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Partnership for Procurement , or P4P, was established to support Scottish social
enterprises and the wider enterprising third sector, to develop new partnerships
and consortia. The primary (but not sole) purpose of this is to jointly tender for
contracts to enable third sector organisations to better access the £11 billion
public procurement market in Scotland.
There are, however, a range of other reasons that organisations may choose to
collaborate, including during an economic and/or public health crisis.
During a crisis situation, resources and income may be reduced or limited; there
could be a requirement to deliver a new joint project on an urgent basis; and/or
there may be a requirement to provide a new service or product in partnership
with other organisations as quickly as possible.
Benefits of collaboration can include:
Increasing your chances of accessing funding or contracts
Financial savings through shared overheads, development costs or staff
A wider geographical or demographical reach of your services and/or products
Sharing risk with other partner organisations
An ability to learn new skills and to network with other organisations
A stronger, united voice when approaching funders or commissioners.

1. Introduction

To support organisations to collaborate, P4P developed the Collaboration Toolkit,
a guide to developing a new consortium or partnership. Organisations can use
the toolkit as a quick ‘go to’ guide to collaboration and to track their progress.
The approach suggested in the Collaboration Toolkit could differ, however, to the
approach required during a crisis situation. This is because during a crisis it is
likely that there could be a significantly reduced amount of time to establish the
new partnership, as well as lower levels resources and/or budget.
The aim of this guide is not to duplicate the advice or suggested processes
outlined in the Collaboration Toolkit, but instead to complement the toolkit by
describing the different or unique approaches which may be required during a
crisis. The guide will include:
Key considerations when setting up a partnership during a crisis situation
Potential partnership models you could adopt
Details of different partnership agreements
Top tips for collaboration during a crisis
Information on the fully funded support available from P4P.
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2. What is
collaboration?

Put simply 'collaboration' just means two or more organisations working in
partnership.
Collaboration itself can take many forms, some more formal than others (as
shown in the diagram above). It may start off with organisations starting to work
closer together and greater coordination of existing services, with a view to
then delivering a new project in the future.
At P4P we focus on 'consortium' working - a more formal pooling of resources to
jointly deliver a project or deliver a service.
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3. Top Tips
Prioritise your actions based on how urgent the situation is. For
example, if you need to urgently develop a new partnership, you
may prioritise drafting a simple partnership agreement.
Ask yourself how much flexibility you need. This will help you
decide whether to adopt a more formal or informal model.
Even if your partnership is informal, a simple non-binding
agreement can help prevent different interpretations of roles and
responsibilities of partners.
If you have time and do not know your partner(s) already, get to
know them a little better. What do you know about their charitable
objectives or social aims, financials, values, operating model?
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Even during a crisis it is important to ensure that you are ready to collaborate
before entering into a new partnership.
According to the Collaboration Toolkit, your first step should be to assess your
organisation’s readiness for collaboration.
Ordinarily this would include asking yourselves questions such as:
- Do you have a long-term vision for the organisation?
- Are you ready to share information with partner organisations in an open and
honest manner?
- Do you have a good understanding of what collaboration involves, including the
practical steps, obstacles and challenges, operating models and governance,
development process and funding?

4. Are you ready
to collaborate?
Introduction

In a crisis situation these questions should be adapted to the following:
Have you identified your short-term delivery objectives and how these align with
your longer-term vision?
During a crisis it is likely that your shorter-term delivery objectives may have
changed. Ask yourself whether the proposed partnership will help you achieve
these.
Although your focus may have shifted more towards short-term objectives, you
should still (if possible) consider how the proposed partnership fits with your
long-term vision for the organisation, or whether your long-term vision is similar
to those of your partners.
Are you ready to share information with partner organisations in an open and
honest manner?
Trust between partners is key. It is important to establish if your organisation is
prepared to share information with others in an open and honest way. You should
be up-front about your motivations, aims, and due to the crisis situation, how
your day-to-day operations are being affected and your financial stability.
Do you have a good understanding of what collaboration could involve during a
crisis situation?
‘Collaboration’ simply means two or more organisations working together in
partnership.
You should learn as much as you can within the time that you have to have about
what collaboration could involve during a crisis, including the potential models
you could adopt and suggested development processes.
Make sure that you read this guide, and if possible, other available resources,
including:
P4P Collaboration Toolkit
Senscot Legal Guide to Partnership Working
P4P resources database
(for case studies and other useful documentation)
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5. Partnership Models
The partnership models you could adopt could be summarised under the
headings ‘formal’ and ‘informal’.
In a crisis you can quickly set up an informal partnership with a view to
formalising this at a later date, if required.

