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1 Introduction

This Commissioning Framework sets out an agreed strategy for commissioning activities at all levels across the Warwickshire Children’s Trust partnership. It outlines processes and governance arrangements for the effective procurement, monitoring and review of all services commissioned for children and young people in Warwickshire.

This strategy is consistent with national policy and expectations for children’s services as described in the ‘Joint Planning and Commissioning Framework for Children, Young People and Maternity Services’.

The framework underpins the priorities for commissioning within the Warwickshire Children and Young People’s Plan (CYPP) and will support any renewal or future revisions of the Plan. In so doing, the framework is designed to ensure the best possible use of resources to improve the outcomes for children and young people in Warwickshire.

The Framework will be implemented within the context of relevant legislation, statutory guidance and government policies relating to services for children and young people.
2 Definition of Commissioning
Commissioning for children’s services is defined as:

‘Ensuring that you have or can provide what children and young people need’ (IDEA).

Commissioning involves:

‘Assessing needs, allocating resources, defining priorities and choices and determining how they are best delivered, monitoring implementation and delivery, evaluating impact and learning from the process’. 
  

3 The Commissioning Context
The overarching vision of Warwickshire’s Children’s Trust for children and young people is that:

“Every child and young person, including those who are vulnerable and disadvantaged, has the greatest possible opportunity to be the best they can be”.

The work of Warwickshire Children’s Trust is based upon three overarching principles:

Ambition: Improving outcomes and raising aspirations for all children and young people by promoting high-quality educational and leisure opportunities, and by supporting family life. 
Participation: It is through the involvement and participation of children, young people and families that lasting improvements in services will be established. Warwickshire County Council as a key partner is committed to achieving the National Youth Agency’s Hear by Right standard across all services by 2010. This activity is co-ordinated by the Participation Board. 
Effectiveness: A skilled, flexible and effective workforce is key to achievement against our outcomes. Following a consultation process the integrated working board now has a draft workforce strategy, and there are numerous activities taking place throughout the Children’s Trust Partnership which contribute to the development of our vision for a ‘world-class Children’s workforce ‘ in Warwickshire. The strategy addresses six key themes: integrated working, recruitment, retention, leadership and management, learning and development, and quality standards of practice. Action plans have been developed against each of these, which will be co-ordinated and overseen by a Workforce Strategy Sub-Group.
All commissioning decisions for services for children and young people will support the Children’s Trust’s vision and the objectives of the CYPP.
4 Commissioning Principles

The key principles upon which this commissioning framework is based are commonly accepted across children’s services and are vital to effective joint planning and commissioning. Many of the principles are enshrined in statutory guidance and all principles are founded on the underlying premise that Commissioners will follow UK procurement policy and EU procurement laws.

The Principles are as follows:

· Commissioning decisions will be transparent, fair and lawful 
· Commissioners will use methods of communication which are clear, transparent and inclusive and which reach all communities in Warwickshire in the most effective and timely way possible
· Commissioners will apply a fair and consistent approach to all service providers
· Commissioners will support equality and diversity through their commissioning

· Elements of the commissioning process are proportionate to the level of investment being considered and resourced appropriately for the complexity of the task
· Children, young people, their parents / carers, service providers, local communities and stakeholders will participate meaningfully in the planning and shaping of commissioned services and their views will be respected and listened to
· Commissioners will aim to have a mixed economy of services; services will be delivered by a range of organisations, including local community and voluntary sector partners
· Commissioning decisions will be taken objectively; decisions will be based on an assessment of the full and real cost of delivering the outcomes, whomever the provider 

· Commissioners will ensure equal access to services for all Warwickshire’s children and young people and their families and, in particular, will promote increased awareness and take up of services by the most disadvantaged and vulnerable families in Warwickshire
· Commissioners will aim to achieve best value at all times

· Commissioners will ensure services and outcomes are sustainable 
· All procurement activity is undertaken in line with the procurement codes of practice of the lead commissioning agency, legislative requirements and EU procurement regulations

5 Commissioning Model
The commissioning model follows four phases in the cycle:  
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Understanding the current position
When making commissioning decisions there must be a understanding of the current position. This involves assessment of a range of factors including need, the market and use of resources. Needs assessments should be undertaken to determine current and projected health, education and well-being needs for children, young people and families in Warwickshire.  The Joint Strategic Needs Assessment (JSNA)
 provides a strategic overview of these needs based upon data, research and consultation activity. Further detail of need is provided in underlying documents.
 The statutory need to fulfil statutory duties and functions and implement government programmes should also be understood. 
In addition, there should be an understanding of how resources are currently used to achieve outcomes for children, young people and families in Warwickshire. Using this information, commissioners should be able to reach conclusions about the how resources are aligned to need, the achievement of outcomes for children, young people and families, and the value for money that services provide. 

