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Understanding the needs of users and other communities by ensuring that,
alongside other consultees, you engage with third sector organisations as
advocates to access their specialist knowledge.

Consulting potential provider organisations, including those from the third sector
and local experts, well in advance of commissioning new services, working with
them to set priority outcomes for that service

Putting outcomes for users at the heart of the strategic planning process
Mapping the fullest practical range of providers with a view to understanding the
contribution they could make to delivering those outcomes

Considering investing in the capacity of the provider base, particularly those
working with hard to reach groups

Ensuring that contracting processes are transparent and fair, facilitating the
involvement of the broadest range of suppliers, including considering sub-
contracting and consortia building, where appropriate

Ensuring long-term contracts and risk sharing, wherever appropriate, as ways of
achieving efficiency and effectiveness

Seeking feedback from service users, communities and providers in order to
review the effectiveness of the commissioning process in meeting local needs

- Commissioning & partnership models across the peninsula
- Steps to Commissioning
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1. EXECUTIVE SUMMARY

To follow

2. BACKGROUND

In the last 30 years there has been a revolution in third sector service delivery. Starting in the 1970s,
organisations that were regarded as an unimportant adjunct to state provision began to receive funds to
champion the causes of people with particular needs and to develop services to meet these demands.
Government funding of general charities has grown from £3.17 billion in 1991/92 to £7.53 billion in
2001/02.8 This transformation has created a sector that plays a crucial role alongside the private sector
and the state in its potential to deliver high quality public services in close co-operation with users and
citizens Page 65, The Size and Scope of the UK Voluntary Sector: NCVO's UK Voluntary Sector Almanac 2004, NCVO 2004.

The reality of today’s public sector service planning and delivery is no longer whether it should or can
engage with the Third Sector. Instead, the key questions now being asked are how and when the public
sector will do this.

Within this climate, the Peninsula Third Sector Commissioning Framework aims to demonstrate how
Children’s Trusts have individually responded to the needs and voices of the Third Sector and now how
the Peninsula will collectively agree governing principles by which services will be commissioned for
children, young people and their families. This serves to strengthen the relationship between the statutory
sectors and the Third Sector, promote transparency and consistency in commissioning processes of
services for children, young people and their families, and ultimately maximises the potential benefits that
the Third Sector brings to the planning and delivery of services.

This framework is intended to provide a common framework for the engagement of third sector
organisations across the far southwest peninsula, ensuring a similar experience for organisations in each
of the Children’s Trust areas. It will support peninsula wide commissioning arrangements that are already
proving effective such as Commissioning Services for Children in Care such as residential and fostering
placements. It will also support third sector organisations looking to expand their operations and deliver
services in other Trust areas, thus supporting the development of sustainable and viable organisations in
the market place.

3. UNDERSTANDING COMMISSIONING

Commissioning in its broad sense is the strategic activity of assessing needs, resources and current
services, and developing a strategy to make the best use of available resources. The term denotes a
proactive strategic role in planning, designing and implementing the range of services required, rather
than only purchasing from services currently available.

Commissioning encompasses procurement and contracting, which form only one specific part of the
wider commissioning process. Procurement usually refers to the process of provider sourcing and
selection, and contracting to the establishment and negotiation of the contact documentation.

Decommissioning is the process of planning and managing a reduction in service activity or terminating
a contract in line with commissioning objectives.
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The Value of Commissioning

Commissioning....
Is outcome focussed, with the needs of service users at its core and not the needs of service
providers. It sets out a framework for deciding how best to deploy resources strategically and
tactically in order to achieve objectives, making best use of the strengths of the statutory,
voluntary and private sectors.
Encourages constructive dialogue between different stakeholders through a transparent process
and helps to identify appropriate partner authorities/agencies with shared objectives.
Acts as a bridge between financial and service planning and aids the business planning of service
providers by clarifying the medium-term purchasing intentions of the commissioning body, this is
particularly important to partners in the third sector.
Encourages stakeholders to share intelligence and analysis to improve the range, quality and
cost-effectiveness of services within available resources, based on an understanding of whole
systems of care

The Planning and Commissioning Cycle

Further information about the commissioning cycle as well as the specific commissioning models used by
each peninsular Children’s Trust can be found in Appendices.

4. MESSAGES FROM THE THIRD SECTOR

What is the Third Sector?

The voluntary and community sectors, together with social enterprises, make up the ‘Third Sector’, as
distinct from the statutory and private sectors. TSO comprise a rich diversity of organisations, of different
shapes and sizes and with different origins, cultures and structures. This includes community groups,
voluntary organisations, faith and equalities groups, charities, social enterprises, co-operatives, mutuals
and housing associations. All share the characteristic that they are independent of the statutory sector
and driven by social values, or a mission to benefit their service users or communities.

Key characteristics distinguishing TSO'’s from the private and public sectors are:
Non-governmental — not part of any statutory body
Value-driven — they are set up for social, cultural, environmental, charitable or other similar purposes,
rather than for profit
Non-profit distributing — surpluses are reinvested to further their social, cultural, environmental or
charitable aims (DERBY JCF TS 2007)

Page 4 of 33



Consultation Document

From these values often flow a responsiveness to service users and awareness of their needs, along with
a capacity for innovation, which can make such organisations particularly valuable partners for
government in the delivery of public services.

The third sector is seen as a potential alternative to state or private provision, and a key player in
contestability’, under which public services are opened up to new suppliers drawn from all three sectors
(public, private and third). The sector’s current involvement in public services however remains small as a
percentage of public expenditure.

Third sector’s experience of commissioning

An evaluation of current commissioning processes, undertaken by the National Programme for Third
Sector Commissioning, found that TSO’s face particular challenges and barriers to engage fully in the
commissioning process'. These include:

Resource and capacity constraints  — for example, a lack of skills to understand commissioning
frameworks, shortage of staff time to identify opportunities for involvement, attend partnership
meetings and/or write bids in the necessary timeframe.

Limited commissioning skills  — bidding capacity including knowledge around legal and financial
requirements and the protocols needed to develop consortia, time and skills to prepare bids and
calculate the full costs of service delivery. Additional barriers included bureaucratic procurement
processes that disadvantaged many third sector organisations.

Perceptions and attitudes that can limit positive p artnership working around commissioning
between the third sector and the public sectors — for example mistrust of the commissioning

process, the common view within TSO’s that public sector contracts rarely offer full cost recovery, or
commissioners’ lack of confidence that TSO’s can effectively deliver public services.

1"#8$
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5. ST MELLION 2005 Three years on.

Understanding the regional need

In recognition that many TSOs felt they had little opportunity to hear about the Change for Children
agenda and were not engaged in the process, the National Council of Voluntary Childcare Organisations
hosted a series of conferences in the South West.

These conferences covered three main topics:
The need to preserve strengths of the Third Sector
Concerns about the impact of tight specifications and the stifling of innovation
Reservations about procurement processes

Key messages from the Third Sector

The need for statutory partners to understand the range of voluntary sector provision in their area,
and a better understanding of the contribution they make to improved outcomes for children and
young people;

Ensure that representation of the Third Sector on key strategic bodies is sufficient in order to reflect
the diversity of the sector. An well resourced infrastructure is required to enable third sector
representatives to work within an accountability structure that is transparent;

Commissioning processes need to be transparent, flexible and designed to respond to a range of
different contexts. The commissioning model used in many Sure Start and Children’s Fund
programmes that built the capacity of the third sector, should be preserved and developed.
Contracts should be outcome rather than output focussed, to allow for innovation.

Statutory bodies should establish a level playing field and be transparent about the full cost of the
services they provide. Contracts should allow for full cost recovery and be for a minimum if three
years. The risks of exiting funding arrangements should not be regarded as the sole responsibility of
the third sector provider.

