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Executive summary

This guide is one of a series which cover the leading principles of Equal. It is produced by the GB Equal Support Unit (ESU) to help Development Partnerships (DPs) get the most out of taking part in the initiative. It is based on the experiences of current DPs, from previous EU Initiatives such as EMPLOYMENT and ADAPT, and from other successful projects which have lessons to offer. 

Partnership is one of the most successful aspects of Equal, providing a rich source of innovation. As part of this, partnership can play a key role in equal opportunities and empowering disadvantaged groups. Partnerships evolve over time and you should not underestimate the amount of support partners need.  

The role of partnerships 

Partnerships take many different shapes and sizes, following different purposes and with different arrangements for their governance. There are a number of approaches to their structure and formality; Equal DPs tend to lie somewhere in between ‘centralist’ model where all decisions are taken centrally, and the ‘hub and spoke‘ model where decisions are co-ordinated at the ‘hub’ but all the bodies involved (the ‘spokes’) have different levels of authority.

Working in partnership opens up opportunities, including access to new ideas, expertise, networks, markets and target groups. For Equal, DPs are at the heart of dealing with inequality in the labour market. Key to this is empowering  disadvantaged groups, which often means bringing together statutory, voluntary and community-sector organisations.

The importance Equal places on partnership is illustrated by the significant time and resources it expects you to devote to developing your partnership during Action 1, and to support and maintain your partnership in Actions 2 and 3.  

Getting started

Your time will be well spent at the outset by getting the mix of partners right and remembering that the membership of your DP is likely to change during its lifetime. You need to balance complexity and effective management when you involve decision makers, local stakeholders and specific beneficiary groups from the public, private, voluntary and community sectors. When you have identified partners, you need a planned process of involving them (bringing them ‘on board’). 

The Development Partnership Agreement (DPA) provides a formal focus for agreeing roles and responsibilities, but you need to make expectations clear before you get to this stage, especially for those not experienced in ESF. 

Developing the Partnership

Setting a clear vision which covers your DP’s purpose and values, can help deal with the complexities of working with partners. You can then break this down into detailed work plans. Leadership is important to make sure your partners are committed at all levels, but you also need to balance the need for democratic representation by listening to your partners. You should make the most of opportunities to promote equal opportunities and empowerment through partnership. This may involve taking special steps to support community and voluntary-sector partners.  

Within different partnership structures, it can be helpful to distinguish between strategic and operational roles. It is easy to underestimate the staffing requirements of Equal and delays in appointing staff can stop momentum building up. 

Making your Partnership effective
Communication is key to the success of dynamic and complex partnerships which evolve over time to include a range of organisations and activities. You should use different methods (for example, face to face or electronic) in a targeted way. You should also use different approaches to maintaining partners' involvement and continuity. You should plan for change and conflict by using risk assessments and transparent procedures. Monitoring and evaluation can provide an important tool in partnership development and you should support this with face-to-face visits to partners wherever possible.   

What happens next?

You need to consider sustainability and exit strategies (ways of winding up your DP)  sooner rather than later. When you consider sustainability (the current and long-term view of your DP), you should see it in terms of the impact of the DP as well as the DP itself. The exit strategy will help you to think about and research alternative sources of finance and the opportunities and scope for further work with others. Winding-up issues include keeping and storing key records from each year of the programme, and deciding how your agreement on intellectual property rights (IPR) will be maintained.

The overriding message from Equal DPs has been that effective partnerships take time to build and consolidate and that substantial resources are required for their ongoing development. 

The following are key points to keep in mind in setting up, developing and seeking to make your partnership effective. 

· Identifying partners: You should invest time early in making sure that you know who the right organisations are for your DP. These partners should have the skills to deliver all of the roles you need, and be focused on achieving your shared objectives.  This is likely to include a mix of partners from different types of organisations – delivery, target group representatives, policy makers and so on.

· Getting partners on board: You should plan and take active steps to make sure you fully involve partners.  

· Getting agreement: It is important that all your partners formally agree on matters such as roles and responsibilities, finances and IPR.  You should accompany this with briefings and support on your DP's processes and procedures as well as the Equal rules, regulations and leading principles.
· Dealing with complexity: Time is well spent agreeing a strategic vision, to include the purpose and values of the DP. From this, you can then develop your DP’s aims and overall work plan linked to your individual partners’ work plans.

· Leadership: Leadership should involve setting up processes so that all partners play a full and active part in your DP.

· Equal opportunities and diversity: You need to consider how you will make sure that the whole partnership works actively to promote equal opportunities and diversity, and empowers disadvantaged groups and organisations. You should include steps for partners from the voluntary and community sectors to play a full part in the DP.

· Structures and roles: All partners need to be involved in defining and agreeing structures, roles and responsibilities in the early stages of your DP. You should take into account each partner’s time, expertise and resources.  You need to organise your DP to fulfil both strategic and operational functions by establishing  steering and working groups.

· Staffing partnerships: You need to staff your DP as quickly as possible, with job roles being clearly defined, at the start of each Action.  A full-time DP co-ordinator or manager is likely to be the most effective way of managing the day-to-day operations, supported by other specialist posts as required.  You should not underestimate the resources required to monitor, administer and support the partnership, particularly if the number of partners is high and geographically widespread.  

· Communication: Don't underestimate the time good communication takes. Frequent, focused and positive communication using a variety of means (not just e-mail) will help to encourage the commitment, understanding and enthusiasm of your partners.  

· Maintaining partners’ involvement: You need to continually review the  partners’ ownership of and commitment to the DP and how they are working together.  Make sure that all your partners always have the opportunity to express their views.

· Maintaining continuity: Identify strategies to minimise any disruption caused when key individuals move on.  Make sure that your DP is able to cope with staff changes.

· Dealing with change and conflict: You need to develop open and transparent procedures for managing change and conflict. 

· Monitoring and evaluation: Invest time and resources to establish effective monitoring and evaluation systems and activities. Partners need high levels of support and guidance so they can contribute effectively to these activities.

· Sustainability: You should consider the sustainability of the partnership from an early stage, whether the aim is to maintain the DP only while you are receiving  Equal funding or on a longer-term basis.

