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1. YorOK Commissioning Framework

The YorOK Commissioning Framework has been developed with YorOK partners in
conjunction with the national Commissioning Support Programme and sets out our approach
to local integrated commissioning arrangements in the context of our Children and Young
People’s Plan. This version of the YorOK Commissioning Framework has been updated
following the production of our most recent Children and Young People’s Plan, ‘Dream
Again: York’s Strategic Plan for Children, Young People and their Families, 2013-16’ and out
early Help Strategy 20134-16, and is endorsed by the YorOK Children’s Trust Board. The
Children and Young People’s Plan, Early Help Strategy and the Commissioning Framework
are available on the YorOK Website, www.yor-ok.org.uk.

2. Introduction
There has been a strong set of Children’s Trust arrangements in place since 2003. Locally
this is known as YorOK. This partnership is well established, and has worked effectively over
this time to continuously improve the lives of Children, Young People and their families in
York. The partnership has responsibility for assessing the overall needs of children, young
people and families, identifying plans to meet these needs, and ensuring that these plans
are actioned, monitored and reviewed, whilst at the same time wisely spending public
money. This is set out in the Children and Young People’s Plan. (Available on www.yor-
ok.org.uk). The plan is clear that commissioners at all levels will:

Focus on our priorities and things we know make a difference

Commissioning is about getting the best OUTCOMES for children, young people and
families.

There are a number of significant challenges facing the partnership, these being:-

e The current financial environment — with an increasing need to focus on more for
less;

e Anincrease in local autonomy and hence local accountability;

¢ An increasing focus on localism - enabling communities and individuals to plan and
do more for themselves;

e The emphasis on personalisation, increasing individual choice and control;

o Decentralisation of decision making around partnership arrangements and
commissioning arrangements, including the changing commissioning role of schools,
GP’s with the local Clinical Commissioning Group (CCG) and Public Health;

e The continuing need for effective partnership working and provision of integrated
services;

e The continuing emphasis on prevention, early intervention and promotion of health
and well being;

e Organisational changes across the public sector to meet some of these challenges.

As part of this changing context, we have recognised a need to review our current
commissioning arrangements, and ensure clarity of understanding.
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The purpose of this framework is to:-

e Reiterate our underlying YorOK vision and values

¢ Provide a definition and promote a common understanding of what commissioning
means in the City of York

e Define the guiding principles behind our approach

¢ Identify responsibilities and clear lines of accountability within clear governance
arrangements

The overall aims are to support and promote further integrated approaches to
commissioning and provision, and to ensure that we are most effectively and efficiently
meeting the needs of children, young people and their families.

3. YorOK Children’s Trust Vision and Values

The overarching vision of the YorOK Children’s Trust, as stated in the Children and Young
People’s plan for York is :-

York is a city making history and its children are our future. Every child and young
person in York deserves to live their dreams. We will stretch, support, nurture and
release them to do so. Working with them and their families, we will make York the
best place in Britain in which to grow up.

Underpinning our vision are ‘Eight ways in which we will work to help all children,
young people and their families to live their dreams”.

» Striving for the highest standards;

» Upholding truly equal opportunities;

* Helping children and young people to always feel safe;

* Intervening early and effectively;

» Working together creatively;

* Working in genuine collaboration with children and families: mutual respect and
celebration;

» Connecting with communities, within which our children live, and to the rich culture of our
great city;

* Remembering that laughter and happiness are also important!

There are five specific priorities, based on evidence about where extra help is needed:
* Helping all York children enjoy a happy family life;

» Supporting those who need extra help at the earliest opportunity;

* Promoting good mental health;

 Reaching further: links to a strong economy;

* Planning well in a changing world.

! YorOK Children and Young People’s Plan 2013-2016
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4. What is Commissioning? Resources not money!

There are many definitions of commissioning, including:-

“‘Commissioning is the process for deciding how to use the total resource available for

children, young people and parents in order to improve outcomes in the most efficient,

effective, equitable and sustainable way”.?

Locally, we have interpreted this as :-

“a dynamic process by which we will: Identify and understand the needs of our families,
children and young people; Plan which services are required to meet those needs; Spend
every penny wisely , making sure that services make a difference; Deliver outstanding
services; Know what works well and what makes a difference®

There are a number of ways of describing the commissioning process, but they all share the
same basic characteristics of effective commissioning. The basic stages in the
commissioning process can be summarised as ‘understand, plan, do, review’ as shown in
the model of commissioning below”.

