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Guidelines for Partnering 

IInnttrroodduuccttiioonn  
 
The Council’s Procurement Policy states: 
 
The Council acknowledges the importance of partnerships in delivering Best 
Value-Partnership with the private and voluntary sectors, partnerships with 
other public bodies acting locally, and partnerships with central government 
itself. 
 
Partnerships in procurement are a relatively new concept in local government, 
although they have been in use in the private sector for some time.  The 
chances are that as a local government officer you will never have entered 
into such an arrangement previously.  Appendix B to this document answers 
10 basic questions and they should give you a good starting point in 
understanding the concept, and deciding whether to proceed further. 
 
There are five important principles to bear in mind if you are considering the 
idea of a partnership: 
 

1. Customer Focus, Best Value requires a continuous dialogue with 
users to ascertain their requirements and assess whether those 
requirements are being delivered. 

 
2. Integrity, The commitment required to high standards of probity, ethics 

and professional conduct, within an accountable and transparent 
process is just as high as it would be in carrying out any type of 
procurement. 

 
3. Continuing competition, Potential partners must understand that a 

partnership agreement is not infinite.  Continuing competition will 
stimulate and develop the competitive market as well as ensuring that 
the partnership remains value for money. 

 
4. Intelligent buyers.  The Council will need to continue to train and 

develop the skills of those involved in procurement so that they are 
skilful, informed, innovative and discerning. 

 
5. Contract Management. Partnerships will require a change of culture 

on the part of both parties, away from the more traditional attrition 
types of contract.  By positively and actively managing contracts, not 
only will co-operation improve but also continuous improvement and 
quality should be fostered. 
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PPaarrttnneerriinngg  iiss  aa  CCoonnttrraaccttiinngg  AAccttiivviittyy  
 
With Best Value procurement 
increasing the focus on competitive 
purchasing practices in the public 
sector, contracting is becoming 
increasingly sophisticated and 
aimed at generating maximum 
benefits for local authorities. 
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to become part of a team.  In these 
contracts innovative payment 
arrangements can reflect an 
understanding of value for money 
and total cost. 
Partnering is more likely to be 
appropriate for large complex 
projects or where service delivery 
suits an open, joint management 
arrangement.  Therefore, it is not 
suitable in all situations.  Partnering 
should be adopted in situations 
where strategic gains in cost and 
quality can be delivered and where 
service requirements are 
complicated or continuously 
developing.   

 
 
 
 

 

Partnering is one of the more 
advanced contract management 
techniques which embraces joint
management, process 
measurement and improvement 
tools to achieve enhanced 
contract performance and 
improved customer service. 
dvanced models of partnering 
nclude strategic alliances and 
acilities management 
rrangements; both long-term 
upply relationships of strategic 
mportance to customer service 
elivery. 

n partnering arrangements, 
uppliers and contractors are 
elected using a multi criteria 
election process based on 
pecifications.  Partners are also 
elected on reputation, their known 
bility to control and improve 
usiness processes, their 
nderstanding of the vision, 
ission, aims and objectives of the 
ublic authority and for their ability 

 
Nationally successful partnering 
arrangements have already been 
introduced in a number of areas.  
An example is set out in the case 
study at Appendix C. 
 
Partnering strengthens 
relationships with contractors and 
suppliers, and is arranged through 
normal contracting processes in 
accordance with established 
procurement procedures.  Active 
contract management techniques 
are employed to ensure the 
contract requirements are 
delivered.  The contract should be 
re-tendered periodically to ensure 
open competition and best value 
for money. 
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CONTRACT PLANNING 
 

• Identify customer needs 
• Assess risks and issues 
• Consider partnering and 

remuneration options 
• Consider procurement plan/strategy 

 

 
PLANNING 

CONTRACT INFORMATION 
• Establish selection criteria  

TENDERING • Issue public tender inviting partnering 
proposals 

• Evaluate proposals and 
remuneration models 
 
 

• Set common objectives 
• Develop issue resolution process 
• Establish joint management structure 
• Establish action plans 

 
 

 
PARTNERSHIP 

WORKSHOP 

CONTRACT MANAGEMENT 
 
 

THE CONTRACT 
• Include deliverables/outputs 
• Develop performance criteria 
• Incorporate performance measures 
• Prepare contract management plan 

 
 
 

 
CONTINOUS 

IMPROVEMENT 

• Monitor performance 
• Measure customer satisfaction 
• Plan do check act 
• Active contract management 

 
 
 

• Evaluate contract 
• Re-tender to ensure open 

competition 
• Re-award contract 

 
 
 
 

 
CONTRACT 
RENEWAL 
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TThhee  PPaarrttnneerriinngg  PPrroocceessss  
 
Planning 
 
Partnering should be considered 
for contracts that are critical, 
strategically important or require an 
innovative approach.  The 
Performance Reviews will 
determine how critical specific 
services are to core business 
activities. 
 