· Exit strategy: You should include how you will disband the DP as well as identifying alternative opportunities and scope for working with partners in future.

1 Introduction to this guide 

Equal exists to encourage innovative solutions to employment and social problems which are difficult to solve. It provides support for applying new ideas to learning, sharing and international partnership. But it is also based on a number of principles at the heart of the values of the European Union – transnationality, democracy, diversity and creativity. 

This guide is one of a series we, the GB Equal Support Unit (ESU), have produced to help Development Partnerships (DPs) get the most out of taking part in the Equal initiative.  It seeks to take these ideals and show what they can mean in practice - for the benefit of both DPs themselves, and the programme as a whole. 

The areas already covered by the guides are:

1 Transnational working

2 Partnership working

3 Empowerment

4 Equal opportunities

5 Innovation

6 Mainstreaming and creating impact.

Each of the guides is firmly based in real experiences - from current DPs, from previous EU initiatives such as EMPLOYMENT and ADAPT, and from other successful projects that have lessons to offer. Throughout, the series connects the underlying principles in each guide to actions that demonstrate their real value in practice. 

The examples used are drawn from work that has already achieved positive results, or shows considerable promise - and in all cases there is a focus not only on what was successful, but on how it was done and what else needed to be in place for it to work. Examples are drawn from areas relevant to each of the different Equal themes, although many of the lessons apply equally to all. 

Our aim is to inspire and to inform and we  would greatly value your comments and any ways in which we  can  make them more useful and relevant to the work of DPs.

2.1 What do we mean by good practice?

The term ‘good practice’ is often used to mean effective practice, practice that promises results or best practice, when in reality these terms all mean slightly different things - as shown in the box below. 

Within this guide we have included examples of all four types of practice, as well as some other examples of effective practice that you may want to consider adopting if you recognise that your DP is similar in structure and composition.     

Good practice – When something is working well and can be used elsewhere. 

Promising practice – When practice is in the early stages of development and has yet to be evaluated. 

Effective practice – When something is working well but can only be achieved under similar conditions.

Best practice – When something is working at the highest standard (that is, ‘better’ than good practice).

The practical examples and case studies provided will help you to evaluate your own intentions and the impact that you can achieve.

2.2 The research behind the good-practice recommendations in each guide

Each guide draws on research we have carried out. We started by identifying other programmes and projects from across the UK and Europe where principles of innovation, equal opportunities, empowerment, partnership, mainstreaming and transnational working also play a key role. 

We collected information from the Equal DPs from a range of sources, such as Development Partnership Agreements, evaluation strategies, and materials collected during support visits and workshops. We added to this information by specific visits or phone interviews with DP managers and partner representatives. 

The guides also take into account material collected by the programme evaluators GHK during the GB Equal mid-term evaluation.  Where included, we have referenced this material.  You can find a summary of the report on the GB Equal website: www.equal.ecotec.co.uk

So, the findings we used to draw together these guides are from wide-ranging experience and practice. Each guide aims to encourage DPs to meet your responsibilities at community and individual levels, and to promote mainstreaming of good practice also at regional or national levels. 

We acknowledge the time and help provided by DPs and other specialists in providing case studies and comments on the examples used and on the good practice principles embedded in the recommendations.

You can find more information about the GB Equal programme on our website at:

www.equal.ecotec.co.uk
2 The role of partnerships 

Partnerships take many different shapes and sizes, following different purposes and with different arrangements for their governance. There are a number of approaches to their structure and formality. This chapter reminds us all why working in partnership is a good idea, drawing on experience from other areas as well as the real life experiences of Equal DPs.

2.1
The partnership model

In the 1990s, partnership became the model for public policy and was seen as a way to improve effectiveness through developing shared agendas.  Although working with partners is not a new concept in the public sector, its scale and scope have grown substantially. Examples include introducing Local Strategic Partnerships for neighbourhood renewal, co-financing partnerships within ESF and the recently announced Regional Skills Partnerships.

Partnerships tend to be treated as a single concept, but they vary considerably in their size, structure, scope, objectives and culture. There are a number of ways to categorise them, including the way they approach problems. 

· The agency approach - this is a response to an identified need but is more concerned with designing or allocating resources rather than directly delivering  services to the target group. SRB (Single Regeneration Budget) partnerships are an example of the agency approach.

· The brokerage approach - this approach provides a support structure for local agencies and groups. Its main roles are planning, co-ordinating, supporting, facilitating and lobbying. An example would be Local Strategic Partnerships.

· The delivery approach - this a response to a lack of locally-based services or insufficient mainstream provision. The partnership designs, develops, funds and runs the service, usually on a fixed-time, pilot or demonstration basis. Equal partnerships are likely to adopt the delivery model.

The mid-term evaluation of Equal (GHK 2003) identified the two models most widely used in the programme currently, which could apply to any of these approaches.

· The ‘centralised’ model: This is common among smaller DPs and typically involves a strong core steering group which drives the DPs’ activity

· The ‘hub and spoke’ model: Larger DPs have often developed more complex structures involving a number of sub-groups which have been given different levels of delegated authority related to specific aspects of the DP.

The majority of DPs lie somewhere in between ‘centralised’ and ‘hub and spoke’ models depending on the scale and scope of their activity. All face similar  management, communication flows, monitoring and evaluation issues which are covered in this guide. 

2.3 Why work in partnership?

Before embarking on an Equal partnership, it is worth highlighting some potential benefits beyond a necessity to access Equal funding!

Working as a partnership opens up opportunities that otherwise would not have existed or would not have been as beneficial for the organisations involved. These opportunities, which can benefit both the organisation and their staff, include the chance to:

· access new ideas and expertise;

· access new networks, markets and target groups;

· influence policy and decision makers;

· access new opportunities for funding;

· share and build skills and experience;

· build capacity;

· pool finance and resources;

· benchmark;

· minimise and share risk; and

· raise the organisational profile.

But the rationale for working within an Equal Development Partnership goes far beyond the benefits to any individual organisation. Equal DPs are the fundamental mechanism for achieving the overall objectives of the Equal programme to address  inequality in the labour market.

