two tier area (Appendix One). 

Unique Challenges - Working Together in Two and three-tier areas. (Improvement and Development Agency – July 2009).

http://www.idea.gov.uk/idk/core/page.do?pageId=11797903
· Size and Complexity
Partnership working is complex in any context. However the degree of complexity involved is considerably greater in a two or three-tier area. This stems not only from the different layers of Local Government, but from the multiple partnership structures that spring up around this.

· Functions and Perspective

Tackling cross-cutting issues – such as reducing alcohol harm – requires joint working between local authorities and their partners. However authorities in two/three tier areas may have different perspectives on an issue or problem and different understandings of “place” and as a result, potentially conflicting agendas for the same locality.

· Politics
Perhaps most importantly, political tensions within and between political parties and groups and between authorities (even when these are controlled by the same party) can pose challenges for joint working. Pressure on resources can act either as a block or a lever for change in these circumstances. Lack of awareness and skills among elected members (especially backbench members) and insufficient support can also hamper progress. 

10. Recent improvement work currently taking place.
· Users Guide to the CP (ready for approval).
· Terms of reference for the Conveners revisited.
· Commissioning a logo (Design brief awaiting approval).
· Research into operating styles and frequency of other LSP’s (constant liaison with Cumbrian LSP’s ongoing).
· Amendments to agenda templates improving value at meetings (ready for approval).
· Improvement in the way the CP communicates with its partners (Improved communication system in place (early days) and a move towards an easily accessible and up to date website.).
· Newsletter (Discussions around frequency and format currently ongoing). 
· Research into how CAA will affect the CP
· Greater emphasis on partnership work in between meetings (pro actively offering new partners and old partners contact details of partners that may benefit their work/organisation).
Appendix One

DISTRICT LOCAL STRATEGIC PARTNERSHIPS 

Principal Functions:
Local Management, Co-ordination and Community Engagement / Empowerment
These Term of Reference are designed to describe the working relationship between Local LSPs and The Cumbria Strategic Partnership. They are built on the principles of Communication, Negotiation, Cooperation and Coordination appropriate to a partnership of equals, rather than of Authority, Delegation and Subordination.

(1)
Establish appropriate mechanisms to ensure the participation and representation of local communities in the production and delivery of the Sustainable Community Plan / Strategy for the district.

(2)
In consultation with the local community, determine a vision for the District, agree the values and principles that underpin the vision and set objectives to deliver the vision.

(3)
Produce and deliver a Sustainable Community Plan / Strategy incorporating, where appropriate, a Local Neighbourhood Renewal Strategy for the district that reflects community needs and aspirations.

(4)
Ensure all processes underpinning the development and delivery of the Sustainable Community Plan / Strategy for the District are transparent and open to scrutiny.

(5)
Manage and maintain an appropriate structure to deliver the work of the District Local Strategic Partnership and the Sustainable Community Plan/Strategy for the District.

(6)
Establish a performance management framework for the District Local Strategic Partnership and delivery of the Sustainable Community Plan / Strategy for the District.

(7)
Contribute to and support the Cumbria Partnerships Framework. In particular to ensure that the Cumbria LAA reflects the priorities of the District Plan/Strategy and that District Plan/Strategy delivery is reported for inclusion in the Cumbria LAA outcome delivery reports.

(8)
Support the relationships needed for effective partner participation and partnership working within and across the Cumbria Partnerships Framework by sharing information and knowledge, and making appropriate links to avoid duplication whilst ensuring that all matters are dealt with appropriately.

(9)
Provide annual progress reports and “exception reports”, to the communities within the District and when appropriate , to the Cumbria Partnership on the local delivery of the priorities.

(10)
Work through the Cumbria Partnership and other District LSPs, to ensure inclusion and alignment, as far as possible, of local priorities and actions with their plans and strategies, particularly the Cumbria Sustainable Community Strategy while also ensuring that this strategy reflects the diversity of its own District.

(11)
Contribute to the successful negotiation and delivery of a Cumbria Local Area Agreement and any further Local Public Service Agreements at Cumbria-wide or local level.
Appendix Two

Terms of Reference for Convenors Group

The Executive is asked to consider the following draft terms of reference.

Concept:

Within the Constitution of the Carlisle Local Strategic Partnership;

To fulfil the “clearing house” function between the priority groups and the Carlisle Local Strategic Partnership (CLSP) executive.

The Conveners should not be used as a location for thematic group updates.  

Primary Tasks:

To ensure that all groups (via their convenors and nominated officers) are aware of new priorities, cross-cutting issues and activities of each group.

To table items/proposals for consideration of CLSP as a whole and the CLSP Executive in particular. (To contribute to the CLSP Executive agenda).

To identify emerging cross-cutting and/or emerging areas of interest which need consideration by two or more priority groups.