Importantly Commissioning is about deciding how to use limited resources — many
times it will include using the same budget but re-focussing collective efforts more
effectively.

Diagram 1

2 Commissioning support programme ‘Commissioning for better outcomes’ materials 2010
WWW.commissioningsupport.org.uk

* YorOk Workshop participants June 2010

*csp ‘Commissioning for Better Outcomes’ 2010
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Understand

The understand stage is about identifying the needs of local children and young people,
identifying what resources are available, identifying the priorities we need to work towards
and agreeing what outcomes we are trying to achieve. This involves gathering and building
on existing data, and gathering the views of children, young people and their families.

Plan

Having identified, needs, resources and priorities, the planning stage is about considering
different ways in which these needs can be met, in the most efficient and effective way. This
should involve considering new ways of delivering services and may involve
decommissioning previous arrangements.

Consideration of available resources, will also need to take into account individual and
community resources (co-production), workforce planning, and utilisation of facilities.

In the current financial climate, there is an increasing need to focus on driving forward real
efficiencies in the system. Commissioning offers an opportunity to truly focus on effective
distribution of total resources available, according to identified need .This is shown below in
diagram 2.

Local resources for Outcomes for local
children’s system children and young people
* Finance o Behealthy
» Workforce Commissioning is the most * Stay safe
* Service providers efficient, effective, equitable ¢ Enjoy and achieve
s Qther forms and sustainable route * Positive contribution
of capital _ - + Economic well-being
» Community

¢ Co-production

Diagram 2°
Do

The doing stage of commissioning is about procuring and developing services based on the
plan. This includes deciding the mix between in-house provision and services contracted out
to private or third sector organisations. Managing the provider market in order to achieve
better outcomes is an essential aspect of the commissioning process.

In York, we also consider the ‘doing’ part of commissioning as the delivery and development
of services to better meet children and young people’s needs. We are constantly seeking
ways to provide better integrated services at a local level.

> Csp (2009) Achieving better outcomes — Commissioning in Children’s Services
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Review — this is the monitoring of service delivery against expected outcomes and taking
remedial action if necessary. In addition, within this we are also monitoring progress in
respect of the original defined needs, and our action plans to address these needs (e.g. the
Children and Young People Plan), and whether they may also need reviewing.

All four of these stages are equally important, with ongoing consultation and engagement
with key stakeholders including providers and children, young people and families.

Joint /Integrated Commissioning — A Devolved Approach

The Children’s Trust is a partnership of organisations responsible for services for children,
young people and families that have a shared commitment to improving children's lives,
and has partners that are working together to ensure every child has his/her needs met.
As part of this, the Trust will seek opportunities to jointly commission , plan and deliver
services (via integrated working arrangements), to deliver more efficient (reducing cost,
preventing duplication), and more effective , ( delivering more responsive and accessible)
services to children, young people and their families.

This model of joint commissioning, planning and delivery is shown in the DCSF 2006 model
below®

Look at outcomes
for children and
young people

Look at particular
groups of children
and young people

review services
and process

[ Monitor and

Process

assessment with
user & staff views

AN

Identify resources
and set priorities

and market
development

[Plan for workforce Develop needs ]

for joint
planning &

Commission —
including use of

commissioning
pooled resources

—

Plan pattern of
services and focus
on prevention

Decide how to
commission
services efficiently

See section 6 below for more details about commissioned services and the difference they
make.

Traditional working arrangements meant integrated commissioning occurred between the
Local Authority and the Health Community. As shown in the diagram below, there are now
more opportunities for integrated commissioning and provision of services to provide
wherever possible an efficient seamless service to those we serve. The partners to either

® DCSF (2006) Joint Planning and Commissioning Framework
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commission or deliver integrated services, include the police service, fire and ambulance,
youth justice, connexions, private and voluntary sector providers.

Health Community

LA Children & Adult
Commissioning

Education
Community

Yor-OK Community
including VCS Current

Joint/integrated
Children’s

Commissioning

YorOK Partners:
The Children’s commissioning context has experienced significant recent and ongoing
change. Key local partners include:

Health Community: Vale of York Clinical Commissioning Group; Public Health; Strategic
Health Bodies; Providers of Health Services.

