Tamworth Evaluation of the Voluntary and Community Sector Commissioning Framework
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Overview and Summary
In line with national best practice, Tamworth Borough Council has conducted a review of the current framework, process and procedures for awarding grants to voluntary sector organisations.  This has been to inform an “intelligent commissioning” approach to funding for implementation in 2010. The review was designed to ensure that new commissioning procedures are Compact compliant, clear and transparent.  This new framework was adopted by full Council on the 15th September 2009; the first new contracts were implemented on the 1st of June 2010 totalling £700,000 over 3 years.
Previously the Council provided direct annual support of £164,000 through grants to six voluntary sector organisations and additional one off sports, arts and small grants.  A further £80,000pa was given in-kind through rents and building subsidies.  Other service specific funding was paid to the voluntary and community sector via individual agreements with TBC services, such as Housing. Having a robust commissioning framework has:

· Ensured consistency to how we work with partner organisations
· Improved clarity and accountability of the funding for the third sector.
· Extended the opportunity of funding to more local voluntary and community organisations through healthy competition.

· Provided a more robust framework to effectively manage the performance of contracts, which will improve services for residents

· Ensured value for money is achieved. 

· Provided a platform for further development of a robust Corporate  

Commissioning Framework, which aids our progress to becoming a  

     Commissioning Authority.

During the development of the framework which took around eighteen months we used an in-depth intelligent commissioning approach which included:
· Contextual and background information, Analysing local data and needs assessment, Service Identification and use of the Commissioning Framework, Tamworth Procurement Process, Commissioning the Third Sector, Commissioning Process Management, Risk Identification and Management, Marketing the process, Identification of Prospective Providers, Performance Measurement and Service Specification, Contract Award, Contract Length, Contract Management and Performance Review, Dispute Resolution, Legal and Compliance Issues
The new approach resulted in an additional £274,000 going through the framework and out to the VCS in Tamworth, from PCT, housing and environment monies in a joined up commissioning approach. 
The Tamworth approach to Commissioning has been cited as best practice by  NAVCA, (NAVCA is the national voice of local support and development organisations in England) Staffordshire and several other districts are now developing our model for future use.
Approach of the evaluation
The purpose of the evaluation is to ensure that where good practice has been cited and recognised we can share it and move forwards, likewise where processes can be improved we ensure that this learning has been captured and recorded.

The evaluation of the process has been on going throughout, and done in partnership with the VCS.  We have ensured Compact compliant consultation timescales and that comments and feedback received have been acted on and implemented where possible.

An example of this was that the sector asked for support in becoming ‘commissioning ready’.  In partnership with the local CVS, we were then able to facilitate training sessions on risk management, completing application forms and Equality Impact Assessments as requested by the sector.
We invited all voluntary sector groups who had taken part in the commissioning process, to give feedback.  We have had formal qualitative feedback sessions with four VCS organisations (outlined below) and have also sent out a formal questionnaire monitoring the process from start to finish. 
The questions in the questionnaire covered:

· Assessing needs and Consultation

· Implementing the Process
· Service design and the Tendering process

· Procurement and Contracts

· Other comments
The evaluation of the Commissioning Framework as a process can now be completed.  However, it is fair to say that the evaluation of the implementation of the Commissioning Process is continuing throughout and including the expiry of the current contracts.

Results of the questionnaire
Which sectors were respondents from? 

VCS 42.9%, 
Borough Council 35.7%, 
County Council 14.3%,
Fire Service 0.0%, 
Police 0.0%, 
Other Partner Agency 7.1%
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Did respondents believe that the Commissioning Process works overall?
(  Strongly Agreed 46.2%

(  Agreed 46.2 %

(  Neither 7.6%


(  Disagreed 0%

(  Strongly Disagreed 0%

(  Not Applicable 0%
1. Assessing Needs and Consultation 
The needs and priorities that could be met through commissioned Voluntary and Community Sector funding were clearly assessed. 

· Strongly Agreed 42.9 %

· Agreed 42.9%

· Neither 14.2%


· Disagreed 0%

· Strongly Disagreed 0%

· Not Applicable 0%
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There was a clear opportunity to feed into the commissioning priorities for Tamworth.

(  Strongly Agreed 57.2%

(  Agreed 21.4%

(  Neither 21.4%


(  Disagreed 0%

(  Strongly Disagreed 0%

(  Not Applicable 0%

Workshops were easy to engage in and information was accessible.