6. LOCAL MESSAGES:
PLYMOUTH

As a result of the conference at St Mellion Plymouth Children’s Services began a systematic consultation
with Third Sector colleagues to understand the issues facing the sector in accessing opportunities locally.
The findings were not positive and significant improvements were needed in both strategic planning and
commissioning structures.

Three years ago this consultation was with the infrastructure bodies in the City The Guild and Plymouth
Community Partnership. However over the last two years the Children’s VCS Forum has been
established and key messages and challenges have been communicated through this group. Ata
recent meeting it was agreed that whilst progress is good there is still much to do and this needs to
become more systematic, a Commissioning reference group is to be established. The purpose of this
group will be to review commissioning processes and experiences and to feed back to commissioners for
the Children’s Trust their experiences of the Commissioning nine stages ensuring barriers are removed,
flexibilities and innovation maximised and the focus remains clear about achieving outcomes for children
and young people.

The key messages the Partnership are responding to in Plymouth have been:

Make Commissioning more transparent

Put in-house services under the same scrutiny as contracted services for Value for Money and
Efficacy

Reduce bureaucracy in tendering and be more accessible during tendering processes

Offer training in tendering and take critical feedback on experiences of this.
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Facilitate the use of consortia and partnership models for commissioning
Involvement at the beginning

The result of this should be:
moving together as partners
more innovation in the sector
more collaboration between organisations
positive approaches and solutions to big problems
Recognition of best practice and a celebration of this.

Local Messages Cornwall

Cornwall Compact embedded into Commissioning framework

Senior Officer and Elected Member commitment towards commissioning and becoming an Enabling
Authority

VCS critical service provider in Cornwall and treated with respect. The mystical ‘level playing field’ is the
ultimate requirement in Cornwall

CYPP joint commissioning standards agreed across Trust

Minimal bureaucracy approach to commissioning documentation

Partnership dialogue and collaborative bids for tender encouraged and supported
Corporate Council approach to VCS/Council relationship

CYPP is a learning organisation and we will ensure that progress continues to be made in improving the
commissioning process (through feedback) and the understanding of all stakeholders. This ensures
effective, transparent commissioning

Convergence funding secured to support the development of the VCS in terms of partnership working,
capacity building and becoming a robust and commissionable market

Liaison with regional and national VCS Engage programme in developing a range of support
mechanisms and packages to ensure a vibrant and forward thinking VCS market

Tender for additional support to meet identified areas for VCS development, particularly participation in
the Joint Commissioning Framework and development of change management, business processes and
collaborative approaches to ensure sustainability

Support from the commissioning team in the form of advice, support, consultation and skills development
e.g. workshops on bid writing, needs analysis and business planning

We are committed to a ‘capacity building’ commissioning model which is about more than the
commissioning of services from an existing market. It is founded on the understanding that support will be
available to enable providers to develop and establish the capacity required to provide good quality
services

Draft market engagement / management strategy produced and consulted on. This strategy sets out our
aims to:
develop neighbourhood services that meet locally determined needs;
develop the service provider market and not be restricted to commissioning from the existing
market;
support capacity development of third sector organisations as an integral part of service provision
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support the development of third sector organisations as both strategic and provider partners

These aims will be supported by:
investment in staff and development of the ‘traditional’ roles related to commissioning, finance and
performance management to incorporate capacity building roles;
development of outcome-based service commissioning and support of outcome-based evaluation
that involves service users;
development of neighbourhood advisory groups involving service providers and local people; and
a focus on long-term objectives rather than short-term, ‘quick fix’ options.

The key factors in this approach to commissioning include:
the role of neighbourhood information in influencing service development and provision;
the provision of training and workshops to support providers in financial and performance
management and in meeting funder’s requirements; and
regular ‘in kind’ support provided to individual organisations to support performance and financial
management through the development of ‘traditional’ roles to accommodate capacity building

Local Messages Devon

Devon Authorities and Third Sector agencies have many good examples of working well together.
But we have a long way to go.

We need to work to make sure the Third Sector experience of the statutory agencies process is less
“done to” and more consistently good.

1. Keep it simple
Cut down the paper, cut down the jargon, “plain English” as much as you can

2. Involvement and influence
We need to develop commissioning processes together-less “done to”-analysing need, developing plans,
choosing providers and monitoring services.

We should involve stakeholders including the third sector earlier and involve all the way through the
commissioning process where appropriate.

We need to show that views count and demonstrate what action has been taken as a result
We need to recognise the unique skills of the third sector in helping us to engage with communities

3. Fairness and Equity
It is important that there is a true level playing field

Commissioning should be undertaken under clear standards and principles so that Authorities can be
held to account

Decisions that are made should be transparent, communicated clearly and open to challenge.

4. Developing capacity

We have a good history of investing in infrastructure in Devon but we need to review the effectiveness of
this arrangement-too many organisations don't feel included.

We need to help organisations to be involved in our processes and develop skills to help organisations

be more successful in securing resources and contracts-understanding how it all works, how to win
tenders.
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Local Messages Torbay

Torbay fully supports the principal of working in partnership with the voluntary sector across the region.

The Children Trust arrangements have been developed very much with strong voluntary representation
and engagement involved in all aspects of the commissioning cycle.

Torbay Council is moving to a commissioning model through the transformation agenda and the
commissioning framework for Children’s Services is being revised as part of this corporate re-shaping
exercise. A joint commissioning strategy is currently being written between health and children services.
This document recognises the richness and diversity that community and voluntary sector organisations
bring with agreeing priorities, levels of need, providing challenge to procurement and arrangements for
sustainability and the pooling of resources. It is suggested that a commissioning board as part of the
Children Trust arrangements is set up with the membership to include voluntary sector representation
alongside the continued links with the wider voluntary and third sector parties who are involved in various
task groups.

This Joint commissioning board will provide
- assurance for transparency and scrutiny
work to reduce bureaucracy
encourage and support collaboration and coordination particularly among smaller organisations
support and training opportunities to third sector organisations as partners

A framework for action — no more words

Having a commissioning and partnership framework for TSO is not about giving preferential treatment to
these organizations. Bearing in mind the barriers currently faced by TSO in the commissioning process,
and the critical role played in the planning and delivery of services to children, young people and their
families, the development of this framework is about;

1. Opening supply opportunities to TSO;

2. Building effective relationships; and

3. Removing some of the barriers to ensure the successful delivery of service contracts commissioned
by statutory agencies.

This commissioning framework will serve to act as a roadmap for those working to improve services for
children, young people, families and carers. It will respond to the needs and concerns of the Third Sector
by outlining a shared approach across the peninsular between commissioners and the Third Sector of the
steps to be followed when deciding how best to deploy resources strategically, and making best use of
the strengths of the public, private and third sectors. This framework will also establish a common
language that will help all commissioning stakeholders to understand each other better.

Where appropriate, best practice and shared commitment already in operation will be used to illustrate

the commissioning and partnership that is aspired to across the Children and Young People’s Trusts of
the Peninsula.
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7. LEGISLATIVE FRAMEWORK TO THIRD SECTOR COMMISSION ING

The National Context

Over the last ten years, the third sector has grown considerably in scale and impact. The sector is playing
a greater role in supporting communities and tackling inequalities, in creating opportunity and enterprise,
and in designing and supplying public services.

The legislative and policy history of the transition towards commissioning can be traced back to 1999.
Incrementally all of the plans, legislation, frameworks and guidance papers listed below have built the
commissioning landscape in which we find ourselves today.

There has been an increased focus by and commitment from national government on the role of TSO in
the planning and delivery of public services. The Government has invested in the capacity of the Third
Sector, extended financial support and introduced new forms of organizations and funds. There are
significant areas of public service delivery where the Government is now opening opportunities for the
third sector in terms of local services. The pace of change has also accelerated with the establishment of
the Office of the Third Sector to champion third sector interests across Government.

