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INTRODUCTION & OVERVIEW

EXECUTIVE SUMMARY

1.1 Overview

Partnerships between public services and both voluntary and private sector organisations are key themes of the government’s strategy to raise standards in public services and to extend choice for people who use services and to combat social exclusion. 

This report is based upon case studies of partnerships between voluntary sector advice providers and local authorities. It finds that the overwhelming view of participants is that that partnership working is a success but that there are lessons to be learnt to improve their planning, implementation and delivery in the future.

1.2 Key Lessons

Key lessons from the case studies are:

· Commitment from the top is needed in all partners and must be demonstrated by presence, by speed and authority of decision making and appropriate delegation. All partners must demonstrate this if they are to be taken seriously by other partners and for the partnership to thrive. Tokenism and indecision can quickly destroy partnerships.

· Issues around compromising independence were raised. Both public and voluntary organisations need to be clear what their statutory duties or constitutions require, and any public commitments they have made. If the work of any partnership conflicts with those, they must withdraw. They must equally be clear what is custom and practice in their organisation but can be dispensed with in the interests of effective working. Each partners’ ability to do this is a key indicator to other partners of their commitment to the venture.

· The value of working with a broad range of partners was stressed. This can be challenging where potential partners do not have the greatest of respect for the others’ competence or approach. This will often be the case and is often complicated by a lack of understanding of the individual pressures partners and their staff may suffer. A strategy for addressing these issues is needed, particularly in the early stages before staff get to know each other and before there are results to show for the partnership’s work. 

· Where not all potential partners are included, it is important to manage the relationship with those who may feel themselves to be excluded. This may be in the form of a wider consultative group or just frequent reporting of results and informal consultation.

· The demand for good quality independent social welfare advice when it is delivered in an accessible way must not be underestimated. Realistic targets for volumes of work and an agreed strategy for managing that demand are needed at the outset.

· Recruitment of competent, experienced staff was stressed, but is problematic in short term projects whether recruited from partners or specifically recruited. Competent and experienced staff are even more important in short term projects where there is a need to obtain results quickly and less time to invest in staff development.

· There are a number of issues about funding and resources. An accurate estimate of the cost of all the resources, staff, equipment, accommodation, travel etc. is important to the successful development of partnerships. Large partners and particularly local authorities may be well placed to assist other partners in accurately identifying the full cost to them. Agencies bidding under value in order to secure the funding will cause problems. Projects not being funded on a full cost recovery basis need to have a clear understanding of where all the resources required are coming from.

· The whole range of issues about short term funding surfaced and this is perhaps not the place to rehearse them save to make two points:

· It is difficult for potential partners to commit themselves and their staff to a project if their core funding is not secure. 

· The outputs of any short term funded project will not be delivered for the full duration of the project; there will be a lead in and wind down periods.

Recommendations 

On the basis of the findings from these case studies the report makes 17 recommendations to inform the planning and management of future partnership work. In summary these include:

1) The need for discussion with potential partners to begin as early as possible.

2) The nature of partnership needs to be explored and understood, especially when one partner is a large public body such a local authority. Whilst there may differences in resources and risk between partners, all partners must have an equal role in service design, specification and ongoing development.

3) It is important to have genuinely agreed aims and detailed objectives both to guide the management of the partnership and to enable its success or otherwise to be assessed.

4) Those aims must be compatible with, but not necessarily identical to, those of all the partners with objectives for the partnership contributing to the achievement of the objectives of the individual partners and of wider objectives such as those of the Local Strategic Partnerships.

5) Partners’ strengths should be exploited. The diversity of both skills and approach are what enable partnerships to achieve what individual agencies could not.

6) All aspects of the partnership should be appropriate and proportionate to the scale of the work being undertaken

7) Clear management lines are needed in all partners and this must include identifying managers whose job it is to give leadership and direction to the partnership. 

8) Effective communication both laterally between partners at all appropriate management and front line levels and vertically within the partner organisations is imperative. 

9) Clear documentation is needed to guide staff, particularly when staff changes occur and for the resolution of disputes.

10) There is nothing wrong with changing objectives – but the changes must be agreed and recorded.

11) Funding must be fully and openly explored - Under-bidding often leads to under-delivery. 

12) Public sector bodies should operate on the principle of “full cost recovery” there are corresponding responsibilities upon the voluntary sector including better financial information and identification of the financial benefits of project outcomes prepared with rigour.

13) A realistic exit strategy is needed and must be understood by all partners.

14) Staff culture issues need to be explored and addressed. 

15) Skills exchange and staff development should form part of the life of a partnership and these should be planned and documented. 

16) Monitoring the work of advice partnerships would be vastly simplified by the adoption of some agreed output measures. Measurement of the real impact depends on the development of standard outcome measures. 

17) Trust is vital to effective partnerships. 

INTRODUCTION & CONTEXT

1.3 Partnerships as a driver for the reform of public services

Partnerships between public services and both voluntary and private sector organisations are key themes of the government’s strategy to raise standards in public services, transform the way in which they are delivered and to extend choice for people who use services and combat social exclusion.

However, they are not a new concept, with partnerships between different organisations going back to the very beginnings of structured society. The advent of the welfare state required a new and formal set of partnerships between practitioners and the state. The vocabulary has changed and levels and styles of documentation have changed but essentially there’s is little actually new in “inter-agency working” and service level agreements and contracts where local authorities have commissioned voluntary sector bodies to be service providers on their behalf.

The development of wider responsibilities for local authorities during the 1980s and 1990s (for example, community care, housing enabling functions, environmental health duties) combined with long term constraints on their funding gave a spur to the growth of engagement of voluntary and private bodies as actual providers of services. This was accompanied by a growing awareness of the importance of commissioning and contracting as way to procure and finance services, rather than traditional, quasi-charitable approaches by local authorities, such as grant aiding the voluntary sector. The granting of money to do “good works” is being replaced by a contracting and commissioning approach that is also felt to be a better way of specifying the standards and type of service to be provided. That trend and the growth of a "results driven" approach is likely to continue.

Since 1997 there has been a step-change in the development and promotion of partnerships under the mantra of “joined up Government”. Recent years have seen a proliferation of partnership approaches to planning and delivering services. These include Local Strategic Partnerships, led by the Local Authority, which involve numerous different organisations as high profile drivers of change and improvement and Local Area Agreements drawn up between local authorities, central government and key local organisations, including the voluntary and community sectors.

Partnerships form a key component of the Government’s agenda for public sector reform and modernisation. Current thinking on partnerships, particularly the agenda set by the No.10 Policy Unit, suggests that there are four pillars supporting the development of partnerships:

· Unifying standards – within the context of the quality of work undertaken by advice and legal services these are in part provided by the Legal Services Commissions Quality Mark. There are also emerging standards in relation to the quantity of advice within the Best Value Performance Indicators for local authorities
.

· Devolved decision making –arrangements for determining objectives for services and the priority needs to be addressed to the “front-line” of service delivery.

· Multi-agency working – the arrangements for the engagement of all parties in the planning and delivery of services – expressed within this sector through local bodies such as Community Legal Service Partnerships (where these still exist), but linked to wider priorities through Local Strategic Partnerships.
· Multiplicity or range of providers – the methods of local market management, including efforts to capacity build potential and existing providers, arrangements to identify lead agencies for particular areas of activities etc.

It has widely been acknowledged that:

“a healthy and vibrant voluntary and community sector (VCS) is a crucial part of strong communities. …The VCS can contribute to better public services by delivering in partnership and providing a strong user and citizen voice to drive up standards; it can support the work of the council in developing greater community engagement; and through these roles add to the social capital of the area.” Lucy De Groot. Executive Director, The IDeA

1.3.1 Local Government’s Improvement & Development Agency

To support the public service improvement the Local Government Association established the Improvement & Development Agency (the IDeA) to lead the agenda for local government. Through the development of guidance and the use of peer review processes using both senior council officers and councillors, the IDeA aims to support and challenge councils to improve themselves and enhance customer service and value for money. 

Through the national Beacons Scheme and regional local government networks, the IDeA enables councils to share good practice. It also operates a Leadership Academy whose programmes help councillors become better leaders, able to balance the diverse demands of people living in the same community.

The IDeA also takes a leading role in developing the agenda for local government in relation to local partnerships with other statutory bodies and with the voluntary and community sectors.

