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Chapter 1

Introduction

“Sustainable management of town and city centres depends on creating successful 
partnerships – both strategic and operational – to approach local issues with a  
shared vision”

ODPM (2005) How to Manage Town Centres

1.1  The benefits of town centre partnerships

The foundation and development of Town and City Centre Partnerships (TCP) is a 
recognised practice in many localities across England. Partnerships are created in response 
to complex and multifaceted problems that cannot be tackled effectively by an individual 
or single organisation; they therefore have the potential to deliver real benefits to town 
centres.

The following outlines the key benefits that a TCP can provide:

create a forum to engage local stakeholders in discussion and collaboration•	

shape and influence organisational agendas to develop a shared strategic approach to •	
town centre development

deliver baseline services and/or provide a channel for additional services and enhanced •	
service delivery

facilitate access to multiple funding and resource opportunities to enhance town •	
centres

in addition, a TCP can provide flexibility, innovation and additional financial and •	
human capital resources to help solve problems, all of which are powerful incentives 
for organisations to work together to benefit the town centre, local communities and 
businesses.

1.2  Developing strong TCPs: a framework for this guide

The Business and Town Centres Project was commissioned by the Department for 
Communities and Local Government in March 2006. A two year programme of action 
learning, this focused on developing sustainable partnerships for the management of 
town and city centres. Twenty TCPs were selected to participate, including a range of small 
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town centres and large city centres. The partnerships ranged from newly developed to well 
establish organisations, providing a fertile environment for development and learning1. 
The research was broadened significantly through the sustained involvement of other key 
stakeholders and experienced practitioners, cited throughout the guide.

The project highlighted that the capability and performance of TCPs varies significantly 
throughout the country. While there are many examples of good practice, some areas of 
weakness exist. These are typically in areas such as demonstrating added value, influence 
or good governance, all of which can be sources of risk to the effective management of 
town and city centres. Successful partnerships demonstrate accountability and have a 
sustainable basis on which to develop and improve.

From this learning evolved a framework for the development of partnerships. This 
framework is based on building the partnership around two key dimensions: the formality 
and the balance of public/private stakeholders. The formality is defined and developed 
through five key elements: targeted stakeholder engagement, an evidence based strategy 
and action plan, a performance management framework, clear governance arrangements 
and a robust financial management framework. These five key areas form the building 
blocks of this guide. Development across these areas makes it possible for TCPs to 
consolidate their role, expand their remit, react to the policy context and engage the public 
and the private sector.

This guide has been developed to provide practitioners a comprehensive and practical 
guide to the development of town centre partnerships. It consolidates and builds on the 
collective knowledge and experience of the town centre management community:

it begins, in Chapter 2, by introducing three key contextual elements that are •	
fundamental for any town centre partnership: the policy landscape affecting TCPs, 
the role that the TCP plays in the town centre and the way that the TCP balances 
representations from the private and the public sector. It also introduces the framework 
for the development of partnership formality

it then provides detailed ‘how to…’ guidance around the five key areas of partnership •	
formality,2 which need to be addressed by TCPs to develop their formality and 
sustainability. Figure 1.1 presents each of the areas of partnership development 
addressed through this guide.

1	 See Tool 1 for an outline of the project.
2	 Formality in the context of this guide refers to the increased capacity and enhanced performance of town centre partnerships across 

each of the areas of partnership formality on Figure 1.1. 
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Figure 1.1 Five areas of partnership formality

Area of 
partnership 
formality

Chapter 
number

Chapter in summary...

Stakeholder 
Engagement

3 This chapter covers the degree of engagement with 
stakeholders and the maturity of the engagement 
processes. It will support you to engage stakeholders 
from the public, private and community sectors 
through analysing, planning, doing and reviewing your 
engagement activities. 

Strategy 
and Action 
Planning 

4 This chapter will support you in developing a strategy 
and performance management framework for your 
town centre. It provides a step-by-step approach to 
understanding the context, developing a vision, objectives 
and initiatives. It links strategy to performance through the 
development of performance measures and a reporting 
framework. 

Performance 
Management

Governance 
and Delivery 
capacity

5 This chapter focuses specifically on the accountability 
structures and processes that govern the partnership. It 
will support you in setting up and allocating roles to each 
of the TCP’s basic structures, developing governance 
systems, choosing a partnership vehicle and managing 
change to allow for partnership development. 

Funding and 
Financial 
Management

6 This chapter covers the extent to which the partnership 
has access to multiple funding sources and sound 
financial management systems. It provides a step-by-step 
approach to developing a funding strategy, building a 
mixed funding portfolio, making your partnership more 
fundable and implementing a financial management 
system.

1.3  How to use this guide

All areas of partnership development are equally important and interdependent; this 
means that to have a successful partnership in the long term, it is important to address each 
of the five areas of partnership development simultaneously and on an ongoing basis. This 
guidance has been developed for use by practitioners involved in setting up and developing 
Town Centre Partnerships. Readers are encouraged to use this guide as a tool for the 
ongoing development of TCPs, accessing the different chapters, case studies and tools to 
challenge current approaches and plot a development path for their partnership.
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Chapter 2

Working in Partnership

At the end of this chapter, readers will know how to:

clarify the role of a town centre partnership•	

develop a business-led partnership that balances the interests and contributions of •	
the public, private and community sectors

clarify the formality of a partnership around five key dimensions including •	
stakeholder engagement, strategy and performance management, governance and 
sustainable funding

map a path for the development of a TCP•	

prepare to take advantage of the shifting policy landscape.•	

2.1  Introduction

This chapter introduces some of the fundamental issues which shape the development of 
town centre partnerships. In particular, it provides a framework to assess the current state 
of a TCP and plan its future development across four areas:

1. � The partnership’s role in the town centre 
 
A TCP which is clear about its role in the town centre can develop clear action-oriented 
relationships with key individuals and organisations that influence the town centre

2. � The partnership’s public-private balance

Developing partnerships which are business-led and maintain a balance with the public 
sector increases the chances of identifying and addressing the key issues facing the town 
centre

3. � The partnership’s degree of formality  
 
A TCP that develops its formality is better equipped to mitigate risks, take advantage of 
opportunities (eg funding) and achieve sustainable impacts in the town centre
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4. � The key policy issues shaping the future of town centre management  
 
The national policy context is constantly changing and presenting TCPs with new 
strategic issues to consider. The TCPs which are aware of this context have more 
potential to translate issues into opportunities.

Figure 2.1  What role should TCPs play in their town centres?

bring together the different organisations and agendas that are relevant for the •	
town centre’s success and lead the development of an agreed town centre strategy

steer and guide decision-making to support baseline services enhancement•	

negotiate agreements to deliver baseline services when it is best placed to do so•	

envision and deliver additional services in the town centre•	

facilitate synergies and coordination between existing organisations working for •	
the town centre, rather than compete with other bodies, to bring additionality and 
foster economies of scale; and

develop business-led partnerships that work in the interests of the whole •	
community, rather than just one group (eg not just business interests).

Source: BTCP consultation 

2.2  Understanding the partnership’s role in the town centre

The role of a partnership can be split into two main areas:

partnership landscape: •	 a partnership’s role in relation to other organisations and 
initiatives that have an impact or influence in the town centre

partnership remit:•	  a partnership’s focus and level of impact within a variety of 
traditional areas for town centre partnerships.

The partnership landscape

Various organisations and initiatives influence, to different degrees, in the management 
and progress of town centres. In some cases, there may be duplication in the work that 
some organisations or initiatives perform (eg publishing a traders’ directory). In terms of a 
strategic approach to town centre management, competition between these organisations 
is not generally helpful. The TCP should aim to avoid these overlaps by engaging with all 
parties that influence Town Centre Management (TCM) and agreeing the strategic  
way forward.

A key role of TCPs is to provide a vehicle through which the town centre can be managed; 
this might, for example, include coordinating local partners’ responses to a specific issue. 



16    Managing Town Centre Partnerships – A guide for practitioners

In order to coordinate this effectively, the partnership landscape needs to be assessed and 
understood. The assessment should include your own organisation and should cover the 
following:

organisations and initiatives that are operating in the town centre•	

their roles and drivers; and•	

the interaction between these organisations.•	

The following section provides a basic approach for understanding the partnership’s 
landscape. It involves identifying key organisations operating in the town centre, 
understanding what services they provide and then considering how the TCP can add value 
within this context. This is summarised as:

1.  Identification

2.  Analysis

3.  Self-assessment and Action.

Identification
The first step is to identify the organisations or initiatives that deliver key services, or have a 
strategic influence on town or city centre management. Figure 2.2 illustrates the Beeston 
Town Centre Partnership landscape. In addition, see Tool 2 for a full list of the most 
commonly-occurring organisations and stakeholders in the partnership landscape.

Figure 2.2  Beeston Town Centre Partnership landscape

Vision
board

Pub-watch

Pub-radio

TCP

City/Town
partnerships

Trade 
association

URC

Community
group

Fire
services

LPS

Business group/traders
association

Police
services

Chamber of 
trade/commerce



Chapter 2 Working in Partnership    17

Analysis
The second step is to analyse the roles of the various organisations identified and how 
they link with one another. This process may involve reviewing documentation and/or 
discussions with key people to gain an understanding of their strategic drivers, objectives, 
plans, membership and relationships with others. Figure 2.3 provides a structure for the 
analysis and includes an example from Beeston Town Centre Partnership.

Figure 2.3  Partnership landscape analysis table

Organisation/
Initiative

Role/
objectives 
for the 
town centre 

Performance 
indicators 

Resources/
membership

Our current 
contacts/
relationship

Link with 
other 
organisations 

Example: 
Chamber of 
trade

•  Improve 
trader 
performance

•  Represent 
retail sector 

•  Retailer 
quality and 
quantity

•  Footfall 
counts 
(various 
locations)

•  150 Town 
centre retail 
shop owners

•  Members 
pay £100 fee 
pa 

•  CEO is a 
member of 
the TCP 

•  Are part of 
the LSP 

Example: LSP •  Improve 
economic 
viability of 
the town

•  Foot-fall
Number 
of start-up 
businesses

•  New 
businesses in 
town centre

•  TCP board 
members 
attend some 
LSP forums 
to report of 
activity 

•  Chamber 
of Trade

Example: 
Police

•  Improve 
safety and 
security in 
the town 
centre

•  Number 
of incidents 
of crime in 
the town 
centre

•  Police 
represent-
ative for 
town centre

•  Police 
Inspector on 
board of TCP

•  Wider 
safety 
initiatives

Self-assessment and Action
The final step is to understand the potential role for the partnership within the context of 
the broader landscape. The following table provides five potential areas to consider, these 
are described in Figure 2.4.
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Figure 2.4  Self-assessment and Action table

Issue Our current contacts/relationship

Additionality How does the TCP add value to the town centre, either by delivering 
services no-one else is delivering or delivering already existing services 
more effectively? 

Formulation Which of the organisations in the landscape need to come together to 
develop a credible and effective TCP?

Synergies Which organisations and initiatives have similar objectives where 
collaboration could deliver with greater efficiency and impact?

Strategy What overarching strategies for the town centre have already been 
established? Do these conflict with the partnership’s strategy, or can the 
partnership influence or set the overarching strategy?

Influence Which key organisations, individuals and decision-makers does the 
partnership need to engage with or influence? 