Key documents to illustrate the Government’'s commitment to working with the Third Sector include:

The Role of the Voluntary and Community Sector in S ervice Delivery: A Cross Cultting

Review” ii (HM Treasury 2002); looks at extending the role of the voluntary and community sector
(VCS) in the delivery of public service contracts, identifies ways in which the VCS can add value,
along with some of the barriers they face in securing contracts. It called upon the Active Community
Unit of the Home Office, in liaison with other Government Departments and the Office of Government
Commerce (OGC) to develop good practice guidance and for all Departments to agree a common
approach in line with it.

Think Smart... Think Voluntary sector; Good Practice G uidance on Procurement of Services
from the Voluntary and Community Sector  (OGC 2004);

Improving financial relationships with the third se ctor; guidance to funders and purchasers
(HM Treasury 2006); sets out best practice and provide advice on effective and efficient use of public
funds in a way that is consistent with the principles of public accountability.

Report of the Third Sector Task Force: No Excuses. Embrace Partnership Now. Step Towards
Change (DH 2006): identifies ways in which the VCS can add value and some of the barriers they
face in securing contracts. Concludes that a partnership approach, based on mutual trust and
understanding between organizations concerned, with commissioning and delivering services that
people want and value will be achieved by improved communication and changed behaviour.
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Every Child Matters (ECM)

The implementation of the Every Child Matters: Change for Children  agenda is driving the integration
of children’s health, social care and education services and the development of Children’s Trust
arrangements. Putting better outcomes for children and young people at the centre of all joint planning
and commissioning decisions requires new partnerships, and new models of working.

At the heart of this agenda is a requirement for Children’s Trusts to work in close partnership with the
Third Sector. ECM considers that Third Sector providers are integral to the ‘successful delivery of our
ambitions for children, young people, parents and carers, not only as providers of services, but also
through the input they can make to the development and design of new services. To develop a system
that secures the best outcomes for children and young people by using the best combination of skills and
experience to deliver services of the highest possible quality to meet individuals needs at the most
efficient cost. We wish to see real user choice and provider contestability brought to markets, where this
is appropriate, to support this drive to secure better outcomes.

In support of this, the Department for Children, Schools and Families produced a document on
‘Engaging the Voluntary and Community Sectors in Ch ildren’s Trusts ’, which emphasised the
importance of involving TSO at every level of the Children’s Trust arrangements.

The ‘Joint Planning and Commissioning Framework for Chil dren, Young People and Maternity
Services ' (March 2006) aims to help local planners and commissioners to design a unified system in
each local area which would create a clear picture of what children and young people need, would make
the best use of resources, and would join up services so that they would provide better outcomes. The
Joint Framework makes clear that commissioning is a key mechanism for user and citizen involvement in
the delivery and design of services to improve outcomes.

The White paper ‘Our health, our care, our say’, calls for closer working with the Third Sector and for the
development of partnership approaches

8. Local Strategic Partnerships

LSP’s are cross agency umbrella partnerships that bring together the different parts of the public, private
and third sectors working at a local level. The LSP works to improve the quality of life in a particular area
by coordinating the delivery of better local services. Local Authorities are expected to take the lead in
developing the LSP but do not own the partnership. LSP’s oversee and commission services which
deliver the Local Area Agreement.

Local Area Agreements

LAAs are agreements between public service partners, and where central government agrees targets
with Local Authorities and their partners on outcomes delivered by local government on its own or in
partnership with others. The agreements include all improvement targets agreed with central government
and outline how resources in the area are used to effectively support this work. LAA’s therefore include
the priorities and targets for children and young people, which are then developed within the Children and
Young People’s Plan

The Compact

The relationships between the LSP and the Third Sector should be governed and guided by a Compact
Agreement. Codes of practice such as the Compact Funding and Procurement Code (1998) provides a
framework within which local relationships with the voluntary and community sector should be developed.
Local Compacts are developed within each area as a partnership agreement between statutory bodies
and the Third Sector, and are designed to improve relationships and provide a framework within which
both parties can understand what to expect from each other.

Page 11 of 33



Consultation Document

Children’s Trusts:

Children's Trusts bring together all services for children and young people in an area, underpinned by the
Children Act 2004 duty to cooperate, to focus on improving outcomes for all children and young people.
The duty to cooperate in the Children Act 2004, names primary care trusts (PCTs) and strategic health
authorities as key partners alongside Local Authorities.

They were created to address the fragmentation of responsibilities for children's services.

Children’s Trusts aim to support those who work every day with children, young people and their families
to deliver better outcomes - with children and young people experiencing more integrated and responsive
services, and specialist support embedded in and accessed through universal services. Children's trusts
are not legal entities, they are partnerships between different organisations that provide, commission, or
are otherwise involved in delivering better outcomes for children and young people. The Children’s Trust
is required to publish it's priorities in a Children and Young Peoples Plan.

Children and Young People’s Plan (CYPP)

The CYPP is a strategic, overarching plan for services for children and young people, supporting more
integrated and effective services to secure the outcomes for children and young people, and should be
the reference point for all children’s services.

9. ADOPTING A COMMON FRAMEWORK FOR COMMISSIONING & PARTNERSHIP

The National Programme for Third Sector Commissioning aims to engender better outcomes for
individuals and communities through smarter, more effective and innovative commissioning, and optimal
involvement of the third sector in public service design, improvement and delivery and holding the public
sector to account’.

One of the aims of the National Programme is to embed the eight principles of good commissioningi",
which seek to readdress the barriers encountered by the Third Sector within the commissioning process,
as outlined in Section 2.

This section will detail how as a Peninsula the four Trusts will collectively respond to these principles, and

is illustrated by the progress that has been made to date, as well as the best practice and lessons
learned from within each sector.
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Principle 1

Understanding the needs of users and other communit ies by
ensuring that, alongside other consultees, you enga ge with third
sector organisations as advocates to access their s pecialist
knowledge

What does this mean?

Third Sector Organisations have a wealth of knowledge and experience of working with users to design
and, where appropriate, deliver high quality public services, especially with those who may find it difficult
to articulate their needs or who may be harder to reach via mainstream provision. Some of this
knowledge and expertise comes from direct experience of service delivery, but some also comes from
the sector’s role as advocates or advisors.

The consultative report of the Third Sector Review emphasised the importance of ensuring that a
diversity of voices are heard in consultations, and that it is the role of the government, or in this case,
Children’s Trusts, to create an enabling “environment in which organisations can provide a voice to
citizens and to campaign.™

Many third sector organisations are constituted to represent the views of particular groups, and campaign
for their interests, and they would not be fulfilling their duties if they did not seek to do so.

The Compact: Managing conflict

There are times when the campaigning role of third sector organisations and their role as providers can
bring them into conflict with commissioners. The Compact governs how relationships between partners
should be managed. Indeed, a founding principle of the Compact is that voluntary and community
organisations are free to campaign irrespective of any funding relationship that exists.

Facilitating a dual role

Recognising the need for both advocacy and campaigning as part of the role of third sector
organisations, and continue to support to enable them to undertake these roles of challenge and scrutiny
There are ways to achieve this, primarily by agreeing a route by which TSOs can raise awareness of and
campaign on behalf of their clients, while maintaining a professional working relationship as a
commissioned service. Facilitating open debate can help to prevent any one organisation from
manipulating situations, data or evidence to benefit their own agency/service.

Good practice shows that the following are key targets for all Trusts
Each Trust to ensure Third Sector Organisations are represented on all commissioning, planning
forum and meetings, and that routes/systems are agreed whereby service user issues can be brought
to the attention of each forum.
Trusts ensure that local Compacts are embedded in all commissioning and procurement activity,
policies and procedures, allowing Third Sector to contribute and advocate for clients and share their
specialist knowledge in all stages of the commissioning cycle.
Trusts will develop and implement a programme of learning and development at a strategic level
around the Compact and how it should be implemented.
Networks created based around common issues, to enable a focus on real needs within the strategic
decision-making process. Task groups can act as networks where organisations working on similar
issues can come together to find solutions, and it is here where effective campaigning becomes
invaluable.