The IDeA has appointed Helen Hughes to act as its National Adviser on the Voluntary Sector. Helen explains the rationale for local authorities to engage with voluntary and community organisations
:

“By using the experience, skills and knowledge of voluntary and community organisations (VCOs) to help design and deliver more effective services, local communities and users will receive services that tackle the real issues. By co-ordinating local services in the public and voluntary sectors through partnership working, creative synergies can be found and duplication can be eliminated.”

In this interview the IDeA sees the voluntary and community sector (VCS) as an important vehicle for the delivery of public services but stresses that the contribution of the sector can be much greater than just service provision:

“The Government's agenda of increased delivery of public services through the VCS should not be viewed as the main reason for local authorities to build capacity in their local VCS. Capacity building opportunities should be funded to enable the VCS to deliver public services, properly engage in local governance arrangements and build social capital in the locality.”

Helen goes on to remind local authorities that the effective participation of the voluntary and community sector requires adequate funding: 

“Local authorities need to ensure that the VCS is properly funded to participate as equal partners and need to take a strategic view of the VCS in the context of the bigger picture of community engagement, which is now a priority for all public services. Equally important is the local authorities capacity and skills to work effectively with VCOs.”

1.3.2 The Compact

The Compact is an agreement between the Government and the voluntary and community sector made in November 1998. The Compact sets out how government and community organizations work together at a National and local level, including consultation, funding and delivering better services. It sets out the statement of intent to work in partnership and is supported by five codes: funding and procurement, community groups, BME groups, volunteers and consultation. 

To date, 98% of local areas in England are committed to better partnership working between local government, local public bodies and local voluntary and community organisations through Local Compacts. These Local Compacts are becoming living documents that inform the whole range of joint working at a local level in all service areas.

This Summer the Government appointed a “Commissioner for the Compact” and John Stokes commenced work on 1st October 2006. It is envisaged that the appointment of a Commissioner will lead to a strengthening of the Compact, “championing its full implementation at every level of government to enable voluntary and community organisations to operate in effective partnerships with the broader public sector”
. 

1.4 Partnerships in the advice sector

Advice providing organisations add an important perspective to this engagement and community voice. Many advice organisations were created and developed by local communities to meet the needs of those local communities. They have a strong tradition of reflecting the voice of service users. In addition, most advice-giving bodies have a tradition of social policy work (monitoring public sector service failures and problems through casework) can provide important evidence of how well public services are working and meeting the needs of the local community. Their role is often particularly key in hearing the voice of excluded groups who may engage advice services for help but hide from the Local Authority in its official functions, sometimes from fear due to debt or child care issues.

There have, of course, been formal attempts to impose partnership working in the advice sector through the various initiatives of the Legal Services Commission – such as the now largely defunct Community Legal Service Partnerships or the emerging Community Legal Advice Centres and Community Legal Advice Networks. 

However, the advice sector has often not been fully acknowledged as a potential partner in service provision. There are several reasons for this:

· The relatively small size of the advice sector (including in-house advice services within local authorities) which makes it harder to make one voice heard.

· Inconsistency of provision making effective partnership over, for example, large rural areas difficult.

· The limited statutory requirement for the public sector to fund advice services.

· Agencies not seen as potential partners but opposing counsel. Funding independent advice services this will mean enabling service users to bring action against local and central government bodies. 

· The limited awareness in the public sector of how advice on issues such as benefits, debt, housing and employment can contribute to wider policy and economic agendas and its impact on individual and communities.

· The limited awareness in the public sector of how advice on benefits particularly can have a direct impact on the authority’s revenue.

· The increasing demands for advice work and the management of an increased number of funding streams which often require different priorities or monitoring both detract from the management time needed to pursue more strategic matters.

As the case studies in this report show, advice-giving bodies can add huge value to a wide variety of partnership work and enable partnership services to engage with people who otherwise would be bypassed by many mainstream services. They aim to show examples of good practice in providing advice services in partnerships between voluntary sector agencies and public sector bodies. They show how advice agencies have sought to address the difficulties that arise through partnership working and how services and projects have benefited from partnership arrangements.

1.5 Anticipating Future Developments

There is a wide consensus across the main political parties behind the need for public service reforms and service modernisation, indeed the Conservative Party’s draft statement of aims and values
 perhaps goes further than the current government’s view of the potential role of the sector:

“Setting social enterprises and the voluntary sector free to tackle multiple deprivation through long-term funding, increased scope to innovate and a level playing field with the public sector”.
Within this context it is clear that “partnerships” will remain on the agenda for the sector. In this section we provide examples of the growing use of partnerships by different funding bodies in relation to the sector.

1.5.1 Local Authority Initiatives

The key focus for this report is partnerships with local authorities. Models and initiatives are explored in the case studies below. However, in commissioning this work, CitA worked in partnership with the Local Government Association (LGA) and, as part of the commissioning process the LGA set out their vision for the application of partnership models working between local authorities and the voluntary sector with a vision for each locality where:

· Each council works with citizens and partners to set out clear ambitions and priorities for the community 

· Targets are set locally to meet local need, with stronger accountability to the community through a performance framework that is focused on and transparent to citizens

· Power is devolved to local people and communities to give them a greater say in what happens in their area 

· Councils work across local public services, with partners in all sectors, to ensure that all funding for the locality is brought together in the Local Area Agreement, and used in the most innovative, effective and efficient way for the local community 

· With central prescription, targets and regulation massively reduced to free up councils and their partners to deliver better local services in a more responsive manner.  

1.5.2 Local Government White Paper: 'Strong and Prosperous Communities'

On 26th October 2006 the Department for Communities and Local Government (DCLG) published its local government white paper, “Strong and Prosperous Communities”. The aim of this White Paper is to give local people and local communities more influence and power to improve their lives. It is about creating strong, prosperous communities and delivering better public services through a rebalancing of the relationship between central government, local government and local people.

Within this context, it envisages an enhanced role for voluntary and community organisations. Alongside building their role as partners in delivering services it also sees them as key partners in the development of “sustainable communities strategies” which will be required of all authorities. Similarly, the review of the best value regime envisages an enhanced role for voluntary and community organisations in working with hard to reach groups and ensuring effective communication and consultation. Whilst the regulatory regime for local authorities envisaged will be a “lighter touch” with less prescription and centrally driven targets, the requirement to engage with the voluntary sector is greater than ever, for example, the new parish councils will only be able to secure the enhanced powers available to “Quality Parish Councils” if they can demonstrate effective partnerships with the voluntary and community sectors.

1.5.3 Central Government Funding Initiatives

Alongside its commitment to developing partnerships between the voluntary sector and local government, central Government has renewed its commitment to developing partnerships between the public and voluntary sectors. Ed Miliband was appointed Minister for the Third Sector, working to Hilary Armstrong, Chancellor of the Duchy of Lancaster at the Cabinet Office, during the reshuffle on 5th May 2006. He leads a new Office of the Third Sector in the Cabinet Office, which brings together responsibility for third sector work streams from across Government. 

The 2004 Pre-Budget Report announced the establishment of the £120m Financial Inclusion Fund (FIF) to underpin initiatives to tackle financial exclusion. The largest part of this Fund (£45m, split into two instalments of £15m and £30m over Financial Years 2006/7 and 2007/8) is directed to support a significant increase in the capacity of free face-to-face debt advice in England and Wales. Under the fund, front line debt advice services are to be provided by debt advice agencies, whose operational costs of training and employing new debt advisors will be covered by the grant received from the fund. 

Crucially funding under this scheme was awarded to partnerships, with the quality of the inter-agency arrangements part of the selection criteria. Following a two stage bidding competition between September 2005 and March 2006 there are now 16 debt advice project grant holders. 10 of these partnerships are within the Citizens Advice (CitA) network and the remainder are partnerships of other advice providers. 
1.5.4 Charitable Trust Funding Initiatives

Since the establishment of the National Lottery, the Big Lottery Fund and its predecessor grant-making bodies, has become a significant funder of advice services. Whilst the new funding was welcome a persistent criticism was that funding was awarded to individual organisations without an understanding of how this would affect the pattern of provision in a particular locality. In launching its £50 million “Advice Plus” initiative this year the Big Lottery has sought to address this issue. As well as encouraging the advice networks to work together in developing their own bids for infrastructure the Big Lottery fund provides a key aim for this new funding as:

“We want to help develop sustainable services and so would like the projects we fund to link with or develop local, regional and national plans or partnerships
”
1.5.5 The Health Sector

In recent years, as it has sought to move from a service which treats illness to one which promote health, the NHS has increasingly become a funder of local advice services. In the new NHS, the key role of Primary Care Trusts (PCTs) goes beyond treatment services to embrace activities associated with improving the health of the local community. In July 2004, the Department of Health (DH) issued new standards for PCTs, which will form the basis of the future assessment of their performance
. These standards explicitly confer a responsibility on PCTs to “promote, protect and demonstrably improve the health of the population… served and reduce health inequalities between different population groups and areas”. 