Education Community: York Education Partnership; Schools and School clusters; Local
colleges and Further Education;

Local Authority: Childrens Services; Adult Services; Housing; Economic Development
YorOK Community: Voluntary Sector; Faith Groups; Police; Private and Independent Sector.
Children, Young People and Families:

The YorOK Involvement Strategy encourages the engagement, participation and
consultation of children, young people and families as well as active involvement in service
commissioning, planning, design and delivery. There are many reasons why involvement is
so important, ranging from the UN Conventions on the rights of the child to effective and
informed commissioning.
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Levels of Commissioning: different sizes of budget but same approach.

The commissioning cycle can be applied to different levels of commissioning. There may be
different sizes of budget or impact for different cohorts of children and families but the same
principles apply. In the City of York these are shown below, with a description of each level.

Commissioning Description Example
level
Strategic City wide CYPP priorities
Operational City-wide focus on Emotional, behavioural and mental health
particular groups or needs, disabled children, Looked After
needs of children and | Children, services for young people 13 -
young people. 19
Operational Cluster, area or Services commissioned for and by a
community focussed. | specific locality e.g. through area central
hubs
Services commissioned by a school or
cluster of schools.
Service commissioned by a practice
based commissioning group/cluster
Operational Specific groups of A children’s centre, youth centre, respite
children young people | service
locality or community
focussed.
Individual Specific child or young | A placement for an individual child; a
person care, support and education package for
an individual child, a court determined
plan for a specific child or young person.

Strategic commissioning

Strategic commissioning is the same as strategic planning. It is the overall assessment of
needs across the city or for whole populations such as children, young people and families.
It is the determination of high level outcomes sought, the gap analysis of where needs are
not effectively being met and therefore the strategic priorities for action. These priorities will
be incorporated into the city wide plans, the CYPP and Health sector plans and should direct
all operational commissioning plans.
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Operational commissioning.

Operational commissioning comes in a number of forms as outlined above. The priorities for
operational commissioning planning must be derived from and relate to the strategic

planning process. However, this level is where the detail of service change will be delivered.
All of the elements of the commissioning cycle can be applied to operational commissioning.

A significant part of the ‘doing’ element of commissioning takes place at this level. Services
may therefore have to be reviewed and developed, including decommissioning or refocusing
a service to better meet need.

Individual commissioning

This is about meeting a specific young persons needs and they and their family’s
involvement in the decision making is crucial when at all possible. Personalisation of
services is becoming increasingly important and opportunities to make this happen need to
be built on and developed through operational and individual commissioning.

Personal Budgets A new factor in commissioning will be Personal Budgets - budgets
allocated to a child/young person. The same commissioning principles apply. They can take
3 forms, or a combination of all 3.

¢ A budget allocated and administered by child/young persons family
e Abudget allocated to young person but administered by a 3" party
¢ Notional — there is a budget allocated against more traditional services

5. Commissioning Principles
To ensure that we are able to roll out the commissioning model above, we need to have a
set of guiding commissioning principles. These principles should guide our actions, whatever
our involvement in commissioning and provision of services. These are outlined in the box
below.

1. Put the needs of CYP and families first and foremost.

Ensure that we involve children, young people, families and communities in the
design and delivery of the services they receive.

Work in partnership to maximise effectiveness and reduce batrriers to services.
Provide preventative services at the earliest appropriate moment.

Provide timely information to providers and work constructively with them.

Ensure that people have the right skills to do the work.

Use an open process which ensures that all commissioning decisions will be
transparent, fair and lawful.

Ensure that commissioned services build sustainable structures for the future.

All commissioned services must result in measurable improvements in the outcomes
for children, young people, including York’s most vulnerable communities, families
and individuals.
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6. Knowing we are making a difference
Through our Children’s Trust Board and Children’s Trust Unit, we monitor and coordinate a

range of commissioning activity aimed at improving outcomes for children and young people
through effective planning, strategy and commissioning.

More detailed information about the range of commissioned provision and its impact on
improving outcomes for children, young people and families can be found in a separate

document, Commissioning and Decommissioning In York 2014-16, available on the YorOK
Website.
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