Page 13 of 33



Consultation Document

What are we doing well?

Plymouth Children’s Trust

Plymouth undertook a robust Needs Analysis during the Autumn of 2007 to inform the 2008-2011
Children and Young Peoples Plan. This Needs Analysis included Third sector partners and utilised Third
Sector data and information in informing and challenging the priorities for the Trust for the next three
years.

Plymouth Local Strategic Partnership and the Local Infrastructure Consortium has in that last year co-
written and launched a Third Sector Strategy for Plymouth alongside this has been the launch of The
Compact and three key Codes of Practice: BME Code of Good Practice, Consultation and Policy
Appraisal Code of Good Practice, Funding and Procurement Code of Good Practice

Both the strategy and the codes are partnership agreements for how the partnership will interact with
each other and resolve arising conflict.

Plymouth Children’s Trust has co-ordinated the key strategic work streams for the Trust under both
partnership strategy groups and commissioning group structures. Each of these groups has
representation from the Third Sector co-ordinated through the Children’s VCS Forum. Members are
elected and will report back tot he forum on key decisions. From this Forum there are two Third Sector
members on the Children’s Trust Board and one representing the sector on the Executive Group.

A number of the key Strategic work streams for the Trust have established either practice based
Networks of all services within a specific area i.e. CAMHS Network or expert needs analysis groups i.e.
Young Peoples Substance Misuse where practitioners can reality check the needs data to ensure it is
live, up to date and reflecting key issues in an area.

Cornwall Children’s Trust

Children and Young Peoples Plan needs analysis and consultation process/ governance model agreed.
Good commissioning practice includes all stakeholders in planning/ commissioning process, as defined in
the Commissioning toolkit for Children and Young Peoples Plan/Children Young People and Families in
Cornwall.

Ensuring 0-19 Third Sector representation in conjunction with wider Voluntary Sector Forum in Corporate
and Children Young People and Families structures and decision-making bodies.

Devon Children’s Trust

Third sector represented on local Children’s Trust commissioning groups

Examples of Third sector being commissioned to undertake needs assessment prior to planning
Continued innovation with the third sector-for example the young commissioners’ award, service user and
carer led commissioning

Robust well established ways of accessing third sector through representative structures- Voluntary
Youth Service, NCVCO ensure third sector voice at the most strategic level i.e. in developing the Children
and Young Peoples Plan.

Torbay Children’s Trust

Information and data held by the Third sector has been used in the development of the Joint Strategic
Needs Assessment in 2007 and priority setting for both the Children and Young People Plan and
Children Trust.

There is strong engagement from the voluntary sector with 2 members represented on the Children Trust

Board and representation on a number of strategic groups such as Participation; Early Intervention and
Integrated Youth Support and Play partnerships influencing commissioning and service developments.
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What will we improve and how?

Plymouth Children’s Trust
Our Needs analysis work will be further refined in the next twelve months with both strategic priority
themes feeding detailed information in but also Locality groups feeding information through.

The communication flows between Third Sector colleagues from the forum needs to be improved to
ensure all parties are able to contribute and be informed of progress. As group has been convened to
consider this issue and make recommendations to the Forum.

Torbay Children’s Trust

Within Torbay we would like to develop further the practice based forums and networks to ensure clear
lines of communication within the changing strategic structures of a Joint Commissioning Children Trust
Board.

Develop and implement the Third Sector Strategy supporting a robust and proactive Third Sector forum

Cornwall Children’s Trust

We need to ensure that good practice is consistent across all planning/commissioning.

We need to review the mechanisms we have and are developing to ensure they are effective and allow a
representative picture of the complete range of Third Sector organisations.

Devon Children’s Trust
Better communications from representatives to all third sector parties.
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Principle 2

Consulting potential provider organisations, includ ing those from
the third sector and local experts, well in advance of
commissioning new services, working with them to se t priority

outcomes for that service

What does this mean?

Alongside calls for closer working with the Third Sector and for the development of partnership
approaches, the government has made it clear that the Third Sector should be involved at every level of
Children’s Trust arrangements. Specifically, commissioners are being encouraged to involve Third Sector
expertise in service modelling and needs analysis, prior to commissioning. The aim is to make better
decisions, to develop approaches that can be implemented with wider community support, to improve
transparency, and to build trust.

Good practice demonstrates that engagement with the Third Sector is successful when it:
Is perceived as fair
Clearly involves stakeholders in the decision-making process
Is designed to foster two-way dialogue about issues before decisions are made
Encourages long-term strategic and collaborative relationships
Is practiced early, often, and continuously.

The road to effective engagement is not always smooth however. The Third Sector is hot a homogenous
group, therefore different TSO’s may expect or feel entitled to a particular level of involvement - some
may want to be involved in strategically shaping services as well as leading a delivery organisation. This
expectation is not so different from public sector departments that provide services as well as engage
with strategic and service level decision-making. Also, Third Sector Organisations often complain that
they are unable to fully engage with strategic or service planning, due to reasons such as a lack of
development funds; an expectation for Third Sector Organisations to respond unrealistically quickly;
insufficient shared planning; and the lack of real involvement in target setting.

Good Practice Shows that:

The Third Sector should be offered at least one place for TSO representation within any key multi-agency
partnership group. In addition, commissioners will consider one or more places to be reserved for TSO'’s
that are already significant partners in the delivery of services.

Trusts need to bear in mind that one representative from the Third Sector can rarely act effectively as a
representative for all TSO’s. Each Trust should therefore facilitate discussions and reviews of statutory
requirements to determine the appropriate level of involvement by potential providers. Whatever decision
is reached must be clearly defined, and then clearly communicated to potential providers, at the outset of
any strategic or service planning as well as needs analysis.

Mechanisms for achieving Third Sector representation must be clear and transparent, and
representatives from the third sector should have a clearly defined remit to contribute on behalf of parts of
the sector, be accountable to the wider sector, and be able to feed in and feedback issues in a timely and
effective manner.

Preferential Treatment

To avoid the appearance of preferential treatment of one provider over others; trusts and commissioners
need to ensure that third sector provider organisations are not approached individually but rather
representation from wider sector on planning groups making use of recognised networks and/ or clusters
is encouraged. Particular care will be taken to ensure that smaller Third Sector Organisations are also
engaged and represented alongside the larger ones.
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Supporting TSO to participate

An inclusive commissioning process needs to recognise and make allowances for the needs of TSO’s
that may not have the infrastructure and financial resources to participate fully. Attending meetings,
supplying information on services and need and patrticipating in working parties are all expensive in terms
of organisational time. Larger organisations usually, but not always have a degree of spare capacity.
Medium and smaller size groups often do not.” Facilitation of support is required to engage with
commissioning, through replacement and travelling costs, and provision of support to appropriate
umbrella groups/networks/clusters is key. Commissioners should also consider including the costs of
involvement within any contractual arrangements with direct providers as well as recognised networks/
clusters.

What are we doing well?

Plymouth Children’s Trust

The Strategic Work streams for the Trust have Third Sector representation on each. This representation
is elected from the VCS Forum and has a reporting line back the forum. This means that any
opportunities for determining priorities, mapping existing services and understanding efficacy and
undertaking service design are fully participative with the Third Sector.

Plymouth Children’s Trust has good participation in both needs analysis and subsequent priority setting
from TSO’s. Therefore potential providers, through representation, have been setting priority outcomes at
a strategic level. There is also engagement in determining specific outcomes i.e. Teenage pregnancy,
substance misuse, parent family support, disability, mental health.