Preparing a procurement plan is 
particularly important for strategic, 
innovative or complex projects or 
where the contract value is likely to 
exceed £1 million.  This plan 
should provide a checklist of key 
issues. 
 
Public authorities need to clearly 
define customer needs (which of 
course are dynamic) and this 
information should be incorporated 
into the tender specification and 
used throughout the lifecycle of the 
contract, and particularly to monitor 
the contractor’s performance. 
 
Consideration should also be given 
to intellectual property ownership, 
payment mechanisms and 
associated incentives, which will 
form an important element of the 
partnering arrangement. 
 
In establishing a partnering 
contract the risks and human 
resource issues, such as 
employment status and possible 
union involvement should be 
considered.  The financial and legal 
responsibilities of all parties should 
also be identified at the planning 
stage and a contract management 
plan should be developed. 
 

 
Tendering  
 
The partnering selection process 
follows normal public tendering 
guidelines and results in a formal 
contract. 
 
As part of the tendering process, 
an appropriately skilled selection 
team should be used to develop 
performance based selection 
criteria (which may include the 
extent to which risk is proposed to 
be shared) to be used during 
evaluation.  Partnering proposals 
and remuneration models should 
then be evaluated against the 
predetermined selection criteria 
and contracting objectives. 
 
The selection team should conduct 
a due diligence process to ensure 
the recommended tenderer has the 
capacity, including financial 
viability, to fulfil the contractual 
obligations. 
 
Partnering Workshops 
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The purpose of the partnering 
workshop is to establish a sense
of joint mission and set common 
objectives and guidelines for the 
further development of the 
relationship. 
ssue resolutions processes, joint 
anagement structures and action 
lans are developed during 
artnering workshops. 

t is important that the people who 
ave the greatest influence in 
aking the relationship work, not 

ust senior management, attend the 
orkshops. 
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Senior Managers should attend if 
they play an active role in work 
processes, or if their presence is 
considered necessary to 
demonstrate commitment. 
 
The Contract 
 
Partnering relationships are 
commercial contracts that require 
performance measures.  Rigorous 
contract management and 
performance reviews are required 
to ensure contract obligations are 
delivered. 
 
Most partnering relationships are 
also outlined in a non-binding 
partnering charter (refer to 
Appendix A) which formally details 
the mission and objectives of the 
partners and objectives of the 
partners and demonstrates the 
commitment of the key people 
involved. 
 
Continuous Improvement 
 
Continuous improvement in 
partnering involves a team 
approach to determine whether 
work processes are meeting the 
needs of customers, and where 
necessary, to improve them. 
 
Performance measures are 
established and regularly 
monitored, and combined with 
customer satisfaction measures, 
provide valuable data for 
continuous improvement.  
 
Joint progress improvement teams 
should be established to 
investigate problems or pursue 
improvement opportunities. 
 
These teams should be trained in 
the partnering philosophy, team 
development, conflict resolution, 
the Plan-Do-Check-Act 

improvement cycle, and quality 
improvement techniques. 
 
Contract Renewal 
 
The rules of transparent and fair 
competition, accountability and 
probity must also be observed in 
the renewal of partnering contracts. 
 
When a formal partnering contract 
expires it should be evaluated 
against the contract objectives and 
then publicly tendered again to 
ensure open competition. 
 
This tendering process will 
encourage competitive tenders and 
allow innovative offers to be 
received.  This will result in the best 
value for money solution when the 
contract is re-awarded. 
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PPrriinncciipplleess  ooff  PPaarrttnneerriinngg  
 
Partnering relationships should be 
established according to the 
following principles and everybody 
involved in the partnering 
arrangement needs to understand 
and accept these principles. 
 
Commitment 
 
Partnering requires considerable 
effort, innovation and patience.  
Open book accounting would be 
fundamental to this commitment. 
 
Common Objectives 
 
Partners must identify, understand 
and support each other’s 
objectives.  Partners work together 
to translate their individual 
objectives into common objectives, 
and strive to achieve the same 
goals.  
 
Open and Honest 
Communication and Trust 
 
Partnering establishes principles 
and systems for the timely and 
accurate exchange of information 
to develop trust and efficient 
management.  Business 
relationships could suffer through 
the guarding of information and 
poor responsiveness. 
 
Ethical Behaviour 
 
High ethical standards are 
fundamental to partnering and the 
conduct of all parties must be 
totally transparent and ultimately 
accountable.  
 