By using this knowledge, it is possible to identify the appropriate role for the TCP within 
the landscape and to clarify relationships that need to be built and developed to ensure an 
effective outcome for the town centre.

Readers may wish to look at Chapter 3 for further guidance on how to engage 
stakeholders, or at Chapter 5, which discusses how to involve key partners in the 
governance of a partnership.

The partnership’s remit

In order to determine a partnership’s remit, the following two questions should be 
considered:

1. � What is the partnership’s current sphere of activity? (ie what does the partnership 
undertake on an ongoing basis that adds value to the town centre?)

2. � What is the impact of the partnership in each of these spheres? (this is usually linked to 
the scope of the partnership operations and the measures of impact that it uses).

Identifying the sphere of activity
Our experience of the 20 pilot areas, tested more broadly through consultation with 
other experienced practitioners has indicated that TCPs operate across three main 
spheres of activity:

influencing town centre strategy•	

leading town centre strategy; and•	

delivering services for the town centre.•	
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The three activities are not mutually exclusive and TCPs may focus on just one, or any 
combination (as shown in Figure 2.5). It is through these activities that a TCP is able 
to develop initiatives and actions to add value in town and city centres.

Figure 2.5  Common town and city centre partnership remits

Where most town 
and city centre
partnerships operate

Influencing Strategy
A lobby organisation that

influences the development 
of the town centre 

Leading Strategy
A strategic 
organisation that
develops the strategy
for the town or 
town centre

Service Delivery
A focus on delivery

of services and
events for the town

or town centre

Source: BTCP consultation

The majority of TCPs tend to focus on influencing the strategies and organisational 
agendas that have an impact on the town or city centre. Many also deliver basic 
services such as festive lighting or town and city centre events. However, most aspire 
to play a more strategic leadership role in town centres by working with partners to 
establish a town and city centre strategy. Figure 2.6 includes examples of tasks that a 
TCP would perform for each of the different activities.
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Figure 2.6  Example activities

Activity Example tasks

Influencing 
strategy 

influencing opinion through public media or stakeholder •	
engagement events

having decision-makers on the board•	

shaping strategies of organisations in the partnership landscape•	

being consulted by other organisations (eg local authority on •	
regeneration for the town centre)

influencing planning decisions in the town centre. •	

Leading 
strategy 

developing a strategy for the town centre (full or partial)•	

envisioning and defining services to be delivered•	

guiding/informing the strategies of other organisations/initiatives in •	
the partnership landscape. 

Service 
and Project 
Delivery 

delivering baseline services (eg managing cleaning services)•	

delivering basic projects and services (eg Christmas lights, markets, •	
events, CCTV)

delivering advanced projects and services (eg economic •	
development, promotion and tourism) 

Source: BTCP consultation

Identifying the impact of the partnership

Figure 2.7  Examples of partnerships expanding their remit

A number of town and city centre partnerships are starting to expand their remits to 
address more advanced services. Reading UK CIC, the long-established town centre 
partnership, is acting as Delivery Partner for the 2020 (Local Strategic) Partnership, to 
promote and sustain the economic development of Reading. Similarly, town centre 
partnerships in Worcestershire and Cambridge have taken responsibility for tourism 
promotion.

The impact that partnerships achieve varies considerably despite similarities in the remits 
that they undertake.

In general, an influencing strategy role is a ‘default’ role for TCPs which aim to influence 
the agendas of different stakeholders through various engagement processes. Different 
partnerships, however, may influence stakeholders to different degrees, and hence are 
operating with varying levels of impact. A basic example of ‘influencing strategy’ would 
be attending a reporting meeting of the police and expressing the partnership’s opinion, 
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a more advanced partnership would have established a solid relationship with police 
decision-makers and are likely to have the local chief of police sitting on the board of the 
partnership and using it as a forum for decision-making.

In most cases, a leading strategy role for town and city centres remains the role of the 
local authority. TCPs require a high level of maturity and formality, as well as support from 
the public sector to play a leading role in establishing strategy – this is particularly crucial 
for business-led partnerships. Playing a strategy-setting role does not necessarily mean 
that a TCP will set the overarching strategy for the whole town centre and that all other 
organisations and initiatives should be reporting to it. It is important, however, that the TCP 
is able to take decisions for some of the issues of relevance in the town centre (eg safety or 
business growth) and receive the support of and recognition from other bodies, particularly 
the local authority.

Many TCPs undertake a number of tasks in service and project delivery such as festive 
lighting, markets and other street events; whilst these add value to the town or city centre, 
they are often ad hoc rather than aligned to the overall vision and objectives of the town 
centre. More advanced approaches to ensure maximum impact include:

developing an evidence-base to identify service improvement and project needs in the •	
town centre (eg using business surveys, benchmarking and published data)

aligning services and projects to the town centre strategy or other strategies shaping •	
the town centre (eg Local Area Agreements)

leveraging business contributions to deliver additional service levels for the town centre •	
(eg introduction of a BID, membership systems)

using alternative vehicles such as subcontractors to increase service delivery efficiency•	

developing service-level agreements with the local authority to deliver services on their •	
behalf

partnering to exploit synergies and provide additionality (eg publish town centre •	
newsletter jointly with Chamber of Trade).

See Tool 3 for a tool that enables self-assessment of a partnership’s degree of impact.
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Figure 2.8  Examples of a partnership focusing its efforts

Chester City Centre Management undertook a review of its organisation and work 
in late 2007. City Centre retailers and businesses were among those who took part 
in the review work. One of the key conclusions of the review was that the City Centre 
Management Partnership was trying to do too many things in maintaining, developing 
and promoting the city centre. Its scope was so broad that it was not having sufficient 
impact in its areas of work.

Businesses and retailers expressed a preference for the City Centre Management 
Partnership to focus its efforts on the ongoing, week by week services to maintain the 
City Centre’s attractiveness (eg street cleaning and signage). A separate group was being 
formed to take forward major development possibilities in the City Centre, and plans are 
being made for the two to work together.

2.3 � Understanding the partnership’s public-private balance

Established partnerships will generally aim to obtain a balance of public, private and 
community representatives in their membership and governance structures. This section 
provides guidance in determining the ideal balance of public and private sectors within a TCP.

Why is a public-private balance important in TCPs?

TCPs are initially driven by either the local authority or business, and during the early 
stages of a partnership it is not unusual for one sector to take the leading role. Ongoing 
dominance in the partnership by either the public or private sector is generally not 
advisable for the following reasons:

a partnership •	 dominated by the public sector may be seen as lacking engagement 
and understanding of business needs

a partnership •	 made up only by the private sector could lack the resources, 
credibility, understanding and mechanisms to deliver desired services.

A partnership should therefore aim to represent the broad variety of interests in the town 
centre, public and private. Co-opting representation from a broad range of backgrounds 
provides the experience necessary to deliver the Partnership’s strategy and action plan.
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5.2 � Understanding the core structures and roles of Town 
Centre Partnerships

All Town Centre Partnerships have different starting points. The starting point may be 
a single group of people getting together to share ideas about their various interests in 
the town centre. It may be a group of businesses meeting with public sector providers to 
discuss services that are being provided and ways they could be improved. Alternatively, it 
may start within the local council, with officers in a directorate wanting to coordinate their 
town centre work with other council colleagues and key town centre stakeholders.

A review of TCP involved in the BTCP indicated that despite their starting points, 
successful TCPs quickly mobilise into a basic structure, supported by key roles, systems 
and processes. This is illustrated in Figure 5.3 below and consists of a TCP board, a TCM 
and other executive resources (eg BIDs manager, support staff), task groups, partners and 
membership (sometimes called assembly or AGM).

Figure 5.3  Typical TCP structure

Partners

Membership

Town Centre 
Partnership Board

Task Group Task Group Task GroupTask Group Task Group Task Group

Town Centre 
Manager & other 

executive capacity  

V
eh

ic
le

System
s

Figure 5.4 below summarises the key governing and delivery roles for the different parts of 
the typical partnership structure;
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Figure 5.4  Governing and delivery roles for TCP structures

Town Centre 
Partnership 
role/group

Key governing roles Key delivery roles 

Board taking strategic decisions •	
on behalf of the partnership 
(structure of the partnership; 
scope/remit; business plan)

monitoring progress in the •	
work of the partnership, 
and giving direction on any 
changes required.

giving an account of •	
activities and achievements 
to the membership of the 
partnership.

selecting and managing the TCM •	
and other executive resources

in some cases the board members •	
would also have delivery roles as 
heads of task groups or by leading 
a functional area (eg finance, 
marketing) 

Town Centre 
Manager

accountability to the board/•	
usually being a member of the 
board

supports the board in •	
communicating progress to 
the membership. 

day-to-day management of the •	
task groups and other executive 
resources to deliver the business 
plan

undertaking regular (two-way) •	
communications with partnership 
members and other partners and 
stakeholders.

updating the board on key issues •	
emerging from communications.

undertaking partnership •	
development tasks according to 
direction from the board

perform most fundraising •	
activities. 

Sub-Groups  
(or Task 
Groups)

providing feedback for the •	
development of business plan, 
depending on task group remit

reporting progress to the •	
board and responding to 
feedback from the board.

acting under the direction/•	
remit given by the board of the 
partnership

focusing on a particular objective, •	
functional area or set of activities

working with the TCM to deliver •	
the business plan. 
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Town Centre 
Partnership 
role/group

Key governing roles Key delivery roles 

Partner 
organisations 

providing feedback and advice •	
for the development of the 
business plan. 

supporting delivery of key •	
partnership or town centre 
strategy initiatives falling in the 
remit of the partner organisation.

Town Centre 
Membership 

holding the partnership •	
board to account (through for 
example the AGM)

providing feedback on the •	
activities and achievements of 
the partnership.

taking part in election •	
processes for partnership 
positions (as appropriate)

selecting board members. •	

getting involved in partnership •	
activities, including the work of 
sub-groups, by providing time, 
support and funding. 

The key governing roles/links described will apply to specific task/issue that the partnership 
tackles. The nature of these tasks/issues (eg reducing crime in the town centre, setting up a 
forum for small business) will be set by the strategy of the partnership.

Developing complex partnership structures

There are a growing number of ways in which a TCP organisation, and its structure, can 
develop over and above this. However, there is no simple model or clear route map here. 
Individual circumstances strongly influence the developments chosen. However, there are 
some lessons that can be applied to partnerships considering how they might best develop.

See Tool 16 for three examples of how town and city centre partnerships have developed 
their structures to support their business needs:

Birmingham – a partnership structure incorporating a number of BIDs•	

Reading – a partnership structure to deliver economic development•	

Coventry – a partnership structure to deliver major city centres services and BIDs.•	

The examples look at what those structures are, what has led them to be developed, their 
strengths and weaknesses and what general lessons there are for TCPs.
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5.3  Form a Town Centre Partnership board

The value of the board

The board is at the core of the partnership structure. The value of the board is summarised 
in Figure 5.5. In essence, a board gives clarity as to who is in control, via a group 
representing the appropriate interests in delivering town centre developments.

Figure 5.5 � What value does a town or city management board provide to the 
partnership?