2.4 Partnerships in Equal

Equal works by bringing together the key players in a geographical area or sector. Current Equal DPs range from four to 40 organisations and they are responsible for designing, delivering and disseminating a programme within a particular Equal theme in the European Employment Strategy (EES). 

To make sure your work programmes have maximum impact, you are expected to involve relevant parties from the public, private and voluntary sectors, including smaller organisations and those representing disadvantaged groups. The importance Equal places on partnership is illustrated by the significant time and resources it expects you to give to developing your partnership during Action 1, and keeping it going throughout Actions 2 and 3. 

The differences in size and membership of DPs is illustrated by the following examples.

· Large national partnership: Voices Without Frontiers/Community Media DP

This DP is led by the Community Media Association, which is a membership association of 220 community media associations. There are 26 other partners, the majority from the voluntary and public sectors, including local and national organisations.

· Small national partnership: Building Opportunity through Workplace Learning

Led by the TUC, this DP is made up of five other partners, all operating at national level: the Basic Skills Agency, the National Learning and Skills Council, Ufi Ltd, the Scottish TUC and the TUC Educational Trust.

· Large local partnership: Kent Equal Employability Partnership

The KEEP DP is made up of 15 organisations based in Kent and representing the public, private and voluntary sectors. The lead partner is Kent County Council.

· Small local partnership: Solent Community Development

This DP is led by Portsmouth Housing Association and is made up of two local authority partners (Southampton and Portsmouth City Councils), two voluntary sector organisations (TWICS and Portsmouth and South East Hampshire Community Work) and a social enterprise (Community Solutions).

Whatever the size and membership of a partnership, there are common processes and issues which lead to the good practice. These are highlighted in the following sections of this guide.

3 Getting started

The importance of partnership in Equal is reflected by the emphasis during Action 1 on building and refining the Development Partnership. The way in which partnerships are set up is critical to their overall effectiveness and impact during implementation. This chapter looks at the challenges, issues and good practice in establishing an Equal DP.

3.1 Identifying partners

When you are identifying partners it is important to keep focusing on what you are trying to achieve overall, and time is well spent at this stage getting the mix right. While around half of existing DPs involve partnership arrangements that are already established, most needed to involve at least one new partner.

In addition, the nature of Equal means that the membership of the DP is likely to change during its lifetime. You may anticipate some changes, for example, if a partner joins for a specific element of the programme with a particular timeframe, or the changes may be unexpected.  The mid-term evaluation of Equal revealed that 68% of DPs made some form of change to the way the partnership was made up  during Action 1, with around 50% making further changes during Action 2. So, your partnership needs to be flexible enough to be able to deal with partners leaving and new partners coming on board. 

The size of your partnership depends on the scale and nature of the activities you are carrying out. As a guide, in the first round of Equal, the average number of partners in a single DP was about 10, although the range varied from three partners to over 40.  You need to consider who needs to be in the partnership to make sure your DP can deliver its aims, balanced against how you are going to manage your DP.  

Your ideal partners may include decision makers, local stakeholders who can deliver the services you need, other organisations with shared aims or specific beneficiary groups. These can be drawn from the public, private, voluntary and community sectors. It is important that each partner has something concrete to contribute to the DP, and is clearly ‘adding value’.

Tip:  It is worth investing time to make sure you have the right mix of partners from different types of organisations with different roles, all focused on achieving shared objectives.
The Building London Creating Futures DP is an example of a DP that has successfully included a broad range of partners with different roles. 

Partners from public, private and voluntary sectors

The Building London Creating Futures DP aims to train and re-train disadvantaged groups so that they can access opportunities in the construction industry around London as part of a local skilled and mobile workforce. The DP has a comprehensive partnership in place, including partners from the public, private and voluntary sectors. It includes vital strategic partners and, most importantly, major employers, including Mace Ltd, Bovis Lend Lease, Rail Link Engineering, St Georges PLC, Muallely Ltd and Metropolitan Housing Trust, whose commercial knowledge is used to make sure that developments are relevant to the marketplace.

Building London Creating Futures DP 
Some stakeholders and other interest groups may not need to be formal members of the DP.  Although the key decision makers and deliverers will form the core, a wider network, as set out in the Workforce Futures Partnership example below, can provide valuable advice and expertise.

Identifying and involving stakeholders

The Workforce Futures Partnership DP launched its stakeholders’ group in October 2002 with 90 organisations represented at the launch event. It is anticipated that the final stakeholders’ group will include the main sub-regional policy makers, local authorities, intermediary organisations and organisations representing the target groups. The DP intends to recruit and train representatives from the stakeholder 'pool' to carry out Stage 2 of its research programme; they see this as a good way of getting the stakeholders actively involved and to see the research outcomes first hand. The Stakeholder Group may be invited to further meetings or the DP can communicate interactively through newsletters or the web.

Workforce Futures Partnership DP

To make sure you bring your identified partners on board smoothly, you may find the following suggestions helpful:

· involve them at an early stage;

· agree suitable communication methods with them;

· agree a clear timetable for meetings, action and feedback; 

· circulate papers well in advance of meetings;

· respect confidentiality, making sure that organisations know when information is being shared on a confidential basis, or that ideas are being shared for consideration; and 

· clarify detail, for example whether expenses will be paid to organisations. 

Tip:  Plan and take active steps to make sure you bring partners on board.

You need to remember that you cannot subcontract your main activities to organisations that are not members of your DP. 
3.2  Agreeing roles and responsibilities 

The lead partner takes responsibility for the overall delivery of the work programme, and, most important, is the accountable body for the DP. The roles and responsibilities of all organisations involved in partnerships will evolve over time, but the earlier you discuss and agree these, the better.  

Action 1 provides the opportunity to confirm the partnership, both national and transnational, and refine plans put forward in bid documents through additional research, consultation and discussion.  You can then formalise these plans through the Development Partnership Agreement (DPA) and the Transnational Co-operation Agreement (TCA) for Action 2 and the Mainstreaming Partnership Agreement (MPA) for Action 3.  