The core standards require PCTs to co-operate with local authorities and other organisations in order to contribute to meeting this aim, and the developmental standards require PCTs to develop programmes that address wider health outcomes and factor-related service objectives into their commissioning processes.

Such initiatives do not explicitly highlight a specific role for advice agencies but do provide significant opportunities in general terms for the sector to align itself with the health promotion agenda and secure funding commensurate with this role. The effects of poor housing, low income etc. upon health outcomes has been well documented for more than 100 years (led by early pioneers such as Joseph Rowntree) and whilst there is less conclusive evidence of the impact of advice on health outcomes, their capacity to influence key determinants of health, such as income etc. is not in doubt. 

Within this context the DH has produced undertaken a wide-ranging consultative exercise. The Report of the Third Sector Commissioning Task Force sets out a new agenda of engagement and partnership with the voluntary sector which includes developing its role in both designing services and developing its capacity to provide a much wider range of commissioned services. Significantly this report supports full cost recovery as core principle for funding the voluntary sector, makes recommendations in relation to the treatment of services delivered by volunteers and acknowledges that capacity building support will be required for many voluntary and community organisations to participate in the health “market place”. It is anticipated that the recommendations of the Task Force will be incorporated within future commissioning guidance to PCTs in December 2006.

1.6 What works in partnerships

Partnerships can and do fail and some never progress beyond being a ‘talking shop’. In others, the temptations of new income sources may tempt organisations into partnerships to secure additional income but which are not aligned to their objectives. This can lead to compromises in service delivery and ‘mission drift’ were the organisation loses sight of its original core aims and objectives and at worst ceases to provide a service to those who it was established to serve. As with many voluntary sector organisations, it is particularly important that advice agencies maintain independence of action and their role as community advocates whilst also respecting the roles of others in any partnership arrangement. 

There is a growing body of literature about what makes for a successful partnership between organisations. The Improvement Network provides a useful checklist - The Top Ten Partnership Killers!
. They found the following issues can undermine or even destroy a partnership:

· A partnership which has outlived its usefulness or purpose

· Competitiveness and one-upmanship

· Engaging people from organisations who cannot make decisions or not delegating authority to such people

· Hierarchical behaviour – using more senior staff to over-rule decisions

· Losing sight of the goal – particularly if many different ideas for change or improvement are proposed with little focus on what is a priority or what is achievable

· Organisations being solely or predominantly motivated to engage in a partnership in the hope of obtaining some extra funding

· Uninteresting or bureaucratic business meetings, particularly if there is no useful outcome

· Tokenistic consultation by the bigger organisations involved in a partnership

· Secrecy and poor communication between partners.

Our case studies show how advice agencies and local authorities have sought to overcome such difficulties and how their services have been all the better for partnership arrangements where such problems do not exist.

1.7 Methodological Overview 

The research focus upon case studies in four locations with the selection of areas based upon a matrix of key characteristics and included consideration of the following issues: 

· By client group 

· By method of delivery  

· By subject area – 

· By method of procurement 

· By presence or absence of other parties 

· By location 

The approach to each case study included the following activities: 

· Review of performance data, contracts/service level agreements

· Interviews with key stake-holders in the locality 

· Interviews with bureau managers and advice staff 

Further details of the methodology can be found in the appendices to this report.

PARTNERS IN ADVICE CASE STUDIES

ADVICE AND ADULT LEARNING PARTNERSHIP

1.8 Key Learning from Neath Citizens Advice Bureau and Neath Port Talbot County Borough Council

The Partnership faced a range of challenges, these included:

 - Designing a project that could cope with high levels of demand

 - Maintaining the service’s independence to advocate on behalf of its clients whilst being in partnership with bodies that it may be advocating against

 - Dealing with complex reporting requirements to a body (the EU) with which it was not familiar.

The Partnership overcame these difficulties:

 - Through careful planning of the levels of demand and ensuring that the workforce plan was sufficiently robust t meet this (e.g. by recruiting very experienced advisers)

 - Building upon the Local Authority’s strong record of previous partnership work to manage the potential conflicts in relation to the service’s capacity to advocate on behalf of its clients.

 - being open about the challenges faced in dealing with the reporting requirements and securing assistance from across the partnership to address these issues.

1.9 Background

The former coal and steel producing areas of South Wales have seen huge changes in employment and the types of industries which people used to work now exist on a greatly diminished scale. One result of these changes is a mismatch between the skills available in the labour force and the needs of newer employment opportunities which are developing in the area. There are also lower than average numbers of local people who have core literacy, numeracy and information technology skills. This amplifies long-term joblessness.

To help address this skills shortage, Neath and Port Talbot County Borough Council secured European Union (EU) funding from the European Social Fund (ESF)
 to create extra investment in adult learning. The funding requirement was that the investment should be delivered on a partnership basis and the Neath Port Talbot New Learning Network (NLN) was established. This is a partnership involving 41 local organisations including local colleges and schools, trade unions, local learning centres as well as certain voluntary organisations.

The NLN aims to give residents in the Neath Valley and Port Talbot areas, access to advice, guidance and training to improve employment opportunities and promote lifelong learning. Within the ten year term of the project, which started in 2000 the aim is for 6,000 adults to return to learning and training.

NLN targets people with low or no qualifications who have little or no access to learning. The NLN delivers entry-level qualifications with sensitivity in environments which are familiar and close to home and it also provides appropriate mentoring by a range of agencies as well as help with childcare and travel costs. Thirteen local action centres have been developed to deliver learning, providing a range of services on site in pleasant environments. They include physical space and facilities for support to be provided by local agencies. 

Experience showed that adult learners often face barriers to learning, such as, low income, debts, benefit problems and poor housing. It is also known that the greater the range of support available to an adult learner, the greater their chances of successful completion.

It was therefore a natural step to fund some capacity in local advice agencies to deliver advice to learners who faced these barriers. It was also anticipated that these advice agencies may be able to identify potential new adult learners from their client base which other organisations were not in touch with.

The project includes both the Neath and the Port Talbot CABs. The work undertaken by both CABx around the NLN is identical, but for the sake of conciseness, we have highlighted the work of the Neath CAB. Neath CAB serves the town of Neath and the surrounding area, including several rural areas and former mining villages.

1.10 Project scale

The funding of £40,000 per annum has enabled the CAB to employ one full time adviser plus part time administrative and management support. The geography of the area means that considerable time and money is spent on travel.

A relevant portion of the existing CAB service was able to be offered as part of the match funding required by the European Social Fund.

1.11 Monitoring 

Monitoring arrangements are felt to be comparatively light touch with a quarterly report on outputs and outcomes by the adviser and attendance at the quarterly NLN Partnership Board meetings.

European Union funding involves close monitoring of expenditure but unlike, for example Legal Services Commission funding, detailed output/activity records are not required.

Internal quality assurance is by quarterly one to one supervision sessions and checking of each case on the CAB’s “CASE”, computerised casework recording system. 

1.12 Aims and intended outcomes

The service aims to provide advice and support on financial, housing, employment and family law issues for learners. The learners are referred to the CAB by the NLN Local Action Centres and are usually seen by appointment in these Centres (although home visits are also possible). In addition, the CAB service carries out a monthly trawl of service users attending the main bureau to see whether or not they may benefit from any adult learning provided by the Action Centres.

The advice is a mixture of one-off advice and ongoing casework where needed. Feedback from the adult learning providers was that a significant minority of service users are being helped to sustain their engagement in learning with the advice and support of the adviser and there are regular referrals (including self-referrals) to Local Action centres from people who use CAB services who are not currently engaged in learning.