- facilitates stakeholder engagement and buy-in to partnership decisions•	

- grows the sphere of influence of town or city centre management•	

- gives collective direction on specific issues•	

- increases accountability both between members on the board and between the •	
town centre partnership and the town centre stakeholders

- brings together technical and local expertise in key work areas for the partnership •	
(eg media, service delivery, sector relationships)

- helps confidence as it is familiar – businesses recognise a traditional board structure•	

- provides direction and increases the speed of decision-making•	

- it is part of a recognised legal structure to raise revenue and get access to other •	
resources

- formalises partnership arrangements independently of any individual partner •	
organisation (eg local authority) and gives credibility to all sectors

- helps to manage and diversify risk.•	

Summary from delegates’ feedback, BTCP launch event, May 2006

Once there is some clarity on a vision and strategy for improving the town centre, it will be 
important to set up a board. The group of individuals on the board will complete or confirm 
vision and strategy (as appropriate) and drive forward its implementation.

Recruiting board members

A board should aim to represent the broad variety of interests in the town centre. The 
board should be comprised of members from a broad cross-section of the public and 
private sectors in the town, whilst remaining an effective and manageable size. Most 
partnership boards have at least 10 people on them, but many limit the maximum size of 
the board to around 20 people.
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Co-opting representation from a broad range of backgrounds provides the experience 
necessary to deliver the partnership’s strategy and action plan. Dominance in the 
partnership governing body by either the public or private sector is generally not advisable 
(as discussed in Section 2.3). To get the balance right, a TCP’s board should aim to:

include •	 key decision-makers from the public sector to be able to drive decisions 
that affect public services in the town centre with confidence and pace

ensure •	 private sector participation in decision-making (ie from the different types 
of businesses in the town centre) – town and city centres are predominantly composed 
of businesses, which provide an important source of funding for local services. 
Additionally, businesses tend to engage better when it is clear that the private sector is 
playing an active and leading role

allocate places on the partnership to people holding certain posts•	  in both 
private sector companies and public sector organisations (not the individuals 
themselves), to allow for turnover of staff, and participation from those who are 
committed by virtue of their ‘day job’

aim for the participation of •	 other individuals and organisations, (eg the press, and 
community groups), who have much to offer (eg the media can provide significant 
opportunities to promote the partnership’s work).

These representatives need to be of a sufficiently senior level to be able to agree to and 
act on decisions made by the board. The board will very quickly lose credibility if it agrees a 
course of action but cannot implement it. Chapter 3 provides guidance on how to identify 
and engage potential candidates.

Finally, remember that the membership of the partnership board will need to change over 
time, and there is an ongoing job to ensure that the board remains vibrant and active.
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Figure 5.6  Top-10 tips when recruiting partnership board members

1.	 Identify the board characteristics you are looking for – including numbers, degree of 
seniority, public-private balance, key individuals, new faces, time availability etc

2.	 Write a job description for your board members, so that everyone knows exactly 
what is expected

3.	 Launch your recruitment campaign – use various communication channels to make 
people aware that you are recruiting board members

4.	 Ask around for names of good potential candidates and have conversations or 
‘interviews’ with them

5.	 Sell the opportunity – be ready to explain reasons behind wanting someone in the 
board, benefits for them and commitments of being a board member

6.	 Look for passion – passion about the town centre and about the partnership is a key 
criteria

7.	 Be selective – consider the value that ‘self-volunteered’ candidates bring to the table, 
not everyone can be a board member

8.	 Allow for an ‘emerging’ board – as the partnership develops, the board may need to 
adapt. Approach board membership changes with transparency

9.	 Balance fresh ideas with experience – the usual suspects are not necessarily the best

10.	Be flexible and keep people involved – eg by offering other responsibilities (eg chair 
or member of a task group).

BTCP Event 1, May 2006 

In order to recruit members for the board, the partnership needs to be clear about the role 
that each board member and the board as a whole should be playing. See the section on 
‘terms of reference’ below for examples.

5.4  Choose a TCP board chair

A TCP board chair is a key figure in presenting the ‘face’ of the partnership and in leading 
its work. The chair’s leadership will be important and influential in building trust and good 
working relationships between partners across sectors, and in bringing energy and action 
to the partnership’s work.
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Figure 5.7  Choosing an effective TCP board chair

An effective chairman will be:

a leader:•	  he or she must have vision and be able to translate that vision into a clear, 
shared understanding of what the town centre should be in the future and how it 
will be achieved

a figurehead:•	  the chairman will be an ambassador for the partnership, providing a 
sense of continuity

politically aware: •	 they need to be politically aware and appreciative of local 
authority priorities and constraints

a communicator:•	  they need to be a motivator with the ability to inspire at all levels

a manager:•	  the chairman should play an important role in managing the TCM’s 
performance.

Boots (2006) Town Centre Management – Steering and Working Groups

An effective chair can come either from the public or from the private sector. However, the 
person with the qualities most suited to this role will need to be judged according to local 
circumstances (see the figure below for an example scenario).

Figure 5.8  Example scenario in selecting a chair

Town Centre Partnerships often start life in the public sector, specifically in local councils. 
In this case, the partnership can be perceived as a body that is ultimately controlled by 
the council. Non-council partners may be reluctant to take part, and the partnership may 
lose out as a result. In this scenario, an individual from a private sector organisation (who 
has leadership skills and ability to build trust across sectors) would be a strong candidate 
for the role of board chair.

However, a balance should be maintained with strong leadership support from a range 
of key partner organisations, in particular the local council. One possible way of ensuring 
this involvement, when a private sector chair has been appointed, is to appoint a vice-
chair from the council.

It is also important to consider the time the chair is able to give to the role, as this is crucial 
in ensuring the partnership’s leading figure is able to deliver in practice what is needed. 
This delivery should be worked out alongside that of the town centre manager, and a good 
working relationship between the chair and town centre manager is fundamental to the 
partnership’s success.
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5.5 � Set up and appoint to a town centre manager or 
equivalent

There is much work to be done in a fledging TCP to set up the foundations and 
infrastructure, and to engage key stakeholders in the work of the partnership. In addition, 
there is an ongoing role in sharing information with the wider population of stakeholders, 
discussing issues further with certain key individuals and tackling specific problems 
(to demonstrate that the partnership can have detailed influence, and can facilitate 
improvements).

Individual(s) need to be responsible for this work, reporting to the board. If this does not 
happen, progress will be slow and the partnership is in great danger of stagnating, even 
though it has only just been formed.

The most common way of doing this is by appointing an individual as a town centre 
manager. The most common roles of the town centre manager are included below:

Figure 5.9  What is the role of a town centre manager?

1.  Developing the partnership

2.  Realising projects and leading actions

3.  Representing the partnership

4.  Looking for investors

5.  Understanding the centre

6.  Managing the town centre structure day to day.

From: The Town Centre Manager (Lead Partner AMCV)

It is worthwhile adding that, in practice, the town centre manager’s ability to provide 
an effective secretariat to the partnership will be very important in establishing the 
partnership’s credibility, especially with the private sector. Meetings and reports that assist 
the partnership, and especially its board, in making clear decisions quickly is highly valued.

An informal partnership is not likely to be able to appoint staff itself. One of the partners 
usually does this on behalf of the partnership. However, it is important that a town centre 
manager is seen to work for the TCP as a whole (and the board in particular), as opposed to 
the employing organisation. Line management responsibilities should be carefully set up to 
account for this.
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This is an important and significant step forward for a new partnership, and requires what 
will probably be the first significant expenditure on resources. This is funded in a variety 
of ways, but usually by a combination of regional government, local government, local 
businesses and stakeholder organisations.

For new, small partnerships, appointing a full-time town centre manager may be a bit more 
than is required, or more than can be afforded. The partnership can instead, for example, 
second a member of staff from a partner organisation on a part-time basis.

See Tool 17 for an example of a TCM job description.

Further information can be found in the ATCM document ‘Town Centre Managers – 
Selection, Management, Development’

5.6  Set up membership for the TCP

The TCP will be most effective if it is able to engage with a large and wide-ranging number 
of individuals and organisations with a stake in the town centre. A membership system 
is a good way to formalise and secure commitment and to create networks for sharing 
information.

However, a membership system takes time and effort to operate; in particular, potential 
members may need convincing of the benefits of membership. Members of the 
partnership need to see the benefits that they will receive in order to join, and continue 
in membership. For example, for businesses, a more attractive town centre environment, 
which leads to better business performance, is likely to be a key benefit.

Figure 5.10 summarises the benefits that both a TCP and members may get out of a 
membership arrangement.
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Figure 5.10  Benefits of membership

Benefits of membership to the 
TCP

There is accountability; the •	
membership base provides 
challenge to the Board, ensuring it 
is delivering in line with the needs 
of key stakeholders;

There is communication and •	
engagement; members should be 
a receptive channel for messages. 
This is likely to lead some members 
to be more supportive of the 
Partnership’s work, and others will 
take part as a result; and

There is funding; many •	
membership schemes bring in 
funds to the Partnership

Benefits of membership to 
members

To best develop the potential of •	
the Town Centre, and enable it to 
best compete

To make activities and strategies •	
of individual businesses more 
effective

To address difficult issues that •	
require contributions from a 
number of parties

To enable participation in a unified •	
network of influence

From: The Town Centre Manager  
(Lead Partner AMCV)

Who should the TCP look to become members?

There is a wide range of potential members for a TCP (as discussed in Chapter 3). 
The organisations targeted for membership will depend on the areas/issues that the 
partnership is looking to focus on. The partnership will be most successful in addressing its 
key issues if all organisations with a stake in any such area/issue are brought together.

Should membership fees be used?

Most TCPs start life being funded by a combination of funding sources including private 
sector tenants (eg retail businesses) and landowners, local government, income from/
for town centre activities and regional government. The balance between these possible 
sources of funds depends on local circumstances. However, all these possible funding 
avenues should be explored including contributions from local stakeholders or members. 
A successful membership fee system will depend on the extent to which the partnership is 
able to demonstrate that fees will be an investment in enhancing the trading environment 
and providing benefits back to members (this is explored further in Chapter 6).
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5.7  Formalise links in the local landscape

It is important to establish the fledgling partnership on the ‘local map’. The links made and 
communications shared will provide opportunities for the Town Centre Partnership to be 
supported in its role. It will also help to avoid duplication of roles with other local partners/
partnerships that have a similar remit.

This section outlines the organisations and partnerships with whom the TCP should look at 
forging links. It also suggests a number of strategies for making these links (following from 
the analysis of the partnership landscape in Section 2.2 and the analysis of stakeholders in 
Section 3.3).

Making links – with whom?

Usually the most wide-ranging/overarching partnership in the local area is the Local 
Strategic Partnership (or LSP). This is a good place to start when identifying local 
partnership activity. LSPs have been set up since the early 2000s across the country. 
There should be an LSP for every local council area in England now. An LSP is responsible 
for promoting the economic, social and environment well-being of its local area. It is 
a partnership with membership and representation from public, private, voluntary, 
community and faith sectors.
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Figure 5.11   Engaging with LSPs

Mixed experiences•	  – While some TCPs see LSPs as distant, lacking transparency 
and accountability and having little ability to address local issues, others see them 
as responsive and active, with robust plans for action based on feedback from 
stakeholders, including businesses. Anecdotally the differences in LSP experience 
had some root in the area covered by the LSP. Good LSP experiences were cited for 
smaller areas with a single Town. LSP experiences cited for larger areas where the LSP 
covered a number of Towns was less positive. Experience in London was that LSPs 
could be too limited in their scope to engage some retailers. Broader, more strategic 
bodies needed to be sought. An example given was of the North London City 
Growth Board.

