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Introduction

This paper has been compiled for the Children’s Improvement Board and the sector by Springboard Consortium Ltd.  It aims to capture sub-regional and regional collaborative commissioning activity taking place across England, as at summer 2012, to support children in care.

There is an on-going challenge of sharing information about what is happening across the country as well as building on the knowledge and experience of others.  This document endeavours to help this process.  

The document is a working draft which is being shared with the sector as a useful resource but also to offer the opportunity for additions and corrections via Knowledge Hub. 
It is primarily focussed on activity supporting children in foster and residential care but some information is included about sub-regional and regional adoption consortia also.
The author has attempted in all cases to use information given directly by local, sub-regional and regional contacts.  Colleagues were asked to provide:-
· A brief summary of activity including start date and broad aims

· A note of the local areas involved

· A summary of intended outcomes/impact/efficiency savings and any outcomes/impact evidence to date
· An idea of future plans

· A contact name, email address and telephone number

It is recommended that the paper is placed on the Local Government Collaborative Commissioning Group and the National Procurement Group on the Knowledge Hub.  It would be excellent if regional colleagues then take ownership of the paper committing to update it on an annual basis.

Readers should see also CSP’s Outcomes and Efficiency, Commissioning for LAC which is structured around the six statutory commissioning standards for looked after children:-

· Individual assessment and care planning;

· Commissioning decision;

· Strategic needs assessment;

· Market management including comment on sub-regional and regional activity;

· Collaboration; and

· Sharing services.

Why regional collaboration/why does it make sense? 

Regional or sub-regional collaboration can offer

· Productivity – optimises resources and improves sustainability 

· Innovation – encourages creativity, rapid prototyping, peer support and workforce development

· Transformation – vision 5-10 year’s time 

· Knowledge transfer – using evidence about what works and applying it locally, sector-led 

· Better use of resources

· Reduced cost of the commissioning process

· Improves rates for high volume services through aggregation of demand
· Provides opportunities to share contract monitoring

· Improved market management and development including

· Shaping of services to better meet need

· Sharing of needs data to inform service development

· Developing of partnerships between providers to add value
· Building a market providers are interested in working with

· Supporting shared risk
· Better outcomes for children and young people
· Development of shared outcomes focussed service specifications and monitoring processes
· Reduced costs for providers – one tender rather than several similar ones.
Much of the collaborative activity described below has been evolving over many years.  There is emerging evidence of impact in the examples detailed as well as learning about the challenges and opportunities collaboration can bring.  It is recommended that LGA consider independent evaluative research on sub-regional and regional commissioning in order that the sector, including providers, can be confident about the impact on outcomes of different commissioning and procurement techniques as well as about efficiency savings.

Regional and sub-regional commissioning activity for fostering, residential and adoption services is still, in the main carried out separately – one recommendation arising from this piece of work is that commissioners should look across the range of commissioned services in order to provide greater coherence of offer,  improve systems and possibly achieve efficiencies.

It is noteworthy that at this time, there is little focus at sub-regional or regional levels on in-house services.

This paper describes activity by region and provides details of contacts.  It also includes a few examples of activity at the individual local authority level in a couple of regions.   It includes reference to the National Contracts Steering Group and the three national contracts for use when making placements into non-maintained and independent special schools, the residential homes framework contract and the contract for use with independent fostering agencies.  The contracts were all reviewed and re-launched in November 2011 and there is increasing evidence of sub-regions and regions using these documents to support procurement activity.

Finally, the paper includes a few comments from the prospective of providers.  

The appendix details recommendations generated following a national workshop on collaborative activity in 2006 and a subsequent national workshop in 2009.  It includes details of lessons learned from those taking forward sub-regional and regional activity at that time.

EAST OF ENGLAND
· The Children’s Cross-Regional Arrangements Group (CCRAG)

· Eastern Region Five (ER5 )

· Sub-regional Commissioning and Placement Forum

· East Anglian Consortium of Adoption Agencies

· Partners in adoption consortium

The Children’s Cross-Regional Arrangements Group (CCRAG)

CCRAG is a partnership of 35 local authorities in the East of England, South East, South West and East Midlands.  CCRAG is committed to developing and putting in place effective and consistent working practices supporting the sourcing, contracting, monitoring and annual fee negotiations for children’s placements.  Management of the CCRAG is supported and led by a small team based in Hertfordshire County Council.

At the heart of the partnership is the CCRAG Providers Database which is a database that the commissioners of children’s services from 35 local authorities can access when seeking to source the provision best able to match a child’s assessed needs.  The database holds details of independent and non-maintained special schools, children’s residential care homes and independent foster agencies and is designed to support local authorities in ensuring that children and young people are offered a wider choice of safe and suitable placements, which offer value for money and are capable of achieving their specified outcomes. 

Key features of the partnership include:

· detailed information on residential care homes, independent special schools and IFAs held on the database and accessible by the local authorities in the partnership

· standardised monitoring of providers and information sharing across the partnership

· exceptional fee procedure - to stabilise pricing and deliver cost savings to local authorities whilst at the same time maintaining the quality of provision

· providers actively involved in the design and development of procedures

· a link LA system enabling the sharing of responsibilities and workloads for provider visits and fee uplift negotiations.

Outcomes: 

· Efficiency savings for individual LAs through reducing duplication of effort

· Efficiency savings for local authorities in limiting provider fee uplifts (savings of £890,766 in 2008/2009 and £607,440 in 2009/2010)

· Improved standards and increased choice of providers resulting in more innovative placement decisions

· Mutual understanding and strengthened support networks for LAs including sharing good practice between local authorities

· Improved and transparent working relationship with providers

Contact: David Coolbear, Regional Commissioning Manager david.coolbear@hertscc.gov.uk
07833 436680 www.hertsdirect.org/services/advben/resprof/ccrag/
Eastern Region Five (ER5)

Established in 2008 this sub-regional group (Hertfordshire, Essex, Suffolk, Thurrock and Southend) has worked together to commission placements from the independent sector. In 2008, they sourced 460 placements at a collective annual spend of approx. £20m.  

Aims of working collaboratively:-

· to ensure that children are placed locally 

· to improve the quality of provision and contracting arrangements

· to reduce costs 

A preferred provider framework for IFA placements with 23 independent foster care providers across 6 defined need groups was awarded in 2008.  (38 independent fostering providers bid for the tender).  The contract was extended in 2011 until 31st December 2012.

As a result of the tender, the weekly price of a foster place was reduced by an average of 10% and fixed for three years.

The contract incorporated long term placement discounts and a regional cost and volume arrangement, with discounts of between 0.5% and 15% based on aggregated spend across the region. It also required providers to deliver additional services (such as health services and transport) which were not always included within the standard pricing structures of independent fostering providers, leading to improved outcomes for looked after children and young people.