1.13 The project’s achievements

The total target for the whole of the NLN is that 6,000 people will be helped back into adult learning. At the time of writing in May 2006, 3035 people had been helped, which is broadly on target for the 10 year project.

During 2005/06, the adviser dealt with 206 new service users, 70% of whom were lone parents – a key group in current welfare to work policy. These service users presented 644 issues, of which 30% were debt, 25% were benefits and 19% housing.

In addition, there were 310 former service users who sought advice again. The total amount of debt managed was £798,686 and the partnership calculates welfare benefit gains from advice totalling £41,397.

Soft data showed high levels of service user satisfaction, evidenced by the high level of ongoing demand with many example of individuals who had been helped to sustain or enter learning and to go on to achieve formal qualifications and employment:

· Ms A who approached the CAB following a relationship breakdown and leading to mortgage debts who was encouraged to attend a course which led to her securing employment to sustain her mortgage payments thus preventing homelessness.

· Mr B who lost employment following a period of illness and sought advice on employment law issues at a local Action Centre. He was helped into learning and secured new employment in IT.

· Ms C who asked for advice about probate issues and who was referred to a careers adviser in the NLN by the Cab adviser. She went onto to secure childcare qualifications and then to work in childcare.

1.14 How the project contributes to local authority priorities 

The local authority has put a high priority on the economic and social regeneration of the area and in particular to encourage the spread of new industries up the valleys from the M4 corridor where new industries have tended to congregate.

The NLN reflects the priorities in the council’s Community Plan for Neath Port Talbot for 2005 –2015, particularly the emphasis on: “a wide variety of better skilled and therefore better paid jobs, lower levels of economic inactivity, less poverty
 … increased access to and take-up of, opportunities for education … lifelong learning and skills training with a visible impact on the capacity of communities to secure and sustain economic regeneration.”

In the context of the Neath area, the council’s strategy for development of the former coal mining valleys
 highlights the need to support and enhance the development of the Local Action Centres as key elements in not only economic regeneration, but in preserving the societies which had developed around coal mining and to lessen residents’ sense of isolation.

The active involvement of the CAB not just as a provider of advice services in the NLN but also as a member of the NLN Partnership Board, illustrates how the CAB is contributing to key local authority agendas.

1.15 Issues to be overcome in establishing the partnership

A variety of issues had to be overcome when establishing the partnership. Key issues identified by the CAB included:

· Assessing the potential demand for advice in such major project – the result has been a need for well structured demand management processes to prevent advisers from being overwhelmed.

· Being open with other advisers about developments

· Learning to work with a huge array of partners and stakeholders

· The need for committed people at the top of organisations who find ways to overcome obstacles and make the partnership effective

· Establishing a partnership approach while not compromising the independence and advocacy role of the CAB

· Needing to seek help from partners (primarily the local authority) with the complexities of a different funding regime

· The limited monitoring requirements have made it more difficult to quantify the demand management challenges

· The tension between short-term regeneration funding streams from the EU and the long term nature of casework on social welfare law

1.16 Lessons learnt from establishing the partnership

The CAB felt that they had learned several key lessons through the partnership:

· Not to underestimate the potential demand for social welfare law advice in a big project aimed at people on low incomes

· Employ experienced adviser(s)

· Be willing to actively engage with other partners and stakeholders

· Be willing to openly share difficulties with partners

· The importance of working with a local authority which already had a strong tradition of working in partnership.

ADVICE AND HOMELESSNESS PREVENTION PARTNERSHIP

1.17 Key Learning from Wymondham, Attleborough and District Citizens Advice Bureau and Breckland District Council

The Partnership faced a range of challenges, these included:

 - Developing an accurate method of costing services to be provided by the CAB.

 - Raising awareness of the role of the CAB in delivering this service and ensuring appropriate referrals from other parts of the partnership.

 - Extending the remit of the project to meet new needs (e.g. around translation and interpretation).

The Partnership overcame these difficulties: 

 - By establishing good communications between the CAB and different parts of the local authority and other advice providers.

 - Identifying specialist resources available in other parts of the partnership that could be used to support this project (e.g. interpretation and translation resources)

 - Developing a longer term perspective in relation to funding.

1.18 Background

Breckland is in south west Norfolk and has a population of 125,000. A not atypical East Anglian rural area, it is characterised by an above average level of affluence unmatched by local earnings, but with pockets of high deprivation and generally low earnings (£372 pw for full time workers compared to an average of £423pw for Great Britain 
).

In the year ending March 2005, there were 387 homelessness applications to Breckland District Council (BDC). In common with other areas, the main reasons for people becoming homeless were: 

· Parents, relatives or friends being unwilling or unable to accommodate

· Relationship breakdown

· Termination of Assured Short hold Tenancy.

Rent and mortgage arrears also account for a significant number of cases (including those which may well lead to a finding of intentional homelessness). The Council’s day to day experience showed that debt and shortage of money not only directly caused many cases of homelessness triggered by housing debts, but they often lay behind the main three causes of homelessness. BDC also has 3453 households on its Housing Register as at March 2005 
. 

The council therefore decided to fund a bespoke debt and welfare rights advice, initially for a year with Wymondham, Attleborough and District CAB (CAB) to some people facing homelessness. The terms were contained within a service level agreement.

1.19 Project scale

This is currently a small-scale project, reflecting the resources available to the local authority. The initial pilot was for the council to pay the CAB £3,000 in return for CAB undertaking welfare rights and debt casework in fifteen cases referred by the homelessness assessment team.  The casework is undertaken by a full-time adviser within Citizens Advice independence principles. 

While this is a small-scale project, it does represent 4% of the CAB’s funding. The source of funding was a £40,000 grant to BDC from the Office of the Deputy Prime Minister for homelessness prevention. This has been used to fund various initiatives including a mediation service.

1.20 Monitoring

Both parties felt that in-depth monitoring was not appropriate for such a small project. However, there have been six-monthly meetings and feedback is provided about the outcomes of each case which has been referred.

1.21 Aims and initial outcomes

The initial aims were for the fifteen cases to be referred within twelve months and this target has been exceeding (with additional pro-rata payments being made to the CAB by BDC).

To raise awareness of debt and money matters and to ensure that appropriate referrals were made, the CAB adviser carried out a half-day briefing for BDC homelessness staff before the project commenced.

1.22 The project’s achievements

There is demonstrable evidence that the casework has prevented homeless in several cases, however, specific outcome statistics could not be disaggregated from the CASE system.

60% of referrals have been private tenants and 40%, those with mortgage debts.

BDC now intends to turn the pilot into a longer-term project. A wider, less quantifiable impact has been the increased awareness BDC staff and other stakeholders about the role that poverty plays in creating homelessness.

Service users evidence not only corroborated our findings about the impact of the service on people with housing debts, but showed that referrals are fast and seamless – a key factor in ensuring that people reach the service they are referred to.

1.23 How the project contributes to local authority priorities

“Housing is Breckland Council’s number one priority 
”. The council’s homeless strategy has therefore not been developed in isolation and this is further reinforced by the inclusion of an aim to reduce homelessness and support to people who are homeless. The contract with the CAB is an explicit objective in the Homelessness Strategy.  

Targeting specialist level help at people facing homelessness also helps the council to improve its performance under Best Value Performance Indicator 213 – the number of households for whom housing advice casework prevented homelessness.

1.24 Issues to be overcome in establishing the partnership

There were several issues to be overcome in establishing the partnership:

· The difficulty of accurately costing the services to be provided under the Service Level Agreement

· The need to ensure that all BDC staff who would refer cases, were familiar with the criteria and processes as well as the CAB’s ethos. Some initial awareness raising was also required so that staff were better able to identify the types of issues which advice work could tackle.

· Managing relationships with other advice providers so that there was clarity about why the CAB had taken on this project

· Negotiation about funding issues

1.25 Lessons learnt from establishing the partnership

The lessons learnt have included:

· The importance of funding to be over as long a period as possible in order to provide stability and security for advice providers

· The importance of identifying specialist resources early on – or example, interpreting services and funding for these.

· Processes for dealing with broken appointments by service users.

· The need for an active dialogue with the local authority and good relationships with the relevant part of the local authority

· As far as possible, realistic costings, but for some organisations a part funded project may still be valuable if it can make a contribution to the service’s overhead costs.