Suggestions for engagement •	 – included; TCP Chairs having places on the Board 
of the LSP, or a theme group of the LSP; TCP feeding into the development of the 
Sustainable Communities strategy being produced by the LSP; and participation in 
work on the “fourth block” of the LAA (which includes measures on vacant unit 
rates, business confidence and visitor satisfaction). Trust between partners and 
ownership of the agenda by businesses was felt to be key in making a positive LSP 
relationship work.

Cross-boundary working•	 : Cross-boundary work between TCPs, linked to 
LAA work, is positive and possible. It is better to lead on these initiatives and 
then look for opportunities to link them to the LSP rather than looking to the LSP 
to facilitate this type of initiative. Example: a tourism-based initiative, linking a 
number of Towns covering three local authority areas, which has been developed 
by organising meetings of representatives from appropriate councils and town 
centre partnerships, planning actions as a group and then linking back to LSP / LAA 
activities and targets (as appropriate) rather than the other way round.

Output from breakout group, BTCP National Event, November 8th 2007, Derby

Another important partnership of relevance to the town centre is the Crime & Disorder 
Reduction Partnership (CDRP). Each local council area in England must have a CDRP (it is 
a legal requirement). It is led by the police and the local council. It will be important to link 
with the local CDRP for any work concerning crime and community safety.

Additionally, there are likely to be business-based groups or partnerships with which a new 
Town Centre Partnership will want to build links. For instance, the Chamber of Trade or 
Commerce is likely to have groups or networks that will be relevant to town centre work.
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Making links – how?

Links with partners and partnerships are handled ideally by inviting partners to become 
involved with the partnership. However, there are always likely to be partners or 
partnerships that need linking with, but which are not members of the Town Centre 
Partnership.

It is important to understand the desired outcome from formalising relationships with 
other organisations and partnerships. These may be to:

build awareness of the work of the partnership•	

attract funding for the partnership•	

share resources and collaborate on projects.•	

Where the objective is to build awareness, three activities merit consideration:

send a written progress report – an efficient solution, but engagement will not be •	
particularly strong

provide a face-to-face briefing on partnership activity/achievements/plans as part of •	
a meeting held by a partner organisation (with other agenda items) – this is good for 
general contact and building awareness, but may not lead to further action in of itself

organise a meeting concerning the partnership with a specific individual/specific •	
individuals – this will increase the level of engagement, and make it personal.

If the link is about enabling collaborative working across organisations with similar remits, 
it can be helpful to have a member of the Town Centre Partnership who is also a member 
of the partnership (or partner organisation) with which the link is being made. For example, 
a TCP board member might also chair the Crime and Disorder Reduction Partnership. 
People who ‘wear two hats’ can create valuable linkages. Remember though that this is a 
potentially time-consuming form of engagement.

One of the strongest forms of linkage is for the TCP to have a part of its operation in 
common with an, often bigger, partnership. In the case of an LSP, an example linkage is for 
the TCP (or a part of it) to become a part of the economic development block of the LSP’s 
operations. In the case of a CDRP, the crime/community safety part of the TCP’s operations 
could also act as the town centre arm of the CDRP’s operations. This is the case in Chester 
City Centre. These types of linkages enable a very joined-up approach that avoids 
duplication and can make better use of limited resources in a town or city centre.
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5.8  Set up the partnership’s terms of reference

The need for a Partnership Constitution or Terms of Reference

All Town Centre Partnerships need to set out in writing the arrangements and protocols for 
how the partnership will be governed, in particular:

what they are in existence to achieve and a shared understanding of the strategy they •	
will apply to achieve against their stated objectives

who can take part in partnership business, how they are approved to take part, what •	
roles they can play (eg as a partnership member or as a partnership board member), 
and how this can be changed or terminated

how individual organisations and the individuals that represent them are individually •	
and collectively responsible within the partnership. In particular, what are the 
performance management arrangements between individuals within the partnership 
and between the partnership and its membership and its external stakeholders?

procedures for holding meetings, taking decisions, keeping records, managing funds.•	

This is good practice, as it makes the operation of the partnership clear, open and 
transparent. In addition, the process of drafting and agreeing the governance document 
helps to clarify roles and relationships, as well as building good will and trust.

It is vital, however, because partnerships are fluid and dynamic, that governing documents 
are subject to regular review – to confirm that current arrangements remain ‘fit for 
purpose’, as well as providing partners with the opportunity to raise fundamental issues 
which they would not get the chance to do as part of everyday business.

Where town centre governance arrangements are established, on a sound basis initially, 
it provides a platform for the development of more formalised arrangements going 
forward. A properly thought through and drafted Partnership Agreement or Terms of 
Reference, with the processes and culture that are developed around it, form the basis of 
constitutional documents required by the regulatory framework for incorporated entities 
(or companies). This is explored in more detail towards the end of this section.

The content of a Partnership Constitution or Terms of Reference

Whilst there is no standard form of governing document appropriate to all types of 
partnership, a framework for a Partnership Agreement or Constitution/Terms of Reference 
Framework can be found in Tool 18. It is important that each Town Centre Partnership 
determines what it needs, taking into account the aspirations of the partnership and its 
members and any legal requirements. The main elements to be included are:

name of the partnership•	

aims and objectives and scope of operation•	
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membership, including board membership, the relative status of members, schemes of •	
delegation – authority and decision-making – and arrangements for the termination of 
membership

protocols for the way in which the partnership will operate, manage its business and •	
make decisions, ie:

– � meetings – notice and frequency of meetings, quorum roles, chairing arrangements, 
voting arrangements and representation of other members

–  decision-making processes

where its income will come from•	

processes for review and amending the agreement; and•	

exit strategy and arrangements for dissolution.•	

It is key that the governing document is not overly complex, and does not seek to anticipate 
every eventuality. The objective which underpins the drafting should be to establish clarity 
where failure to do so would create ambiguity around partnership processes and liabilities.

The governance document may or may not have legal status – but because there are 
likely to be implications for partner organisations or the partnership itself in terms of 
the obligations and liabilities they have committed to – it is always advisable that a legal 
professional is involved in the drafting, or at least in reviewing the document.

Embed change in your Constitution/Terms of Reference

As a partnership succeeds and grows there will be people who are willing and able to 
join and get involved. Also, over time, there will be partnership post-holders who will 
want to change their role for a variety of reasons. This topic suggests three ways where a 
partnership should take action to prepare for and manage the process of changing key 
post-holders.

The key is to be clear about the process that will be employed for appointing and 
removing the key post-holders in the partnership. This should be documented in the TCP’s 
constitution/terms of reference. It may be helpful to follow the following three steps:

1. � Start with considering a term of office. Stating a term of office is a good and 
professional way to do partnership business. It shows respect for the effort being made 
by post-holders, allowing them to assess their future ability to fulfil the role as a natural 
course of events. It should allow key post-holders to be more specific in what they want 
to achieve in a given period, and to put extra energy into achieving it as a consequence. 
It also introduces the need to have a dynamic attitude with regard to key posts – 
planning for future changes as an ongoing part of business.
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2. � Consider the process for appointment to key posts. A few may be via a 
recruitment process, as for many jobs in business. However, others (eg posts on the 
board of the partnership) work via a process of nomination. Clarify who can make a 
nomination and how is this nomination approved or turned down. Partnerships often 
have constraints on the people who can be nominated for key posts to ensure that, for 
example, a balance of stakeholders is maintained. Constitutions are written to ensure 
that certain stakeholders have a place/places as of right. For example;

the local authority often has a number of places allocated onto the partnership •	
board, and the partnership constitution is written to allow the local authority to 
decide who should fill these places

places on the board for certain types of town centre business are often enshrined •	
in the constitution (for example places on the board allocated to independent 
retailers).

Having established the parameters within which nomination can take place, nominations 
are usually the responsibility of individual board members, with the board as a whole taking 
the final decision. In some cases, new board members go through a voting process with the 
participation of the wider membership (eg on the AGM).

3. � Consider the process for termination of appointments. There are some situations 
where termination of an appointment will happen naturally (See Figure 5.11). However, 
other situations require more active management by the partnership and its board in 
particular. If these situations are covered in the constitution then the board will be able 
to deal with this and make an appropriate decision in the course of normal business. In 
some cases, removing someone from the partnership’s board may be a natural decision. 
This may happen when, for instance, the partnership has evolved or changed and the 
interests represented by a board member are no longer relevant to the partnership 
operations.
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Figure 5.12 � Situations where the appointment to a role in the partnership could 
be terminated

A reason in law whereby the post-holder is prohibited from remaining in a role•	

If the post-holder gives notice of their intention to resign or retire•	

The post-holder leaves the position they held with a partner organisation•	

The board decides at a formal meeting that the post-holder should be removed from •	
office

The partnership member who first nominated the person to the post ceases to be a •	
member.

See the Twickenham Town Centre Management Board Terms of Reference, for examples 
of roles and responsibilities for different structures of the partnership at  
www.twickenhamtown.co.uk/lib/tmp/cmsfiles/File/Constitution%203.rtf 

Use ongoing stakeholder engagement work

Having got change in partnership roles embedded in the partnership’s constitution/terms 
of reference, it is important to ensure that there is a robust strategy for managing this 
change. The core of this strategy will be stakeholder engagement work.

This is covered in detail in chapter 3. For the purposes of this topic, it is important to point 
out that the likely changes in key post-holders provide justification for an ongoing effort in 
stakeholder engagement. It is natural to make a concerted effort to engage stakeholders at 
key milestones in the partnership’s life, especially when it is set up and launched. However, 
work on this in the ‘quieter’ periods of the partnership’s life will open up many valuable 
opportunities in the future.

Use partnership growth and new roles to give a development path

As the partnership succeeds and grows, important new roles will need to be added for 
members of the partnership. For example:

leading work on a partnership support function (eg finance or legal work)•	

leading a partnership project (for example the preparation for a Business Improvement •	
District vote); and

leading partnership work on an aspect of town centre service development (for •	
example work to make the town centre a safer place, or work to improve the 
marketing of the town centre).

The possibilities that the partnership has for filling key partnership roles will gradually 
increase. The skills and experience that new people bring to the partnership may also open 
up other avenues for developing the partnership and its work.
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5.9  Employing a partnership vehicle

Most Town Centre Partnerships are established initially as an informal partnership or 
unincorporated association. In other words, the partnership is not a legal entity. Informal 
unincorporated partnerships serve many organisations well, but it is likely that as a Town 
Centre Partnership expands the scale and scope of its operation, financial turnover 
increases and there is a need to employ staff and hold assets, it will be necessary to consider 
formalising the corporate structure – usually as a company. In this section, therefore, we 
consider the following issues:

when to consider setting up the partnership as a company; and•	

the different types of company structures, and what needs to be considered in •	
selecting a company structure appropriate to the needs of the TCP.

Establishing a company, and the processes required for compliance with the associated 
regulatory framework, will require specialist business and legal input. Areas requiring 
specialist support and input are not covered in this guide – rather the focus is on 
informing the decision to migrate the TCP from an informal to a company structure and 
considerations for preparing for and implementing it.

Figure 5.13  Considering employing a company vehicle for the partnership?