Other key features of the specification:

· Outcomes based specification based on the needs of particular groups of children and young people

· Retrospective rebates based on collective volume of spend

· A triangulated performance management framework 

· Vendor rating tool for collating and assessing performance management info

· Shared monitoring arrangements

Need Group specific requirements:

· Children and young people with a disability

· Sibling groups who need to be placed together

· Young people with very challenging and complex needs, presenting high levels of risk

· Children and young people requiring preparation for permanent foster care or adoption

· Placements focused on work with the family and rehabilitation home

· Asylum seeking children and young people

Outcomes and inputs include:

· Increased local capacity to meet identified need

· Improved VFM – level and quality of care

· More stable pricing structure 

· Reduced transactional costs

· Streamlined placement matching process – reduced number of IFAs

· Improved understanding of demand and supply

· Reduced levels of spot purchasing outside of the strategic framework

· Improved communications and partnership working

Over 73% (337) placements were made to providers on the framework (the target was 100%).The Consortium is currently preparing to re-approach the market to develop a Rolling Select List of IFAs.  Further information will be shared once the competitive process has been completed.

Contact:  Darren Newman, Head of Children and Young People Commissioning, Darren.newman@hertscc.gov.uk , 01438 843827

Sub-regional Commissioning and Placement Forum

Provides a forum for discussion and debate regarding the commissioning and procurement of services for children in the sub-region, particularly care and education placements.  The aim is to support improvement of outcomes for children and young people through efficient use of resources and, where appropriate to adopt collective approaches and share best practice.

Contact: Ann Richardson, Market Development Manager, anne.richardson@cambridgeshire.gov.uk  01223 703551 

East Anglian Consortium of Adoption Agencies

Essex, Suffolk, Norfolk, Barnardo’s, Coram, Adopt Anglia

Monitoring - referrals and outcomes.  More recently needs analysis of children being placed outside of the Consortium.

Contact: Tony Sharp - tony.sharp@essex.gov.uk  01245 434355

Partners in adoption consortium

Thurrock, Southend and Havering, www.parters-in-adoption.co.uk
EAST MIDLANDS 
· Collaborative Approach to Special Education Placements

· Shaping the Market for Looked After Children' project 

· Regional Framework for foster and residential care 
· Care Funding Calculators

· Foster Care Cost Calculator 

· Adoption Consortia

Collaborative Approach to Special Education Placements

The regional group of SEN Strategic Lead Officers are leading this project to:

· Identify the region’s common areas of complex, high-level need and assessing the benefits of jointly purchasing these placements;

· Deliver significant efficiency savings;

· Share information across the 9 LAs to get a better understanding of the market (supply and demand) and improve price transparency;

· Undertake specific, collaborative actions to help re-shape the market to better meet the region’s needs e.g. working in partnership with providers (including the FE sector and local mainstream schools) to develop more appropriate placements/provision;

· Engage with parents to make local provision better for them and to support culture change.
The financial benefits of this activity are estimated at about 5% savings, as similar previous work with specialist social care placements has delivered 5-8%. 

Who’s involved currently: Derby City, Derbyshire, Leicestershire, Leicester, Lincolnshire, Nottingham, Nottinghamshire, Northamptonshire and Rutland. 
For more information or to join this initiative, contact: mark.lambell@sdsa.net or 0116 299 5945

Shaping the Market for Looked After Children' project 

Following a supplier spend analysis completed in 2008, the local authorities established the ‘Shaping the Market for Looked After Children' project funded by the East Midlands Improvement and Efficiencies Partnership (EMIEP) - 2008-2011.

Its overall aim is: to work on a cross regional basis to better manage and shape the market for looked after children in relation to residential and foster care placements.

Leicester City Council hosted the project on behalf of the region and a project board was established of senior officers from local authorities across the region.  From 2009 the project reported to the Joint Regional Improvement and efficiencies plan (JRIEP) Commissioning Steering Group. 

Three priorities:

· Collaborative annual fee setting – use of regional negotiating teams

· Regional approved provider framework for IFAs to be implemented from April 2011

· Care funding calculator – negotiating tool for use with individual placements

Achievements:

· Implementation of the Regional Framework for foster and residential care with new frameworks from April 2011 to March 2015

· Development and launch of the online Care Cost Calculator for foster care

· Improved use of management information

Regional Framework for foster and residential care 

New frameworks from April 2011 to March 2015.

The tender process was managed through the Bravo system operated by Northamptonshire.  Over 90 organisations submitted a bid for one or more of the 5 ‘lots’. The price submitted by a provider was divided by the quality score to give a price per unit of quality. The result was then used to rank providers as: preferred providers, reserve preferred providers and other providers. 
Local authorities agreed to purchase more placements from preferred providers where possible as they offered the best price and quality.

Northamptonshire’s Central Procurement Team oversees usage of the framework and performance manages providers of behalf of the other local authorities – funded by savings made from the 6 LAs that have opted into the framework. 

It was predicted that the framework would make a saving on existing placements of over £1.8m in the first year with additional savings being made in subsequent years due to prices being fixed for the life of the framework.  See finance below.

Some local authorities were also able to negotiate long term discounts with providers without opting into the framework. It is felt these negotiations were only possible due to the regional procurement activity which exerted a downward pressure on prices.

Contact: Gary Binstead gbinstead@northamptonshire.gov.uk 01933 220700

Care Funding Calculators

Summary of activity:

· Sharing information, methods and approaches across authorities to help both identify and deliver significant, additional potential savings;

· Sharing information and market intelligence on ‘out of authority’ placements across the region to support the development of more cost-effective strategies;

· Improving negotiation and conflict-management skills to help deliver more effective outcomes, especially when dealing with key national providers;

· Developing more consistency and improving the use of CFC tools across the East Midlands;

· Creating greater alignment between children’s and adult care packages by identifying and working with common suppliers and sharing information on pricing policies and contract arrangements;

· Piloting the new Children’s CFC to support its refinement and assess the potential benefits to the region’s LAs.

The financial benefits of this activity are estimated average efficiency savings of 5-8% on adult placements targeted through this project and 20% on targeted young people’s transition placements. This should yield significant savings both in the short and longer-term.

Who’s involved currently: Derby City, Derbyshire, Leicestershire, Leicester, Lincolnshire, Nottingham, Nottinghamshire, Northamptonshire and Rutland.

For more information or to join this initiative, contact: mark.lambell@sdsa.net  0116 299 5945

Foster Care Cost Calculator 

The Foster Care Calculator (www.fostercarecalculator.co.uk) was developed to assist LA commissioners in negotiating a fair price for independent foster care placements.

The tool is a web based calculator which provides a competitive market price for the placement. There is the option to either do a quick calculation or provide login details and save calculations in an encrypted area. Developed in consultation with LA commissioners in the East Midlands and with the South East IEP (which had developed the adult funding calculators).

Finance:  this regional project was financed by EMIEP against agreed delivery milestones. 

In total £256k was spent in order to realise £8.8m over 4 years with a number of non-quantifiable additional benefits also being realised.

The overall measureable savings achieved from the project across the region were: 

· Collaborative fee negotiation 2010-11 £943,271

· Framework tender cost reduction (year 1) 2011-12 £1,867,750
Projected savings 2012-15

· Framework tender cost reduction (year 2) 2012-13 £1,942,460

· Framework tender cost reduction (year 3) 2013-14 £2,020,158

· Framework tender cost reduction (year 4) 2014-15 £2,100,964

Total projected measureable savings £8,874,602 

Adoption Consortia involving 5 LAs.
Contact: Katie Harris katie.harris@derby.gov.uk and Bridget Puddepha, bridget.puddepha@leics.gov.uk
LONDON 

· London Care Placements and London Contracts
· West London Alliance  
· East London Solutions

· North London Alliance

· North London Adoption and Fostering Consortium 

· West London Adoption Consortium 

· South London Adoption Consortium

· Regional research on adoption consortia
London Care Placements 
Hosted by London Councils as part of London Care Services, which supports all 33 London Boroughs and seven partner authorities.
The central team is responsible for oversight of the London Contract, development and maintenance of the database and annual fee negotiations with 250 plus providers. The database has 750+ web hits per month. London Councils continue to extend the functionality of the website and are currently determining how to include live vacancy information.