Cornwall Children’s Trust

Market engagement / management strategy and commissioning toolkit defines Cornwall’'s approach.
Use of Third Sector expertise and representation through Cornwall Young Persons Plan consultation/
governance model.

Devon Children’s Trust

Some examples of positive early involvement e.g. the Children’s Trust conversation events.

Outcome based commissioning standardised across children’s services.

Some third sector infrastructure but not comprehensive-gaps in age ranges.

Torbay Children’s Trust

The strategic framework within Torbay of multi agency forums and partnerships have active engagement
from the voluntary sector with a number of priority areas being led by voluntary sector colleagues such as
sexual health; participation.

Statutory agencies who are members of these partnerships are able to draw on the expertise of the third

sector in providing supporting evidence to influence strategic commissioning which has been seen
particularly within Health services and Safer communities.
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What will we improve and how?

PIymouth Children’s Trust
We need to ensure the wider provider base are included in engagement and not solely the
representative from the Forum. Provider Networks are now being established i.e. Mental Health and
Emotional Wellbeing Network to whom consultation can be taken on priorities and service design
proposals.
We need to improve our make or buy decision making process.
We need to ensure all of our service design processes go through a Trust strategic group to ensure
participation.
We need to engage more widely as we move to service design and allow time and opportunity for this
participation from the sector rather than rely on the tendering process to draw this innovation out.

Torbay Children’s Trust
We need to strengthen communication mechanisms with the voluntary and Third Sector to ensure
greater representation and establish a robust feedback loop.
We need to find ways of ensuring our engagement is equitable and inclusive of smaller
organisations.

Cornwall Children’s Trust
We need to ensure consistent adoption of process and protocols to ensure all providers are aware
of commissioning intentions.
Communication with providers needs to be improved.

Devon Children’s Trust
More consistent early involvement as part of the commissioning framework.
Invest in and reinvigorate infrastructure-plan to be developed form the conference.

Regular reporting from commissioning team to third sector groups.
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Principle 3
Putting outcomes for users at the heart of the stra  tegic planning
process

What does this mean?

This principle moves away from using outputs as the basis for commissioning especially in service
specification, and instead placing a stronger emphasis on the outcomes or benefits for users and local
communities that are to be achieved. While outputs are the services and activities to be delivered, such
as training courses, an advice service, publications or workshops, outcomes are the changes and effects
that happen as a result of your work.

A move toward outcome-based commissioning including tendering, contracts and service specifications
is widely considered as best practice. To do this well however requires a significant shift in how many
services work. With an output-focused service, commissioning is centred on the delivery of pre-defined
activities that deliver a required output. With outcome focused commissioning however, Trusts are
required to identify what outcomes they want to see, but do not necessarily specify or define how these
outcomes will need to be achieved, such as how many jobs were created, court appearances avoided, or
homeless young people housed. This level of flexibility on how to generate an outcome is very attractive
to many TSO'’s, where innovative practice is widespread.

Tenders and other opportunities should be promoted by the outcomes and impact to be achieved, rather
than a prescribed service to be provided. For example, commissioners could seek to commission a
service that can demonstrate impact on accident prevention, rather than commissioning a service to
provide five accident prevention training courses for children.

Outcome based commissioning results in innovation but only when the principle is employed throughout
the process of commissioning, from needs analysis to definition of the outcome, tendering can then be
the methodology to secure service design against wide outcome based requirements. However bidders
need financial parameters within which to pitch design ideas. Otherwise, they are being disadvantaged
by submitting bids outside budget. There is an argument to be had to achieve outcome based services
removing price competition by publishing budgets in a good method to use. Alternatively negotiated
procedure has been used where both prices and design ideas can be negotiated side by side with the
bidder. Changes to procurement law limit the use of negotiated procedure now, and competitive dialogue
is not as flexible for use with small scale services.

Outcome based contracts are also seen to be good practice but can result in loose unachievable long
term targets which for both provider and commissioner become difficult to monitor. The input and output
definition for a service can be provided and established in contracts but it is important that the providers/
bidders are the ones setting these parameters, the how and agreeing this with commissioners, which
allows the expertise and innovation in an organisation to come through.

What are we doing well?

Plymouth Children’s Trust

Plymouth has recently won the Compact Gold award for Funding relationships and Compact Champion
Award. These awards were predicated on a Best Practice Case Study written about the work in Plymouth
undertaken in 2005/06 where significant improvements were made in the procurement processes. This
included the use of outcome based tendering processes which utilised Negotiated Procedure to
establish innovation in service design. We were able to see significantly improved participation of the
sector in the tendering process in using this methodology we allowed the sector to demonstrate
innovation, added value and value for money.

Page 19 of 33



Consultation Document

Our contracts balance within them the outcomes sought for the children and young people alongside
performance management information on service delivery and unit price. These are determined often by
bidders as part of the tendering process and then amalgamated into specifications and contracts within
agreement and discussion.

Cornwall Children’s Trust
CYPP (including Third Sector) have attended ‘Turning the Curve’ training.
Third Sector colleagues represented at CYPP commissioning training.
Commissioning process is needs led.
Further support through 0-19 Third Sector tender to support business planning and culture
change to enable business planning to be based on need and priority outcomes.
Grants process to move towards being outcome based in line with CYPP and LAA priorities.
Clear progression from innovative grant aid practice that delivers proven outcomes to
commissionable services.

Devon Children’s Trust
Hear by Right advanced standard achieved by children’s services with the support of the Third
Sector.
Continued innovation with the third sector-for example the young commissioners’ award, service
user and carer led commissioning.
Outcome based commissioning standardised across children’s services.
Needs analysis and outcomes data provided rather than prescriptive specifications in
commissioning and contracting processes.

Torbay Children’s Trust

Torbay as part of the Peninsula Placement Group has implemented a robust system for individual
placements being made by tender against a needs and outcomes statement. Within Children Services
Business process re engineering has been introduced which clearly focuses down on outcomes for users
and added value.

The Torbay safeguarding unit has prioritised the Third Sector in terms of supporting best practice and
outcomes for children and young people giving support in developing policies and planning conference.

What will we improve and how?

Torbay Children’s Trust

Much greater role for the voluntary sector on early intervention and migration from residential provision
back to the community.

Develop a provider forum which will strengthen the planning and commissioning of services for children
with disabilities and influence the implementation of Aiming High for Disabled Children.

Plymouth Children’s Trust

We need to ensure all contracted services are commissioned using outcome based methodologies.
Either at strategic planning levels or during tender processes. This will be a challenge with the changes in
procurement law. However modern commissioning practice is about dialogue in service design.

Devon Children’s Trust

Deliver better for the whole geography of Devon-improve by getting smarter and getting more local.
Third sector recognised as an equal contributor to improving outcomes in the performance management
process of the Local Authority.

Cornwall Children’s Trust

Increase the representation of Third Sector colleagues at training.

Continue to support change management and the development of robust business planning in the Third
Sector.

Clear communication of expectations in terms of outcomes for users.
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Principle 4

Mapping the fullest practical range of providers wi th a view to
understanding the contribution they could make to d elivering
those outcomes

What does this mean?

Services and support accessed by children, young people and their families are not all delivered by the
Children’s Trust or statutory bodies in a local authority area. It is essential that a Trust is aware of the
services in their area and the organisations that provide them, and has a full picture of its market place
both in terms of supply and demand.

Service mapping allows a Trust to:
Understand the level of activity that is happening in its area;
Prevent duplication of services;
Be aware of outcomes it has not commissioned,;
Obtain information on hard to reach communities;
Engage with a wider range of partners and service providers;
Understand the market from which it can commission services.

Information collected during service mapping can include, but is not limited to:

What information/signposting to services is provided at a local level?

How much focus is placed on preventative or early interventions?

