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Commissioning in Redcar and Cleveland



Following the Coalition Government’s removal of the statutory guidance for children’s trusts, this commissioning framework has been refreshed and simplified. The Trust has committed to work within a commissioning framework to develop and deliver the Children and Young People’s Plan to improve services for children and young people in Redcar & Cleveland.


Currently services for children and young people are delivered by a number of different providers from across all sectors of the economy. This diversity of provision can lead to an inconsistent approach to developing services, which can create confusion for providers, those seeking funding, and those receiving services. The Trust will work together to use the framework to address the priorities identified within the Children and Young People’s Plan. It is recognised that not all priorities can be dealt with at the same time. The plan will be updated annually specifying the focus for commissioning activity for the year ahead.


The Framework can be adopted by individual organisations as their own specific commissioning framework

Within the work of the Redcar & Cleveland Children and Young People’s Trust commissioning is defined as:


The strategic activity of assessing needs, resources and current services, defining priorities for improvement and jointly developing a strategy to make best use of available resources to address them.
The Commissioning Process

The commissioning process will follow a cycle made up of four steps. By following a

 shared process, this will enable us to:

1. Understand the needs of their local population.

2. Plan to improve outcomes for all children and young people.

3. Deliver our plans and ensure identified needs are met

4. Review performance and learn from experience to sustain improvement

This is the first year that the Trust has implemented the framework through the new priority groups. We would see this as a developmental phase towards full implementation.
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1.
Understand

. 
The needs assessment makes use of analysis carried out by Trust members and is informed by the Joint Strategic Needs Assessment and the Child Poverty Strategy. Children’s Trust members and stakeholders are actively involved in the collection and analysis of data to ensure there is a shared understanding of local circumstances. Our understanding involves analysing a combination of qualitative and quantitative data from sources such as:

· census data, prevalence, incidence and risk data 

· local intelligence and views from professionals, children, young people and parents about emerging needs and demand 

· service activity, information and trends


Mapping of current provision


To complement our understanding of, need, analysis of what resources are currently available and whether they are meeting needs will be mapped. We will ask the following questions: 

· what services are currently provided? 

· what resources are used? 

· how are they differentiated – for instance geographically, by user group, gender or age? 

· what are the volumes of activity, cost and quality of these services? 

· what type of contract arrangements exist for these services? 

· what budgets and finances are available for services, now and in the future? 

· what outcomes have been achieved?

· what does national guidance, research and best practice say about the most effective kind of services needed? 


Outcomes

To achieve best practice we will consider the current pattern and recent trends of outcomes for children and young people in Redcar and Cleveland against national and relevant comparator areas

This will involve; 

· Identifying and analysing the data sets that inform those outcomes

· Involving partners in the data collection and analysis,  including service provision and service data such as the level of use of a service as well as compliments and complaints

· Using the data to identify trends and historical patterns, and forecast future needs

· Creating a profile of need – data should be across the age range and be able to be broken down to include other relevant factors such as ethnicity, gender, learning difficulty, disability, geography, etc


 Look at particular groups of children and young people

As some groups are statistically more disadvantaged we will consider specific children, young people, and parents (e.g. disabled, special educational needs, looked after children, sick children or those with mental health difficulties) as they require a differentiated approach to service provision or additional support.

We will do this by: 

· Undertaking more detailed analysis of data to identify differences in outcomes for children and young people by for example:

· Neighbourhood

· Deprivation

· Vulnerable group; including looked after children; children with disabilities; family support needs etc


Identify needs and views

Using all of our available data and the views of the children, young people, their families, local communities and front line staff we will develop an dynamic overall, integrated needs assessment’ by

· Taking note of national guidance, research and best practice

· Asking the views of children, young people and families about what types of services they would like to access  in order to improve outcomes  

· Using existing networks to enable participation 

· Asking the views of professionals and practitioners - those people working directly with children, young people and families 

· Using practitioner networks to gain advice and participation 

2.
Plan

Our plan will be based on the data gathered from the above process and will identify resources and priorities and plan services


Identify resources and priorities

Our Plan will identify the nature and scale of the local challenge and identify the resources available and set priorities for action. To achieve this we will; 

· Understand the requirements of national and local policy frameworks including the Statement of Priorities produced by the Local Strategic Partnership and other key plans and strategies. 