The London Children In Care and SEN Board, Chaired by Andrew Fraser, Director of Children’s Services and Education, Enfield continues to meet and includes Assistant Director representatives from the London Boroughs, DfE and London Councils. They maintain an overarching strategic plan for the Boroughs. Work with the sub-regional groups across London began last year to ensure join up; maximise opportunities and develop action plans covering 2013/14.

The fee review for 12/13 included the benchmark of -3% on placement costs which resulted in provider-reported savings of £11m across residential, IFAS and residential special schools to date based on actual placements. Quality remains the core element in all negotiations. The fee review is near completion and negotiations continue with some of the larger, national providers
London Councils has developed London-wide contracts for IFA’s, Residential Homes, Independent and non-maintained residential special schools and residential family centres – the specification for the latter is under review and will be concluded once the new regulations are signed off.
London Councils is reviewing the specification for 16+ placements.

See www.londoncareplacements.gov.uk
There are 4 sub-regional groups focussing on delivering improvement and efficiency agendas across:

· Residential 
· Independent fostering agency placements
· Parent and child assessments

· Semi independence placements for care leavers

· Independent and non-maintained placements for children with special educational needs

These are: West London Alliance, East London Solutions, South West London and North London Strategic Alliance – see below.  South East London has some partnership arrangements and is working towards forming a sub-regional group.

Contact: Barbara Flight, barbara.flight@londoncouncils.gov.uk 020 7934 9795

West London Alliance (WLA)

The WLA is a local authority partnership and the core members are the London Boroughs of Barnet, Brent, Ealing, Harrow, Hillingdon and Hounslow. The Children’s programme also includes Westminster, Hammersmith & Fulham and Kensington & Chelsea.

In 2010, the nine London boroughs agreed to establish the Children’s Services Efficiency Programme. This is designed to better control costs and achieve other efficiencies from working collectively and acting, where appropriate, as a single purchaser. The Programme was launched, formally in the autumn of 2011. 

The Programme is funded through a mixture of Capital Ambition grant and borough contributions.  The WLA Social Care Efficiencies Unit coordinates the Programme on behalf of the participating boroughs. Two senior category managers were recruited to the Unit to support the programme and lead on strategic projects and negotiations with commonly used providers. An additional two junior category mangers will join the team in summer 2012 to further advance the pace of the programme.  
The Programme primarily tackles spend in externally commissioned special educational needs placements, residential children’s homes, parent and child assessments, semi- independent placements for care leavers and fostering. Different approaches have been adopted for each area of the Programme to reflect the differing characteristics of each market. Each LA leads on a sub-strand of work working in partnership with other boroughs and the relevant category manger to drive forward the agreed project plan for that sub category.

The overall aims of the Programme are:

· Development of collaboration across west London to aid better planning and coordination of purchasing in children's service provision

· To enable better visibility and understanding of the current supply market through better quality and use of spend and demand data.

· To save money through better purchasing, through exploration and implementation of appropriate procurement approaches and supplier negotiations to maintain or improve quality and drive down price.

· To coordinate future demands for specialist provision enabling greater choice and alternative provision. 

· To develop a West London Commissioning Strategy

The nine boroughs, like all public authorities, are facing pressure to make significant reductions to budgets while managing increased demand for frontline services. West London is one of the largest purchasers of education and children’s social care services in the country spending over £135m. This provides the opportunity for West London Boroughs to shape the provider market to match our own commissioning intentions and achieve better value for money. 

The bulk of the staff resource for the Programme is provided by participating Boroughs themselves. The category mangers have a broad range of business, procurement, financial management, and commissioning skills and previous experience of all sections of the economy, including education and social care. They are able to provide professional advice, co-ordinate the programme, manage projects and, support borough lead officers or do the work themselves. 

The WLA has developed and provided commercial negotiation skills training, with an external partner, and has to date trained over 80 staff (including some from the North London Strategic Alliance).  The training consists of a one day training course plus a further half day follow up, handouts, CDs and a commercial tool to plan negotiations.

Future Plans include: 
· Development of a framework agreement for fostering

· Development of additional locally available residential capacity

· Improvement to the quality and procurement of semi independence services

· Development of a 5-year commissioning strategy 

· Exploration of alternative approaches to purchasing special educational needs placements

· Exploration of alternatives to residential school placements, thresholds, and the criteria for making placement decisions

Contacts:  
· Richard Woodward, Senior Category Manager, LAC/Care Leavers, WoodwardR@ealing.gov.uk 020 8825 8864

· Craig Brewin, , Senior Category Manager, Special Educational Needs - Brewinc@ealing.gov.uk 020 8825 8864, http://www.westlondonalliance.org 
East London Solutions

Contact: Kimberley Sharpe
North London Alliance
Contact: Tim Parlow, Senior LAC/SEN Manager tim.parlow@haringey.gov.uk 020 8489 1598

North London Adoption and Fostering Consortium 

Barnet, Camden, Enfield, Haringey and Islington along with associate members Norwood and the Post Adoption Centre

www.adoptionnorthlondon.co.uk
West London Adoption Consortium – partnership of 10 adoption agencies

Westminster, Kensington and Chelsea are carrying out pilot working with family courts in a bid to speed up care proceedings.
South London Adoption Consortium www.thesouthlondonadoptionconsortium.org.uk
In addition, CSP is researching adoption commissioning across London as part of the CIB funded support for commissioning and productivity.    

The remit:

· to identify the consortia that London Boroughs are part of and how they currently work together (including an internal market);

· where possible to get a sense of supply and demand (including mass importers and exporters within the consortia);

· to identify the extent to which they are jointly commissioning and the scope to further this;

· to glean from them a sense of how efficient their joint working is and how it could be improved to achieve greater effectiveness and efficiency; 

· to assess the scope for greater information sharing; and

· to identify any good practice and share learning from the CSP theme lead re: practice across the country.

This work has included desktop research and telephone interviews with the four adoption consortia leads across London and this regional report is being submitted at the beginning of July.

This adoption commissioning report will help the region to further develop and improve adoption commissioning and practice across London.

Contact: Natalie Trentham – Natalie.trentham@commissioningsupport.org.uk, 07957 655237

NORTH EAST
· North East 6 Approved Provider List
· Tees Valley
· You Can Foster

· Fostering Consortium
· Investigating Officers 
· Independent Persons
· Independent Visitor
· Learning for Living and Work Framework (SEN)
North East 6 (NE6) Approved Provider List

6 authorities in the region - Sunderland, Newcastle, Gateshead, South Tyneside, North Tyneside, Northumberland.  
With rising numbers of LAC, the residential market in the North East has been close to saturation at times.  LAs have had to look slightly further afield for specialist provision e.g. for children who have been sexually abused or abuse.  The NE6 strategy is to attract new providers/increase the number of providers in the region, using competition to increase choice and quality and reduce price with the ultimate aim of securing the best choice of placement for each young person.  The Group has been working with health commissioners to manage overall costs, such as additional support or health service costs in placements.