Consideration should also be given to the market for providing services. A mixed economy of independent, public and third sector provider organisations exists to achieve outcomes for children, young people and families in Warwickshire.   
Strategic Planning

Commissioning plans should set out the way in which resources can be best used to achieve outcomes and meet the needs of children, young people and families in Warwickshire. This will include setting out areas of priority. Strategic plans should set out the resource allocations and service models that will achieve outcomes and provide value for money. Plans for developing the market and workforce should also be developed to ensure that Warwickshire has appropriate capacity in skills to meet identified need. 

Procurement

Procurement is the process of acquiring goods, services and works from third parties and from in-house providers to meet the needs identified. 

Based upon the strategic plans, the Children’s Trust will procure services in accordance with the relevant contractual processes of member organisations, to achieve outcomes for children, young people and families.  
All WCC monies should be used in accordance with Contract Standing Orders. 
Performance Management

To ensure the Children’s Trust are investing resources effectively, services must demonstrate the outcomes being achieved. This requires consistent monitoring and review processes to be embedded within the commissioning process and the day to day delivery of services. 

Performance management involves largely quantitative measurements of how much is being delivered against targets set in contracts and service level agreeements. This includes performance indicators; output measurements, achievement of milestones and the monitoring of spend. 

Reviews will combine monitoring information with qualitative information on how well services are being delivered including input from service users, staff and other stakeholders. This may take the form of an internal or external evaluation. 

6 Levels of Commissioning

Commissioning in Warwickshire will occur at four levels:

1. Strategic Commissioning will set the direction and priorities for the development of services for children, young people and families and approve the allocation of resources. 
Strategic commissioning for children and young people in Warwickshire will be driven by the Warwickshire Children’s Trust Executive Board, with outcomes set out in the Warwickshire CYPP.
Following a programme of commissioning reviews, the Children’s Trust Executive Board will establish service level agreements with commissioners and internal services. As commissioning portfolios develop, these agreements will increasingly be made with commissioners rather than services. Quarterly reviews on the performance of services should be provided.
2. Operational commissioning involves the detail of commissioning services to meet the outcomes stated in the CYPP. All commissioning proposals with a value of over £30,000 must be presented to the Joint Commissioning Board for their consideration. All proposals for decommissioning, reduced funding and service redesign (including provision through competitive tender) must also be presented to the Joint Commissioning Board.. 

All contracts with a value of £10,000 or more involving WCC monies should be recorded on the WCC Contract Management System. 


3. Locality commissioning involves the commissioning of short-term targeted projects based upon the needs of a particular locality or group. This includes commissioning by school clusters. The value of these proposals should be below £30,000. These proposals should be considered by the relevant group overseeing the CYPP programme area. 

All contracts with a value of £10,000 or more involving WCC monies should be recorded on the WCC Contract Management System. 

4. Individual commissioning allows for flexible procurement to meet individual needs. Where framework agreements are required, these should be established through competitive tender. These proposals should be considered by the Joint Commissioning Board.  
7 Decision-making Framework, Roles & Responsibilities

The decision-making framework for commissioning services for children and young people in Warwickshire is shown below:
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WARWICKSHIRE PUBLIC SERVICE BOARD
The Warwickshire Public Service Board, is responsible for setting and reviewing the strategic vision for Warwickshire through the Sustainable Community Strategy and for agreeing the priorities and targets for improvement in the Local Area Agreement.
The process is informed by Warwickshire County Council Cabinet, the NHS Warwickshire Executive Board and the governing bodies of other member organisations. 
Commissioning role:

· Agreeing the overarching priorities for commissioning services for children and young people within the wider community context.

WARWICKSHIRE CHILDREN’S TRUST

The Warwickshire Children’s Trust oversees the delivery of the Children and Young People’s block of the LAA on behalf of Warwickshire Public Service Board. The Trust is responsible for establishing the overall vision for children and young people in Warwickshire and for implementing that vision through the Children and Young People’s Plan.

Commissioning role:

· Agreeing the priorities and resources for commissioning services for children and young people in accordance with the CYPP.

CHILDREN’S TRUST EXECUTIVE BOARD
The Children’s Trust Executive Board is responsible for informing and fulfilling the work of the Children’s Trust by establishing the needs of children and young people in Warwickshire, identifying the priorities for service development and allocating resources to those priorities to implement the CYPP.

Commissioning role:

· Approving commissioning plans submitted by the Joint Commissioning Board and allocating resources, within the powers delegated by the Children’s Trust.

MULTI-AGENCY OFFICER GROUP
The Multi-Agency Officer Group coordinate service development and monitor progress against programme outcomes detailed in the CYPP,

The Multi-Agency Officer Group will submit commissioning proposals for programmes within the CYPP. This will include the commissioning and decommissioning of services, redesigning service models and proposing funding allocations. These proposals will be based upon needs assessment, stakeholder and service user consultation, performance, value for money reviews and the availability of resources. 