The key point here is that partners need to be clear about what is expected of them, as well as what they might expect to gain from being involved in the DP, especially if some haven’t experienced ESF before.  For existing DPs, explaining the overall principles of Equal and the monitoring, evaluation and record keeping requirements, have proved to be common sticking points. The lesson from existing DPs is that you shouldn’t underestimate the amount of time this takes, especially in terms of face-to-face contact and support. 

The Agreements for all Actions set out the commitment between the partners and the lead partner on all key areas of the domestic and transnational work programmes such as outputs, quality, match funding and expenditure. They should also include issues such as communications, making sure that partners are briefed on ESF rules and regulations, and Intellectual Property Rights (IPR). You should discuss and agree IPR agreements as early as possible in the partnership, if necessary seeking legal advice.  Along with partners’ work plans, the Agreements act as a reference point for monitoring and evaluating partners’ progress. You can also use them as a way of determining whether partners have met their obligations and whether you should pay them.  

Many lead partners of Equal DPs recommend setting up further agreements with each individual partner, using the DP Agreement as a basis.  One DP has even included a contractual obligation for partners to attend meetings; this was monitored and issues of non-attendance were then dealt with!  The formality of these agreements can seem a bit overbearing, but most DPs find them useful in formalising partnership arrangements and providing clarity and a back-up if  unforeseen problems arise. The example from EQUIPE below sets out what a partnership agreement might cover. 
What to include in your partnership agreement

The lead applicant for EQUIPE, the University of Gloucestershire, have an agreement with each partner that covers outputs and liabilities. This was developed to meet the requirements of Equal from a contract used by an ADAPT project involving over 50 partners, managed by Learning Alliance South West (LASW).

Part 1 is a schedule of costs and outputs, signed by both parties, and covers: 

· financial information on the total costs to be incurred by the partner and the breakdown of these between ESF and match funding; 

· the agreed cost profile; 

· the numbers of beneficiaries and their expected achievements by year; and 

· the numbers of non-beneficiary outputs and dates of completion. 

Part 2 is the terms of the agreement and covers: 

· an outline of the EQUIPE DP; 

· agreements by the lead partner covering:

· ESF requirements; 

· providing financial information to the partner; and 

· communicating and working together;  

· agreements by the partner covering: 

· work to be carried out;

· information to be supplied to the contractor;

· records and access;

· how they will manage the contract;

· advertising, publicity and promotion;

· the contractor’s status;

· outcomes and standards that can be measured; and

· evaluation, dissemination and audit; 

· the financial aspects covering payments; 

· dealing with conflict (conflict resolution); 

· liability; 

· modifications to and ending the agreement; and 
· ownership of outcomes. 

EQUIPE DP

Partners need to be fully aware of the procedures and requirements and what these mean in terms of their own responsibilities. (You can find more details about the rules and regulations for monitoring requirements of the Equal programme in our  Guidance Note on Monitoring and Record-Keeping.) This awareness is critical since, with funding streams such as ESF, funding could be withdrawn if partners do not keep to the procedures and requirements. 

An effective way of raising partners’ awareness is to prepare briefing papers and reference materials, which clearly set out, step by step, the rules and procedures that underpin your DP’s work. A financial-systems handbook, supplemented by forms and templates for recording data, is particularly useful. One DP produced a summary version of the DPA for partners which was well received. 

In addition to written documentation, it is good practice for the lead partner to visit all partners to make sure that their systems and procedures will fit with the reporting requirements of the Equal programme and to make sure that they fully understand the programme's rules and regulations. Briefing and training events may also help here, where good practice can be shared across the DP.  

Tip: It is important that all your DP partners formally agree on matters such as roles and responsibilities, finances and IPR. You should accompany this with briefings and support on your processes and procedures as well as Equal rules and regulations.

4 Developing the Partnership

After the ‘start up’, you will face a new set of challenges in the on-going development of the partnership. This chapter looks at some lessons in developing partnerships on an on-going basis.

4.1 Dealing with complexity

Partnerships are complex and dynamic structures, involving a range of individuals, organisations, ideas and interests. The complexity may help you to achieve your objectives, but the experience of Equal DPs is that this complexity should not hinder  effective decision making. 

One way to keep your DP on track is to develop a clear strategic vision, defined and agreed by all partners. You can then refer to this when the partnership seems to be getting bogged down in operational issues. So, while developing a vision may seem time consuming at first, the process of developing and agreeing it will bring your partners together, especially when they are from different backgrounds, and will serve you well in the long run.

The following points should help to developing your vision.

Purpose: What are the reasons for going into partnership?  This should include your partnership’s ultimate goal, even if at this stage you cannot measure it. You should also identify what makes the partnership innovative.

Values: What does the partnership believe in? This may include ethics and ways of working. These values influence how the partnership conducts itself and how it responds to external agencies, by identifying appropriate standards, policies and procedures.

Once the vision is in place, it should be easier to develop your aims and work plan. This will help test the vision and translate the complex work you have to carry out  into tasks, time scales and resources that you can deliver. In addition, the work plan provides a key reference document for monitoring your DP’s progress and performance, and the final effectiveness of the DP. As part of this, it is helpful to break down the work plan in terms of each individual partners’ roles and responsibilities. The example below shows how Creative Renewal did this. 

Developing the vision 

The Creative Renewal DP worked on its vision over 18 months. Initially Metier, the lead partner, started with people that it had worked with through other partnerships, but it later included extra partners (with an emphasis on grass-roots organisations), which meant the process took a long time. This approach changed the vision.  Metier believes that the vision now agreed provides the DP with a clear purpose, based on shared values appropriate to the scale of the partnership and its mainstreaming objectives. 

Developing the work plan helped to clarify objectives and made sure that the DP was outward looking as well as focussed on its overall vision. However in such a large partnership (31 partners), it is perhaps inevitable that not all of the partners are equally and fully committed. Some are more interested in simply delivering activity, and Metier acknowledge that work remains to be done in winning over the 'hearts and minds' of these partners. 