The Approved List option was considered the best option in terms of keeping the arrangements flexible to allow the market to grow and develop.  The process is intended to enable young people to be involved in decision making about their placement.

The Group has a number of objectives including:

· To better manage the residential care market

· To improve outcomes for LAC

An Approved Provider List for the individual placement of children into residential care homes for standard, solo/specialist and children with disabilities placements is planned to be up and running in mid-August 2012.  Residential schools and day placements will be part of a separate contracting process.  

The List will be open to any provider which demonstrates that it meets the minimum criteria with placements being made through a further tender process at the point of placement.  

Providers will be able to apply to come onto the Approved Provider List where they are based within the boundaries of the NEPO member authorities. (A full list of authorities can be found at www.nepoportal.org) In addition, providers will be able to apply if they are situated within the boundary of any of the following Local Authorities (Chosen because they share a border with one of the NEPO authorities):

· Scottish Borders 

· Cumbria County Council 

· North Yorkshire County Council 

The Approver Provider List will be reopened on at a minimum a six monthly basis and will be advertised via the NEPO portal for 30 days in advance of the closing date to allow providers to submit responses.
Contact: Paul Mander, Senior Regional Category Specialist, North East Procurement Organisation (NEPO) - paul.mander@nepo.org   07917 813737 or Bridget Atkins, Commissioning Framework Specialist, bridget.atkins@newcastle.gov.uk 0191 2115419

Web:  www.nepoportal.org
Tees Valley 
Middlesborough, Darlington, Hartlepool, Redcar, Stockton Tees Valley
Contact 

You Can Foster

Originally funded by NWIEP, this is now funded collaboratively through mainstream fostering/corporate communications budgets.

The Regional Development Manager is leading project delivery with a multi-disciplinary project team which include communication professionals, fostering recruitment leads and fostering team managers.  They have met their original target of 150 confirmed approvals having received almost 4000 enquiries to end of May 2012. 

The initiative has the target to achieve 3,150 enquiries in 2012/13 (just 432 to end of May).

They hope to achieve a 5% increase in net recruitment of foster carers in 2012/13. 

The target acknowledges the negative impact of de-registrations of carers which needs to be mitigated as well as simply approving new ones.  

Fostering/Adoption Assessment Support, Guidance and Training – the Regional Development Manager is also leading work to secure cost/volume benefits in sourcing these services from key providers as a group of LAs rather than individual.  This is at early stage and initial proposals won’t be ready until September 2012, with a view to implementation in April 2013. 

The Region is also considering activity around Inter Country Adoption services and use of Independent Social Workers. 

Contact: Paul Bunker, Regional Development Manager, Safeguarding and Vulnerable Children paul.bunker@stockport.gov.uk  07800 617738

Fostering Consortium
Newcastle, Northumberland, Gateshead, Sunderland, North Tyneside and Durham - lead authority Newcastle.
Benefit to LAs - consistent pricing and greater transparency in contractual arrangements, leading to a more efficient way of discharging our duties for children requiring foster placements.  
Benefits for IFAs - standardisation of monitoring and certainty of price should achieve efficiencies and support their financial forecasting and certainty within the market place.
Contact: Cyps.Contracts@durham.gov.uk
Investigating Officers
Hartlepool, Newcastle, Middlesbrough, Durham, Stockton, Redcar and Cleveland – lead authority Hartlepool.
Benefits - brings the contract within procurement rules, able to demonstrate VfM from market testing, reduction in management fees and costs through economies of scale and stronger performance management of provider.  Contact: Cyps.Contracts@durham.gov.uk
Independent Persons
Hartlepool, Middlesbrough, Stockton-on-Tees, Redcar and Cleveland Borough Council, 
Newcastle, Durham, Darlington – lead authority Hartlepool.
Benefits - brings the contract within procurement rules, able to demonstrate VfM from market testing, reduction in management fees and costs through economies of scale, stronger performance management of Provider.   
Contact: Cyps.Contracts@durham.gov.uk
Independent Visitor
Newcastle, North Tyneside, Northumberland, Durham, Sunderland, Gateshead - lead authority Newcastle.
Benefits - brings the contract within procurement rules, able to demonstrate VfM from market testing, reduction in management fees and costs through economies of scale, stronger performance management of providers as a Consortium of 6 LAs, compliance visits managed as a Consortium.
Predicted savings:
· A saving of £347.30 per I.V. if current block contract was fully utilised
· A bigger saving of £1689.80 per I.V. on the under used contract which is probably a truer reflection
· A saving of £804.80 per I.V. on the spot purchase rate we had in the existing contract arrangement
Contact: Cyps.Contracts@durham.gov.uk 
Learning for Living and Work Framework

This framework has been used to improve the Section 139a assessments in order to inform planning for young people’s post 16 provision.

Contact: Lee.Thuman@newcastle.gov.uk
NORTH WEST 
· Placements North West

· NW Fostering Framework contract

· Greater Manchester Residential Framework 

· Care Leavers and Young Homeless Support and Accommodation Framework
· Minimum standards for leaving care

· Adoption 22

Placements North West 

A regional children’s service project which assists the 22 local authorities in the NW making out of authority placements.  These placements cover: education, fostering, leaving care and residential sectors. Each LA buys into this service at a cost of approximately 10k each.

Main day to day activities include:

· maintaining a regional database of providers to support commissioners including by monitoring providers 

· helping to understand and work with the market

· monitoring the regional framework contracts

· benchmarking costs and performance for all LAs 

· provision of evidence for sufficiency
· support to LAs when commissioning services

NW Fostering Framework contract 
13 LAs on board for 1st year with an estimated spend of £17m.  All 22 LAs on board in year 2.  (11/12). Initial emphasis on: quality, stimulating the market and using their purchasing power.  
In addition, in 2009, 23 LAs collaborated on an advertising campaign to raise awareness of fostering & encourage more foster carers to come forward – elicited more than 3000 enquiries leading to 120 confirmed approvals with around 70 still in the system.
Greater Manchester Residential Framework 2011.
Involves Bury, Bolton, Salford, Stockport, Tameside, Trafford and Wigan.  Lead procurer – Trafford MBC. 
Contract to deliver residential, specialist residential and short break provision.
Care Leavers and Young Homeless Support and Accommodation Framework - Annual contract estimated at approximately £18m based on new placements being required by the contracted authorities from July 2011. 

The contract commenced in July 11 for two years with the option of extending it annually for a further two years.

Minimum standards for leaving care 
Regional minimum standards to ensure that the providers in the NW offer, at a minimum, an acceptable standard of practice.
In addition, Placements NW has funded a pilot programme managed by St Helens LA to undertake assessment visits on behalf of all 21 member LAs.
Contact: Adrian Rocks, Manager, Placements North West adrian.rocks@tameside.gov.uk
0161 342 4256 http://www.placementsnorthwest.org.uk
Adoption22 

The aim:

· To promote the effective matching of children and prospective adopters and to increase the availability of high quality adoptive placements across the North West. 