BLACK & MINORITY ETHNIC COMMUNITY BENEFITS AND SERVICES TAKE-UP PARTNERSHIP

1.26 Key Learning from Age Concern and Newcastle Welfare Rights

The Partnership faced a range of challenges, these included:

  - the basis of preparing costings between partners was very different with the voluntary sector provider required to include overhead costs whilst these were absorbed elsewhere for the local authority provider.

 - a high political profile for the work due to its importance within the Local Area Agreements.

The Partnership overcame these difficulties:

 - by clear leadership being provided from the top of both organisations and the development of project objectives that clearly linked to both partners’ own strategic goals.

 - clarity in the respective roles of partners and the development of systems to ensure effective and regular communication between managers and staff of partners operating at all levels.

1.27 Background 

Research has found there are a number of key obstacles to claiming benefits which apply in varying degrees to the general population:

· Lack of awareness – both of entitlement and sources of assistance to make claims

· A perception that making a claim is not worth the effort

· Independence – a dislike of ‘handouts’ (particularly amongst older people)

· Negative prior experience – either refusal of prior claims or poor customer service

· Mistrust of government agencies or perception that standards of decision- making are not high

· Dislike of visiting “official premises” and/or being associated with other visitors to these premises

· Complexity of claiming procedures – not only the forms themselves and the evidence requirements but also frequent changes to regulations.

In addition there are particular socio-demographic characteristics that impact on access to claiming benefits. The Citizens Advice Report ‘Serious Benefits’
 identified a number of factors inhibiting benefit take-up by older people, including “emotional reasons” such as stigma and an internalised feeling people should “take responsibility for themselves and their families”. 

A report by the Department of Work and Pensions (DWP) 
 on delivering benefits to older members of Black and Minority Ethnic (BME) communities identified a number of obstacles specific to these communities in accessing their full benefit entitlements including:

· Language barriers, including a reluctance to use the telephone

· Concerns about the impact of making claims on residence status

· Problems associated with not having a National Insurance number

· Losing entitlement as a result of journeys abroad of more than four weeks

This research made a number of suggestions how to improve access to benefits including:

· Developing measures to understand specific communities

· Partnership working between the DWP, local authorities and the voluntary sector 

· Providing outreach and face-to-face advice provision.

Newcastle Welfare Rights Service (NWRS) employed a male BME worker to promote welfare rights advice to the BME community in the City of Newcastle via the Minority Ethnic Community Support Service. Following discussions with local black community groups need was identified for an additional BME worker (female) to develop a pro-active targeted approach to welfare benefit take-up.

Age Concern Newcastle (ACN) has been providing services to frailer people from BME communities since 1985. More recently they have expanded their services to younger fitter retired people from BME communities in Newcastle.

To address the issue of low benefit take-up by BME communities in Newcastle, NWRS and ACN formed a partnership to develop the Minority Ethnic Community Benefits and Services Take-Up Project with funding from the Neighbourhood Renewal Fund 2004-6. Through this partnership NWRS would work with ACN to promote take-up of benefits and services by the BME communities through:

· NWRS targeting clients using GP, local authority and other records.

· ACN to facilitate community events and work with local BME organisations to promote knowledge of benefits and services within the BME communities.

1.28  Project scale

Funding of £100,000 pa was secured from the Neighbourhood Renewal Fund 2004 for two years. A further £100,000 has now been secured to extend the work till 2008.

The funding enables NWRS to employ a female BME welfare rights worker and ACN to employ a BME Project Take Up worker plus administrative support to both organizations. Funding also covered additional costs including:

· the costs of translation of written materials to promote benefit take-up

· interpreting costs at community events

· room hire and transport costs to facilitate community events 

A portion of the funding was used to retain the Public Heath Research Group at Newcastle University to undertake a detailed evaluation of the project.

NWRS received Newcastle Health Action Zone funding to match-fund the work between 2004 and 2006.

1.29  Monitoring and evaluation

Full records are kept of the number of customers offered the service, number of claims submitted, the outcomes of those claims and the financial value of the awards.

Reports are compiled of the contact with BME community organizations and data collected at each BME community event recording the number in attendance, the community they were from as well as gender.

From the above quarterly reports were made to the Neighbourhood Fund.

The comprehensive evaluation of the project took place in 15 months from January 2005 to March 2006 and this is to be published in Autumn 2006. This included few discrete but valued pieces of research work:

· Research on the barriers to claiming welfare benefits from the perspective of welfare rights workers, community leaders and community workers in Newcastle and elsewhere.

· Developing strategies for identifying the target BME population in Newcastle.

· Accessing the acceptability of the targeted welfare right service for BME communities and identifying barriers to take up among community members.

That is significant value to both NWRS and ACN but England wide welfare rights service to this in deep research study and evaluation.

1.30 Aims and intended outcomes

The project aims to:

· Increase levels of welfare benefits among older people from black and minority ethnic groups. 

· Promote knowledge of benefits and services within the BME population.

· Develop ideas of good practice to be used with BME communities. 

This is to be achieved by NWRS targeting individual BME clients using GP records, housing benefit and council tax data, social services information as well as ACN users.

ACN organise a series of up to five annual community events to identify people who cannot be reached by data matching. Using current contacts with BME community groups and developing contacts with new communities, these events are developed to promote knowledge of benefits and services among the BME community. These events will be promoted using information translated into relevant community languages and BME communities will be assisted by bi-lingual advisers.

A detailed evaluation of the Project is due to be published in November 2006.

1.31 Issues to be overcome in establishing the partnership

The following issues needed to be overcome in establishing the partnership:

· This was a new and formal working partnership. There was no history or experience of real partnership working between voluntary advice sector and local authority in this area. The latter are often a commissioner of services but are also in competition for funding to provide services with NWRS

· project costing differ – ACN needs to include management and overhead, and care costs – full costs clearly NWRS did not

· There were few resources due to the nature of project funding, contracting and commissioning of advice services to give time to build partnership between statutory and voluntary sectors.

· This area of work was a key target within the Local Area Agreements and subject to considerable attention.

1.32 Lessons learned from establishing the partnership

Key learning from this partnership included:

· The partnership of the two organisations achieved far more than “the sum of the two parts” – it encouraged learning, through self- evaluation and independent evaluation and new communities were reached

· it brought together complementary skills and abilities which brought significant added value to the project and developed respect between partners

· it had shared goals and vision and this led to real passion for the work and what it was trying to achieve

· clear roles for partners agreed at onset of project and reviewed and amended as necessary. Throughout it maintained the flexibility to change / amend project to face new challenges and needs

· regular 4-6 weekly meetings of all project staff, established clear leadership, carrying project vision, address problems speedily and reinforced duties and roles.

· each project was an equal partner from the outset which facilitated collaboration to achieve defined goals for service users 

· support from leadership of both organisations

· project met strategic goals of both organisations

· recruitment of appropriate skilled staff was a key to success of this project, but short term nature of project funding can leave significant impact on staff morale and lead to staff moving on and projects failing. 

DEBT AND WELFARE BENEFIT PROJECT PARTNERSHIP

1.33 Key Learning from Haringey CAB & the London Borough of Haringey

The Partnership faced a range of challenges, the most significant was:

 - high levels of mistrust between the CAB and the local authority as a result of the cases brought against the Borough by the CAB and the need to improve the confidence of local authority staff (providing the referrals) that the CAB was placed to undertake this work.

The Partnership overcame this challenge:

 - Through having very clear aims which were regularly communicated through the both organisations.

 - Joint working to develop the referral protocol to ensure ownership between both partners

 - Locating the service provided the CAB in local authority premises which facilitated better communications between staff, more effective referrals and informal contacts contributing to wider ownership and knowledge of the partnership.

1.34 Background 

Haringey Citizens Advice Bureaux (CAB), provides independent advice to residents in the London Borough of Haringey. An increasing number of enquiries to the CAB were down to the failure of the London Borough of Haringey to effectively administer the delivery of Housing Benefit and Council Tax Benefit. Residents were often wrongly threatened with eviction and repossession of their homes as rent and council tax arrears grew due to the failure of the local authority to assess potential benefit entitlement. Many of these tenants were the most vulnerable members of the community – older people, people with disabilities and mental health problems. Tenants with rent arrears were rarely offered assistance before being taken to court. There was poor liaison between the CAB and the relevant local authority departments.