Informal partnerships
An informal partnership could be described as a partnership which does not
have any legal status. The partnership could set up for any purpose, but
informal partnerships may be better suited to shorter term projects and
those which do not involve any buyer/seller relationship between partner
organisations.
Reasons for this may include:
· You wish to test the concept or idea first before deciding to formalise the
arrangement
· There is an existing relationship and a jigh level of trust between the
partner organisations
· There is a requirement to establish the partnership as quickly as possible
· The partnership is intended to be short-term
· There is little need for legal remedies in case of a dispute
· The costs of setting up and running a new legal entity, or seeking legal
advice are prohibitive.
The most straightforward way to govern an informal partnership is to
prepare a non-binding Memorandum of Understanding. This is similar to a
Partnership Agreement but does not have legally enforceable clauses.
What about partnerships for tendering?
Check out this P4P blog article about partnership
models for tender opportunities,
or download the P4P Collaboration Toolkit.
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Formal partnerships
A formal partnership is one which introduces a legal relationship between
the partner organisations. For example, through the establishment of a new
legal structure which is jointly owned by the partner organisations, or
through a legally enforceable partnership agreement which has enforceable
clauses.
Reasons that you would choose to set up a new legal structure could
include:
· An intention for the partnership to be a longer-term project
· A desire to create a new joint identity rather than rely on your existing
brands or reputations
· Limitation of liability and risk for partner organisations
· Access to legal remedies in case there is a dispute between partner
organisations which cannot be resolved by informal means
· Joint ownership and decision making can be enshrined in the structure of
the new organisation – for example through equal shareholdings or board
membership.
If you decide that would rather incorporate your partnership, Senscot Legal
describes the various options in this blog article.
They include the following:
· Company Limited by Guarantee
· Charity
· Company Limited by Shares
· Community Interest Company
· Limited Liability Partnership.
If the costs and resources required to set up and then run a new legal
entity would be prohibitive, an alternative would be to draft a Partnership
Agreement which has legally enforceable clauses.
This may be the preferred option if there is no desire to create a separate
identity or brand, and if the partnership is perhaps intended for a shorter
duration (such as in response to a short-term crisis situation).
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The process and steps you should take to develop your partnership will
depend on how urgent the situation is.
If you need to urgently form the new partnership in response to a crisis, you
should prioritise assessing your readiness for collaboration, and then
preparing a Partnership Agreement or Memorandum of Understanding which
will govern your partnership.
If the requirement to form the new partnership is not urgent, or there is
some urgency but you have a bit more time, some of the steps outlined in
the P4P Collaboration Toolkit will be applicable.
Check out the diagram above.

6. Development
Process
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Identify and assess partners
Some key questions you should ask yourself about potential
partners:
Is there sufficient compatibility between your organisations?
Have you considered their charitable objectives or
social/environmental mission, working culture, policies, financial
status, and organisational structure?
Could any areas where you are not compatible be overcome?
Can you visualise a healthy working relationship with them?
If you have time, you may also wish to consider their strengths and
weaknesses individually.

Agree mission/vision & delivery objectives
Once you have assessed your partners and have board approval to
proceed, you should meet with your partners to agree your mission
or vision of the collaborative project and delivery objectives.
In a crisis situation it may be unlikely will have any longer term
objectives, so you may wish to focus on shorter term objectives.

Apply for funding (if applicable)
It might be that you require some initial funding to help establish
your new collaborative project.
A map of social enterprise support organisations in Scotland who
could help you find the right source of funding can be downloaded
here.
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Initial stakeholder engagement
Other than potential funders, have you considered which external
stakeholders who you require support from for the project to be a
success? You can find a stakeholder mapping tool (published by
Knowhow Nonprofit here.
You should then put together a plan on how you will engage with
your stakeholders initially.

Agree partnership model
A summary of the different partnership models was provided in
Section
5:
Partnership
Models.
Before
considering
roles/responsibilities of partners and preparing any agreements
you should decide which one to adopt, bearing in mind the
advantages and disadvantages of each.

Agree roles and responsibilities
What will each partner be responsible for doing? Being clear about
the roles and responsibilities of each partner will be key to
avoiding any future dispute. If there is a lead partner who will be
responsible for managing the partnership they may have quite a
different role to the other partners involved.
Are there any relevant processes that should be scoped out and
agreed? These will be important once you are ready to deliver.
Where applicable, you should agree processes for the following:
risk assessment and management; monitoring performance and
measuring impact; ongoing stakeholder engagement; funding;
governance; and managing any project income and expenditure.
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Prepare agreements between partners
Whatever partnership model you choose to adopt, you should draft an
agreement between the partner organisations. This will help provide clarity
on who is responsible for doing what, and if carefully worded using Plain
English, will help prevent disagreements between partners .
There are two distinct types of agreements between partners - Memoranda
of Understanding, and Partnership Agreements.