Creative Renewal DP

Tip:  Time is well spent agreeing a strategic vision, to include the purpose and values of the DP. From this, you can develop your DP’s aims and overall work plan linked to individual partners’ work plans.

4.2 Leadership

With the vision and DPA in place, your partnership still needs clear and effective leadership to make sure your partners and the wider community and stakeholders are committed to your vision.

The lead partner’s role in the early stages of gaining commitment from other partners should give way to more democratic processes as the agenda is shared between partners. However, it is essential that a ‘leadership’ role continues to give the DP momentum to achieve its many goals, and that it is clear who is responsible within the partnership for taking the lead across the range of activities.  These might include:

· ‘championing’ the DP or its composite activities;

· chairing meetings;

· establishing and resourcing the management information system;

· hosting the DP secretariat;

· providing the public face of the DP; and

· external liaison with other bodies. 

Most Equal DPs form some kind of steering committee or executive responsible for reviewing progress, acting as a forum for making decisions and a central point for reporting and feedback. A strong message from Equal DPs is that this group should be made up of representatives from all the partners. 

The balance of power between the central ‘hub’ and the ‘spokes’ of the partnership will vary between DPs, and you need to create a balance between leadership roles, effective decision making and letting everyone take part (democratic participation). 

Tip:  Leadership of your DP should involve setting up processes so that all partners can play a full and active part.  
4.3 Equal opportunities and empowerment

Partnerships can provide an important way to fulfil the central aim of Equal to combat discrimination and inequality in the labour market, as well as empowering disadvantaged groups.

You can demonstrate your commitment to empowerment and equal opportunities by including disadvantaged groups, usually represented through voluntary and community-sector organisations, within your partnership. You may need to put additional and specific arrangements in place so that partners from the voluntary and community sectors, or other organisations that are less well resourced, can fully take part. You will need to consider:

· how you allocate funding across the partnership so that partners that are less well resourced can be fully funded, or can benefit from higher intervention rates;

· ongoing help to manage record keeping and monitoring to satisfy ESF requirements; 

· how to make sure that the partnership’s decision-making structures and processes do not discriminate against any particular organisation or individuals; and

· how you will review arrangements on an ongoing basis.

The mid-term evaluation of Equal also highlights that you should actively test  partner activity (possibly as part of formative evaluation) to assess the impact on equal opportunities. In addition, it suggests that learning points should be actively recorded and disseminated within the DP, possibly for review by partners. This will also help partners gain an appreciation of each other’s activities. 

You can find examples of how Equal DPs have supported smaller partner organisations below. Involving beneficiaries in the steering committees can also help, providing participants with an opportunity to shape and review the project. This helps to make sure that the DP is demand-led, and can adapt effectively. Reviewing and responding to the needs of participants will help to show that you take empowering beneficiaries seriously and it is not ‘tokenistic’.

Making sure of equal access and opportunity across the whole of the partnership

SSEER (Support for the Social Economy in the Eastern Region) DP 

The lead partner, Business Link Hertfordshire, has considered the needs of smaller partner organisations, and supported their involvement in the DP through an IT‑capability study.  This has led to improved communication within the DP and has helped to sustain the involvement of the smaller partners.

ATLAS – Scotland (Action for Training and Learning for Asylum Seekers)
ATLAS works to support integrating asylum seekers in Scotland.  The DP is led by Glasgow City Council and brings together a wide range of organisations including community and voluntary-sector groups.  A number of good-practice measures have been adopted to make sure of equal opportunities and empowerment across the partnership:

· beneficiaries are members of the steering group;

· differential intervention rates have been applied across the partnership to make sure vulnerable organisations can take part fully;

· the DP has provided ESF training and capacity-building support to smaller organisations, not experienced in ESF management; and
· the DP’s external evaluator will work with members of the target group.
The Good Practice Guides for Equal Opportunities and Empowerment provides further information and guidance that is particularly relevant to these aspects of partnership working.

Tip:  You need to consider how your DP will make sure that your partnership empowers disadvantaged groups. You should include steps for partners from the voluntary and community sectors to fully take part in your DP, including in the initial design and development of the work programme.

4.4 Structures and staffing 

DPs have adopted a range of different structures, with the centralist and hub and spoke models providing two common approaches.  To date, only one partnership has chosen to incorporate its members as a company, ‘DP Ltd’, the remainder are led by an accountable body, the lead partner, and have agreed their managing and operating structure to meet their specific needs as a partnership.

A key consideration within any model is the distinction between ‘strategic’ and ‘operational’ functions. On the one hand, a partnership needs to make strategic decisions that take account of its broad aims and context and to provide leadership.  And on the other, it needs to deliver the practical elements of its work programme.  So, you need to include both of these functions within the overall structure, as shown in the example of TyneWear Employability DP below.
Establishing a multi-level framework

The TWEDP partnership operates on a number of different levels.

Steering group level

· The steering group is the main strategic and decision-making body.  It involves local authorities, LSC, SBS, voluntary-sector organisations and Jobcentre Plus. 

Sub-group level

· Three sub-groups have been established (equal opportunities and empowerment, target group consultation and employer engagement).  These groups deal with key aspects of the work and will consider and monitor these throughout the lifetime of the DP.

Activity-group level

· Partners are involved in identifying potential activities for developing and delivering four key areas (people preparing to train for employment,  employability, working with the labour market and developing toolkits).

Wider-partnership level

· Any organisation interested in the DP is part of the wider partnership.  This means that there is a pool of organisations to draw on both as providers and for dissemination.

TyneWear Employability Development Partnership 

Tip:  All partners need to be involved in defining and agreeing structures, roles and responsibilities in the early stages of the DP, taking into account each partner’s time, expertise and resources.  You need to organise your DP to fulfil both strategic and operational functions, by establishing steering and working groups.
While developing the overall structure, it is important that you allocate sufficient resources to make sure that you can design, develop and effectively put in place your work programme. 

