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Introduction
The two-year Commissioning Policy Development Project was established in 2009 with the primary aim of producing a Public Sector Code of Practice for Commissioning Third Sector Services in Merthyr Tydfil and Rhondda Cynon Taf. The Project had its roots in the Merthyr Tydfil Compact, for which the development of a Funding and Commissioning Code of Practice was a key objective. 
The Project also built on the Healthy Governance Toolkit work undertaken jointly by Interlink and VAMT in 2007, which provided guidance for third sector organisations wishing to engage with the public service delivery agenda.

Thanks to a successful funding bid to the former Rhondda Cynon Taf Teaching Local Health Board's Big Idea Fund, it was possible to employ a part-time Commissioning Policy Development Officer to undertake the work.
 

Recommendations

1. Arrange a workshop (involving commissioning and procurement personnel) under the auspices of the Compact in each Borough to identify an action plan for implementing the Code of Practice. Where possible, work should be shared across Boroughs.

2. Identify a lead in each Local Authority on behalf of each tri-partite Compact for Code of Practice implementation
3. Agree clear performance measures to assess the effectiveness of the implementation of the Code of Practice. (Suggestions have been made to both Compacts, including making use of the sector survey that is currently being conducted by the CVCs to assist with establishing a baseline.)

4. Continue to report on any obstacles to the implementation of the Code of Practice to the Local Service Boards.

5. Build on the interest and momentum achieved by the Project’s training on commissioning and Results Based Accountability.

6. Promote the Commission Accomplished website as a source of information and resources on good practice in commissioning.

Part 1: Project Background

Project Partners

· Cwm Taf Health Board

· Interlink

· Voluntary Action Merthyr Tydfil

· Merthyr Tydfil County Borough Council

· Rhondda Cynon Taf County Borough Council

Aims

1. Improve public sector commissioning and procurement arrangements

2. Provide better information and support for officers involved in commissioning

3. Help the third sector to be more engaged in, and better prepared for, commissioning

4. Develop more citizen-centred services, provided on a “who does what best” basis
5. Improve business relationships between third and public sector organisations 

Intended outputs

· Review of Good Practice in Commissioning Third Sector Services

· Funding and Commissioning Code of Practice

· Website to support the implementation of the Code of Practice

· Training to support the implementation of the Code of Practice

· Joint public services policy

Wider influences and partnership working

The project brief also highlighted that it would refer to developments and initiatives such as:

· Fulfilled Lives – Supportive Communities Commissioning Framework and Guidance 2009

· Value Wales – Barriers to Procurement Research 2009 and Route Planners for procurement officers

· National Healthcare Standards and the third sector discussion being led by Building Strong Bridges facilitators

· The Engagement Gateway (European Social Fund)

· Good practice from Wales and the UK 

Project Steering Group and governance
This work was overseen by a Project Steering Group made up of representatives from all the partner agencies with an interest in commissioning and procurement:
· Commissioning Policy Development Officer (also secretariat)

· Assistant Partnerships Director, Cwm Taf Local Health Board
· Independent Board Member for the third sector Cwm Taf Local Health Board
· Commissioning Leads Integrated Adult Services – MTCBC

· Regeneration Manager, MTCBC

· Services Commissioning Lead CYP – MTCBC
· Services Commissioning Lead HSC and CYPP – RCTCBC

· Senior Procurement Officer, RCTCBC

· Third Sector Procurement Champion, RCT

· Director, VAMT

· Operations Manager, Interlink

· Third sector representative, MT Health and Social Care Forum

· Third sector representative, RCT 
It was agreed that reports would be made to the Merthyr Tydfil Compact Board as well as to the joint meeting of the Local Service Boards (LSB). It was intended that the Project would have strong links to the Merthyr Tydfil LSB Consultation and Engagement Project.
Part 2: Project Evaluation
It is intended to evaluate the Project in relation to its:

· Intended aims
· Intended outputs, 
· Networking and partnership working, 
· Steering group and governance
· Risk register
Evaluation against Project aims
No performance measure has been consistently applied throughout the life of the project in order to demonstrate whether the aims have been successful. With hindsight, initial interviews to identify barriers and issues in relation to commissioning third sector services might have been used to develop a baseline. Nevertheless, it is still possible to make observations that indicate that the aims have been partially met.
Aim 1: Improve public sector commissioning and procurement arrangements 

VAMT and Interlink included a question in a recent survey on third sector organisations’ experiences of funding and commissioning processes, which could furnish a baseline and a useful ongoing performance measure for this outcome. However, a comparable measure would have to be found to assess the public sector view. Examples of building on the work of the Project to improve commissioning arrangements include:

· Development Officer’s membership of the Families First Commissioning Group and a joint Families First Stakeholder Event in September 2011 

· An exploratory event to establish a Third Sector Provider Forum in RCT in October 2011

· The joint production of a Merthyr Tydfil County Borough Council Community Benefit Handbook for the Community Services Department
· Links created with the Merthyr Tydfil County Borough Council Social Services Commissioning Framework

· Input into the MTCBC Economic Development Grants Programme

· Workshop to adopt Results Based Accountability Performance Measures by carers’ organisations with Local Authority SLAs in Merthyr Tydfil

· Creating links between the MTCBC Community Strategy, Ffynon and third sector contribution
Aim 2: Provide better information and support for officers involved in commissioning
The Cracking the Code Consultation event and Commission Accomplished Launch Event were attended by 31 and 28 people respectively from the public sector.
· Of the 74 people who attended Cracking the Code in June 2010, 98% rated the event very good or excellent

· Of the 76 people who attended the Commission Accomplished Launch event in 2011, 63% rated it as very good or excellent with 37% rating it as good

· Public sector personnel have signed up to the Commission Accomplished skill builder workshops in November 2011. Half the places of three of the workshops will be taken up by public sector personnel

· The Commission Accomplished website has been set up and links to it will be created from partners’ websites. There have been difficulties with the monitoring of website usage. However, in September, there were 250 visits and over 5,000 hits. 
Aim 3: Help the third sector to be more engaged in, and better prepared for, commissioning
The Cracking the Code Consultation event and Commission Accomplished Launch Event were attended by 43 and 48 people respectively from the third sector.

· 100% of the 20 people who attended the Demystifying Commissioning in July 2011(for the third sector) rated all of the measures with scores of 4 and 5

· Demand for places on the Commission Accomplished skill builder workshops in November 2011 from the third sector is high and names will have to be added to a waiting list.

· The Project funded the piloting of a workshop to incorporate Standards for Health Services in Wales in funding relationships between Health Boards and the third sector.

· The few third sector organisations that have used the Value Added Facts Questionnaire have reported that they have found it very useful.
Aim 4: Develop more citizen-centred services, provided on a “who does what best” basis
The establishment of a clear performance measure with a clear baseline was not established. It is therefore difficult to say whether this aim has been progressed in any way.
Aim 5: Improve business relationships between third and public sector organisations 
This aim is so linked to Aim 1 that the same performance measures would apply.

Evaluation against Project Outputs
The Project has achieved all of the intended outputs apart from the Joint Public Services Policy. It was quickly recognised that while the Project could contribute to a Joint Public Services Policy, it was not within its power to be the source of such a Policy. The outputs can be accessed as follows:

· Review of Good Practice – http://www.vamt.net/publications&information/comissioning_policy09.htm
· Commission Accomplished: the Public Sector Code of Practice for Commissioning Third Sector Services in Merthyr Tydfil and Rhondda Cynon Taf was adopted by all partners
http://www.commissionaccomplished.co.uk/commission-accomplis/
· Commission Accomplished website

http://www.commissionaccomplished.co.uk/
· Training Programme consisting of 6 skill builder workshops; Demystifying Commissioning, Community Benefit workshop, Results Based Accountability.  Training that took place earlier in the year included an Introduction to RBA for VAMT in March 2011 as well as a presentation on RBA at Visibly Making a Difference in July 2011, for the Mental Health Forum in June 2011 and for carers’ organisations in October 2011.
http://www.vamt.net/publications&information/comissioning_policy09.htm
In addition, the Project has produced the following:
· Barriers and Issues

http://www.vamt.net/publications&information/comissioning_policy09.htm 

· Value Added Facts Questionnaire http://www.commissionaccomplished.co.uk/added-value-2i/
· Training Needs Analysis http://www.commissionaccomplished.co.uk/training/
· On a Mission briefings sent to a database of contacts

http://www.vamt.net/publications&information/comissioning_policy09.htm
· Commission Accomplished information leaflet

http://www.vamt.net/publications&information/comissioning_policy09.htm
Evaluation against networking and partnership working
Extensive networking and partnership working has taken place in order to promote the Project. This has ensured that the Project has not taken place in isolation and has aligned to other developments. Activity has included:

· Project pages on VAMT and Interlink websites and regular On a Mission Briefings

· Two well attended events, to consult on the Code of Practice in 2010 and to launch it in 2011 were held

· Attendance at strategic partnerships – mainly at the beginning to inform partners of the work of the Project but also at the end to provide updates

· Attendance at the Local Service Board, the support of which has helped to raise the profile of the Project