Ask the following questions:

Will the partnership employ people?•	

Will the partnership manage big grants?•	

Will the partnership buy and manage property?•	

Will the partnership enter into large contracts?•	

Will the partnership need to manage other significant risks related to its services?•	

Adaptation from Bates, Wells and Braithwaite and Social Enterprise Coalition (2005) Keeping it legal: 
A guide to legal forms for social enterprises

Considering when to set up a partnership as a company

In the early stages of partnership development, the cost and effort involved in 
incorporating the partnership are not usually warranted. Risks associated with operation 
are usually low, and liabilities minimal. Town Centre Partnerships tend to start life being 
involved in implementing discrete ‘low risk’ activities, such as stakeholder forums which 
shape strategy, rather than directly delivering projects and services. The light-touch 
regulation associated with informal partnerships may be more appropriate in the initial 
stages of development, as it allows more freedom for the partnership to develop in a way 
which is responsive to the local area and its priorities.



98    Managing Town Centre Partnerships – A guide for practitioners

Partnerships which are at a ‘developing’ stage would usually be governed based on 
documented agreements and protocols which have no legal basis. There is a common 
misconception that if a partnership employs a company vehicle then it will automatically 
become more rigorous or professional in its operation. This is not the case. The same level 
of rigour/professionalism can be reflected in the ‘Partnership Systems’ of an informal or 
unincorporated partnership.

So what are the beneficial changes for a partnership incorporating to become a company? 
In the main, it is about creating the capacity to expand the organisation’s scope of 
operation and influence by:

establishing itself as a separate legal personality from its constituent members – which •	
allows it to operate in the partnership or company name, employing personnel, 
owning assets, borrowing money and entering into agreements

providing a framework for managing risk associated with its activities – in particular by •	
limiting the liability of its members or shareholders

establishing ‘Perpetual Succession’ – the company can continue regardless of changes •	
in membership

establishing mutuality of decision-making through the obligations of shareholders, •	
directors and officers to act in the best interests of the company, rather than in the 
interests of the member organisation to which they belong; and

creating transparent arrangements for decision-making, performance and financial •	
management through a defined regulatory framework, for example, accounts are 
open to public scrutiny through the Registrar of Companies.

Figure 5.13 provides some key questions that relate to the risks associated with expanding 
the organisation. If the answer is YES to a number of the questions, then consideration 
should be given to establishing a company vehicle for the partnership.

Note that answering YES to some of these questions does not necessarily give a positive 
indication for the need to employ a company vehicle. For example, some Town Centre 
Partnerships manage their funding effectively through a lead organisation such as the 
local authority. Similarly, partnership employees are sometimes employed by partner 
organisations which are legal entities in their own right. The key question is whether 
existing or planned scope of the partnership going forward requires that it is recognised 
as an independent entity, making its own decisions and being both accountable and 
liable for its actions. Further, that the independence of the entity allows others to identify 
and engage with its objectives and actions which are seen as truly independent from the 
individual plans and aspirations of constituent organisations.

The figure below summarises key characteristics of a partnership organisation where 
expansion in its scope of operation and influence suggests that it needs to consider 
incorporating as a company.
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Figure 5.14  Benefits of incorporation for partnership growth issues

Partnership growth issue Benefits of incorporation

partnerships engaging in activities 
which incur risk and liability for 
individual partners (for example 
entering contractual delivery 
arrangements).

incorporating would enable a framework 
through which a partnership can better manage 
their increased risks corporately, whilst limiting 
the liabilities of the individual stakeholder 
organisations.

partnerships owning substantial 
assets or employing people to 
facilitate their activities.

incorporating allows the partnership to employ 
personnel, purchase and own assets in its own 
name – rather than in the name of one or more 
of its constituent partner organisations. This 
creates a clear framework of accountability 
where all shareholders and officers are collectively 
responsible for the partnership infrastructure and 
the decisions they make in relation to it.

increasing public confidence or 
safeguarding a social mission.

the regulatory framework which attaches to 
companies ensures that the partnership’s dealings 
in assets, people, financial and performance 
matters are fully transparent – thus increasing 
confidence by internal or external stakeholders
in certain types of company – see later – assets that 
are gifted to the partnership may be ‘locked’ so 
that they are secured to community or other social 
objective irrespective of the actions of individual 
stakeholder, or the winding-up of the company.

accessing/managing finance incorporating will facilitate access to finance 
unavailable to unincorporated partnerships. 
This may be as a consequence of any increased 
capacity and external confidence generated 
(eg direct revenues generated from service 
delivery and trading), grants (eg from RDAs, local 
authorities or European initiatives), or arising 
from establishing the partnership as a legal entity, 
eg from borrowing, equity and tax benefits. An 
incorporated partnership is best placed to manage 
funding accessed via Business Improvement 
District status. Although incorporation is not a 
requirement, it is a good way of managing the 
risks and responsibilities associated with Business 
Improvement District funding streams.

mitigating the tax implications of 
revenue generation

where the partnership is likely to be dependent 
on revenue surpluses generated, it is relevant 
to assess the tax implications of entities. For 
partnerships that have a remit that can be 
established as charitable objectives – there may be 
a reduction in tax liabilities.
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So if this stage has been reached and it has been decided that the partnership should adopt 
a company vehicle, the next section describes the key options.

Selecting a company vehicle

Almost all Town and City Centre Partnerships that have formed as companies use the 
Company Limited by Guarantee (or CLG) as their basis. A CLG is a popular form of not-for-
profit company.

Other incorporation vehicles exist, but currently these are rarely in use. This is usually 
because of the lack of control required by these incorporation vehicles on distribution of 
profits/surpluses.

There are three main ways that Town and City Centre Partnerships develop a corporate 
vehicle for their operations, working from a CLG basis7:

Company Limited by Guarantee (with no additions)•	

Community Interest Company (or CIC) or•	

Charity.•	

Note that a Community Interest Company cannot be a Charity.

Tool 19 contains a tabular description of each of these options. The description includes 
the main features and benefits of each company vehicle, weaknesses or difficulties in 
their operation, risks, and the stage of partnership development where they will be suited. 
When aiming to compare these different vehicles, consider the following:

a Charity model is the most different and distinct of the three. Tax reductions which •	
apply to this mode may prove beneficial for a Town Centre Partnership that is set up 
as a charity. However, this must be offset against the tight constraints on partnership 
operations and the effort required to provide information to the Charity Commission 
on a regular basis

for partnerships that do not see overall value in becoming a charity, there is then •	
the decision over whether to form as a Community Interest Company, or simply a 
Company Limited by Guarantee. Both have a public interest or not-for-profit basis.

CIC is the newer form of company. A suitable constitution, to satisfy a ‘community •	
interest’ test, must be adopted. A CIC is a more open to social enterprise than a CLG, 
with some limited distribution of surplus allowed in certain circumstances. So a Town 
Centre Partnership with a relatively large trading operation should consider CIC status. 
Note also that the nature and name of a Community Interest Company gives a clear 
public image of the purpose of the organisation

7	 Note that Community Interest Companies and Charities do not have to be Companies Limited by Guarantee and can be based on 
other vehicles like a Company Limited by Shares. However, we focus on CLG-based CIC and Charity here.
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a CLG does not allow distribution of surpluses; they are all to be ploughed back into •	
the company business. So the not-for-profit element of the business is very secure. 
However, there is no specific test required for community or public interest in a CLG

both CLG and CIC operate under similar audit/accounting/tax regimes. General •	
similarities between CLG and CIC indicate that the finer details of current and planned 
future operations of the TCP will determine which is more suitable. Remember that it is 
possible to change between the two without substantial upheaval.

Chapter 5 Major Learning Points

Governance in the partnership context is ‘the framework of accountability to users, 
stakeholders and the wider community, within which organisations take decisions, and 
lead and control their functions to achieve their objectives’

Often partnerships that struggle to demonstrate the value of their activities have •	
poor governance and delivery capacity

The board should balance the representation from key town centre stakeholders, •	
particularly the public sector and businesses

The TCP board chairperson should have the qualities and the time to build trust •	
between members of the board and to lead the TCP’s development and activities

The TCM should be visible in the high-street and focus on engaging stakeholders, •	
facilitating communication between the TCP, the partners and members, and driving 
actions on a day-by-day basis

A partnership’s membership should enable all key stakeholders to sign up and take •	
part in the development and activity of the partnership, and to give funding support 
for the benefits they are receiving

A TCP should build formal links with local partners, in particular the Local Strategic •	
Partnership (LSP) and service-delivery agencies relevant to the town centre

A good governance document sets out a clear mandate and process for operating •	
and developing the partnership going forward in a way that is clear and accountable 
to stakeholders

Partnerships should not rush to become incorporated unless their operations require •	
it, unincorporated associations can develop formal governance arrangements.
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Chapter 6

Funding and Financial Management

At the end of this chapter you will know how to…

Extend the activities and influence of your partnership through developing effective •	
arrangements for sustainable funding

Plan what costs and functions are likely to be associated with the TCP as it develops•	

Fundraise with a focus on initiatives that make a real difference in the town centre•	

Manage a mixed portfolio of funding which allows for medium/long term planning•	

Identify the characteristics which make some TCPs more fundable than others•	

Establish credible financial management frameworks•	

6.1	 Introduction
What is sustainable funding and why is it important?

Funding, and moreover its sustainability, remains a crucial issue for more than 80% of 
TCPs – with short-termism and a reactive approach to securing funding characterising the 
approach in many cases. TCPs are often under-resourced8, with their activities restricted to 
small-scale projects funded on an ad hoc basis, meaning that they are unable to achieve 
lasting impact on the town centre or plan for change in the longer term suffering from 
a ‘nonvirtuous funding circle’ (see figure 6.1). The funding required for long-term 
strategic interventions on the town centre needs to be sustainable over time.

8	 ‘According to Communities and Local Government (2007) ‘”The Development and Implementation of BIDs”, two-thirds of BIDS (in 
the study) have less than three full-time equivalent staff in management and administrative roles’
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Figure 6.1 The ‘Non Virtuous Funding Circle’

Funding is
ad hoc and

is short in supply

TCP forced
to seek funding
which doesn’t
support long
term strategy

Projects are
short term,
lack impact

and strategic
focus

Potential
funders don’t
value TCP or
feel inclined 
to invest in it

Figure 6.2  Reliance on BID levy

Of the 25 BIDs in the ‘The Development and Implementation of BIDs’ (Communities 
and Local Government, 2007) study for which financial information was available, 
there were only four where the levy comprised less than half the value of budgeted 
expenditure for the first year of activity. In three cases BIDs were funded wholly through 
the levy. It is suggested that at least 40% of a BID funding should come from non-levy 
sources.

Common funding challenges faced by TCPs include:
1. � Local authority funding is rarely based on a long term strategic commitment 

(eg Service Level Agreement) and therefore becomes vulnerable. This type of funding is 
vital for the sustainability of TCPs, as business will rarely continue to invest if there is no 
reciprocation from the local authorities.

2. � ‘Free-riding’ businesses that do not contribute to TCP funding (eg membership 
schemes) but benefit from it. This leads to a loss of value for contributors and decreased 
incentives for new joiners.
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3. � Over-representation by minority stakeholder groups may distort the priorities of 
business stakeholders in the town centre and act as a barrier to obtaining funding.

4. � Reliance on a single income stream (eg the BID levy or other funder) for their 
ongoing operation which can cause major risks to the partnership (see Figure 6.2). For 
instance, many BIDs’ lack outcome-based measures9 and are not able to demonstrate 
added value at the end of a BID term.