Experience from Equal has shown that it is easy to underestimate the staffing requirements of Equal and that delays in appointing staff can damage momentum. All staff need clear roles, responsibilities and work plans that can easily be transferred if individuals leave during the programme. Most lead partners have identified a full-time DP co-ordinator or manager to take responsibility for managing the partnership and its day-to-day operations. Given the size of most DPs, this post needs to be supported to cover financial and administration responsibilities.  Many DPs initially underestimated the resources required to set up and implement effective systems for managing and administrating a large partnership.

Tip:  Your DP needs to be staffed as quickly as possible, with clearly-defined job roles. A DP co-ordinator or manager is likely to be the most effective way of managing the day-to-day operations, supported by other specialist posts as required.  You should make sure at the outset that the requirements for managing and administrating are understood and fully resourced.

5 Making your partnership effective 

Equal Development Partnerships are by no means static structures, they are dynamic and complex, involving a range of organisations and individuals, and overseeing challenging and often multi-faceted activity. In addition, they will necessarily develop over time and their structure and membership will probably change during their lifetime. So, they need to be continually managed and supported  to achieve their stated aims. This chapter looks at ways you can make partnerships more effective.  

5.1 Communicating with partners

Communication is the key to good partnership working. It becomes more important as your partnership is being put into place. A number of DPs have found that messages emerging from the evaluation can provide a good focus for communication. ‘Soft policing’ can also prove effective where you monitor a partner’s use of your website. There are of course a number of more traditional methods for you to use. 

Face-to-face meetings are important when you are building relationships between partners, but the number you hold as the partnership becomes established.  Meetings can take up a great deal of time, particularly when partners are geographically spread. To encourage regular attendance you can:

· use different venues;

· hold less full DP meetings and more smaller gatherings of the management steering group or task groups; or 

· combine several meetings on one occasion. 

Don’t forget the benefits of holding less formal face-to-face opportunities, such as away days or other gatherings, to celebrate beneficiary successes for example.

You should communicate electronically where appropriate. Most Equal DPs, such as SSEER and ACORN in the example box below, have developed dedicated websites which can include a discussion forum, opportunities for problem solving and exchanging information, as well as regular newsletters and reports about activities. Some partnerships have developed an intranet-based management information system that will accept monitoring data directly from partners so that the central data held by the lead partner is up to date. 

Using a dedicated website

SSEER (Support for the Social Economy in the Eastern Region) DP

The SSEER project centre is key to managing the partnership and its communications. This web-based centre contains all the appropriate documentation, news and information about the partnership, and has space for sharing experience and information through discussion forums. The structure of the site was based on the recommendations from research carried out in Action 1. During Action 1, the lead partner also carried out an IT audit of their partners to check that all organisations had or could be provided with the resources to use the project centre. 

ACORN (Adaptive Capabilities for Organisational Renewal through Networks) DP

The lead partner has developed a web-based on-line, interactive management tool for monitoring  partners' activities and keeping them informed about the work of the partnership. The project management information system has developed to become the DP's main tool for monitoring purposes. All monitoring forms are available on-line through the system so that information can be collected quickly, efficiently and systematically.  The minutes of all meetings are held on the system, so the DP  functions in an open, transparent way across all DP partners - the system can be accessed by all partners at any time using a secure area located on the DP's website. The system also has message boards so partners can communicate with each other effectively.  It is also possible for the system manager to track how the system is being used, so the lead partner can monitor whether individual partners  are accessing their mail and acting on it.
You should also consider video-conferencing and telephone-conferencing. These can bring partners together over long distances, serving as a more interactive alternative to e-mail and letters or printed newsletters. 

Tip:  Don't underestimate the time good communication takes. Frequent, focused and positive communication using a variety of means (not just e-mail) will help to encourage the commitment, understanding and enthusiasm of your partners.

5.2 Maintaining partners' involvement and continuity

In the early stages of a partnership there is often intense activity and commitment to achieving joint goals. This needs to be continually maintained and refreshed - even the most strongly-established partnerships can suffer from relationship problems. 

Regular reviews of how the partnership is working should include looking at whether the roles and responsibilities of partners are still relevant and appropriate and how they are operating in practice. This can help identify issues early on before a major problem occurs.  

Away-days or social events can be very effective opportunities for reviewing relationships, enabling partners to spend time together away from their day-to-day activities and to focus on the ‘big picture’. Celebrating the 'wins' that have been achieved can also be a time for developing relationships in a more relaxed and positive setting. The example of the Learning North East ADAPT project highlights good practice in keeping their partners involved.    

Maintaining interest and commitment

Despite the size and complexity of the partnership, Learning North East was very effective in maintaining the interest and commitment of its partners. This was achieved by making sure that partners gained immediate and tangible benefits. For example, the training providers and employers were able to access up-to-date market intelligence and development teams which were set up as action groups rather than advisory groups, enabled the partners to be involved in developing the project. 

ADAPT / Learning North East
Tip:  Continually review how partners are working together and their ownership of and commitment to the DP.

If there is a time lag between forming a partnership for the purposes of bidding and gaining approval, problems can arise, either through losing momentum or because early pledges of support fade away. 

Reminding partners of their commitments can also be problematic if key individuals move on. The mid-term evaluation of Equal highlighted that the most common reason for partners dropping out was that the key contact moved jobs. One way of getting round this problem is to make sure that several people from each partner organisation are involved. This means there is a collective buy-in to the partnership, which is then less affected by staff changes.

Tip:  Identify strategies to minimise the disruption caused when key individuals move on. Several people from each partner organisation should be involved in the DP to cope with staff changes. It is important to gain a commitment from the organisation as well as the commitment of individuals.

5.3 Dealing with change and conflict

Changes and conflicts do happen, so problem solving is an integral part of managing any partnership. The experience of Equal DPs shows that potential conflicts and competition within a partnership need to be recognised from the outset. You can  achieve this in a number of ways.  Working in geographic or sectoral subgroups can be a useful way to build collaboration and trust.

It is good practice for your partnership to carry out a risk assessment to help anticipate potential risks so you can take action to reduce the chance of problems arising. Despite this conflicts may arise, so you should develop an open and transparent procedure for resolving these. This does not need to be particularly complex, as the following example demonstrates.