1. Memoranda of Understanding
A Memorandum of Understanding, or MoU, is a non legally-binding agreement
between partner organisations. An MoU can be useful in two scenarios during
a crisis situation.
The first is where you wish to keep the partnership informal for its duration
and there is no requirement for legal remedies in case of a disagreement
which cannot be resolved.
The second is where it can be a useful starting point before any decision is
made to formalise a partnership, such as through establishing a new legal
structure.
It is understandable that in a crisis situation it could be difficult to find the
time to draft and agree a Memorandum of Understanding with partners. It is,
however, best practice to prepare an MoU when first entering into a new
partnership, and is a useful tool for creating the conditions for effective
collaboration.
It is possible, however, to simplify the agreement during a crisis situation.
Each partnership has different needs and priorities, and you may find that you
do not require to answer all of the aspects set out in the next page.
P4P has a template MoU which can be supplied on request to interested
parties. P4P can also support you to tailor the MoU as part of the fully funded
support we provide to third sector organisations.
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What should I consider including in a
Memorandum of Understanding?
Partnership purpose and objectives
Duration of the agreement
How you will recruit other partners
Roles and responsibilities of partners
Governance structures
How you will communicate
Confidentiality and data protection
Agreement variation and termination
Dispute resolution
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2. Partnership Agreements
A Partnership Agreement is similar to an MoU, but is more formal, and has
legally binding and enforceable clauses.
This may commit the parties to the partnership for a specific amount of time,
or there could be financial responsibilities both during and at the end of the
partnership.
If you are looking for the flexibility of an MoU but would rather it was legally
enforceable, this may be the best option.
Senscot Legal can support you to draft a legally binding Partnership
Agreement.
See here for more information about the affordable legal services it offers.
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7. Project Delivery

In Section 6: Development Process we set out a number of processes that
you should consider developing which are relevant to project delivery.
Although many of these are important, in a crisis situation some of this may
not be possible and you should prioritise based on how much time and
resource you have.
Risk assessment and
management

Performance and
measuring impact

Ongoing stakeholder
engagement

Consider all the potential
risks, their likelihood,
possible impact and any
mitigating action. Who is
responsible for each risk?

Think about drafting an
implementation plan during
the early stages of your
project. This can be an
initial monitoring tool.

Whose support is crucial to
the success of your project,
and who do you need to
keep
informed
more
generally?

In a crisis situation there
may be different risks
involved, or the likelihood
could be greater.

During project delivery you
should have a process for
collating project outcomes
(for example, case studies)
& monitoring performance.

Map your stakeholders and
develop a plan on how you
will engage with them on
an ongoing basis during
delivery of your project.

Funding

Governance

Manging income and
expenditure

Is there an ongoing
requirement for income to
deliver the project?

How your project will be
governed will largely depend
on which partnership model
you adopt.

In addition to grant funds
which could be available
during a crisis, you may
wish to consider funding
strategies
such
as
crowdfunding. Find it out
more here.

If you choose not to adopt a
new legal structure then
you should consider an
alternative structure such
as a working group.

If you are seeking funding
to establish and/or deliver
your project, you should
decide how you will manage
this process.
The process will be clearer
if you are establishing a
new legal body but if not it
will depend on whether
there is a lead partner.
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8. Support Available

Fully-funded support from P4P to develop new partnerships is available to social
enterprises and other third sector organisations across Scotland.
Support is tailored to each organisation’s needs, and following initial
engagement, P4P will recommend a number of actions which will be entered
into an agreed action plan.
Examples of our support include:
A bespoke collaboration project plan and gantt chart setting out suggested
tasks and timetable for completion
Facilitating initial partnership meetings
Partnership development sessions to help you define your mission/vision and
delivery objectives
Drafting a Memorandum of Understanding, or review of an existing agreement
Advice on potential partnership models you could adopt
Planning and reviewing tender submissions, providing suggested
improvement actions and feedback.
P4P also offers a range of specialist consultancy services, including the Social
Enterprise Market Scanner service which identifies and assesses potential
upcoming contract opportunities.
For more information and to speak with a member of the P4P team, contact us
using this online form, or on info@p4p.org.uk
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P4P supports social enterprises and the wider third sector across Scotland to
develop new partnerships or consortia. It offers a range of downloadable
guidance and resources, fully funded practical advice and support from expert
advisers, as well as running regular workshops and events.
Core funding is provided by the Scottish Government as part of its 10 Year
Social Enterprise Strategy.
© Senscot, 2020. All rights reserved.

Contact details
Contact Us form

info@p4p.org.uk

or simply visit www.p4p.org.uk

@p4p_3rdsector