Who is providing what to whom - commissioned/procured by schools, groups of schools,
children’s centres, parents/carers, through ‘direct payments’ or other means

What is the nature and quality/skill of providers?

What examples of innovative or good/best practice delivery exist at a local level?

Who commissions provision and through what process?

What is the size of the market, e.g. by current spend or numbers of staff employed etc?

wN e

No oA

Communicating with several thousand mostly small organisations about potential commissioning
opportunities on an ad hoc basis is not possible, and messages are unlikely to ‘get out’ of their own
accord. Commissioners should work jointly with local and regional strategic organisations in the third
sector to compile a comprehensive database of services, organisations and groups in their area, building
on what already exists. This should be structured in part around the needs of commissioning so
prospective providers can be cross-referenced against commissioning needs. It may be that third sector
organisations themselves would be best placed to identify and quantify the sector.

These databases should be used to communicate regularly about needs analysis, strategy development,

service design opportunities, forthcoming tenders and potential commissioning opportunities; and to
invite proactive approaches through communicating current performance against targets.

What are we doing well?

Plymouth Children’s Trust
Utilising the Planning and Commissioning nine stage cycle within each of the commissioning groups and
strategic groups ensures that comprehensive service mapping is undertaken.

Tendering provides critical information about the skill base in a market place and has allowed Plymouth
to develop market management strategies based on detailed knowledge of market competencies.
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Cornwall Children’s Trust
PQQ process has improved knowledge. Third Sector huge element of the PQQ’s providers and service
market in Cornwall.

Grant allocation process improves knowledge of impact and contributing to CYPP priorities

Devon Children’s Trust
Some examples of positive early involvement and provider communication opportunities e.g. the
Children’s Trust conversation events, peninsula provider forum.

Third sector considered as an option for service delivery in an increasing range of services.

Third sector being awarded contracts for delivery across an increasingly wide rang of services.

Torbay Children’s Trust

Strong links between the Torbay Voluntary Service and Children Services and wider Torbay Strategic
Partnership to assure that there is a common understanding and awareness as to services operating
within the Bay and regional and national opportunities.

What will we improve and how?

Plymouth Children’s Trust
Utilising service maps to inform service networks, and provider forums is not yet systematic we have only
a couple of examples of this at the moment i.e the Mental Health and Emotional Wellbeing Network.

Our systematic measurement of efficacy of services needs improvement. Also we must place the same
scrutiny on our in-house services as we do externally so that we have transparent make or buy decisions.

Cornwall Children’s Trust

The ‘map’ of VCS provision is far from comprehensive, due to communication and capacity issues
to ensure all VCS organisations are at least aware of commissioning strategies
Use of convergence funded capacity to increase understanding and knowledge

Devon Children’s Trust

More consistent involvement as part of the commissioning framework through authority-wide
provider forums
Consideration of Third sector options for all new service delivery options as part of commissioning

policy

Torbay Children’s Trust

Joint Planning and Commissioning processes are developing which take account of voluntary sector
contribution and will provide a systematic mapping approach to need and evidence base provision and
intervention.
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Principle 5
Considering investing in the capacity of the provid er base,
particularly those working with hard to reach group S

What does this mean?
Capacity building is about ensuring that TSO’s have the skills, knowledge, structures and resources to
realise their full potential.

Not all commissioners see a role for their organisation in building capacity of the provider base, and
consider that other organisations or programmes have responsibility for this (such as ChangeUp and
Capacitybuilders). However many of the recommendations from Government reviews and subsequent
studies by organisations such as VCS Engage outline the need to build capacity and capability in the
sector to engage in both the work of the Trusts and the Commissioning process. This serves to support
front-line delivery and remove barriers to involvement, while investing to maximise the contribution that
TSO's can make. This is especially relevant for the majority of TSO'’s that are relatively small and running
on limited resources who are still playing a critical role in reaching marginalized and hard to reach
groups. It is as much about releasing existing capacity as about developing new capacity, and enables
the Third Sector to compete on a more equal footing with the public and private sectors in the Children’s
Trust market.

However, while commissioning practices themselves need to change, TSO’s themselves also need to
develop in order to take part effectively in commissioning. External support can contribute to empowering
an organisation so that it can best achieve its goals, or enable an organisation to take full advantage of
opportunities for growth and development, whilst maintaining its sustainability and autonomy.

Typical areas of support that TSO'’s require include:

- Support with financial planning, including account management, calculating full/unit costs and
social accounting;
Support in how to engage in all stages of commissioning;
Training on procurement, including how to draft bids and becoming more ‘market competent’;
Support in bidding for contracts, including through consortia and sub-contracting;
IT training on contracting software and the e-tendering process;
Training on terminology: cost per unit, cost recovery, exemptions;
Marketing of Third Sector services.

Good Practice shows that:
Trusts establish what form of support is required by TSO’s by undertaking an assessment of the
strength and weaknesses within individual TSO’s, specific service sectors, across geographical areas
and for umbrella groups providing support within the sector.
Each Trust clarifies its vision of its purchasing expectations over set cycles in order to build capacity
in its markets and to allow third sector organisations to plan ahead.
Development and implementation of capacity building programmes that brings together experiences
from Children Trusts, and enables the Third Sector to build capacity to bid for opportunities across
borders without having to navigate different procedures.
Development of a range of training programmes that address areas of concern and/or skills shortages
in Third Sector Organisations and with commissioners such as how to calculate full cost recovery,
understanding and calculating unit cost, contract monitoring and performance measures, and training
on procurement, including how to draft bids and becoming more ‘market competent’. Joint training
and learning events are a useful tool over single sector interventions, as they can raise awareness on
both sides.
Trusts exploring how they can provide support for the development/ utilisation of partnership
arrangements between small and large providers, which can be particularly effective in building the
capacity to engage with commissioning. Trusts also need to be clear how Third Sector Organisations
can be developed to work together to respond to the challenges of commissioning, such as the
development of consortia models.
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Trusts facilitate frank and open dialogue between commissioners and suppliers through networking
events such as ‘meet the buyer’, which allow third sector providers to meet and talk with
commissioners, help prospective providers gain better understand the commissioning process, and
help commissioners better understand how TSO’s could potentially add value.

Trusts outline their plans to provide support to infrastructure organisations, who are often well placed
to link potential partners up, as well as sharing learning and good practice across the third sector from
Third Sector Organisations who have been delivering under contract and or who have had experience
of the commissioning process.

What are we doing well?

Plymouth Children’s Trust

Plymouth Children’s Services in conjunction with the Children’s Fund ran training workshops in
Commissioning and Tendering in conjunction with procurement and VCS colleagues. This was hugely
successful and further sessions are planned in line with expected tender opportunity forward planning, it
is recommended this be in line with Market Workforce Development Strategies. Further the Corporate
Procurement Team for Plymouth City Council run Meet the Buyer Events three times a year where the
majority of the Third Sector in Plymouth have now patrticipated in Tender training.

Plymouth are reviewing the infrastructure arrangements for the City in line with the Third Sector Strategy.
This will result in greater support for TSO'’s in building capacity and skills sharing.

Our workforce development training involves TSO's at Strategic Planning and delivery level, plus TSO's
are funded £50 a day to attend training programmes.

We currently passport organisations through Pre-qualification. If they have already submitted a PQQ

within the last two years. Thus minimising the administrative burden on small TSO’s.

Cornwall Children’s Trust
Significant training in Cornwall

. LAA invests in the VCS

. ESF funding invest in the capacity of the VCS, particularly the ‘best start for young people’.

. CYPP capacity building strategy for VCS compliments additional funding.

. CCC have ‘contracted’ with VCS Inc; capacity building, training and consistent representation in
strategic planning.

. Additional funding sources currently being identified and ‘chased’ for the benefit of children, young

people and families
Tender for infrastructure support in conjunction with convergence funding to build capacity across the
sector

Devon Children’s Trust

Devon 5 levels of commissioning capacity and formal programme of mentoring.