5. � Pursuing one-off grants linked to activities with no long-term benefits for the town 
centre.

6. � Time-limited funding streams such as one-off capital grants, lead to viable, valued 
and successful schemes being unsustainable when short-term funding runs out10.

The purpose and framework for this chapter

A common factor in successful partnerships is a strategic, clearly-planned and deliberate 
approach to accessing funding and maintaining growth. The experience of successful TCPs 
has been used to create a sustainable approach to funding that supports the development 
and growth of the partnership. The approach is based on four success factors which 
evolve over time in relation to the degree of formality of the TCP – described by Figure 6.3 
below.

Figure 6.3  Success factors for sustainable funding

A fundable
partnership

A funding
strategy

A partnership
that delivers

A managed
portfolio of

income

Funding
Sustainability

9	 Report on the Development and Implementation of Business Improvement Districts. Communities and Local Government 2007
10	 An example of this could be where the TCP procures the capital project through a Build and Maintain (BM) type contract arrangement 

thereby capitalising the sustainability of the scheme.
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Figure 6.4 The importance of a funding strategy

Growth by a multitude of projects and a plethora of funders is prone to the pitfalls of 
mission creep and inefficiency.

BOND (2005) Core funding strategies

Each of these success factors is discussed in detail in the subsequent sections of this 
chapter:

1. � Success Factor 1 – a funding strategy: a management tool designed to ensure that 
fundraising efforts are effective, aligned with the strategy and targeted at making a 
tangible difference in the town centre. This section shows how to establish a strategic 
approach, which ensures that fundraising activity is focused on delivering benefit to 
stakeholders

2. � Success Factor 2 – a managed portfolio of income: successful organisations make 
sure that they do not rely on a single source of income for funding activities which are 
essential to their operation. The TCP should have a mix of funding sources. In particular, 
it needs to have a plan to make sure that its ‘core costs’ – management, staffing and 
other infrastructure costs – are always supported by guaranteed funding or it may fold. 
This section looks at how to develop and manage a mixed portfolio of funding as the 
needs and aspirations of a TCP change

3. � Success Factor 3 – a fundable partnership: there are a number of characteristics 
which will attract funders and encourage them to invest – as well as behaviours 
which will discourage investment. The TCP should ensure that it is set up to attract 
potential funders. This involves being clear about how the value provided by the TCP 
differentiates it from other organisations seeking funding in the town or city centre, and 
ensuring that its offer is delivering the agreed town centre strategy. This section should 
help readers to develop an understanding of the reasons why it can be difficult to get 
public and private sector stakeholders to commit funds, as well as helping them to 
differentiate their respective TCPs

4. � Success Factor 4 – a partnership that delivers: robust financial management 
arrangements will allow the partnership to plan and manage its activities, and to 
demonstrate value for money to key stakeholders and funding partners. This section 
provides an approach to financial management which is tailored to help manage 
TCP affairs effectively, as well as helping to ensure accountability to stakeholders and 
funders

Tool 20•	  describes the key challenges faced across each of these success factors 
throughout the partnership’s development.
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Before you start

Understanding the type and levels of expenditure likely to be incurred by the TCP at key 
stages of partnership development, together with opportunities for funding, helps the TCP 
to focus on funding which contributes to the aims and objectives of the TCP, as identified 
within the town centre strategy, rather than becoming funding-led.

Use Figure 6.5 below to identify which stage of development best describes your 
partnership. This will help to clarify partnership development needs and management 
objectives when navigating this chapter.

Figure 6.5  Funding sustainability formality stages

Developing Established Advanced

What the TCP is likely to be spending money on

setting up the •	
partnership

core costs – some •	
management and 
minimum staffing costs

one-off projects and •	
initiatives which 
demonstrate the value of 
the TCP and encourage 
new stakeholders/
funders to join.

core costs – •	
management, staffing, 
accommodation and 
other overheads

spending on activities •	
and projects is a 
significant proportion of 
the TCP budget

reduced number •	
of longer-term 
commitments to deliver 
services and projects in a 
partnership’s own right 
or on behalf of others.

core costs – need to grow •	
to sustain level of activity.

spending on activities •	
and projects is a 
significant proportion of 
the TCP budget and is 
significantly more than 
spending on core costs

achieved critical mass of •	
activity with long-term 
funding.
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How the TCP is likely to be funded

Developing Established Advanced

No funding or limited 
funding from one of the 
following:

one-off grants – for •	
example, RDAs or LAs 
often fund the cost of 
start up

recurring grants – forh •	
example, LA or business 
funding TCM or other 
core staffing

in-kind support eg •	
secondment of staff

grants or other project •	
funding support.

Some funding from 
at least two of the 
following sources:

recurring grants – for •	
example, LA or business 
funding TCM or other 
core staffing

in-kind support eg •	
secondment of staff

grants or other project •	
funding support

self-generated income •	
eg from membership 
schemes, or a BID levy.

income from commercial •	
activity.

income based on SLAs •	
with stakeholders for 
services carried out on 
their behalf in the town 
centre.

Important levels of 
funding through a 
combination of multiple 
sources (more than 
three) of funding:

recurring grants – for •	
example, LA or business 
funding TCM or other 
core staffing

in-kind support eg •	
secondment of staff.

grants or other project •	
funding support

Self-generated income •	
eg from membership 
schemes, or a BID levy.

income from commercial •	
activity.

Income based on service •	
level agreements with 
stakeholders for services 
carried out on their 
behalf in the town centre

future growth •	
dependent on 
investment from external 
source to expand core 
activities.
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Funding sustainability success factors

Developing Established Advanced

the partnership lacks •	
most characteristics that 
funders are looking for.

expenditure is linked to •	
strategic objectives

materials being •	
developed to attract 
funders

basic financial •	
management 
arrangements in place.

achieved a critical mass •	
of activity with long-term 
funding and expenditure 
in core costs are less than 
projects costs

the TCP has robust •	
financial management 
arrangements, a 
funding strategy and 
can demonstrate value 
to funders and take 
advantage of new 
funding opportunities.

Tool 21 contains a self-assessment tool to define the sustainability of a partnership’s 
funding.

6.2  Success Factor 1: A funding strategy

What is a funding strategy?

The funding strategy has a clear link to the town centre or TCP Strategy:

it is a management tool designed to help the TCP plan its income needs in relation to •	
the activities required to deliver its Town Centre Strategy

it helps a TCP to prioritise the activities that will be included in the town centre strategy •	
on the basis of the feasibility of funding such activities

it is a ‘live document’, developing in constant interaction with the town centre strategy, •	
to make sure that the TCP’s fundraising efforts are effective and targeted at enabling 
activities which make a tangible difference in the town centre.

The funding strategy should include:

the costs linked to all town centre strategy initiatives as well as TCP running costs•	

sources of funding and funding opportunities available to the TCP•	

tactics to access those funding opportunities; and•	

the governance arrangements (ie board’s role) for the application and allocation of •	
funding resources to initiatives.
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How to develop a funding strategy

The fundamental starting point in developing a sustainable funding model begins with 
establishing who the key organisations are in the ‘partnership landscape’ (usually statutory 
with strategies of their own). Aligning the TCP strategies where possible and appropriate 
can often be essential when discussing or making bids for funding later.

When these basic elements have been addressed, the following steps can be undertaken:

(i) Understanding costing and funding gap
As discussed in Chapter 5, a town centre strategy should include initiatives to achieve every 
strategic objective. At this stage the TCP should:

estimate the costs of each of these initiatives (if not already done) for their expected life •	
(eg expected yearly costs of marketing initiative for a period of five years)

identify running costs which are fixed for the partnership (eg TCM’s salary, office rental •	
etc) and which should also be included in the budget

link current funding commitments to particular initiatives or fixed costs•	

identify funding gaps (shortfall)•	

identify potential funding sources to cover the funding gap.•	

The first stage of the funding strategy could look like the figure below:

Figure 6.6 � Figure exemplifying initial budgeting and identification of funding 
gaps

Initiatives Estimated 
cost

Committed 
Funding 
(funder)

Gap Potential 
Funder for 
gap

eg marketing 
brochure

£5K per annum none £5K RDA

eg town centre 
market (event)

£18K per 
annum

£6K for year 1 
(membership 
fees) 

£12K per 
annum

(?) 
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(ii) Identifying potential funding opportunities
After identifying the current position in terms of funding to deliver the town centre 
strategy, the next step should be a comprehensive process of identification of potential 
funding opportunities to close the funding gap. All sources of funding should be subject 
to a risk assessment based on their probability of being achieved and their impact on the 
project in question.

The following should be considered:

best-practice approaches which have been successful for other TCPs•	

funding opportunities existing in the local area (ie with public and private organisations •	
in the ‘partnership landscape’11) or which are accessible through the stakeholder 
base. This approach requires consultation with the stakeholders to make sure that all 
possible sources of funding are identified and that key stakeholders feel informed and 
engaged to commit to fund some particular initiatives

the regional, national and European funding context.•	

Further useful information can be found in:

Tool 22•	  – which includes a list of funding sources and how to access them

Tool 23•	  – which includes links to websites which can assist in identifying available 
funding sources.

In addition, the strategy should be regularly updated to reflect changes (eg availability of 
new funds).

(iii) Match opportunities with costs
It is important that each initiative and all fixed costs are matched to a funding source. In 
doing this it can be helpful to clarify:

the priorities for funding: it is unlikely that funding sources will be matched to every •	
initiative in the strategy. Therefore it is important to prioritise initiatives to ensure 
funding is channelled to the most important initiatives. A scoring system could help to 
identify key priorities

the level of dependency between initiatives – whether funding of any particular •	
activity is dependent upon other activities being funded to be viable; ie which projects/
initiatives are interrelated or stand alone.

11	 PricewaterhouseCoopers LLP (2006) BTCP Partnership Working Paper (Draft) 
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(iv) Tactics to access funding sources
A funding-led approach can involve the TCP in activities which do not have a major long-
term impact on improving the town centre, or are not consistent with the agreed strategy. 
To avoid this pitfall it is helpful to assess funding opportunities against an agreed criteria. 
The figure below sets out an example of the type of criteria that can be applied when 
analysing funding sources:

Figure 6.7  Criteria to analyse funding sources

Funding assessment based on 
benefits estimation

Comment

does the funding opportunity •	
identified fit with the strategic 
objectives and vision of the 
partnership?

all sources of funding will have set criteria •	
attached to it, care should be taken when 
assessing the funders’ criteria to ensure 
that it aligns with the strategic aims and 
objectives of the TCP

the TCP may not wish to associate with •	
certain funders (eg low-reputation 
companies).

if applicable, is the partnership likely •	
to meet the basic eligibility criteria 
for the funding?

a funding stream for which the partnership is •	
not eligible is not worth pursuing.

do the benefits of securing the •	
funding outweigh the costs of 
securing it?

eg a small amount of funding or a tightly •	
ring-fenced fund that requires a lot of effort 
to secure.

are there adequate resources •	
available to support the funding 
application or activity?

increase the odds in favour of the initiative •	
by developing knowledge on the key 
success factors of a winning application 
(eg stakeholder engagement, addressing 
priorities aligned to local or regional 
agendas).

is there enough time available to •	
complete the application/activity 
to ensure a high-quality output to 
maximise success?

be aware of application timelines and •	
ensure that every proposal is of the highest 
standard, otherwise both image and 
resources could be affected.

are risks associated with applying •	
for the funding identified as low (if 
not are risks mitigated)?

identify not only the benefits associated with •	
accessing funding, but the costs associated 
with it (eg reporting) as well as possible risks 
(eg funding finishing after the first year).

does the funding application/•	
activity complement the existing 
portfolio of funding?

leverage existing funding commitments to •	
access match funding sources and focus on 
closing funding gaps for priority costs 
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(v) Review and update

The funding strategy needs to be reviewed and updated periodically to reflect:

changes and updates to the town centre strategy•	

changes in funding sources (eg new available funding sources, or funding sources not •	
available anymore)

changes in the costs or funding status of initiatives: forward planning is important to •	
understand the funding pipeline and funding gaps

changes in funding governance arrangements and approval of funding activities•	

changes in the evidence-base of the town centre that may increase eligibility or •	
chances of success when applying for a particular fund (eg link to master-planning in 
the town centre, increased levels of deprivation surrounding the town)

relevant expertise within the TCP or stakeholders with skills, knowledge and expertise •	
in relation to securing local, national and European funding.