Teamwork 
 
A team approach (and there is no 
reason why end users cannot be 

represented on the team) is 
essential in partnering and lays the 
foundations for continuous 
improvement.  Teamwork builds 
trust and keeps the relationship 
successful.  It is also good means 
of resolving problems. 
 
Partnering is about value for 
money, exploring new ideas and 
sharing risk and reward. 
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PPaarrttnneerriinngg  TTiippss  
 
The introduction of partnering into a 
public authority should be carefully 
planned, with the following issues 
considered: 
 

• Partnering works best within 
an environment that 
understands quality 
management, customer 
focus, process improvement, 
participative leadership and 
team practices. 

 
• Partnering should be 

endorsed as corporate 
policy. 

 
• Partnering should be phased 

in slowly to allow a cultural 
transition to take place.  

 
Successful partnering 
arrangements have considered the 
following: 
 
Education 
 
Partnering requires a new way of 
thinking within a public authority.  
As suppliers and contractors 
should be seen as an extension of 
the public authority and treated as 
members of the team, informing 
and educating those involved is 
critical. 
 
Personalities 
 
The key personnel involved in 
partnering are critical to the 
success of the relationship.  These 
relationships need to be developed; 
changes to these personnel can 
impact on the effectiveness of the 
arrangement and need to be 
managed. 
 

Resolution Procedures 
 
It is essential that partnering 
arrangements include effective and 
clearly defined conflict resolution 
procedures that work. 
 
Win-Win Outcomes 
 
Effective partnering is built on a 
continuing recognition that the 
arrangement results in win-win 
outcomes for all parties. 
 
Customers 
 
Do no lose sight of the fact that we 
provide services for our customers.  
A suitable mechanism needs to be 
put into place: 
 

• To evaluate services from 
their perspective 

 
• To take account of their 

views 
 

• To involve them as 
appropriate in service 
development proposals 

 
• To show them that we care. 
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AAssssiissttaannccee  aanndd  FFuurrtthheerr  IInnffoorrmmaattiioonn  
 
Partnering is best practice in contracting.  New concepts and models are 
constantly evolving as better ways of meeting customers’ needs and 
expectations are explored. 
 
Partnering is at the leading edge in contracting in the public sector and access 
to specialist procurement advice will be provided through procurement centres 
of excellence or procurement consultancy.  Procurement training will be 
provided for those that are regularly involved in procurement activities. 
 
Such arrangements should offer or arrange services in this area including: 
 

• Case studies 
• Reference material and publications 
• Facilitation 
• Networking 
• Benchmarking with other public authorities and with the private sector 
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Appendix A 
 
PPaarrttnneerriinngg  CChhaarrtteerr  
 
Most partnering relationships are outlined in a non-binding partnering charter 
document.  The purpose of the charter is to detail the mission and objectives 
of the arrangement and to demonstrate the commitment of the key people 
involved.  The following is a typical example of a partnering charter. 
 

PARTNERING CHARTER 
 

Our Mission 
 
 
 
 
 
 

Common Objectives 
 

• Complete on time 
 

• Complete on or below budget 
 

• Fair return to the Contractors 
 

• No adverse effects on the 
environment or to public 
amenities 

 
• Enhance reputations 

 
• Customer satisfaction 

 

• Work together in the future 
 

• No disputes 
 

• Safe construction 
 

• Good working relationships 
 

• Minimal disruption 

 
Supported By 

 
 
 
 
 
 
 
 
 
 
 
 

 

To complete the project on time, within budget, to specified 
standards and to the satisfaction of all key stakeholders. 

Note:  The ‘Partnering Charter’ will be different for every partnership arrangement.  The above Charter, taken 
from a construction project partnership is one example only. 
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Appendix B 
 
1100  BBaassiicc  QQuueessttiioonnss  aabboouutt  PPaarrttnneerrsshhiippss  AAnnsswweerreedd  
 
1. What is a partnership? 
 
The legal definition of a partnership is that of two or more parties coming 
together, usually (but not always) to exploit a commercial opportunity.  
Partnerships can be project based, time based or open-ended.  One of the 
important elements to a partnership is that the partners share both the 
benefits and the risk in equal measure. 
 
2. Why partner? 
 
The Government is keen for local authorities to explore new ways of working, 
and part of that agenda is to try to get away from the adversarial nature of 
some contracts, particularly those created during the CCT era.  There is no 
doubt that some of the Council’s contracts have been, and possibly still are, 
adversarial in nature.  Partnerships in the private sector are seen as good 
examples of a way of working to which local government should aspire.  
However, there are benefits to the private sector.  In the private sector, 
partnerships are used to aid supply chain management, in other words each 
partner adds value, shares the risks (and reduces costs) throughout the 
supply chain.  Local authorities are by and large consumers of goods and 
services rather than part of the supply process. 
 