· To operate a regional web-based database to assist in finding families for children.  

· To develop a more targeted and coordinated recruitment of adopters across the North West. 

· To develop common information and training programmes for adopters and practitioners. 

· To share good practice and develop joint approaches to adoption practice and adoption support across the NW.
Measurable outputs: 

· Adoption 22 have calculated notional cost savings of around £60k in 2009/10 arising from the collaborative procurement and delivery of over 600 training places to LA staff in adoption services. 

· Adoption 22 systems, primarily the CHARMS database and associated support, have helped facilitate around 350 adoption placements between member local authorities in the region in the last three years alone.  

· Adoption 22 leading work and engaging efficiently with other regional organisations to develop protocols, for example with CAFCASS on Placement Orders.

· Contact: Anne Goldsmith, Service Director, Service Transformation, A.goldsmith@wigan.gov.uk - 01492 486007 www.adoption22.co.uk
SOUTH EAST 
· South Central Regional Frameworks

· Therapeutic residential children's care services

· Care Funding Calculator 

· West Sussex Dynamic Purchasing System framework of approved independent providers of day and residential services for disabled children and those with SEN
·  South East Adoption Consortium
South Central Region Frameworks.

The South Central Collaborative Procurement Project established 3 Frameworks (General Placements; Parent and Child Placements; Disabled Children Placements) and an Approved Provider List for IFA fostering placements. The Contracts commenced on 1st April 2012. 

The aims of the project were:
· to improve the availability of good quality, local placements
· to improve placement stability
· to create strong partnerships with selected providers
· to secure more favourable placement costs
This was a genuinely collaborative project, with different authorities leading on different aspects. 
Local areas involved: Bracknell Forest Council, Hampshire County Council, Oxfordshire County Council, Portsmouth City Council, Reading Borough Council, The Royal Borough of Windsor and Maidenhead, Slough Borough Council, Southampton City Council, Surrey County Council, West Berkshire Council, Wokingham Borough Council.

Savings range from 2% to 8%, with a weighted average of 5.4% on placements during the first year of the contract, as existing placements move to favourable new rates. The authorities have found it very difficult to anticipate savings for the next two years as there are so many variables, but it is fair to assume that LAs will continue to make similar percentage savings in the next two years, i.e. an average of 5.4%. 
A Project Manager has been retained by the Group to manage the contract, monitor quality and maximise savings for the group.
There are a number of providers on the top tiers of the Frameworks who are new to the region.  If, as is hoped, these providers develop capacity in the region it will improve both placement choice and value for money. 

The Contract is for 3 years, with a possible extension for a further 2 years.  The group will decide whether to extend based on actual performance over the coming period. 
The Children’s Services Commissioning and Contract Group (CCRAG) for the South East are currently exploring procurement opportunities for residential placements.

Contact: Lin Clark, Project Manager, Independent Fostering Agencies Project, 023 8083 3016  lin.clark@southampton.gov.uk
Therapeutic residential children's care services

In 2009, Oxfordshire, Buckinghamshire, Milton Keynes, Reading, Bracknell Forest and Hertfordshire came together to commission a therapeutic residential children's care service for 20 young people aged 11-18 with a specialist BESD school for 24 young people.

The tendering process resulted in 20 providers submitting PQQ documents, a short list of 4 providers went forward to ITT.

The main drivers were:

· to provide a local resource to meet the needs of local children;

· to provide a therapeutic resource for children with complex care needs;

· to provide a specialist BESD provision to meet their education needs;

· to reduce costs by having a block contract.

Keys won the contract, which is for 5 years with the possible extension for another 3.

The first two homes opened in Buckinghamshire in January 2011, along with the school in High Wycombe.

Another two homes have opened, one in Maidenhead and another in Hertfordshire. Two further homes are due to open in September 2012, which will lead to the capacity of 20 beds being available.

With Jonathan Stanley, Keys have developed a Therapeutic Secure Based Model.

The partners undertake monthly management meetings with Keys, most of which are telephone conferences. Alongside this quality assurance visits take place twice a year, with commissioners visiting each home and the school.

To ensure good communication each LA has nominated a link commissioner, whose role is to develop a relationship with one particular home. This allows for open communication, reinforcement of good practice, sharing information and offering advice/support.

Each placement saves a notional £500 per week on a spot purchase price of a similar provision. Assuming full capacity, the combined saving during 11/12 would be £300k across the 6 LAs – the actual savings achieved are being determined now. For one LA using the Education Day placements elements of the provision saved them £180k.

The LA partners have invested in a project manager who is employed by Oxfordshire but funded by the partners. There have also been ongoing costs linked to legal fees and procurement costs. These need to be set against any savings.

Looking forward the partners are optimistic the provision will meet the initial expectations and will deliver good outcomes for children. They are developing their working together and are looking at commissioning other high cost low use resources in the future such as Parent & Child Placements, alternative to remands, Buying(Procurement) Consortium and Placement Management System. 

Contact: Simon Brown, Operations Manager, Joint Commissioning, Buckinghamshire County Council sibrown@buckscc.gov.uk 


Care Funding Calculator 

Developed by Improvement and Efficiency, SE (IESE) – currently covers adult’s residential and supported living.  It includes costs based on over 300 provider submissions triangulated against Kent University and authority costs.
It allows councils to assess the level of care and support an individual needs whilst ensuring the price paid is fair and based on current market knowledge.  Social workers are able to agree objectives with the chosen care provider to enhance the individual’s progress against which they can check how well this has been achieved at reviews.

There is evidence that the tool:

· Simplifies the commissioning process for providers;

· Improves the transparency of costs;

· Exposes gaps in the market.

The calculator was piloted in all regions in 2008, the South East and East Midlands reported an average of 16% cost reduction per placement.  It was noted, however, that savings tended to decrease subsequently and the South East now estimate around 13% saving per placement. 

The calculator is used by up to 125 LAs, some 80% of the total.  Savings reported by 51 LAs over 4 years = £45 million. 

The Calculator can be used for both residential care and supported living for adults.  A similar system is currently being piloted across London and the South East for residential children’s homes and residential special schools.

IESE has commissioned Reading University to research property models for residential schools.  

The Calculator is available on IESE’s Social Care Efficiency Network (SCENE) which is an online interactive tool for local government social care professionals. 

See: www.southeastiep.gov.uk/services#cfc
West Sussex County Council (WSCC) Dynamic Placement System (DPS) 
The DPS is a framework of approved independent providers of day and residential services for disabled children and those with special educational needs. The types of services that are commissioned through the DPS are: 

· day and residential placements in special schools (38 - 52 weeks) 

· placements in children's homes 

· residential short break placements 

· specialist (for CWD) foster care placements

In order to secure a position on the DPS, providers submitted tender bids for the relevant categories and for selected disability/SEN types as per the SEN Code of Practice e.g. BESD, ASD, VI, SLD etc. 
The "Business" aspect of the tender could be submitted as an organisation - i.e. acting as an umbrella for all establishments named, but the "Quality" aspect of the tender bid had to be submitted by each establishment.   This resulted in some organisations not being 100% successful in getting all of their establishments onto the DPS, thus demonstrating that quality is not taken as a given based on the reputation of the provider. This was particularly important to parents.  
To demonstrate a commitment to high quality, WSCC weighted the evaluation of bids 80% quality, 20% cost. 
The DPS differs from a traditional Framework in that it remains open to newcomers; Frameworks effectively close the market during their lifetime, thus potentially stifling innovation and the inclusion of new providers and/or new service developments. 
The DPS also meets the requirement for parental choice and any Tribunal hearing directions by being able to admit additional providers subject to the same evaluation criteria. 
All providers on the DPS have agreed and signed the relevant National Contract as the over-arching contract. 