6.3  Success Factor 2: A portfolio of funding

Successful organisations make sure that they do not rely on a single source of income for 
funding activities which are essential to their operation. It is important to make sure that 
the TCP has a ‘fall back’ position if a crucial income stream fails. In practice, this means 
that TCPs should work towards a managed ‘portfolio’ of income which ensures that the 
key activities of the partnership are fully funded, guarding against the risk of over-reliance 
on a single revenue stream. This may include grants, project funding, income it generates 
through its own activities such as membership schemes, or a retail crime initiative.

The core funding model

We have already looked at how the TCP’s expenditure alters in relation to its degree of 
formality. The core funding approach is designed to help management think about the 
type and mix of income in order to:

make sure that they are always able to pay for their core costs•	

enable them to adequately fund their core costs to the level appropriate to the size and •	
scope of their activities

have alternative ways of funding these core costs and activities if an income-stream •	
fails or is discontinued.

A way of approaching this, used by many voluntary and social enterprise organisations, 
is the ‘core funding approach12’. The core funding approach aims to create a balance of 
income sources within the funding portfolio which can be used to make sure that the TCP’s 

12	 BOND (2005) Core Funding Strategies 
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core costs are always guaranteed. It is therefore a useful way of understanding what the 
optimum mix of funding sources in the portfolio should be. Set out below is a toolkit for 
applying the core funding approach which has been adapted for TCPs.

(i) Core costs
A first step in developing a core funding model is understanding which are the TCP’s 
core costs and other types of expenditure. Figure 6.8 describes the different types of 
expenditure that a TCP might incur over time:

Figure 6.8 Types of expenditure description and examples

Types of 
Expenditure

Description TCP Example

Core costs expenditure budgets 
which need to be 
funded regardless of 
the levels of activity 
undertaken by the 
organisation. 

TCM and support staff costs (depending •	
on structure of TCP)

infrastructure costs (eg equipment, •	
accommodation, stationery, website)

servicing the TCP (eg meetings, •	
communication and marketing, 
networking events).

Activity- or 
project-
based

expenditure budgets 
directly connected 
with the cost of 
delivering projects 
and services. Activity-
based expenditure 
will increase as the 
range and scope of 
partnership activity 
increases. 

costs associated with developing projects/•	
activities (eg procurement of consultant 
advice)

costs associated with consultation •	
throughout project (news letters/websites, 
meetings)

direct costs associated with project or •	
activity delivery, including capital cost 
and fees related to the project or activity 
(eg setting up Christmas lights, staffing 
and material costs associated with street 
cleansing or retail crime initiatives).

sustainability budgets to ensure •	
investment is maintained.
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Types of 
Expenditure

Description TCP Example

Investment 
costs

as the TCP grows, the 
requirement for core 
funding will increase 
at some point. Income 
may be insufficient 
to fund the cost of 
development so that 
external investment 
is needed to ‘pump-
prime’ the next stages 
of growth.

budgets to allow the TCP to engage as •	
widely as possible with the local and 
wider partnership landscape in order 
to formulate new partnership working 
arrangements that enable delivery of the 
TCPs aims and objectives

capital expenditure for capacity building •	
or business expansion eg IT or property 
investment which provides additional 
capacity for growth.

(ii) Core funding
Thought should be given to the types of income available and how they can be used to 
fund core costs and activities. The following figure summarises key core funding types and 
how these can be used to pay for the TCP’s core costs and activities/initiatives:

Figure 6.9  Core funding types and uses

Core funding 
type

Funding examples How it can be used 
to pay for TCP core 
costs

How it can be used 
to pay for TCP 
activities

Tactical grants – one-off. cost of setting up 
TCP.

pump-priming 
funding to test new 
initiatives.

grants – recurring. direct contribution 
to pay for a 
staff member, 
accommodation etc.

full or part 
contribution to all 
the costs associated 
with delivering a 
project.

in-kind 
contributions.

secondment of 
staff member to the 
core establishment, 
accommodation, 
support services.

secondment of staff 
member to deliver 
project or activities.
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Core funding 
type

Funding examples How it can be used 
to pay for TCP core 
costs

How it can be used 
to pay for TCP 
activities

Strategic project funding. a proportion of 
costs are reserved 
to pay for core 
establishment costs.

direct funding of 
the costs associated 
with the delivery of a 
project.

self-generated 
income eg 
membership 
schemes.

contribution to core 
establishment costs.

contribution to 
delivery of activities 
and projects.

commercial income 
– surplus on trading 
activities.

contribution to core 
establishment costs.

contribution to 
delivery of activities 
and projects.

income from 
contractual or service 
level arrangements.

contribution to core 
establishment costs.

contribution to 
delivery of activities 
and projects.

Developmental investment from 
partner funders or 
external borrowing.

initial contribution 
to fund expansion of 
core establishment 
costs.

enables structure 
which allows growth 
in project delivery in 
longer term.

Over time, the TCP should plan to use different sources of income to fund activities and 
core establishment costs in different ways so that they are always guaranteed. This is 
a useful way of understanding what the optimum mix of funding sources within the 
portfolio might be, as well as how they are used at different stages of formality. While 
tactical and strategic funding apply to all stages of funding formality, developmental 
funding is particularly suitable for advanced partnerships.

Tool 24 describes each core funding type and its link to different stages of funding 
formality

Tool 25 demonstrates with an example how the core funding model can be used to plan 
what a balanced portfolio of funding looks like to ensure that the core funding is sustained 
and not at risk through the withdrawal of funding at the whim of key funder.

6.4  Success Factor 3: A fundable partnership

In this section we explore the factors which contribute to growing a diverse and sustainable 
funding base and how to influence potential funders to invest in a TCP.
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It is useful to think of the features which are likely to influence potential funders as the 
TCP’s ‘value proposition’. A ‘value proposition’ is a clear statement of the tangible benefits 
a stakeholder would expect to receive from the TCP – so that investing in it is an attractive 
proposition. The ‘value proposition’ for a TCP should create a positive perception and 
inspire confidence in funding partners that there will be a return on their investment which 
makes a difference to their business or organisation.

It is useful to think of the value proposition in three ways:

(i)	 how does the TCP add value to the town centre?

(ii)	 how do potential funders know about it?

(iii)	 what do the potential funders think of the TCP?

All these points link back to other chapters in this guide. The development of a 
partnership in all areas of formality helps to increase its fundability.

(i) What is the added value of the TCP?

Establishing a clear role and remit for the TCP, which is explained through the 
commitments it makes in published strategies and documentation, is key to making sure 
that stakeholders and funding partners understand and ‘buy into’ the opportunity. This will 
include:

developing reports and marketing materials that describe the partnership’s track record•	

developing a clear strategy and action plan – which sets out targets (ie how and when)•	

matching services to needs – listening/providing services to meet needs of partners•	

taking time to research and understand how the outcomes match those of the various •	
stakeholders and potential investors, for example:

local authority: priorities established by its corporate plan, the Local Area a.	
Agreement13, ‘Master Planning Approaches’, any aspirations for additional 
commercial activity in the town centre – events, licensing of pitches, Local 
Strategic Partnership and/or Local Area Agreement targets

retail: higher foot-fall, sales growth and reduced business cost eg by cutting b.	
crime or providing a means for direct communication with senior council 
officials

Regional Development Agency: Regional Economic Strategyc.	

property owners: contribution to regeneration or other initiatives likely to d.	
contribute to the enhancement of the area

13	 Local Area Agreements or LAAs set out the priorities for a local area agreed between central government and a local area (the local 
authority and Local Strategic Partnership) and other key partners at the local level.  LAAs simplify some central funding, help join up 
public services more effectively and allow greater flexibility for local solutions to local circumstances. 



Chapter 6 Funding and Financial Management    117

a funding strategy which identifies what funding is needed and when, therefore •	
identifying opportunities for investment. In particular, what the short-, medium- and 
longer-term benefits of investment might be

establish SLAs for services that are provided on behalf of local authorities which set out •	
what has been agreed and at what cost

where the partnership has some funding capacity of its own – recognise and support •	
initiatives led by others through match funding

where the partnership receives a contribution from membership income, preserve its •	
value by making sure that the benefits of membership are only enjoyed by members (ie 
non-members will miss out on opportunities).

(ii) How do potential funders know about the TCP and its achievements?

Successful partnerships have a well-developed informal and formal communication 
network which makes sure that current and potential investors are aware of current and 
future opportunities to invest and to demonstrate successful outcomes. This has been 
discussed in Chapter 3. In addition, the following elements should be incorporated in the 
communication strategy:

developing strong informal and formal networks with current or potential •	
funders – it is important to make sure that the TCP is represented at key local forums 
– such as the LSP, Chamber of Trade, Chamber of Commerce – and that there is 
a network of contacts from the major stakeholders (major retailers, employers or 
property owners, independent trader associations, the local authority – senior officers, 
the Regional Development Agency, local regeneration partnerships and/or Urban 
Regeneration Company. For instance, having senior officers attending partnership 
meetings four to five times a year would increase the credibility of the partnership 
by facilitating decision-making and showing that the local authority is engaged and 
listening.

using current funders as advocates for the TCP •	 – it is important to make sure that 
they have a key message to sell and are aware of the short- and medium-term funding 
needs so that they can be played into conversations with others

developing a clear approach to marketing the TCP•	  – including a brand identity 
which identifies it as an organisation that is more than the sum of its stakeholder 
aspirations (ie an organisation in its own right, clearly identifiable with a set of values 
and objectives)

establishing close relationships with the local media•	  – to enable placement 
of messages about the TCP and in particular about its successes. Appointed 
spokespersons should always be available to comment on issues which affect the town 
centre from the viewpoint of those who have an interest in it.
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Figure 6.10 Promoting TCP achievements

‘Create confidence in your partnership through making its achievements constantly 
visible…..always be available to provide a view that represents the interests of the city 
centre’

Paul Clement: Head of Ipswich Partnership

(ii) What do potential funders think about the TCP?