The London Borough of Haringey is the 20th most deprived borough in England and the 6th most deprived in London. Unemployment is the 5th highest in London and 11th highest in Britain. The average gross weekly earnings in the borough are £400 per week as compared with a London average of £466 per week. 40% of Haringey’s population lives in wards that are amongst the 10% most deprived in the UK. In addition it is the 14th most ethnically diverse local authority in England
. Black and minority ethnic residents are over-represented in the most deprived wards. The Haringey Homelessness Review May 2003 found that 40% of the homeless interviewed lost their housing due to rent arrears.

In June 2002 Haringey CAB wrote a proposal for a project to reduce rent arrears and help resident remain in their homes. This was taken on board by senior housing officers and policy officers and funding from the local authority housing department was found to support this project. 

A partnership between Haringey CAB and London Borough of Haringey was established. The CAB would provide free, independent advice to tenants with rent arrears and later to leaseholders with service charge debts. These tenants/residents would be referred by London Borough of Haringey housing officers. Housing office staff who noticed arrears accumulating would offer the independent advice service to tenants. If they agreed, their details are sent to the CAB who would make an appointment at the local housing office to see on of three CAB advisers. This includes one Turkish speaking adviser. In addition, the CAB provides training on welfare benefits and debt to raise awareness among housing staff at to possible entitlements. 

1.35 Project Scale

The partnership arrangement between Haringey CAB and London Borough of Haringey started in August 2002 with two full time advice staff and increased to three full-time advisors in 2003. 

Following Haringey Community Legal Services Partnership analysis of need, resources were targeted to the east of the borough. These staff provide weekly benefit and debt advice sessions by appointment at three local housing offices (Turnpike Lane, Tottenham and Hornsey). 

Cases referred have grown from 167 cases in 2002-3 to 349 cases in 2004-5. Funding to Haringey CAB for 2005 -6 is £117,000. This represents a significant proportion of Haringey CAB income.

The project was able to identify shortcomings within housing benefit and council tax benefit administration as well as rent collection policy. These issues were taken up by senior local authority staff participating in the project and this enabled policy and practice in these operations to be improved.

1.36 Monitoring 

Monitoring of the project and the service level was agreed between the two partners and represented in an annual Service Level Agreement. It included the following requirements:

Haringey CAB was required to provide various statistics (including the number of referrals, cases closed, breakdown of clients by ethnicity, money gains information and type of issue). Targets were agreed between the two organisations as to the number of referrals and other work to be undertaken. The CAB was required to demonstrate that standards of service were met throughout the project period and to report on any issue(s) which affects delivery of the service. These do not represent onerous requirements and would be the type of data most CABx would be required to collect for their own membership of Citizens Advice and for other funders.

The local authority is required to provide the finance at the level agreed (including administration and management costs) to conduct a User Survey and set annual referral figures.

1.37 Customer Satisfaction

In 2004-5 75 tenants who used the service were contacted by telephone by London Borough of Haringey staff. This found:

· 93% of tenants were satisfied with how CAB resolved their issues

· 89% of tenants found the service easy to access

· 88% of tenants found the CAB advisers to be knowledgeable

· 83% indicated they would use this service again.
1.38 Aims and Intended outcomes

The project had three key aims:

· To provide targeted welfare benefits and debt counselling to vulnerable tenants in rent debt.

· To contribute as social landlords to the social inclusion agenda by helping maximise the income of most vulnerable client groups

· To enable Haringey CAB contribute and participate in London Borough of Haringey anti-poverty initiatives including Housing Benefit campaigns.

1.39 Projects achievements

1.39.1 Financial Gains

The table below illustrates the financial gains to clients from the partnership:

	Gains in
	2004/5
	2003/4
	Totals

	Weekly money gains:
	 £     17,165.00 
	 £    15,442.00 
	 £    32,607.00 

	Backdated benefit
	 £     61,233.00 
	 £    48,601.00 
	£  109,834.00 

	
	
	
	Cumulative Total

	Totals
	 £     78,398.00 
	 £    64,043.00 
	 £  142,441.00 


In 87% of cases arrears were lower than when referred to Haringey CAB. In the most recent report for 2004-5 arrears when referred totalled £220,396 and when cases closed totalled £104,923 this was a reduction in arrears of £115,422.


1.39.2 Reaching excluded communities:

From the ethnicity data collected in 2004:

Black or Black British:

63%

White British or Other White

15%

White non British


16%

(Turkish, Turkish Cypriot, Kurdish, Irish, Greek Cypriot)

Mixed




1.4 %

Asian or Asian British


3%
1.39.3 Policy and Strategy

Lessons from the project have enabled London Borough of Haringey to review and improve their benefit assessment procedures and review rent collection. Residents who have benefited from the project are reporting a more positive attitude towards the local authority that they now can see are willing to help them if they are having difficulties, not punish them. They report a willingness to use the service again if they have future problems. 

Increased rent collection has enabled greater investment. Savings are also made in reducing eviction costs and the social cost of evictions and homelessness. The project is to be included in future Anti-poverty, Community and Finance strategies as well as featuring in the Tenants Charter.

1.40 How the project contributes to local authority priorities.

Key priorities Community Strategy 2003-7 
 include the plans to: 

· Improve services

· Narrow the gap between the east and west of Haringey.

· Raise achievement in education and create opportunities for life long success.

This project has improved the quality of housing services and has ensured service providers work together to provide ‘joined up’ services. One of the key achievements of this project was residents gaining a more positive attitude towards the local authority. They are more willing to use local authority services in future. 

Advice workers provide a more holistic approach to problems and can ensure that people not only have access to help to address their rent arrears but also may be signposted to other public help and support services. 

The project focused on working in the poorest east of the borough of Haringey. These are some of the most deprived areas in the country. The project help reduce deprivation through maximising benefit entitlement, providing assistance to some of the most socially excluded communities in the borough as well as p=helping improve services in the most deprived areas to reduce service inequality. It has been found that there are potential knock on effect from advice and income maximisation including job creation through additional money in the local economy
 and access to jobs and training.

1.41 Issues to be overcome in establishing the partnership

London Borough of Haringey housing staff had to accept that the CAB staff provided a service and an expertise they were not in a position to provide. In addition, the CAB advisers become more aware of the role of housing officers. Both led to more positive relationships between local authority and CAB staff.

The CAB, like many voluntary sector agencies has limited resources and when there was long term sickness by project staff it was not possible to replace staff immediately. Clear and early communication of the problem helped address the issue satisfactorily.

The CAB costed the project based on the notion on ‘full cost recovery’. It was necessary for the local authority to meet the full cost of the partnership.

1.42 Lessons learnt from establishing the partnership

The project had clear aims which are continually communicated throughout both organisations. There is strong ownership in both organisations at all levels and strong commitment to achieve the project aims.

Regular monthly meetings involving all staff are essential for communication and to continually review and develop the operation of the project. For example, staff from both organisations developed the referral procedure together giving joint ownership. Policy and practice changes can be addressed more quickly.

Locating the advice service within the local authority premises enabled on going communication and greater understanding of the project function which led to increased referrals. CAB staff became known to local authority staff and it enabled new staff to become aware of the project.

Positive communication between the two organisations aims for a partnership of continual improvement and not based on a blame culture.

This has provided a good model for future projects between the London Borough of Haringey and other voluntary sector organisations and for CAB projects not only in Haringey but throughout the UK.

CONCLUSIONS
LESSONS FOR FUTURE PARTNERSHIP
1.43 Learning from the Partnerships

This section provides a summary of key lesson learnt by agencies through participation in partnerships. For brevity the partnerships studied are referred to simply by their location, that is, Breckland, Haringey, Neath and Port Talbot and Newcastle.

The overwhelming view is that partnership working is a success provided the lessons are heeded.

Commitment from the top is needed in all partners and must be demonstrated by presence, by speed and authority of decision making and appropriate delegation. Both Haringey and Newcastle projects highlight this with the former emphasising ownership of goals and the latter noting the need to be able to change and adapt to face challenges. All partners must demonstrate this if they are to be taken seriously by other partners and for the partnership to thrive. The Newcastle project stressed, that whilst resources and risk may differ between partners, all partners must be equal from the beginning in setting goals. As noted in the Improvement Network’s Top Ten Partnership Killers, tokenism and indecision can quickly destroy partnerships.

Closely related to the issues of commitment and ownership of goals are those of communication. All partnerships highlighted this with, for example, Newcastle having 4 to 6 weekly meetings and Haringey monthly ones. 