Aims:

· Providers that understood the business needs and requirements of WSCC

· High quality, responsive and flexible services for children and young people

· A firm basis to understand the costs associated with placements

· Working with parents to make choices

· A commitment to partnership working that has continuous improvement at its core

Achievements:

· The DPS has the full backing and commitment of the Cabinet Members and Senior Management Group of WSCC

· The approach has been endorsed by the West Sussex Parents’ Forum

· 37 providers on the DPS - a total of 78 establishments

· Provision of 160 service options in the following categories: BESD (day and residential), ASD (day and residential) PMLD, SLD, MLD, physical disability (day and residential), hearing impairment, acquired brain injury, specialist foster care and residential short breaks.

Each placement made is based on its own individual merit:-
· Referral is made by social/case worker to Access to Resources Team (ART) 

· Anonymised referral is sent to all providers on the DPS (referral form developed with providers) who then respond on a standard response form 

· Parents, social/case workers are involved in deciding which providers to short list 

· Short-listed providers are sent full papers relating to the child 

· Provider assessments take place, offers of placement are made 

· Parents, social/case workers and ART decide and agree final placement choice 

· ART undertakes any fee negotiation and finalises IPA and documents
The ongoing monitoring and reviews of the individual placement remain the responsibility of the operational teams.  Monitoring of the over-arching contract and compliance is undertaken by Contracts staff who also build a robust relationship with the providers. 
Outcomes:

· Providers are demonstrating a real commitment to helping the Council develop the DPS - the process has provided a platform for valuable discussion

· There is evidence that flexible and creative options are emerging when considering how best to meet a child’s needs

· Commissioners have honest and constructive conversations with Providers about costs

· There is a new spirit of openness

· Enhanced feeling of trust between both parties in discussions and any ensuing negotiations.
Contact: Amanda Brewis, Senior Contracts Officer, Amanda.Brewis@westsussex.gov.uk
South East Adoption Consortium 

A consortium of six local authorities who have been working together since 2000 to improve services to children in need of permanent families and perspective adopters. 

The Consortium partners are Brighton & Hove, Bexley, Bromley, East Sussex, Kent and Medway.

The consortium aims to maximise placement choice for children approved for adoption by sharing prospective adopters.

In addition to the family finding activity the Consortium offer a forum for discussing policy and practice issues and works to develop common standards and share information in order to reduce delays. The Consortium authorities also collaborate on certain recruitment and training activities.
SOUTH WEST 
· The Peninsula Commissioning and Procurement Partnership

· Adoption Consortia
The Peninsula Commissioning and Procurement Partnership is a collaboration between Devon County Council, Plymouth City Council, Somerset County Council, Cornwall County Council and Torbay Council.

The Peninsula Commissioning and Procurement Partnership have an agreement to collaborate on the commissioning and procurement of independent sector fostering, children’s homes and special school placements.  The partnership is also looking more broadly at collaboration opportunities and is developing a joint strategy for collaboration.

The objectives of the collaboration are to:

· maximise benefits from collaborative commissioning and procurement; 

· maximise purchasing power through collaborative procurement arrangements; 

· share information, in confidence between the Member Authorities, on matters of safeguarding and quality;

· deliver cashable efficiencies through joint purchasing arrangements, the sharing of procurement expertise, and standardised documentation and processes 

· provide consistent processes for suppliers

· sponsor procurement projects, giving direction to, and monitoring the work of, the Peninsula Project Team

· ensure delivery of key targets through innovative commissioning practice

· lead the development of transformational service change through positive market management

· support and encourage preventative approaches, multi-agency working, more integrated models of service delivery, and holistic service pathways

· consider where aligning or pooling resources, such as budgets, staff or buildings, would be likely to lead to better services and outcomes

· monitor the performance of services and report as appropriate to Peninsula member authorities

· review and further develop strategies which are fit for purpose and reflect local, Peninsula-wide and national priorities, policies and needs.

· ensure sound links are established with all other relevant groups including South West Directors of Children’s Services, Peninsula LSCBs, and Peninsula Health and Wellbeing Boards.

The current system will be retendered over the next 12months. Currently the system works so that social workers have to specify the child or young person’s needs and desired outcomes for the placement. This is sent electronically to all providers (whatever their servicer specialism) currently subject to the framework agreements (which use the national contracts) that express an interest. Providers submit proposals for a package of support showing how they will meet needs and deliver positive outcomes for the child or young person. The intention is to stimulate a creative approach.

On average five to ten providers respond to each request. This has increased competition and a range of options for improving outcomes for the child or young person. As choice is increased so is the likelihood of finding the ‘right match’. 

A number of the authorities have also collaborated on cost and volume tenders for foster services and other collaborative tenders are planned.

The model has achieved financial savings and better outcomes. Plymouth for example estimate that the cost and volume contract let between 3 out of the 5 authorities has saved £680,000 since 2007. 

In addition, small providers have fared well in this system as a result of their ability to respond more flexibly. They have also achieved a better understanding of the market. The aim in future is to develop a process which allows providers to join the process as new services are established in the area in order to broaden and not restrict supply.

Contact: Rachel Carter, Strategic Peninsula Commissioning Officer rachel.carter@plymouth.gov.uk)
Adoption Consortia 
Involves 15 LAs and 4 Voluntary Adoption Agencies.  Set up in July 2000 to establish a local but centrally-coordinated service to match children with adopters with as little delay as possible.  

The mutual help and collective expertise of 15 local authorities and 4 voluntary adoption agencies have enabled the Consortia to not only secure homes for an average of 38 children per year, but to continue to support the families involved after placement. 

Contact: Dil Roworth, 01823 355237, email: Droworth@somerset.gov.uk
www.swadoption.org.uk
WEST MIDLANDS

· The West Midlands Children's Commissioning Partnership 

· Framework contracts for IFAs
· Residential Homes Framework contract
· Adopt West Midlands 
· SEN

· Supported accommodation

· Key driver in national contracts update (see National Contracts page 30)

The West Midlands Children's Commissioning Partnership 

Consists of the fourteen local authorities, Improvement and Efficiency West Midlands and provider representatives. 
The Partnership aims to improve the quality of provision and outcomes for young people by its members being supported to commission effectively, efficiently and collaboratively. They do so by: 

· Maintaining a network of partners

· Gathering, sharing and analysing data to inform decision making at regional, sub-regional and local level including on internal placements

· Commissioning and maintaining a regional placements database, with search and matching capabilities

· Creating a more stable market through collaborative learning and long-term planning

· Relating its plans and actions to other commissioning and procurement activities in the region.
The database contains information on 535 suppliers – over 900 services. Includes provider self- assessment checklists - sampled by officers when relevant or necessary.