Flexible commissioning processes which enable smaller group involvement in place-collaboration,
consortia, hosting and sub contracting arrangements

Torbay Children’s Trust
Third Sector conference is organised for October 2008 with recommendations to be fed back to
commissioning managers and structures in place.
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What will we improve and how?

Plymouth Children’s Trust

The Sector in Plymouth are asking for further training on a rolling programme and the ability to shape the
commissioning process. We have established a commissioning reference group who will review all
commissioning methodologies and systems with the intention of changing, where appropriate, systems to
remove barriers for TSO'’s, to participating in opportunities. Examples are more systematic process of
scoring pre-qualification checks so that organisations have a single score for key policies i.e. Health and
Safety.

Cornwall Children’s Trust

Investment in VCS needs to reflect all tiers of need, not just ‘hard to reach’

Wider engagement with VCS colleagues across Voluntary Sector Forum.

Ensure CYPF VCS organisations are included in CC/VCS developments

Market analysis to enable intelligent and targeted support to improve sustainable capacity and a wide
ranging, vibrant VCS sector

Develop approach in conjunction with wider VCS Engage work programme

Devon Children’s Trust

Ensure we look beyond larger providers and in-house through enhanced risk management/sharing of
risks
More promotion of opportunities and support targeted at smaller providers

Torbay Children’s Trust
Training and support to the Third Sector on the tendering process.
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Principle 6

Ensuring that contracting processes are transparent and fair,
facilitating the involvement of the broadest range of suppliers,
including considering sub-contracting and consortia building,

where appropriate

What does this mean?

To generate a competitive market environment, it is essential that the processes and procedures used in
commissioning ensure fair and equitable treatment and opportunity for all. This helps to create an
atmosphere of trust in which TSO’s feel able to participate without compromising their campaigning and
advocacy roles. This is also critical to comply with EU Treaty Principles of Transparency and
Proportionality.

Good Practice Encourages:

The use of models for full cost recovery with TSO'’s, by developing a uniform common understanding
of full cost recovery principles;
Review commissioning processes with TSO representation to ensure that commissioning processes
reflect the value of different contracts/tenders and not be overly burdensome or costly;
Acknowledge that both price and cost are required to establish value for money is part of any modern
commissioning process. A focus on pricing allows bidders the opportunity to recover costs and to
build in flexibility for innovation;
Implement monitoring reviews be based on self-assessment and purchaser evaluation in a 360-
degree feedback process;
Implement a single pre-qualification process that vets organisations suitability to tender for contracts.
Organisations who fail in a bid or pre-qualification will be entitled to feedback and thus be able to
update their pre-qualification submission. When bidding for an alternative service, organisations will
be able to place additional information on the pre-qualification file;
Develop performance frameworks that focus on improving effectiveness and efficiency. Contract
monitoring and performance measures will clearly detail how and when the progress of the service
will be assessed.
Clarity on payment methods, clawback arrangements and conditions will also be outlined;
Ensure that the decision making processes for Make or Buy decisions are transparent, and include all
overhead costs such as recruitment, IT, and office costs;
Trusts develop in a Market Development Strategy that:

Supports development of service providers and enhances the market place

Supports Third Sector Organisations to work together.

Examines barriers of entry to the market place for organisations and support their removal

What are we doing well?

Plymouth Children’s Trust

We have moved away from rolling contracts to regular tendering, thus our opportunities are now
transparent and widely advertised. In most cases we ensure that the sector are involved at the outset in
strategy development and therefore able to shape the service design through this process.

We passport organisations through pre-qualification and provide detailed scores and feedback on all
tenders. We often offer green sessions for organisations who have expressed an interest in a tender to
come and discuss the opportunity with commissioners.

We have accepted full cost recovery as a principle in all commissioning and procurement activity and
encourage and train TSO’s in how to submit FCR bids.
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Contract monitoring seeks to unblock service issues in advance of claw back arrangements being
instigated. This ensuring 360 degree contract performance review.

Consortia bids are encouraged.

Cornwall Children’s Trust

CYPP commissioning process is fair and transparent as defined in commissioning toolkit, market
engagement strategy and the CYPP commissioning standards

Partnership approach developed in ESF tendering/brokerage approach. More partnership encouraged to
meet needs

Tender to further support development of partnership delivery models and joint bids under
Commissioning

Ensuring that ‘Rules of the Game’ and information flows allow contestability and encourage new
providers to enter the market

Devon Children’s Trust

Flexible commissioning processes which enable smaller group involvement in place-collaboration,
consortia, hosting and sub contracting arrangements

Pre qualification now in place as standard method for reducing bureaucracy

Detailed guidance as to how to submit tenders

Third sector representation on commissioning groups

Third sector involvement in tender steering groups and tender evaluation

Consistent feedback to tenderers including detailed feedback as to what could be improved for the bidder
and the commissioner

Torbay Children’s Trust

A review of Private Sector children’s placements and their contract arrangements has been completed
which has seen a reduction in bureaucracy and improved tendering and value for money. The peninsula
have streamlined the procurement processes for commissioning children’s services. The pre-qualification
process need only be completed once and therefore avoids repetitive and expensive time-consuming
work reducing the number of times organisations have to produce policies and procedures for
participation in tenders and by creating central lists and records organisations can be pass-ported
through Pre-qualification. A single pre-qualification process now operates for any council tender.
Regional pass-porting of PQQ’s is achieved through the ‘Devon Tenders’ Portal.

Review of current substantive contracts has been completed with improved contract and performance
monitoring arrangements put in place.

What will we improve and how?

Plymouth Children’s Trust

Our support to organisations using consortia models needs to be improved and our evaluation fo
consortia needs to be more transparent.

Improvements in PQQ include standardisation of scoring.

More support for organisations in pricing tenders against schedule of rates methodology using unit
prices.
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Contract monitoring has recently been reviewed and overhauled. Systematic contract monitoring systems
now in place to compare performance and value for money in services and to offer organisations simple,
systematic performances to complete.

We have previously offered specific training in tendering in childrens services. Corporate Procurement
run Meet the Buyer Events three times a year. However children’s services will be relaunching training
from this autumn.

Cornwall Children’s Trust

Ensure there is consistent adoption of the processes and standards across all CYPP commissioning.

To increase investment in developing a ‘joint VCS’

Additional rounds of PQQ to invite wide range of providers and enable a better knowledge of the range of
suppliers and encourage their involvement in delivery of work commissioned through the Joint
Commissioning Framework

Devon Children’s Trust

Information days to offer more practical “hands on” help in completing tender submissions

Build on prequalification approaches to ensure they apply across the authority

Consider developing single peninsula prequalification so as to reduce duplication and to explore
passporting organisations between authorities-cutting down bureaucracy again

Torbay Children’s Trust
Consistent contracting decisions supported by a Commissioning Strategy, decision making framework
and wide promotion of tenders e.g. Website, portal which will further reduce bureaucracy.

Page 28 of 33



Consultation Document

Principle 7
Ensuring long-term contracts and risk sharing, wher ever
appropriate, as ways of achieving efficiency and ef  fectiveness

What does this mean?

Contract length

Multi-year contracts are often preferable to TSOs, since short-term contracts can undermine sustainability
and create a climate of uncertainty. Longer contracts can support the commissioning of services in line
with budget cycles, and this in turn can foster a better environment for financial planning. Longer-term
contracts also allow services to develop strong working relationships with commissioners as well as
building trust in communities, this creates much more effective services.

The HM Treasury Guidance indicates that ‘value for money must be the overriding principle that dictates
whether or not a longer term arrangement is appropriate’, and that ‘the length of funding should be tied to
the length of the objective. There should be no standard length of contract'.