To consolidate the key issues and priorities of each priority group, in order to inform the CLSP Executive and the development of the Carlisle Sustainable Community Plan.

To consider cross-cutting issues of Rural proofing, the Environment, Carlisle Renaissance, Learning City and Cleaner, Greener, Safer Carlisle and incorporate targets for each of these themes in the Community Plan.

To delegate actions to specific priority groups as appropriate. 

Additional Tasks:

To ensure the activities of the CLSP and the Carlisle Sustainable Community Plan and its delivery plan, are aligned with existing strategic plans 

To work with the Cumbria Strategic Partnership (CSP) to develop the  Local Area Agreement (LAA) and to co-ordinate the presentation of the priorities of the CLSP within the priority groups.

To champion the interests of CLSP and its constituent partners, at local, regional and national level.

To meet monthly.

To review and feedback suggestions, and comments from the priority groups on administrative matters. 

01/08/06

Appendix Three

Carlisle LSP Executive

Draft Roles and Responsibilities of the Executive
Introduction

Membership of the Executive has been designed to be inclusive and representative of interests within Carlisle District.  Partners on the Executive must share a common understanding of their collective role and what is expected of them individually.  This is to clarify mutual expectations and to build trust between partners.   

Concept

To fulfil the Leadership functions of the Carlisle LSP within it’s Constitution setting out a vision for Carlisle and ensuring commitment to its achievement. 

Primary Tasks 

1. Ensure that all partnership activity is directed towards improving the quality of life for the people of Carlisle, urban and rural.

2. Ensure that organisations, interest groups and individuals from the public, private, voluntary and community sectors of Carlisle, are appropriately represented at all levels of the LSP structure and that their voices are heard.

3. Bring together the individual partners in a spirit of co-operation and mutual support, working together to reduce conflict/tensions between partners and increasing mutual understanding.
4. Rationalise the efforts of the partners so that different initiatives and services support each other and work together as a coherent whole without duplication or waste.

5. Produce policies, plans and initiatives which march together and take into account the cross-cutting issues of Rural proofing, the Environment, Carlisle Renaissance, Learning City and Cleaner, Greener, Safer Carlisle.

6. Prepare and review the Community Plan as the strategic framework for individual and joint action which addresses the needs of local community’s and their aspirations.

7. To undertake regular monitoring and review of partner’s plans and performance in relation to the delivery of the Community Plan.

8. To support the work of the Cumbria Strategic Partnership and to prepare and champion initiatives for inclusion in the LAA and drive their delivery.

9. To work together to secure additional resources to support and improve the delivery of the Community Plan for Carlisle.

Additional Tasks
Work together to tackle deprivation in the poorest communities in Carlisle, both rural and urban.

Support the work of the range of different  partnerships, forums, organisations and agencies in Carlisle and its sub-region, particularly the Cumbria Strategic Partnership

To co-ordinate consultation activities.

Champion Carlisle and its local communities as a representative lobbying group. 

Identify and address gaps in partnership activity.

Expectations of individual partners are:

· A commitment to attending all Executive meetings or sending a nominated deputy.  If partners (or their deputy) do not attend a minimum of two out of every four meetings their position on the Executive will be reviewed. 

· The ability to take an overview of the issues that face Carlisle as a whole and represent the broader interest rather than a single issue or locality.

· The enthusiasm to communicate within their own agency/group/ constituency and with others about the work of the LSP while respecting confidential information where disclosure would be detrimental to the public interest.

· A commitment to undertaking essential partnership training.

· A supportive attitude and commitment to undertaking specific roles on behalf of the Executive, such as project ‘Champions’, and participating in working groups such as Performance Management.

16/08/06

Appendix Four

Terms of Reference for Priority Groups

To be the priority group for the Carlisle Local Strategic Partnership (LSP) on issues that relate to [children & young people / healthy communities & older people / economic development & enterprise / safer & stronger communities]:

· To provide a Carlisle-wide focus on issues that effect [children & young people / healthy communities & older people / economic development & enterprise / safer & stronger communities]

· To advise the LSP Executive on key priorities for action in order to inform development of the Carlisle Sustainable Community Plan and associated delivery plan

· To ensure the activities of the LSP and the Community Plan are aligned with existing strategic plans

· To consider cross-cutting themes in developing the Community Plan and ensure they are appropriately represented

· To implement the delivery plan and monitor and evaluate progress on the actions and initiatives that effect [children & young people / healthy communities & older people / economic development & enterprise/ safer & stronger communities]

· To work with the Cumbria Strategic Partnership to develop Local Area Agreements

· To champion the interests of [children & young people / healthy communities & older people / economic development & enterprise / safer stronger communities] in Carlisle at local, regional and national level

· To meet as often as determined by the groups, and to provide any additional support required, including administration support, from within the partner organisations and others as required

· To act within the Constitution of the LSP
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