Regional lead authority protocol and monitoring – the lead authority takes responsibility for ensuring basic quality assurance - OFSTED, statement of purpose, registration, financial viability and insurance – the placing LA takes responsibility for ultimately satisfying themselves about quality. 

The Partnership is funded via the ADCS and RIEP and has agreed funding until April 2013 (discussions are taking place now about the possibility of this being extended to April 2014).

The Partnership works to the Regional ADCS Group and Efficiency West Midlands.
Contact:  Martin Quinn, Children’s Partnership Manager martinquinn@warwickshire.gov.uk 07825 263753 www.westmidlandsplacements.com  

Framework Contracts for IFAs used by 13/14 LAs (all but Shropshire).
They are currently investigating the feasibility of one regional framework for all to start in April 2014.
Sub-regional framework (Staffordshire, Dudley, Walsall, Wolverhampton, Sandwell & Telford) – started in 2011. Savings applied in year £3m (12%).
Contact: Shahid Munir - shahid.munir@staffordshire.gov.uk
Birmingham framework - this year is their 3rd year of going to the market, have seen an increase from 15 providers on their contract in year 1 to 35 in year 3.

Contact: Rakesh Mistry - Rakesh.j.mistry@birmingham.gov.uk - 0121 464 4198
Coventry, Solihull & Warwickshire framework - inflation held for x 2 years, core cost specification. Warwickshire estimate savings of approximately 18% on placements using the framework contract.  Contact Geraldine Hickman, Contracting and Commissioning Department Solihull g.hickman@solihull.gov.uk
Herefordshire and the Worcestershire - framework contract.

Future activity:

· Reviewing the strategic benefits of a full regional fostering contract/framework to start in April 2014.

· Considering the feasibility of working collaboratively on the recruitment of in-house carers building on learning from the North West’s Fostering Contract. 

· Using Invest to Save to externalise aspects of fostering such as recruitment of foster carers and the support side of fostering.
Residential Homes Framework Contract
13/14 LAs are signed up to the regional framework contract based on the national contract.
The contract began in May 12 and runs through to May 2014 with the possibility of an extension up to May 2016. (Herefordshire have not joined for best value reasons).  
The contract covers 122 providers across the country and is worth approximately £250 million. Providers highlight the benefit of having access to all commissioning authorities.
The contract has realised immediate financial savings for all.

Adopt West Midlands- a long-standing arrangement supported by the Regional DCS Group – all 14 LAs and two external provider representatives are involved.

Where there are no internal adoptive placements available, the local authorities go to the consortium first to try to secure a placement.  Adopt West Midlands also organises regional events for potential adopters. They are developing a regional web based tool to support work.
They have seen many individual placement successes and the consortium arrangement is regarded as a low cost support network which has been particularly effective in securing placements for sibling groups. Cost: approximately £50-60k pa.
Staffordshire, Shropshire & Worcester – started in July 2012 this tri-council, Chief Executive initiated partnership is reviewing how they can be more effective and efficient in a number if initial areas including adoption & fostering services.

Black Country Alliance – council-wide initiative looking at adoption as well as other aspects of children’s services in the Black Country authorities.
Coventry, Solihull and Warwickshire – have a Memorandum of Understanding that they will look to the sub-region when carrying out activity and on a joint recruitment campaign – adopt West Midlands. Contact: Adopt West Midlands
SEN 

The region is sharing data including price reviews on out of area placements with a view to providers having to evidence the need/legal background for price increases.  Staffordshire are leading on a sub-regional contract covering 11/14 authorities. They have spent time developing the market and Basic Quality Criteria. They are also looking at school funding changes and their implications for LAs.

Contact: Shahid Munir - shahid.munir@staffordshire.gov.uk
Commissioning - the RIEP is looking to develop a commissioning offer for LAs to support regional and sub-regional commissioning, networking & facilitation.

Contact: Jeannette Essex jeanetteessex@solihull.gov.uk
Supported Accommodation – currently considering what they might do regionally.

YORKSHIRE & HUMBER

· White Rose Foster Care Framework for IFAs
· White Rose Looked After Children Residential Accommodation Framework 
· Yorkshire and Humber Regional Adoption Consortium
White Rose Foster Care Framework for IFAs

This scope of this project included:-

· Collaborative regional negotiations to achieve in year (2011/12) pricing reductions from IFAs with the highest aggregated spend across West Yorkshire LAs.  

· Procurement of regional Independent Fostering framework for LAC’s where these arrangements are provided by external agencies. It is anticipated that the project will be carried out on behalf of the six Authorities (Member Authorities) but will be structured in such a way to facilitate other Authorities across Yorkshire and Humberside accessing any contractual arrangements that are established.

· Development and implementation of a regional approach to contract management and quality assurance.

Project Outcomes

The key project outcomes arising out of this project are:-

· Better outcomes for looked after children in terms of achieving permanency of placement;

· Robust regional contract management and quality assurance of placements ;

· Efficiency savings in relation to  placements costs and contract management;

· Standardised processes and mechanisms for purchasing placements; 

· Clearly defined requirements and common levels of service specification;

· Service standards are defined enabling effective contract management to be carried out; 

· Eliminate off contract  spend for this service area; and

· Ability to benchmark costs and service standards regionally and nationally. 

Project Benefits

The key project benefits arising out of this project are :-

· 100%  of Placements made are appropriate to child’s needs;  

· Anticipated annual savings of a minimum of 5% over the six Authorities;

· Outcome based contracting implemented;

· Standardised specification and safeguarding arrangements across the region;

· Rationalised contract management and contract management arrangements reflecting the regional approach. 
This framework will become operational in November 2012.
Initial participating member authorities are :

Leeds, Doncaster, Bradford, Wakefield, Kirklees and Calderdale.

Contact: David Outram, Chief Officer Public Private and Partnerships Unit and Procurement Unit Leeds City Council

0113 2143939 david.outram@leeds.gov.uk
White Rose Looked After Children Residential Accommodation Framework 

This scope of this project included:-

· Collaborative regional negotiations to achieve in year (2011/12) pricing reductions from LAC Residential accommodation providers with the highest aggregated spend across West Yorkshire LAs.  

· Procurement of regional Residential Accommodation framework for LAC’s where these arrangements are provided by external agencies. It is anticipated that the project will be carried out on behalf of the eight Authorities (Member Authorities) but will be structured in such a way to facilitate other Authorities across Yorkshire and Humberside accessing any contractual arrangements that are established.

· Development and implementation of a regional approach to contract management and quality assurance.

Project Outcomes

The key project outcomes arising out of this project are:-

· Better outcomes for looked after children in terms of achieving permanency of placement;

· Robust regional contract management and quality assurance of placements ;

· Efficiency savings in relation to  placements costs and contract management;

· Standardised processes and mechanisms for purchasing placements; 

· Clearly defined requirements and common levels of service specification;

· Service standards are defined enabling effective contract management to be carried out; 

· Eliminate off contract  spend for this service area; and

· Ability to benchmark costs and service standards regionally and nationally. 

Project Benefits

The key project benefits arising out of this project are :-

· 100%  of Placements made are appropriate to child’s needs;  

· Anticipated annual savings of a minimum of 5% over the six Authorities;

· Outcome based contracting implemented;

· Standardised specification and safeguarding arrangements across the region;

· Rationalised contract management and contract management arrangements reflecting the regional approach. 
This framework will become operational in April 2013.    