Risk sharing

Consortia arrangements allow members to share risks and engage more fully in commissioning
processes. Organisations coming together to deliver services can offer commissioners much more than a
single organisation, and could include a wider range of experience and knowledge of local communities.
A small, single organisation with a small turnover may not consider tendering for a large contract,
however, a group of small organisations working in consortia would be able to spread any risks across
them and therefore more confident to submit tenders.

Supporting development of consortia can support market development strategies and encourage a wider
range of service providers to enter into commissioning processes.

Trusts could actively support the development of consortia

As consortia models require a great deal of mutual trust between members and need strong
governance arrangements, commissioners could consider how to support their development by
offering guidance on frameworks, protocols and arrangements.

Commissioners could need to consider how to address the fact that consortia may not have a trading
history to judge as part of a tender process. It could be that the experience of individual members of
the consortia could be used as a measure.

Trusts will aim to let contracts for a minimum term of three years, giving services time to develop and
start delivering sustainable outcomes.

Trusts could support TSOs to explore innovative models to help the market work better, for example
partnering arrangements where organisations join together in a legal framework for the period of the
contract. The private sector has a track record in this approach and is more familiar with the concept
of risk and profit sharing arrangements. Whilst this model would be overly formal for low value
contracts these models should be explored when the Trust moves to joint commissioning for larger
scale services.

Trusts will review payment terms that currently disadvantage TSOs, and ensure that organisations
are not put at risk through poor cash flow or bad payment records.

What are we doing well?

Plymouth Children’s Trust

Plymouth has in place three year contracts for all tendered contracts in the last three years and often the
recommendation is three years plus two. Therefore allowing the long term commitment to the contracts
allowing for all providers to invest in service delivery and offer stability to staff.
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Cornwall Children’s Trust

FCR training provided

Longer contracts developed and awarded.

Sustainable grant allocation model introduced in 2007, developed for 2009, 2010.

Outcome based contracts, designed to improve outcomes/impact whilst ensuring sustainable market
development across VCS.

Devon Children’s Trust
Three year contracts are now standard
Partnering and collaboration in a number of contracts

Torbay Children’s Trust

Torbay recognises the need for long term stability and where possible has negotiated 2 year contracts.
Current developments within the children Trust and transformation agenda to develop the council as a
commissioning authority has meant a significant review of current business activity particularly using
business process reengineering of service delivery and commissioning functions to assure efficiency and
effectiveness.

What will we improve and how?

Plymouth Children’s Trust

We have not used models of risk sharing in children’s services to date however as we begin to let more
developmental contracts there is a weight of evidence that moves to risk and benefit sharing models. This
needs to be explored.

Greater clarity about our evaluation of consortia and support to organisations to develop consortia is
needed.

Cornwall Children’s Trust

Apply FCR across all service requirements

Ensure contracting process is adopted across CYPP organisations when commissioning services
Encourage consortia approach and support for VCS to develop consistently robust business planning
processes

Devon Children’s Trust
Explore longer term contracts as standard e.g. three year contracts with two year renewal clauses for well
performing organisations

Torbay Children’s Trust

Explore shared commissioning arrangements particularly “lead commissioner” roles with other statutory
partners which will involve risk sharing policies and agreements.

Consider benefits of longer term contracts based on more sophisticated and shared understanding of the
needs profile of particular groups of the population.
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Principle 8

Seeking feedback from service users, communities an d providers
in order to review the effectiveness of the commiss loning process
in meeting local needs

What does this mean?

The evaluation of the National Programme for Third Sector Commissioning illustrated that TSOs were
less likely to be involved in reviewing the effectiveness of commissioning processes than in contributing
to the early stages of service planning and needs analysis.

Good practice demonstrates that involvement from the Third Sector should be an integral part of the
whole commissioning process. Ensuring feedback from TSOs, service users and local communities
should therefore feature prominently when reviewing the impact of commissioning decisions and whether
outcomes are being achieved.

Three general questions that TSOs should ask commissioners include:

- Are you evaluating your joint planning and commissioning process?

- How is monitoring and evaluation leading to improved efficiency or effectiveness in the delivery of
outcomes?

- Are children and young people participating in and supported in service monitoring?

Each Trust need to demonstrate that commissioning has improved outcomes for children and young

people.

Trusts could therefore;

- Create and implement a process to evaluate the effectiveness of commissioning processes and
develop improvement plans.
Develop transparent processes to share assessment results with all partners to inform their
improvement planning
Conduct regular reviews and monitoring against outcomes in the contract
Establish a clear data set between partners which will evaluate the progress and impact of
commissioning strategies
Use self monitoring and inspection data— APA, JARS, SHA etc
Use results to determine which services are working well, which teams are performing effectively and
why, which contract and SLAs work well, how well markets are being developed or are changing,
whether the earlier needs assessment was accurate, and how well the Children’s Plans are being
implemented
Ensure that service providers, service users and children and young people are involved in service
evaluations.
Ensure data collected by services and through monitoring and evaluation activities is utilised in future
planning and overall performances appraisals for the Trusts

What are we doing well?

Plymouth Children’s Trust

Plymouth has accepted Hear by Right as a standard across the Childrens Trust. As such all strategic and
commissioning groups of the Trust engage children, young people, parents and carers in both setting
outcomes and review of effectiveness.

The Children’s Trust has a Shadow Trust of children and young people who scrutinise the decisions of
the Trust.
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There are examples of excellent practice. With the Youth Opportunity Fund young people determine
which bids are successful this has been expanded to include other small grants award processes.

Plymouth have begun a commissioning reference group who will be reviewing commissioning processes
and as part of this reviewing the impact and effectiveness of the commissioning process.

Cornwall Children’s Trust
« Development of Local Area Groups ensures VCS representation for local planning and
commissioning
* Provider feedback developed across all commissioning and contract awards
CYPP Performance management and QA processes use a variety of ‘user ‘ feedback techniques

Devon Children’s Trust

. User and carer views actively sought at a local and county level

. Local commissioning groups established with representation from the third sector, children/young
people and parent/carers

. Increasing number of commissioning decision involve local people and include examples of

delegated commissioning e.g. children’s centres Third sector involvement in tender steering
groups and tender evaluation

Consistent feedback to tenderers including detailed feedback as to what could be improved for
the bidder and the commissioner

Torbay Children’s Trust

Established delivery group of the Children Trust for Participation of Children and young people is led by
The Children Society, who is also funded to run the participation project within the Bay. The Take Part
Project has won national acclaim in 2005 and is currently focusing on specific issues around sexual
health and teenage pregnancy.

Another focus for developing further engagement and participation of service users is underway within
the Child and Adolescent Mental Health service.

There is also the development of the Youth Cabinet.

What will we improve and how?

Cornwall Children’s Trust
Adoption of a consistent approach across the new council

Devon Children’s Trust

Do more to share best practice in tendering from successful organisations

Continue to develop local commissioning including individual commissioning through Budget Holding
Lead professionals

Torbay Children’s Trust
Stronger Voice of service users within the Children’s Trust structures and delivery groups.

Plymouth Children’s Trust

We need to significantly improve our measurement of the effectiveness of services. To establish a level
playing field this needs to be transparent for Statutory sector provision as well as contracted services to
inform commissioning strategies.

We need to continue to improve children and young peoples involvement in the commissioning process.
Our participation service is to be tendered and this will allow much of this to be achieved.
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' Evaluation of the National Programme for Third Sector Commissioning: baseline report, 2008

" http://www.hm-treasury.gov.uk/spending_review/spend_ccr/spend_ccr_voluntary

" Partnership in Public Services: an action plan for Third Sector Involvement (Dec 2006)

Y Third Sector Review — Final Report — Summary of Key Findings http://www.ncvo-
vol.org.uk/policy/index.asp?id=5776

v Commissioning Children’s Services and the role of the VCS — Jeanne King, LGA, NCH etc 2004
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