· Strongly Agreed 41.7%

· Agreed 8.3%

· Neither 16.7%


· Disagreed 0%

· Strongly Disagreed 0%
· Not Applicable 33.3%
It was clear where to go for advice and support on commissioning.

· Strongly Agreed 57.1%

· Agreed 28.6%

· Neither 0%


· Disagreed 0%

· Strongly Disagreed 0%

· Not Applicable 14.3%

Views in consultation were taken forward and acted upon.
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(  Strongly Agreed 35.8%

(  Agreed 57.1 %

(  Neither 0%


(  Disagreed 0%

(  Strongly Disagreed 0%

(  Not Applicable 7.1%
2. Implementing the Process

The quality of the training / workshops offered during the commissioning process was good.

· Strongly Agreed 15.4%

· Agreed 46.2 %

· Neither 7.7%


· Disagreed 0%

· Strongly Disagreed 0%

· Not Applicable 30.7%
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Communication of commissioning was clear, effective, and operated to reasonable timescale.

(  Strongly Agreed 35.8%

(  Agreed 57.1 %

(  Neither 0%


(  Disagreed 7.1%

(  Strongly Disagreed 0%

(  Not Applicable 0%

The commissioning process was open and transparent

· Strongly Agreed 64.3%

· Agreed 21.4 %

· Neither 14.3%


· Disagreed 0%

· Strongly Disagreed 0%

· Not Applicable 0%


3. Service design and the tendering process

Service outlines were clearly defined to meet the priorities in Tamworth

· Strongly Agreed 50.0%

· Agreed 42.9 %

· Neither 7.1%


· Disagreed 0%

· Strongly Disagreed 0%

· Not Applicable 7.1%

InTend was an effective and accessible system to utilise
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(  Strongly Agreed 28.6%

(  Agreed 42.9 %

(  Neither 14.3%


(  Disagreed 7.1%

(  Strongly Disagreed 0%

(  Not Applicable 7.1%

The application process was clear and transparent

· Strongly Agreed 35.8%

· Agreed 57.1 %

· Neither 7.1%


· Disagreed 0%

· Strongly Disagreed 0%

· Not Applicable 7.1%

Service outlines effectively stated the service objectives required

· Strongly Agreed 28.6%

· Agreed 71.4 %

· Neither 0%


· Disagreed 0%

· Strongly Disagreed 0%

· Not Applicable 0%
4. Procurement and contracts
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During the procurement process, it was clear where to get support and guidance

(  Strongly Agreed 35.7%

(  Agreed 42.9%

(  Neither 0%


(  Disagreed 0%

(  Strongly Disagreed 0%

(  Not Applicable 21.4%

Contract meetings were open and constructive

· Strongly Agreed 28.6%

· Agreed 42.9 %

· Neither 0%


· Disagreed 0%

· Strongly Disagreed 0%

· Not Applicable 28.5%

Performance management has been approached in an achievable manner with realistic performance indicators

· [image: image8.jpg]


Strongly Agreed 28.7%

· Agreed 57.1%

· Neither 7.1%


· Disagreed 0%

· Strongly Disagreed 0%

· Not Applicable 7.1%

Evaluation of performance has been approached in a partnership manner

· Strongly Agreed 28.6 %

· Agreed 64.3 %

· Neither 0%


· Disagreed 0%

· Strongly Disagreed 0%

· Not Applicable 7.1%

Any other comments on the Commissioning Framework
“The feedback we received after the first round of tenders was constructive and although we were disappointed we applied to the second round of tenders taking on board the feedback and were successful.”
“Given that the entire process and its implementation was a first attempt, the undeniable success of the framework is directly attributable to those who set it up.  Fleur Fernando, Bev Ginley and Karen Clancy must take credit.”
“Was it really necessary?  It is expensive to administer from a council's point of view and the funding went where it was meant to go!!”
”I was not available for all meetings.  But I feel the overall benefits were arrived at.”
“Overall, a quality area of work that has been quoted far wider than Tamworth.”
Conclusion of the Questionnaire results
The questionnaire showed an extremely positive response and support for the Commissioning Framework.
There are two areas for improvement that had a small percentage of disagrees.

These were the In-end system which is being simplified and the timescales as there was a slight disruption to the health contracts at the last minute, this will be avoided in future.
Overall, an extremely positive outcome for the Commissioning Framework and its implementation in Tamworth.
Results of the interviews

Barnardo’s Commissioning Feedback

· Very Clear Application Form to fill in

· Challenge was knowing how much information you wanted

· Might want to consider giving Maximum Number of words next time?