It is not enough just to communicate with key stakeholders about how the TCP can add 
value. All stakeholders and potential funders should feel comfortable that the partnership 
is a credible organisation in which to invest. This can mean demonstrating:

effective business leadership•	  – business-led and managed and independent of 
the local authority. A public sector chair may be politically unacceptable; however, the 
board should include senior public sector representation. Business representatives 
should constitute at least 50% of board members

public sector support•	  – political and officer support is critical; this can be 
demonstrated through direct funding, funding in kind through access to public sector 
resources, recognition of the TCP within key policy documents and strategic reports 
and participation in the partnership

acknowledgement of differentiated interest•	  – reduced levy in recognition of 
the contribution already made to services and reflecting any contribution by property 
owners

a well-structured and organised business•	  – including a documented strategy, a 
performance management framework, appropriate governance arrangements and 
potentially a corporate structure which is independently regulated

credibility through effective financial management•	  – see next section

third-party accreditation – •	 for example, committed to achieving standards within 
the safer shopping award www.brc.org.uk/aabc/saferbusinessaward.htm.

How fundable is the partnership?

The following is a checklist to help readers understand whether they are addressing the 
behaviours and characteristics which will encourage partners to invest:
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Figure 6.11  Fundability checklist

Questions YES NO

1.    We have a town centre or TCP strategy which is:
evidenced on the needs of the town centre and our stakeholders•	

identifies objectives and initiatives to achieve these needs•	

has clear performance measures and reporting framework. •	

2. �   We have well-developed governance arrangements, including:
roles and responsibilities for financial management•	

accountability structures•	

financial management capacity•	

a legal/regulated status. •	

3.    We have a funding strategy in place following SF1 of this chapter.

4.  �  We have a track record of delivering projects with a tangible 
benefit to our communities, as well as written evidence of these 
contributions. 

5.  �  We have documented examples that we have delivered projects 
which made a difference on budget and time..

6. �   We have a high profile in the town evidenced through senior 
representatives from partner organisations and funder statements 
and references. 

7. � �  We are regularly called upon by the media and others to 
comment on matters of significance in the town centre and have 
a collection of positive media articles making reference to the 
partnership achievements. 

8.  �  We have a strong brand identity – and everyone in the 
town knows what we do and why we make an important 
contribution.

9.  �  We regularly produce tailored reports on our finances for 
members and funders.

10. � We record the changes in the performance of the town centre 
and adapt our long-term plans accordingly. 

6.5	 Success Factor 4: Delivery through sound financial 
management

Many TCPs complain of a vicious circle – they cannot get funds because they have little 
track-record of successful delivery but cannot develop a track-record due to lack of 
funds. The first step in demonstrating a financial track-record is to show accountability, 
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demonstrate value and understand the benefits the TCP achieves for its investment. The 
elements of the financial management framework which support this are summarised in 
Figure 6.12. and expanded below.

Figure 6.12  Elements of a good financial management framework

(a) Strategic planning business planning and financial forecasting•	

approval of projects.•	

(b) Operational budgeting•	

cash-flow management•	

income management.•	

(c) Accountability 
to stakeholders and 
funders

reporting•	

audit.•	

(d) Accounting good 
practice

tax planning•	

VAT status•	

treasury management.•	

This summary provides an overview of how the TCP might plan and budget for its 
activities, produce management information and report to its stakeholders. Effective 
financial management arrangements, however, are likely to require support from finance 
professionals.

(a) Strategic planning

Action planning
The starting point for the TCP’s annual and medium-term planning will be to produce an 
annual action plan (based on its strategy) as a statement of what it is aiming to achieve 
and how it is planning to orchestrate its resources. The business plan should be a minimum 
‘three-year business plan’ identifying ‘annual objectives’. For more information on how to 
prepare a business plan see the chapter on ‘Strategy and Performance Management’.

Approval of projects
The effectiveness of detailed planning for delivering specific activities at the individual 
project level is crucial to whether the partnership succeeds or fails. It is important to put 
in place a robust approval process for projects that takes into account the costs 
and benefits associated with delivery. If there is a failure/or absence of key skills 
and processes at this level, the TCP is unlikely to succeed and stakeholders and potential 
investors are likely to withdraw their support.

In estimating the project costs it is important to consider that funding bodies will expect to 
see calculations based on reasonable assumptions which are clearly set out. Project costing 
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should identify costs for all activities which will take place including staff time, overheads 
and materials. It is good practice to include an amount for contingency. See the ‘Audit’ 
section below for more detail on what evidence of actual expenditure will be needed – it is 
worth considering this at the planning stage.

A robust project approval process will need to be in place at board level. It should assess 
planned income and expenditure, strategic fit and risks. As the review will necessarily 
incorporate an assessment of financial estimates, it is important that the board includes 
a member with financial expertise to provide proper challenge. This links to the decision-
making role of the board and the roles of the board directors discussed in Chapter 5.

(b) Operational

Budgeting

The basic qualification that any funding application or activities would be expected to 
demonstrate is that costs are planned and managed through a budget. An approved 
budget and documented financial control systems will provide evidence to potential 
funders that their funds are being invested and managed properly.

Cash-flow management
Cash is king. For most TCPs, future funding is likely to be a source of uncertainty. Whilst 
membership income and BID funding may assure funding over several years, it is likely that 
other grants and income will be applied over a shorter period of time. As the risk of funds 
not being adequate to continue in the long term increases, regular cash-flow forecasting 
and reporting becomes more important. As with project appraisal, the board plays a key 
role in reviewing the robustness of such forecasts and should consider:

Completeness:•	  are all costs included? Past experience should play a part in 
determining this, but also the board’s knowledge of projects recently approved

Duration of the forecast prepared:•	  a balance should be struck between effort 
invested in preparing long-term forecasts and their reliability. At a minimum, the 
cash-flow forecast should cover a 12-month period. The forecast should be reviewed 
periodically and a re-forecast made resulting in a rolling 12-month cash-flow forecast. 
Particular attention should be paid to relevant milestones such as year end, dates at 
which additional funding is expected to be received, or the date of signing of accounts 
(the partnership will produce signed accounts whether or not it is subject to audit)

Reasonableness of estimates: •	 what assumptions have been made for inflation? 
How have prices been established? Experience should improve the accuracy of cash-
flow forecasts, but there will also be uncertainty as to timing and amounts

Sensitivity:•	  what would be the impact of possible changes to activities, failure to 
secure uncertain funding, or other unpredictable factors (such as staff turnover)?
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Income management
Given the funding challenges facing TCPs, it is necessary to make sure that there are 
arrangements in place for collecting any income in full and on a timely basis.

Debt-management techniques may be necessary to ensure collection, but should be 
proportional to the amount of income collected in this way and the risk of default.

In addition, there should be proper receipting procedures in place for income received. 
These include:

a sequentially numbered receipt book for non-invoiced income. This should record •	
date, amount and details of what is being settled

payment by cash should be discouraged because of risk and procedural issues •	
connected with holding cash – cheques or direct debit are preferable

a means of recording amounts banked, which could be as simple as the bank paying-in •	
stubs, provided they are fully completed and held securely.

Expenditure and procurement
Some funders will have guidelines in relation to how projects that include their funds are 
to be procured (for example through OJEU). At the very least, many funders will anticipate 
that the TCP will be able to show best value for the funders’ investment. This may mean 
that an element of competition should be considered and that TCPs will have to report 
back to funders.

(c) Accountability to stakeholders

Monitoring and reporting
Monitoring and reporting on expenditure is a key element of financial management for 
the partnership. Not only will this inform the board in assessing financial performance and 
assuring themselves of proper financial management, but funding partners and auditors 
will also rely on detailed records as evidence that funds are properly spent. Access may 
be requested for monitoring visits by funding partners as accountable bodies, or audit of 
granted funds may be necessary.

Reporting to the board or an appropriate sub-committee should be regular and include:

budget•	

up-to-date figures of actual expenditure•	

variances and explanations for those the board deems significant (eg under/over 10%)•	

transfer of cash between budget areas•	

actions to address overspends•	

projections.•	
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The board may find different presentations helpful (eg by project, by expenditure •	
type such as payroll, non-payroll etc) and if the TCP is incorporated, it makes sense for 
budgets and reports to be presented in a profit and loss account format. The board 
should be able to request changes to the way information is presented.

As well as detailed financial reporting described so far, the board is likely to find it useful 
to monitor a set of financial health indicators on a regular basis. These should be 
built into financial management processes rather than being add-ons and as such should 
not present significant additional work. Procedures should be designed to ensure they 
are accurate and produced promptly. Examples of financial health indicators are set out at 
Tool 26.

Audit
Audit is the process by which an interested party can be assured of the truth of 
financial (and other types) of information. An independent party is involved in 
checking that the information is supported by evidence such as invoices, pay-slips or 
documented calculations supporting estimates. It is not restricted to solely financial 
amounts, but also confirms performance data produced by the TCP. Commercial 
stakeholders are likely to insist on independent verification of performance data; for 
example, to demonstrate that outcomes promised through a BID have been delivered. 
Usually some kind of report results from the audit giving an opinion as to whether 
information is properly stated.

Company auditors have a legal right of access to financial records and need not 
necessarily give specific notice of their visits. Therefore every effort should be made 
to maintain proper financial records up to date. There is a legal requirement to retain 
documents for at least six years and auditors will expect to see them in an orderly 
filing system – the audit will go more smoothly if such systems are in operation!

(d) Accounting good practice

Tax planning and VAT status
At the outset of setting up the TCP, it is essential that advice is sought to ensure tax status 
in relation to VAT and PAYE is clear and that liabilities are understood and correctly 
accounted for. Incorporated partnerships will also need to consider the impact of 
corporation tax – where they do not have exemption, for example through charitable 
status. As activities progress, it is likely that additional advice will be needed to update early 
assessments made and certain projects may also require specific input.

The HMRC website www.hmrc.gov.uk gives information for employers’ taxes, VAT 
and corporation tax.
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Treasury management

In some instances, granting bodies may pay over large amounts at the outset of a project. 
As such, the partnership then has responsibility for public money and should ensure that 
appropriate treasury management arrangements are put in place. Possible solutions 
include investing money via a partner, such as a local authority, to maximise return with 
low cost. This can allow overnight money markets to be accessed without a need for the 
partnership to set up structures required to establish it as a legal entity. If this option is 
pursued, an appropriate written agreement should be reached.

Alternatively, the partnership may be in a position to manage its own treasury 
arrangements and the board should then consider in more detail the policy it will adopt in 
relation to what investment risk and type is acceptable and how performance in this area 
will be reported.

Chapter 6 Major Learning Points

The four success factors for funding sustainability are: a funding strategy, a managed 
portfolio of income, a fundable partnership and a partnership that delivers

Use the success factors to plan the approach to securing funding depending on your •	
stage of formality

Treat your funding strategy as a ‘live’ management tool to help you identify your •	
funding requirements and how to resource them, so that you stay focused on 
outcomes which are important to your stakeholders

Use the funding lifecycle to anticipate and plan TCP expenditure over time and how •	
it could be funded

Use the core funding approach to model and manage your portfolio of income to •	
become sustainable through maximising opportunities to allocate core costs to 
activity/project budgets.

Develop a mix of funders – but do not become funding-led•	

Manage your partnership delivery effectively so that funders recognise the value the •	
TCP creates

Look after those who invested in the TCP in the beginning – but don’t expect that •	
they will always contribute

Self-generated income, membership schemes and BIDs are key to independence – •	
but do not become too reliant on these and, crucially, do not become complacent.