Conflict resolution

The EQUIPE DP’s conflict resolution procedure, as described in its agreement between the lead partner (contractor) and the delivery partners (provider) says:

‘Any conflict between Contractor and Provider which cannot be resolved by usual negotiation, will:

· be referred to the EQUIPE management group for discussion; then, if not resolved

· be referred to an independent mediator acceptable to both parties and whose decision is agreed by both parties to be binding.

The law applicable to this Agreement is the law of England and Wales.’ 

EQUIPE

It is also important to establish agreed processes for dealing with significant changes to partners’ activities and to report any problems. You should develop quality‑assurance systems and standards to identify common criteria to evaluate outputs against. This can help avoid disputes at a later point.

Tip:  Develop open and transparent procedures for dealing with change and conflict management.

5.4 Monitoring and evaluation

Monitoring and evaluation activities provide accountability for how public money is spent, but also help your partnership review its performance to feed into the mainstreaming process. So, make sure you have properly resourced, effective and relevant processes in place.

Some DPs have developed sophisticated web-enabled systems for data collection and monitoring – but the central priority is agreeing and setting up a system that is simple to use and works for your partnership. Monitoring visits provide an opportunity for the lead partner to provide appropriate guidance and help. This is very important to make sure partners are complying with the terms of your DP and also to record valuable lessons and insights from pilot work. 

You can transfer what you learn from monitoring into your evaluation activity, rather than just checking up and form filling. Establishing a monitoring and evaluation sub‑group, ideally including internal and external evaluators as well as representative partners, may be an effective way forward. 

The following examples describe how two DPs have established effective monitoring systems. 

Consistent systems

NTP Limited, as lead partner, has put in place systems to monitor the individual partner’s performance and progress against agreed milestones. Action Plans were agreed during Action One, and these are used to monitor delivery against profile. 

A storyboard system has been developed which identifies generic headings such as ‘Approaches to Retaining Women within the Industry’. Each topic is then split into rationale, tested methodology, results and future thoughts. This system allows the partners to understand the work of the partnership as a whole, and highlights the potential future steer of the project. 

Fuirich Transport DP
Managing the monitoring process

Glasgow City Council, the lead partner of the ATLAS DP, has delegated managing the administration to Strathclyde European Partnership (SEP Ltd).  SEP take minutes at all steering group and sub-group meetings and are also responsible for the monitoring systems.  The lead partner and SEP Ltd have organised ESF training sessions for partners to explain the monitoring requirements. This has proved particularly useful in building the expertise of voluntary sector partners. The monitoring and evaluation sub-group also meets regularly to look at overall progress. 

ATLAS 

You can find more information on monitoring and evaluation for DPs in the Equal Support Unit’s Guidance Notes on Monitoring and Record Keeping and Evaluation.

Tip:  Invest time and resources to establish effective monitoring and evaluation systems and activities. Partners need high levels of support and guidance to be able to contribute effectively to these activities.

6 What happens next?

This section deals with life after Equal and makes the point that the sooner that the future of the partnership after Equal funding runs out is considered, the better.  

6.1 Sustainability

Sustainability is a key issue for Equal DPs, whether the aim is to maintain the DP only while you are receiving the Equal funding or to keep it going on a longer-term basis. From the start, you need to consider and review whether your DP is a 

short-term pilot or the basis for longer-term collaboration beyond Equal.  It is also important that you consider how you can sustain the impact of the DP beyond the lifetime of the DP itself.

When you consider sustainability, your first concern must be the interest and commitment levels of partners.  Regular communication and actively involving all your partners in decisions about mainstreaming are key factors. Developing strong, community-based sub-groups within the DP can also help to promote successful activities and local sustainability and encourage further activities based on your DP’s activities. 

Tip:  You should consider the sustainability of the partnership from an early stage, whether the aim is to maintain the DP only while you are receiving the Equal funding or on a longer-term basis. 

6.2 Exit strategy

Whether or not you intend to sustain the partnership beyond the lifetime of the Equal programme, you should start to draw up an exit strategy as early as possible.  This strategy outlines your DP’s aims and plans for the future. Winding-up issues include keeping and storing key records from each year of the programme, and deciding how you will maintain your agreement on intellectual property rights (IPR).   

The lead partner is responsible for maintaining original documents about the DP and its financing until three years after the European Commission has made the final payment for the Equal programme. As the deadline for final payment for the Equal programme is 31 December 2008, this means that you must keep documents until 31 December 2011 so that audit checks can be carried out properly. 

However there could be scope for your DP to continue beyond the period of Equal funding. An exit strategy will help your DP to think about and research alternative sources of finance, the opportunities and scope for further working together, and other individuals and organisations that may be able to help to sustain the partnership.

Tip:  The exit strategy should include how you will disband the DP as well as identifying alternative opportunities and scope for working with partners in future.

7 Conclusion

The aim of this guide has been to:

· highlight the approaches and practical tools that Equal DPs have found to be successful in partnership work; and 

· identify good practice approaches for organisations setting up and managing partnerships under Equal. 

While a partnership approach is a key requirement of the Equal programme, the benefits of partnership working go far beyond simply accessing Equal funding. It offers organisations opportunities that otherwise would not have existed. 

The overriding message from Equal DPs has been that effective partnerships take time to build and consolidate and that substantial resources are required for their ongoing maintenance. 

You should keep in mind the following key points when setting up, developing and seeking to make your partnership effective.

· Identifying partners: It is worth investing time to make sure you have a good mix of partners from different types of organisations with different roles, all focused on achieving shared objectives.

· Getting partners involved: Plan and take active steps to make sure you bring partners on board.

· Getting agreement: It is important that all your partners formally agree on matters such as roles and responsibilities, finances and IPR. You should accompany this with briefings and support on your DP's processes and procedures as well as Equal rules and regulations.
· Dealing with complexity: Time is well spent agreeing a strategic vision, to include the purpose and values of the DP. From this, you can then develop your DP’s aims and overall work plan linked to individual partners’ work plans.

· Leadership: Leadership of your DP should involve establishing procedures and processes so that all partners play a full and active part in your DP.