Where partners are involved in the development of the plans and funding proposals, the Multi-Agency Officer Group will ensure that there is no conflict of interest for those partners that are service providers.

Commissioning role:

· Within the identified service gaps, identifying those services to be commissioned / de-commissioned, according to the relevant CYPP priorities,

· Submitting proposals to the Joint Commissioning Board for the services to be commissioned / de-commissioned, service redesign and confirming funding allocations,

· Monitoring, evaluating and reporting to the Children’s Trust Executive on the outcomes and impact of the commissioned services.

JOINT COMMISSIONING BOARD
The Joint Commissioning Board will report to the Warwickshire Children’s Trust Executive and is responsible for the coordination of commissioning activities on behalf of the Children’s Trust. All commissioned services will be reported to the Joint Commissioning Board, whether these have been commissioned by a single agency or jointly through the Multi-Agency Commissioning. The Joint Commissioning Board will track the commissioning of services for children and young people through the Contract Management System. 
Commissioning role:

· Coordinating the commissioning proposals for the Children’s Trust

· Rationalising proposals and ‘parcelling’ like services together where efficiencies can be achieved,

· Establishing the type of commissioning most relevant for the services to be commissioned e.g. single agency, joint commissioning, individual commissioning,

· Appointing the lead agency for the single-agency commissioning of services or ‘parcels’ of services,

· Directing joint commissioning and de-commissioning in line with CT Executive recommendations, including appointing the lead organisation for procurement for each jointly commissioned service or parcel of services,

· Making links with wider regional commissioning,

· Submitting the commissioning plans to the Children’s Trust Executive for approval,

· Monitoring the overall level of commissioning activity and ensuring best value.

Membership

The membership of the Joint Commissioning Board will comprise, but is not limited to:

· Warwickshire County Council

· NHS Warwickshire

· Warwickshire Police 
· Chairs of Warwickshire Children’s Trust Area Partnerships
· Representative of voluntary and community sector

Any member above with an interest in a service to be commissioned will declare that interest and will withdraw from any commissioning decisions regarding that service.

The Multi-Agency Commissioning team will support the Joint Commissioning Board.  Where service level agreements are in place, the Multi-Agency Commissioning team will receive the performance monitoring returns. 
8 Accountability
All commissioning activity will take place within the agreed Warwickshire Children’s Trust constitution and governance arrangements and is subject to the appropriate scrutiny and financial processes of Warwickshire County Council, its elected members and its partner agencies.
The Children’s Trust Executive is responsible for the cost-effective use of funding in relation to the commissioning of services and for ensuring that the Commissioning Framework is used in a way that is fair, transparent, and lawful.

Officers of the member organisations of Warwickshire Children’s Trust are responsible for co-ordinating the monitoring of the outcomes of any commissioned services and for ensuring that the Children’s Trust Board is regularly updated as to whether the objectives in the Children and Young People’s Plan are being met.

The Joint Commissioning Board is responsible for ensuring the appropriate commitment of financial resources to the commissioned services and for achieving best value in relation to procurement.

The organisations directly involved in commissioning and procurement are responsible for ensuring that commissioned service providers abide by the principles of this Commissioning Framework and by the terms and conditions of the commissioning agreements which will exist between the commissioners and the providers on behalf of the Children’s Trust.

UNDERSTANDING THE CURRENT POSITION


- the need, the market, the use of resources





STRATEGIC PLANNING


- analysing information, setting priorities, planning for service, workforce and / or culture change





PROCUREMENT - designing services, developing specifications, make or buy decisions, letting contracts





PERFORMANCE MANAGEMENT & REVIEW


- plans, contracts, SLAs, priorities, targets, outputs, outcomes





SERVICE USER


and stakeholder involvement including providers





& IMPROVING OUTCOMES
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� Department of Health and Department for Education and Skills (2004) Joint Planning and Commissioning Framework for Children, Young People and Maternity Services.


� Commissioning Framework- Good Practice Guide (ECM website). 


� Available at � HYPERLINK "http://www.warwickshire.gov.uk/Web/corporate/pages.nsf/Links/65F248FF15BE120C80256F150034262D/$file/Warwickshire+JSNA+-final+30+04+09.pdf" ��http://www.warwickshire.gov.uk/Web/corporate/pages.nsf/Links/65F248FF15BE120C80256F150034262D/$file/Warwickshire+JSNA+-final+30+04+09.pdf�


� Available at: http://www.warwickshire.gov.uk/Web/corporate/pages.nsf/Links/F7B801F05AE6C24F80257726003037E7
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