· Liked the EIA and Risk Assessment Forms found them very useful. 

· These forms highlighted a training need for Barnardo’s, so they are now going on training workshops.

· In-Tend – was a bit of a challenge but got to grips with it.  It is a different way of working but it was ok.  
· It felt fair and transparent and was really clear.

Homestart Commissioning Feedback
· Service Delivery Template – Milestones/date by columns could be confusing.  Actions Column would have been more useful.

· E.I.A. – difficult to express.  Need to consider how to adapt it to fit better with the form.

· Should the service outline be more specific and narrowly focused?

· Tender process is off putting – scale of application process was not proportional.

· Should the form be smaller for smaller pots?

· Weighting of scoring for localities?  How was this done?

· Deadlines for producing the process were too tight.  Mistakes on forms, lack of clarity in service outlines.

· More information on risk assessment and examples would have been beneficial.

· Scoring column was confusing – only need weighting column.

· 65% score not needed.  Could have used a clause to state TBC reserves the right not to award the funding. 

· Need to check performance measures and delivery plan to examine how services delivered are being provided.

· Scoring sheet needs to be more sophisticated.  List key elements sought – aims/objectives, score against each of these.  This would highlight where elements are missing more clearly. 
· TBC should spell out need for consortium bids.

Tamworth CAB Commissioning Feedback

· Good planning from the start of the process - Consultation Meetings - plenty of opportunities to ask questions or come to training sessions and this was useful.

· The Application Form with its appendices was a huge document.

· Tend to want to put more information in than is required.

· Form was long but necessary.

· Do not like the winner takes all situation - you either win or you lose!

· In-Tend system worked well.  However, may prove to be a problem for smaller organisations especially if need to send electronic documents
Samaritans
· The process was easy to engage in

· We particularly enjoyed the workshops

· Having the application form explained really strengthened our application

· The contract negotiations were very positive.
Tamworth CVS and Staffordshire and Stoke on Trent Consortium of Infrastructure Organisation (SCIO)

These infrastructure organisations had a large input representing the sector throughout the process on the commissioning board

Conclusions of the interviews

The interviews were an excellent way to converse with organisations who had been through the process and ensure that the minor problems with things like application forms and process can be improved next time, there were also a lot of positives taken form these interviews.
Learning 
Develop good working relationships

Working closely with the Tamworth CVS was key to the success of developing the Commissioning Framework.  This good working relationship built on trust enabled us to have good engagement from the sector and avoid large mistakes and negative publicity.  Having three VCS representatives on the Commissioning Board was a huge positive
Involve elected members
Involving elected members form the outset, who often have considerable power and influence, was important in Tamworth.  Having members that were Compact Champions involved from the outset and understanding of the local VCS is essential.  There were five elected members represented on the Commissioning Board and there input was extremely necessary and valuable.
Understand what drives commissioning 
Local Support and Development Organisations need to be part of the formation of the key issues and top priorities for Tamworth this enables understanding of what is driving commissioning for local authorities. 

Keep the VCS informed

We made sure we were proactive in communicating with the VCS as the commissioning framework was developed in partnership with the CVS.

Involve partners and join up resource to jointly Commission where possible
Joined up Commissioning has many advantages and if approached in and open and transparent manner is welcomed by the VCS, often meaning resources can go to where they are really required.
Tamworth Commissioning, The Future  

The momentum and, learning, and enthusiasm built through the VCS Framework will be built on now as we move swiftly into the future.
Now more than ever before with limited resources a partnership approach to Commissioning is essential.
Here at Tamworth Borough Council we are moving towards the goal of a Public Sector Commissioning Board for Tamworth built on the principles of:

· Ensuring our priorities for action will be based on what the data and our communities are telling us

· Intelligent Commissioning in a joined up approach with pooled resources

· Tackling the causes not the effects of the challenges facing Tamworth

· Focussing on early identification and intervention in order to make the biggest difference

· Ensuring that services are targeted to those most in need

· Implementing a problem solving approach to tackling the issues

· Enabling the best use of resources and drive out efficiencies through greater integration in the way we work
It is anticipated that the Public Sector Commissioning Board will be operational by April 2013 and will be a tremendous step forward for Commissioning in Tamworth.
On a corporate basis there is a requirement for the Council to consider the benefits of a systematic and authority wide approach to Commissioning.
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