Issues around compromising independence and how well the envisaged work fitted with partners own aims and objectives were raised. Neath and Port Talbot were concerned directly about independence of advice givers and Newcastle stressed the importance of meeting all parties’ goals with specific reference to the objectives set by local authorities, in partnership with other key stake-holders, in their Local Area Agreements. Organisations need to be clear what their statutory duties, constitutions and public commitments are. If the work of any partnership conflicts with those, they must withdraw. Partners must equally be clear what is custom and practice in their organisation but can be dispensed with in the interests of effective working. Each partners’ ability to do this is a key indicator to other partners of their commitment to the venture. The importance of potential partners’ historic familiarity of with partnership working was picked up twice, by Neath and Port Talbot as the value of that experience and by Newcastle in (successfully) overcoming the lack of it. In both cases this related to the Local Authorities experience. 

The value of working with a broad range of partners was stressed particularly in Neath and Port Talbot. This can be challenging where potential partners do not have the greatest of respect for the others’ competence or approach. This will often be the case and is often complicated by a lack of understanding of the individual pressures partners and their staff may suffer. A strategy for addressing these issues is needed, particularly in the early stages before staff get to know each other and before there are results to show for the partnership’s work. Haringey for example demonstrated the result of a culture of continual improvement not blame. 

Location has an impact on both staff culture and service user perception. Local authority premises could be seen as the key to effectiveness as in Haringey or could be seen as a deterrent to service users as in Newcastle. Ideally, a partnership offers the opportunity to find both the most effective administrative base and the best service delivery point. 

In Breckland, the importance of managing the relationship with those who may feel themselves to be excluded from the partnership or may be suspicious of motives for forming a partnership was recognised. Addressing this could take the form of a wider consultative group or just frequent reporting of results and informal consultation.

The demand for good quality independent social welfare advice when it is delivered in an accessible way must not be underestimated. Both Neath and Port Talbot and Newcastle demonstrated the need for realistic targets for volumes of work and that an agreed strategy for managing demand is needed at the outset.

Recruitment of competent, experienced staff was stressed specifically by Neath and Port Talbot and Newcastle This, however, is problematic in short term projects. It staff are specifically recruited, recruitment is difficult and retention more so.  If they are seconded from partners, backfilling posts presents the same problems elsewhere. Competent and experienced staff are particularly important in short term projects where there is a need to obtain results quickly and less time to invest in staff development. This also impacts on the relationship with other agencies whose experienced staff or volunteers may be perceived as being “poached”.

There are a number of issues about funding and resources. An accurate estimate of the cost of all the resources, staff, equipment, accommodation, travel, hire of interpreters, etc. is important to the successful development of partnerships. Haringey’s bid was for full cost recovery. Breckland highlighted the difficulty of costing relatively small scale services under a Service Level Agreement and stressed the need for costing to be realistic and accurate even where full cost was not to be recovered. Projects not being funded on a full cost recovery basis need to have a clear understanding of where all the resources required are coming from. 

Large partners and particularly local authorities may be well placed to assist other partners in accurately identifying the full cost to them. Neath and Port Talbot demonstrated the value of a local authority with strong partnership experience which was able to assist them in costings and untangling the financial complexity of funding regime. Our observation is that agencies bidding under value, either through error or simply in order to present an attractive proposal will cause long term problems for themselves and their partners. 

The whole range of issues about short term funding surfaced and this is perhaps not the place to rehearse them all - but the following points should be made:

· The conflict between long term work with service users and the short term nature of the funding was raised in Neath and Port Talbot. 

· It is difficult for potential partners to commit themselves and their staff to a project if their own core funding is not secure. 

· In Newcastle in particular the issue of outputs of any short term funded project not being delivered for the full duration of the project was raised. There will be a lead in and wind down periods. Their perception was of resources progressively decreasing.

There are quite complex issues relating to scale. These relate both to the size of the partners and to the size of the projects.

· In Neath and Port Talbot the dichotomy between a seemingly desirable regulatory “light touch” and the consequent lack of hard data to help specify changes in service design was illustrated.

· In Breckland the lack of in depth monitoring was felt appropriate to the value of the project (£3,000)

· Haringey drew attention to the difficulties of small agencies when faced with unscheduled absences – a clear understanding of these issues and agreed strategy to cope with the consequences is needed, especially where partners of widely varying size are involved.

1.44 Recommendations 

On the basis of the findings from these case studies we use this section to make the following recommendations to inform the planning and management of future partnership work.

1. Discussion with potential partners should begin as early as possible, identifying who the partners could be. Potential service users should be identified at this stage and included in discussions as far as possible.

2. The nature of partnership needs to be explored and understood, especially when one partners is large public body such a local authority and the other may be a small voluntary group. Neither party may have much experience of working in partnership with such a different type of organisation. Whilst there may differences in resources and risk between partners, all partners must have an equal role in service design, specification and ongoing development.

3. It is important to have genuinely agreed aims and detailed objectives both to guide the management of the partnership and to enable its success or otherwise to be assessed.

4. Those aims must be compatible with, but not necessarily identical to, those of all the partners. The objectives for the partnership should contribute to the achievement of the objectives of the individual partners and of wider objectives such as those of the Local Strategic Partnerships.

5. Partners’ strengths should be exploited. Partners should openly declare what they are good at and what they are not and use the partner best able to deliver. The diversity of both skills and approach are what enable partnerships to achieve what individual agencies could not.

6. All aspects of the partnership should be appropriate and proportionate to the scale of the work being undertaken. Most useful methodologies are scalable but are often applied in the same way to £30,000 projects as they are to £3 million projects.

7. Clear management lines are needed in all partners and this must include identifying managers whose job it is to give leadership and direction to the partnership. These must be sufficiently senior to make decisions and correctly placed to have ongoing involvement. All issues such as grievance, disciplinary, sickness reporting, etc. must be agreed across the partnership – usually this very simple but it must be clear to all involved, especially where staff are recruited specifically to a project.

8. Effective communication both laterally between partners at all appropriate management and front line levels and vertically within the partner organisations is imperative. Structures should be put in place to ensure that it actually takes place. It should not be assumed that co-located staff or peers in different organisations actually speak effectively to each other. There is no real substitute for face to face meetings or issue based workshops but these must be effectively chaired with clear agenda and have at least their decisions recorded. 

9. Clear documentation is needed to guide staff, particularly when staff changes occur and for the resolution of disputes.

10. There is nothing wrong with changing objectives – but the changes must be agreed and recorded.

11. Funding must be fully and openly explored. Where an advice agency is bidding for less than the full cost, it must be clear that the resources do exist to support the project without damaging the agency’s core work. Under-bidding often leads to under-delivery. 

12. Whilst we support the principle of full cost recovery in funding provided to voluntary sector organisations and welcome moves from some public sector bodies in this regard, there are corresponding responsibilities upon the voluntary sector. In too many cases financial information from the case studies was limited and the financial benefits of project outcomes were not prepared with sufficient rigour.

13. Where short term funds are used with no intention is to mainstream the project if it succeeds, a realistic exit strategy is needed and must be understood by all partners.

14. Staff culture issues need to be explored and addressed. There is often a lack of understanding of the very different pressures on the partners and not infrequently a lack of respect for the work they do. These can be addressed through informal meetings, open days or exchanges for staff. Careful choice of location for delivery of the project and structured ongoing communication at caseworker level will assist in removing these barriers. It goes without saying that care must be taken to dispel and not confirm any prejudices in this process.

15. Skills exchange and staff development should form part of the life of a partnership and these should be planned and documented. The value to individual’s career or personal development should highlighted to staff and should be reviewed with them.

16. Monitoring the work of advice partnerships would be vastly simplified by the adoption of some agreed output measures. Measurement of the real impact depends on the development of standard outcome measures. The development of nationally recognised measures for advice outcomes would greatly simplify monitoring of projects with a large advice content. This is probably of particular importance in small projects where the external reporting requirement may be small.

17. Trust is the vital to effective partnerships. Many of the issues above are ultimately aimed at developing that trust.

APPENDICES

Methodology

1.45 Methodological Overview

It was agreed the research should focus upon four or five specific locations. The selection of these study areas was based upon a matrix of key characteristics that could be tested in the research and included consideration of the following issues: 

· By client group – where partnerships have been developed to reach specific communities. 