· Identify existing services and their resources from all sectors (statutory, voluntary and community) and map them against the outcomes they contribute to

· Identify service strengths, overlaps and gaps in provision 

· Identify  what potential opportunities there are for delivering better outcomes for children and young people including the pooling of resources and joint commissioning of services 

· Set priorities for improvement informed by the outcome of the needs and service analysis


Plan services

We will plan the pattern of services most likely to secure priority outcomes and consider carefully the ways in which resources can be increasingly focused on prevention and early intervention. This will involve;

· Deciding on the best model of service provision using the evidence base from the needs assessment and the analysis of service provision

· Deciding the scope of services to be commissioned and decommissioned including joint arrangements, the alignment and pooling of resources and the need for investment in early intervention and preventative services

· Risk assessing options for change and ensuring appropriate transition arrangements are in place when moving from one model of service to another taking into account the needs of:

· Political and organisational leaders

· Service users, their families and representatives

· The existing workforce and their representatives

· Producing a plan for change that brings together the elements of needs assessment, user participation, priorities, service mapping, resource identification, market development and management, workforce strategy, prevention and early intervention.

3.
Deliver

This phase implements the actions identified in the change plan to address identified priorities and secure our desired outcomes. It involves three stages to:

· Agree the procurement approach

· Procure services and/or pool resources

· Plan workforce and market development 


Agree the procurement approach
‘Decide together how best to deliver outcomes including drawing in alternative providers to widen options and increase efficiency’

What does this involve?

· Implementing the plan for change through the most effective method supported by the evidence base to secure desired outcomes. Options considered can include

· Partnership building with providers

· Competitive tendering

· Seed funding, standardised contracting and capacity building to support smaller providers to compete, maintain market diversity and encourage innovation and sustainability

· Flexible contracts proportionate to the task

· Long term contracts to encourage investment

· Agreeing service specifications and performance criteria and reporting arrangements

· Considering social and environmental outcomes

· Ensuring approaches are compatible with EU and UK law

· Maintaining a focus on outcomes for children and young people


Procure services and/or pool resources

‘Develop and extend joint commissioning from pooled budgets and pooled resources’. This will involve  

· Putting in place agreed arrangements for new services including management, governance and performance


Plan workforce and market development

‘Develop the local markets for providing integrated and other services, and produce and implement a local workforce strategy covering service and role re-design, and the necessary ways of working to support delivery’. This will involve:

· Building on market analysis and putting in place arrangements to:

· Support providers to improve their skills and develop

· Increase the diversity of providers where this is needed

· Improve the personalisation of services

· Increase how children, young people and families can have more choice and access to services

· Developing the workforce by:

· Identifying skills within the workforce across the public, private, voluntary and community sectors

· Forecasting the skills we need for future delivery to secure outcomes

· Providing support for training and development to meet skills shortfalls including those needed for effective planning and commissioning.


What do these activities produce?

The product of these tasks is to take forward the plan for change and:

· Put good quality, effective, value for money services in place

· Secure improved outcomes

· Improve the skills and capacity of the workforce

· Ensure timely, accurate, relevant performance data is produced


4.
Review

This phase monitors the performance and impact of service delivery and planning and commissioning processes. This stage informs the future needs analysis. Regular review of the effectiveness of what we do helps the Trust to learn what works well and what does not. Review involves the final stage to:


Monitor and Review Services and Processes

‘Monitor and review to ensure services and the joint planning and commissioning process are working to deliver the goals set out for them’. This will involve

· Monitoring service performance and impact on outcomes

· Working with providers to address performance issues where practicable

· Self assessing the effectiveness of commissioning arrangements

· Engaging and learning from external processes such as inspections & assessments


What do these activities produce?

The product of these tasks is to enable the Trust to

· understand the level of performance of services delivered and the impact 
on outcomes

· Identify what works well and what does not

· Improve systems and processes to improve the Commissioning cycle

Governance

At this point in time the Trust Board is still a statutory body, although the statutory guidance has been removed.. This will give us more flexibility to shape services to meet local need.  Decision making responsibilities for expenditure and use of resources ultimately rests within individual member organisations. The Trust however is clearly supported by its Members as the lead body for Strategic Planning for all children and young people’s services and this is evidenced by the commitment given to the Trust by its members.

The Trust Governance is currently being revised to reflect the national changes and the revised trust structure to support achievement of the priority objectives. 
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