· Attendance at third sector networks and forums – again mainly at the beginning of the Project but on other occasions too

· Work with the Mental Health Forum around identifying performance measures individually and collectively

· Membership of the national Fulfilled Lives-Supportive Communities Project Group (deputising on behalf of WCVA); attendance at National Provider Forum training on provider engagement and provider development
· Partnership working with Value Wales including  presentations from them at both Cracking the Code and the Commission Accomplished Launch event; and running a Community Benefits workshop in Merthyr Tydfil (planned for 2011)
· Partnership working with WCVA to develop and deliver the Demystifying Commissioning training course to support the implementation of Fulfilled Lives Supportive Communities by the third sector

· Attendance at the Merthyr Tydfil County Borough Council Social Services Scrutiny Committee to present the  Code of Practice and outline its relevance to current Council activity

· Agreement to present Commission Accomplished to the WCVA/CVC Infrastructure Partnership Working Service Operational Network (September date cancelled and to be rearranged)
· Links to other organisations including Torfaen CBC, Cardiff and Vale Health Board, Hywel Dda Health Board. The latter involved a visit to Carmarthen in October 2011.
Evaluation against the steering group and governance

Attendance by the third sector and the Health Board at the Steering Group meetings has been good although there has been no consistent link to procurement in the Health Board. Third sector involvement has comprised a senior officer from each CVC and a third sector representative from each county borough. The Assistant Partnership Director attended from the Health Board. Attendance by Local Authority personnel has been less good. The following gives some idea of Local Authority attendance:
1 member never attended

2 members attended once

2 members attended 2 or 3 times only

The effect of this patchy attendance has been that, while there has always been some Local Authority involvement, it has not been consistent enough to fulfil some of the requirements of the Steering Group Terms of Reference, for example, “To link the work of the Project to their agencies’ plans and activities as appropriate.”  On the other hand, the Project Officer has been able to make up for inconsistent attendance at Steering Group meetings to some extent by meeting with Local Authority members individually and ensuring they are updated and continue to be involved. Some clear links have been made between local policy and the Code of Practice. In addition, attendance by Local Authority personnel, including CEOs, at the Project’s key events has been very good and reflected a commitment to the Project.
Reporting back to the Compact in Merthyr Tydfil has been helpful although  there has been no equivalent (until recently) in RCT. Reports on the Project’s progress was provided for the joint LSB meeting on at least a couple of occasions. Its approval of the Code of Practice at is meeting in November 2010 was instrumental in paving the way for the adoption of the Code of Practice by all the partner organisations.

Project management techniques have helped the Steering Group to oversee the Project, including an updated Project Action Plan informing members of progress at every meeting. The Project has delivered on time and stayed within its budget.

Evaluation against the risk register
8 categories of broad risk were identified at the outset of the Project with a number of items under each. Broad categories of risk included the economic downturn and the lack of stakeholder engagement. On the whole the mitigating measures identified in order to manage risk have worked well.  
The key risk that the Project has been less successful in mitigating: 

	Delay in or failure to have policy mainstreamed resulting in a loss of:

· Momentum

· Credibility

· Time

(high risk/high impact)
	· Identification of routes to mainstreaming should take place at the earliest possible opportunity
· Forward planning re timetabling of key decision making forums

· Partners agree to give priority to the project


Although implementation has been been a theme throughout the Project, it was difficult for partners to focus on implementation before the completion and formal adoption of the Code of Practice. This has meant that actions to implement the Code of Practice have happened towards the end of the Project and that the Code of Practice is as yet far from being mainstreamed. A lack of time and priority has clearly been an issue for some partners.
Conclusion
The Commissioning Policy Development Project has been wholly successful in some respects and has achieved all of its outputs in time, within budget and within a reasonably robust governance framework. Wider involvement in the work of the Project via events, training, On a Mission Briefings and presentations at networks and partnerships has been good and awareness of commissioning from the third sector has been raised as a result. An unanticipated by-product of the Project is that it has begun to increase awareness of Results Based Accountability in the third sector.
There has been insufficient clarity and rigour applied in order to clearly measure the Project’s outcomes. Although there are some indicators that the first three outcomes have been improved, it is not possible to verify that the aim of “developing more citizen- centred services, provided on a “who does what best” basis” has been progressed. It looks as though the website (the most labour- intensive aspect of the Project) is being used although, due to a technical error, usage has only been counted since September 2011. Recommendations aimed at securing the Project’s future implementation alongside clear performance measures have been made in this report.
Margaret McLaughlin
Commissioning Policy Development Officer, VAMT and Interlink 
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