· By method of delivery – where the partnership has been developed to deliver a service using a specific method. 

·  By subject area – where the service is designed to address a particular area of law or area of local concern (e.g. .as part of a regeneration scheme).

· By method of procurement – where in one area the partnership is based upon adapting a grant-aid agreement and in another is as the result of a tendering process. 

· By presence or absence of other parties – this could include an area where there are other parties involved in commissioning (e.g. the Legal Services Commission, local Primary Care Trust etc.) or where the service is delivered by a consortium of agencies.

· By location – to ensure a good geographical spread across England and a mix of urban/rural and coastal areas. 

It was planned that each locality study would consist of the following core activities:

· Review of performance data, contracts/service level agreements –including analysis of performance against contract/service level agreement, unit-costing analysis and examination of any data on outcomes for clients (e.g. benefits secured, homelessness prevented etc.). 

· Interviews with key stake-holders in the locality to include the lead local authority officer and potentially other advice providers, other Council departments in contact with the service (e.g. Housing Benefit), other referral bodies.

· Interviews with bureau managers and advice staff – semi-structured interviews to include an assessment of the way in which the partnership operates and the strengths and weaknesses of the current approach.

1.46 Participating Partnerships in this research project

	Area
	Location
	Partnerships 
	Clients 
	Methods of Delivery

	London Borough of Haringey
	Urban

London
	LB Hackney Housing Dept and Haringey CABx
	Council Tenants.
	Benefit and debt advice to tenants with arrears referred by housing staff to CAB project. Reduction in court action, prevention of repossession and income maximisation.

	City of Newcastle 
	Urban

North East
	Age Concern and Local Authority Welfare Rights Department.
	Older people
	Pension credit take up

	Norfolk
	Rural/ East
	Wymondham CAB & local authority
	Benefit and debt advice to prevent repossession and homelessness.
	

	Wales
	Rural/ Wales
	Neath CAB

Neath Port Talbot City Borough Council
	Unemployed user’s adult learning centres.
	Advice workers in adult learning centres to assist develop return to work skills and benefit advice and income maximisation for return to work.


1.47 Changes to the Methodology

1.47.1 Selection of the agencies

It proved more difficult to identify and recruit agencies willing and able to participate in the research in the given time span. Many agencies find themselves under considerable pressure to maintain service delivery and manage the quality of services whilst continually having to seek funding and other resources.

1.47.2 Data provided

Whilst many agencies were willing to provide much of the secondary data required, some where unable to provide all data requested. In some cases this is due to the fact the partnership work was still on going. Evaluation and other performance reports had not been completed. In some cases, the sensitive nature of financial and other information, in particular in regard to service costs, did not lend this to being made publicly available.

1.47.3 Work with intended beneficiaries

There had been an intention to undertake focus groups with clients of the partnership services but it did not prove to be practicable to contact former service users when most projects had undertaken fairly significant service user evaluations. Where suitable, the views of the services were sought by other relevant stakeholders such as local voluntary organisations.

1.48 Data Collected

The main sources of evidence for this study was information gathered during visits to each project and through detailed interviews with the lead staff member of each project.

1.48.1 Neath CAB & Port Talbot County Borough Council

· Data from LSC report Causes of Action.

· Melyincryddan Community Conference. Melin Matters. Neath East Community Magazine. Spring 2006.

· Neath and District Citizens Advice Bureau (Dave Daniel). New Learning Network Report 2006‏.‏
· Neath and District Citizens Advice Bureau. Annual Reports 2002-2005 and statistics.

· Neath Port Talbot Community Legal Service Partnership Mapping of Information Strategies within Neath Port Talbot.

· Neath Port Talbot Community Legal Service Partnership. Neath Port Talbot Citizens Advice Bureau Service and the New Learning Network. Revised Development Proposal - 20th March 2001.

· Neath Port Talbot Community Legal Service Partnership. Partnership Objectives and Action Plan.

· Neath Port Talbot Council for Voluntary Service. Phase 2 New Learning Network planning documents.

· Neath Port Talbot County Borough Council. Neath Port Talbot Community Plan 2005 -2015.

· Neath Port Talbot County Borough Council. Positive Futures. Towards a Valleys Strategy. Consulation Documenmt September 2005.

· Neath Port Talbot New Learning Network. Learning for life. A guide to support, guidance and financial help for learning or work.

· Neath Port Talbot New Learning Network. News Bulletins 2003 -2005

· Port Talbot Citizens Advice Bureau. Annual Report 2004-2005.

· Port Talbot Citizens Advice Bureau. The New Learning Network Project. Report October - December 2005.

· View (Glynneath) Ltd. Annual Report 2005.

1.48.2 Wymondham, Attleborough & District CAB & Breckland District Council

· Wymondham, Attleborough and District Citizens Advice Bureau. Annual report 2004 -2005.

· Breckland District Council. Homelessness Strategy Review 2006.
· Breckland District Council. Service Level Agreement with Wymondham, Attleborough and District CAB.

1.48.3 Age Concern & Newcastle Welfare Rights

· Neighbourhood Renewal Fund Expression of Interest

· Draft Evaluation Proposal

· Age Concern Newcastle Annual Report

· Notes from Partnership Meetings

1.48.4 Haringey CAB & the London Borough of Haringey

· Service Level Agreement

· CAB Annual Report and Business Plan

· Evaluation undertaken by London Borough of Haringey

· Report on placement at CAB by officer of the ODPM

· Monitoring reports and data.

Contact Details

Projects featured as case studies can be contacted as following:

Haringey CAB: markos9212hacabx@aol.com
Age Concern Newcastle: tracy.mciver@acnewcastle.org.uk
Neath CAB: 44 Alfred Street, Neath, Wales. SA11 1EH. 01639 635545.

Wymondham, Attleborough and District CAB: www.wymondhamcab.org.uk
� BVI 177 Percentage of authority expenditure on community legal services:


Total amount spent by local authority on advice and guidance services provided by external organisations;


Percentage of money spent on advice and guidance services provision given to organisations holding the CLS Quality Mark;


Total amount spent on advice and guidance provided directly by the authority in the area of housing, welfare benefits and consumer.


� ‘Making it Real: A report of the pilot partnership improvement programme with voluntary and community organisations and local authorities’. IDeA. June 2006.


� From an interview with Helen Hughes, December 2005. Published on the IDeA’s website: � HYPERLINK "http://www.idea-knowledge.gov.uk/idk/core/page.do?pageId=1361705" ��http://www.idea-knowledge.gov.uk/idk/core/page.do?pageId=1361705� 


� Press Release from the Compact Organisation, 30th August 2006.


� “Built to Last” Conservative Party, 2006.


� � HYPERLINK "http://www.biglotteryfund.org.uk/prog_advice_plus?fromsearch=-uk" ��http://www.biglotteryfund.org.uk/prog_advice_plus?fromsearch=-uk� 


�National Standards, Local Action (DH, 2004).


�  � HYPERLINK "http://www.improvementnetwork.gov.uk/imp/aio/11465" ��http://www.improvementnetwork.gov.uk/imp/aio/11465� 


� Under Objective 1 available for those areas in the EU with less than 75% of the average EU Gross Domestic Product.


� Neath Port Talbot County Borough Council. Neath Port Talbot Community Plan 2005-2015. P21


� ibid. P 30


� Neath Port Talbot County Borough Council. Positive Futures. Towards a Valleys Strategy. September 2005.


� Annual Survey of Hours and Earnings (2004) nomis statistics


� Breckland District Council. Homelessness Strategy Review 2006


� P 20 Breckland District Council. Homelessness Strategy Review 2006


� Fearnley, Jim (2005):‘Summary of research into the impact of social welfare advice and obstacles to advice and entitlements’.


� Kemp, Miranda (2003): Serious Benefits – the success of CAB benefit take-up campaigns. London, Citizens Advice.


� Barnard, H & Pettigrew N. (2003) ‘Delivering benefits and services for black and minority ethnic older people. London. DWP. Research Report No. 201. 


� London Borough of Haringey (April 2004).’The State of the Borough. An economic, social and environmental audit of Haringey’. 


� Haringey Strategic Partnership (April 2003). Haringey’s Community Strategy April 2003-2007.


� Glasgow Welfare Rights service. Fraser of Allender Institute. 2001.
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