· Equal opportunities and diversity: You need to consider how your DP will make sure that the partnership empowers disadvantaged groups. You should include steps for partners from the voluntary and community sectors to play a  full part in the DP.

· Structures and roles: All partners need to be involved in defining and agreeing structures, roles and responsibilities in the early stages of your DP, taking into account each partner’s time, expertise and resources.  You need to organise your DP to fulfil both strategic and operational functions, by establishing steering and working groups.
· Staffing partnerships: Your DP needs to be staffed as quickly as possible, with clearly-defined job roles. A DP co-ordinator or manager is likely to be the most effective way of managing the day-to-day operations, supported by other specialist posts as required.

· Communication: Don't underestimate the time good communication takes. Frequent, focused and positive communication using a variety of means (not just e-mail) will help to encourage the commitment, understanding and enthusiasm of your partners.

· Maintaining partners’ involvement: You need to continually review the partners’ ownership of and commitment to the DP and how they are working together.

· Maintaining continuity: Identify strategies to minimise the disruption caused when key individuals move on. Several people from each partner organisation should be involved in the DP to cope with staff changes.

· Dealing with change and conflict: You need to develop open and transparent procedures for dealing with change and conflict management.

· Monitoring and evaluation: Invest time and resources to establish effective monitoring and evaluation systems and activities. Partners need high levels of support and guidance to be able to contribute effectively to these activities.

· Sustainability: You should consider the sustainability of the partnership from an early stage, whether the aim is to maintain the DP only while you are receiving  the Equal funding or on a longer-term basis.

· Exit strategy: You should include how you will disband the DP as well as identifying alternative opportunities and scope for working with partners in future. 
Annex1: Contact details for examples included in this guide
DP name: ACORN (Adaptive Capabilities for Organisational Renewal through Networks)
Lead Partner:   Boldu Ltd

Contact name: Peter Sinclair

Address:
Aston Cross Bank House

               
3 Lichfield Road

               
Aston

               
Birmingham 

B6 5RW

Email: peter@boldu.co.uk

Phone: 0121 380 5680

DP name: ATLAS - Scotland (Action for Training and Learning for Asylum Seekers)
Lead Partner: Glasgow City Council 

Contact name: Dawn Corbett

Address:
City Chambers

               
George Square 

               
Glasgow 

               
G2 1DU

Email: dawn.corbett@ced.glasgow.gov.uk

Phone: 0141 287 4604

DP name: Building London Creating Futures

Lead Partner: London Borough of Southwark 

Contact name: Fraser Liggett

Address:
Chiltern House 

              
Portland Street

               
London

               
Greater London 

              
SE17 2ES

Email: fraser.liggett@southwark.gov.uk

Phone: 0207 525 5531

DP name: Creative Renewal
Lead Partner: Metier 

Contact name: Duncan Sones

Address:
Glyde House 

               
Glydegate

               
Bradford 

               
BD5 0BQ

Email: duncan@metier.org.uk

Phone: 01274 738 800

DP name: EQUIPE

Lead Partner: University of Gloucestershire

Contact name: Jo Binmore       

Address:
Francis Close Hall

               
Swindon Road 

               
Cheltenham 

               
Gloucestershire

               
GL50 4AZ

Email: jbinmore@glos.ac.uk

Phone: 01242 543 555

DP name: Fuirich Transport

Lead Partner: NTP Ltd

Contact name: Glyn Williams                                             

Address:
The Quayside

               
4 Furnival Road

               
Sheffield 

               
S4 7YA 

Email: gwilliams@ntp.co.uk

Phone: 0114 279 9000

ADAPT Project name : Learning North East
Lead Partner: University of Sunderland

Contact name: Bob Brown

 Address:
P&MRS

    
Langham Tower 

Tyhope Road

Sunderland

Tyne and Wear

SR2 7EE 

Email bob.brown@sunderland.ac.uk
Phone : 0191 515 2439 

DP name: Support for the Social Economy in the Eastern Region (SSEER)
Lead Partner: Hertfordshire Business Centre 

Contact name: Elaine McCorriston 

Address:
T/A Business Link Hertfordshire 

               
45 Grosvenor Road 

               
St Albans 

               
Hertfordshire 

               
AL1 3AW 

Email: elaine.mccorriston@herts.businesslink.co.uk
Phone: 01727 813 692

DP name : TyneWear Employability Development Partnership
Lead Partner: City of Sunderland

Contact name : Michelle Bellamy

Address:
City of Sunderland


   
European Team


   
Civic Centre


    
PO Box 100


   
Sunderland


   
Tyne and Wear


   
SR2 7DN 

Email: michelle.slevin@sunderland.gov.uk

Phone : 0191 553 1156

DP name: Workforce Futures Partnership
Lead Partner: South London Learning and Skills Council

Contact name: Sanja Stevic 

Address:
Canius House 

               
1 Scarbrook Road 

               
Croydon

              
 London 

               
CR0 1SQ 

Email: sanja.stevic@lsc.gov.uk

Phone: 020 8929 4739

Annex 2: Glossary of abbreviations 

BME

Black and Minority Ethnic

CEDEFOP
European Centre for the Development of Vocational Training

CRE

Commission for Racial Equality

DP

Equal Development Partnership

DPA 

Development Partnership Agreement

DRC

Disability Rights Commission

EC 

European Commission

ECCO

European Community Co-operation Observatory

ECDB

European Common Database

EOC

Equal Opportunities Commission

ESF

European Social Fund

ESOL

English for speakers of other languages



ESU

Equal Support Unit

ETG

European Thematic Group

EU

European Union

FE

Further education

GB

Great Britain

HE

Higher education

ICT

Information and communication technologies

IPR

Intellectual property rights

LSC

Learning and Skills Council

LSP

Local Strategic Partnerships

MPA 

Mainstreaming Partnership Agreement 

RDA 

Regional Development Agency

SME 

Small to medium-sized enterprises

SRB 

Single Regeneration Budget

TCA

Transnational Co-operation Agreement

TNG 

Thematic Networking Group

UK

United Kingdom of Great Britain and Northern Ireland
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