Partnerships can produce economies of scale, encourage greater capital 
investment, capture specialist skills and knowledge and produce better 
operational management. 
 
3. Are they likely to affect me? 
 
Under the Best Value regime you should always be trying to think of other 
means of provision that is an improvement on the existing, and potential 
partnerships should be considered.  Partnerships in the true sense of the 
definition are unlikely to be significant in number, however the potential for 
altering the way we work and our attitude to contractors as outlined in this 
paper are likely to have a far more significant impact. 
 
4. Don’t the current rules prevent partnership arrangements? 
 
Certainly the Council’s Contract Standing Orders and Financial Regulations 
will need to be looked at in the light of Best Value.  However, it is quite 
possible to enter into partnership arrangements by utilising the current 
Contract Standing Orders.  The case study at Appendix C is a good 
partnership example.  The contract with British Telecom for the Leeds 
Learning Network is a partnership in that both partners are sharing risk and 
reward, albeit that the arrangements are set down in formally binding 
contracts. 
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5. This document talks about partnerships and continuing competition.  
Aren’t the two opposites? 

 
No.  Whilst partnership contracts will probably be for longer periods than more 
conventional contracts, they will not be infinite.  Renewed competition from 
time to time has the benefit of testing value for money, as well as preventing 
complacency and too cosy a relationship developing. 
 
6. How do I get started? 
 
You should above all have a vision for the service concerned, and this could 
be informed by the outcome of the performance review.  A market analysis is 
the usual starting point (indeed the market players will almost certainly want to 
know whether there is to be an in=house competitor).  A combination of any or 
all of the following would be classed as a market analysis: 

• An advertisement in appropriate trade journals could invite 
proposals (this may also have the effect of stimulating a market 
where currently it is weak). 

• Questionnaires could be sent to selected suppliers to ask how 
they could add value through partnership arrangements.  

• Other local authorities (UK and world-wide) could be asked for 
their approach; 

• Compile a ‘scrapbook’ of successful partnership 
arrangements/suppliers. 

 
Evenhandedness is important, and you should be careful that any subsequent 
specification does not reflect one supplier’s product. 
 
At this stage no decision has been made to procure therefore the public 
procurement rules do not yet apply.  But once you have made that decision 
you must follow the rules set out in Contract Standing Orders and the EU’s 
public procurement rules. 
 
7. Is there anything wrong with talking to the private sector? 
 
Best Value Reviews will in any event require you to talk to and learn from the 
private sector.  These discussions may help form a view that a partnership 
may be beneficial to the delivery of a particular service.  You should however 
be even handed in your approach and document all discussions. 
 
The private sector is aware of the government’s initiatives on partnerships and 
you may well have already received approaches.  There is some truth in the 
suggestion that some private sector companies see partnerships as a means 
of obtaining work without the rigours of competition.  That is not the case. 
 
8. Is there such a thing as a free lunch? 
 
No.  It is extremely unlikely that you will be approached through purely 
altruistic motives and you should bear that in mind at all times.  For example, 
the offer of free software may limit or close off future choices.  The receipt of 
anything free may induce a false feeling of loyalty and influence future 
decisions or strategies. 
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The personal receipt of any such offers is of course covered by the Codes of 
Conduct and Financial Regs. 
 
If the private sector approaches you, you must carefully weigh the proposal 
against your overall strategy.  If further consideration of the proposal would 
benefit that strategy, then do so.  You should always warn any person making 
an approach that if the Council was to proceed then it would more than likely 
result in a procurement exercise.  Thus they should not reveal anything which 
later may be interpreted as a breach of confidence (or indeed copyright).  
Evenhandedness is important and it is always wise to document what has 
happened.  If you are concerned that your position is becoming compromised 
you should discuss the issue with your line manager. 
 
9. How will partnering differ from traditional contracts? 
 
The whole thrust of this paper is that partnering requires a change of culture 
away from more traditional (or attritional) attitudes.  In addition, partnerships 
may well embrace issues like Open Book accounting, continuous 
improvement, price benchmarking and annual performance reviews (service 
and product reviews, customer satisfaction etc). 
 