Initial participating member authorities are :

Leeds, Doncaster, Bradford, Wakefield, Kirklees, Calderdale, Sheffield and Rotherham
Contact: David Outram, Chief Officer Public Private and Partnerships Unit and Procurement Unit, Leeds City Council

0113 2143939 david.outram@leeds.gov.uk
White Rose Future Plans
The group are currently considering potential areas for future collaboration to build on and maintain the momentum created through the IFA and Residential Accommodation frameworks.

Yorkshire and Humber Regional Adoption Consortium – working on bringing together adoption agencies in the region with the aim of increasing available adopters and for matching children with families in the region.

Involves the 15 LAs and 4 voluntary sector partners.

Led by North Lincolnshire Council.

NATIONAL CONTRACTS STEERING GROUP

The NCSG plays a major role in helping to support the development of a suite of model national contracts for use by local Authorities and providers with the aim of:

· Reducing bureaucracy and repetition;

· Sharing good practice;

· Improving partnership and dialogue;

· Improving quality by ensuring and safeguarding high standards.

The group aims to: 

· be a national reference point for the development of contracts in children’s services;

· advise on information sharing between providers, purchasers and central, regional and local government;

· show appreciation of different perspectives (e.g. purchaser/provider/LA);

· arrange regular review & updating of the national contracts including maintenance of an overview of their usage;

· support movement in the same direction/ joined-up working across agencies and authorities in respect of the “suite” of National Contracts;

· maintain an overview of the need for and the commissioning of additional national contracts to support local authorities and providers of children’s services;

· support greater transparency in the planning, commissioning, pricing and funding. 

See https://knowledgehub.local.gov.uk/group/nationalcontractssteeringgroup for full TOR and membership.

The Group has overseen the development of three national contracts to date:

· Non-maintained and residential special schools updated and re-launched in 2011

· Residential homes updated and re-launched in 2011

· Independent Fostering Agencies updated and re-launched in 2011

The most recent national contracts evolved from the West Midlands suite of national contracts.

PROVIDER PERSPECTIVE
The National Association of Fostering Providers (NAFP), Independent Children’s Home Association (ICHA) and the National Association of Independent Schools and Non-Maintained Special Schools (NASS) have recently, March 2012 completed an on-line survey of the impact of LA procurement on voluntary and private children’s services providers. 
Whilst the survey and report was not particularly focussed on sub-regional and regional procurement activity they were carried out in response to concerns about the increasing amount of time being spent by providers on procurement-related activity.  

Whilst some respondents commented that procurement activities raised the profile of their organisation, bringing them to the attention of a wider range of LAs, others noted that some procurement activity, e.g. joining a preferred providers list, was no guarantee of receiving placements. See: ‘Death by Paperwork?’ www.nassschools.org.
Informal discussion with providers, particularly at National Contracts Steering Group suggests that procurement activity that is carried out sub-regionally or regionally can result in the following:

Sub-regional and regional activity – positives

· Can reduce bureaucracy & duplication – operating across larger areas means providers achieve economies of scale

· Bigger, longer contracts offer greater certainty and reduced risk
· Easier to recruit foster carers

· Councils take a more strategic approach to care for “difficult-to- place” groups

· Can lead to increased business

· Can lead to new and creative provision
· Can result in better relationships with LAs

· Can lead to greater transparency in costs and processes
Sub-regional and regional activity – challenges

· The need to complete long term (5 years+) strategic needs analysis of their LAC population and children on the edge of care

· Co-producing solutions with providers to give providers the confidence to take risks and innovate particularly to develop placements for ‘hard to place’ children

· Developing a consensus about the need for vacancies within the system to allow for placement choice and lead to improved placement stability 

· Perception of cartel-like behaviour particularly regarding costs
Appendix

National events have been held in London for colleagues interested in sub-regional and regional collaboration in 2006 and 2009, supported by CSP.  The events aimed to network colleagues, support the sharing of new and innovative practice and extend learning.

Both events culminated in recommendations and lessons learned.  The lessons are still pertinent today. 
RECOMMENDATIONS FROM THE 2006 NATIONAL EVENT ON SUB-REGIONAL AND REGIONAL ARRANGEMENTS

1. Join up with health 

2. Databases of providers – preferably 1 or 2

3. Streamlined accreditation across all children’s services

4. Engagement of service users and carers

5. Common contracts

6. National work on defining outcomes

7. A commitment to national collaboration as long as it doesn’t slow work down

8. The need for compromise in order to maximise progress

9. The need to maintain a focus on early intervention and prevention

10. The need to think about the personalisation agenda

11. More events to facilitate sharing/cascading of info

RECOMMENDATIONS FROM THE 2009 NATIONAL EVENT ON SUB-REGIONAL AND REGIONAL ARRANGEMENTS

1. Ensure cohesion with C4EO etc.
2. Shift resources into individual budgets

3. Build on best practice

LESSONS LEARNED 

· Leadership and buy in at the most senior level possible  – needs to be mandated from the top – executive and political

· Shared and compelling vision - trust

· Governance – sound, straightforward and consistent including the governance of decision making

· Additional capacity - impossible to do on top of day jobs – lack of capacity of both providers and commissioners

· Project group committed to making it work - work with the willing – set  date early for partners to decide if they are in or out

· Consistent membership at least in the beginning and with the right skills mix

· An appetite for innovation and joint working – can be an opportunity to be more ambitious about desired outcomes

· Time and preparation – needs and trend data (crucial and on-going)  

· Agreed protocols and processes should conflict arise 

· Build on evidence of what works (Don’t fall into the trap of reinventing wheels – look around at what you can learn from and build on) 

· Project planning with specific objectives which are not sensitive to local politics –acceptance that this is not a quick fix – immediate, intermediate and end outcomes – need for a sound business case for use by all local areas focussed on impact and outcomes – use external auditors to scrutinise and use business re-engineering approaches

· Provide secure/realistic, up front substantial investment

· Similar risk/reward profiles 

· Cultural change and appropriate workforce development e.g. raise awareness with placements teams to ensure they use evidence;  training re fee negotiations

· On-going awareness training

· Work with providers as well as local authority and health colleagues re processes – results in greater commitment and efficiencies – relationships are key
· Work closely with key partners e.g. procurement, finance and legal from the beginning – saves time, provides expertise and challenge 

· Communicate and keep communicating  - develop a communications strategy aimed at children and young people,  front line staff, senior managers and members

· Be brave and stay true to your objectives

· Keep a sense of humour 

· Agree what is best commissioned collaboratively 

· Use 1 LA as the purchasing authority and enable others to join in 

· Use a formal and informal evaluation framework 

· Human Resources and legal issues can be challenging but aren’t insurmountable 

· Piggy back, if you can, on organisations with experience 

· Think about internal collaboration also 

· Think about collaboration with GPs and schools 

· Be clear when not to collaborate 

Challenges Moving Forward

· Funding – particularly for project administration and co-ordination 

· Clinical Commissioning Groups

· Personalisation 

· The balance between national, regional, sub-regional and localism 

Springboard 
Springboard page 37