10. What if I choose the wrong partner? 
 
A rigorous procurement process should enable you, with clear evaluation 
criteria to select a suitable partner.  There may be occasions when the 
partnership does not work out or the costs far outweigh the benefits.  Whilst 
mechanisms can be built into contracts, that will not always be possible 
especially where contractors will need significant periods to recover outlay. 
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Appendix C 
 
CCaassee  SSttuuddyy  
 
The case study chosen is the procurement of the Leeds Learning Network 
(LLN) under the Government initiative known as the National Grid for Learning 
(NGfL).  The basis of the initiative was that every child should have the facility 
to access the Internet.  Leeds’ vision was wider than schools and also 
included training centres, libraries and other parts of the Council.  It would 
cover: 
 

• Telecommunications 
• Internet service provision 
• Hardware and software 
• Design, implementation, maintenance and ongoing support 
• Training 
• Content development tools and products 
• Integration and development of administrative systems 
• Managed service 

 
The method of procurement chosen was the Negotiated Procedure as set out 
in Contract Standing Orders and the EU Public Procurement Directives.  The 
reason for this choice was because of the diverse nature of the requirements, 
the wide variety of options for provision and in order to ensure that the 
specification was not prescriptive in ways that could limit the types of 
proposals.  The intention was to select a preferred supplier who was able to 
meet the requirements and assist in long-term vision for the creation of the 
NGfL/LLN. 
 
Thus it was hoped that innovative proposals would be forthcoming.  A further 
advantage of this approach has been that it allowed the Council to retain a 
very flexible requirement whilst maintaining a commercially competitive 
process with suppliers. 
 
An advertisement was placed in the Leeds European Journal.  A wide range 
of documents providing details of the Council’s vision were posted on the 
Council’s website to inform prospective suppliers of how the project had 
progressed to that point (the documents included Committee Reports, 
Government documents etc).  The contract period was stated as a minimum 
of 5 years.  Approximately 100 parties accessed the website and each was 
referred to the Councils requirements brief.  This set out in very simple form 
what the Council was about and requested interested parties to send in 
details of their financial and technical track record, as well as a written 2000 
word essay showing how they saw the project developing.  22 expressions of 
interest and outline proposals were received and evaluated, against published 
criteria, to select a short list of 8 suppliers. 
 
A 2-day presentation was staged at the Town Hall to present the Council’s 
vision and allow the 8 suppliers to interview Leeds Council Officers and 
Members and gain a better appreciation of the requirements.  These suppliers 
were given the Councils ‘Vision for the LLN’ document which outlined in more 
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detail what the Council was looking for in tender submissions.  This document 
was output/outcome based and contained very few inputs.  The drafting of this 
document was no easy task, particularly as the natural tendency was to 
stipulate requirements rather than allow tenderers to come forward with 
proposals.  Wherever possible, these were weeded from the final document.  
The 8 were then invited to prepare detailed tender responses for further 
evaluation.  4 of the 8 responded, from which a shortlist of 2 was agreed by 
the evaluation team.  Initial negotiations were conducted with these 2 
suppliers in order to determine the preferred supplier with whom the Council 
would enter into a long-term contract.  This task involved a very detailed 
appraisal of technical, service, contract and financial elements, drawing on the 
talents of a cross departmental team. 
 
As part of the negotiation process both suppliers were invited to elaborate on 
any extra value they could provide if they were selected as the preferred 
supplier and to consider how they could both share and reduce the risks 
associated with the roll our of LLN, its level of ‘take up’ and how the 
technology would be replaced over time. 
 
Each stage of the process was subject to an independent quality assurance 
from Officers in IT and Education.  The procurement unit, (Legal Services) 
and Audit were consulted and involved throughout the planning evaluation 
and negotiation stages to provide guidance and validation. 
 
Lessons Learned: 
 

• Don’t underestimate the effort involved. 
• Establish the limits of the partnership early and stick to them. 
• Know your constraints (legal, financial and policy etc). 
• Check related contracts, and possible overlaps, early. 
• Keep the requirement as open as possible – if it can be defined in a 

prescriptive way then it is less likely to be a good partnership prospect. 
• Understand the raison d’etre of the supplier – do a market analysis of 

the supplier to ‘know’ where their vested interests lie. (Their interest 
and commercial angle – it will not always be profit but understand 
where they make their money from). 

• Make sure that you involve the experts early (legal, finance, IT etc). 
• Make sure that you have the process documented, quality assured and 

completely watertight at all levels of approval. 
• Beware (and be aware) of marketing hype – validate the substance of 

the proposal and the reality of the relationship – try at all times to put 
an objective value on even the subjective parts of the evaluation – it 
forces clarity. 

• Take up external references – not necessarily the ones you are 
offered. 

• Negotiation is a specialist and difficult task – prepare well. 
• Beware of the supplier who knows how to ‘work the system of 

evaluation’. 
• Appoint a very senior project manager who has experience of 

undertaking similar work. 
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