Strategic commissioning – an Edinburgh approach
Achieving Best Value for the Public Pound will not always mean purchasing the cheapest product or service. Taking a broad view of the high-level outcomes which the Edinburgh Partnership seeks to achieve, purchasers should use their influence to promote social, environmental and community Benefit. One way of maximising the positive impacts of procurement decisions is by using robust community benefit clauses within a Strategic Commissioning Framework.

Introduction
In December 2009 the Edinburgh Partnership Board considered the Joint Statement on the Relationship at Local Level between Government and the Third Sector, and agreed to:

“remit to the Edinburgh Compact Partnership the task of developing a strategic commissioning approach which explicitly includes community benefit clauses”
This paper outlines the principles and purposes of an Edinburgh approach to strategic commissioning, draws together examples of best practice, presents a few examples from elsewhere and suggests a process to outline particular Community Benefit Clauses which might be used in the Edinburgh context.

'Strategic commissioning' is the term used for all the activities involved in assessing and forecasting needs, agreeing desired outcomes, considering options, planning the nature, range and quality of future services and working in partnership to put these services in place.  
Purposes:
Within the context of Community Planning structures and legislation, the public, private and third sectors in Edinburgh work together to provide services which are available equitably to all who need those services.

A Strategic Commissioning approach deepens and broadens partnership working to ensure that each phase of the strategic commissioning cycle - from an evidence-based identification and quantification of real and perceived needs, through inclusive service-design and delivery to robust monitoring and evaluation - will receive equal attention; and that the views and experiences of service users, as well as those who work with them and on their behalf, will remain integral to each aspect of service planning and provision.

The broad policy drivers set out within the Local Government in Scotland Act (2003) include Best Value, Community Planning and the Power to Advance Well-Being. With partnership working in Edinburgh fairly advanced at a city and a neighbourhood level, it is possible that the well-publicised pressures on public sector budgets could operate as a powerful stimulus to engaged, meaningful partnership activity which delivers excellent outcomes equitably to all of Edinburgh’s citizens.

The purposes of an Edinburgh approach to Strategic Commissioning are:

· To design and deliver excellent services where and when they are needed, based on a robust evidence-base;

· To plan and provide services that can be equitably accessed by all;

· To design and deliver services employing principles of Best Value and the most effective use of the public pound.

· To develop Best Practice and to share learning between all relevant stakeholders;

· To foster a sense of shared purpose between service-delivering agencies, front-line staff, service-users and the wider community.
Principles:
Whilst strategic commissioning is not a new concept, and a considerable body of evidence is emerging which highlights lessons to be learned, a small set of core guiding principles would helpfully set the context for decision-making as the Edinburgh approach is applied.

To deliver excellent outcomes for Edinburgh’s citizens sustainably, service planning and delivery must take place against the backdrop of a negotiated and agreed set of principles. The process of coming to agreement itself can help lay the foundations for a robust, engaging and sustainable Edinburgh approach to strategic commissioning of excellent services which people can equitably access.

Guiding principles of an Edinburgh approach to strategic commissioning:

· That the overarching Edinburgh Compact Principle ‘In Equal Respect’ will guide every aspect and every application of this Approach;

· That reviewing, developing and agreeing service priorities will follow a consistent approach which engages meaningfully with service users, their advocates, carers and other stakeholders

· That planners will work broadly, across specific service areas, to achieve Best Value for the Public Pound – recognising that excellent outcomes for Edinburgh’s citizens drive all publicly-funded service design and delivery, regardless of which department or agency has lead responsibility for any particular outcomes;

· That all relevant regulatory frameworks will be considered enabling rather than disabling, on the assumption that regulators, legislators, service providers, and service users all want excellent services which can be equitably accessed;

· That Partners will consistently adopt a learning attitude and an appreciative approach, developing best practice and explicitly building on people’s skills and abilities rather than concentrating on deficiencies; 

Practice:
The core strength of a Strategic Commissioning approach is the ability to deliver excellent outcomes every time a service is purchased.  The pressure to deliver excellent outcomes for individuals (especially for vulnerable people) within a climate of increasing financial strictures requires planning, involvement and openness.
Commissioning strategies need to take account of the needs of service users. Particularly when service users are vulnerable or socially disadvantaged, extra care needs to be taken that their needs are appropriately articulated and considered. The strategy will also ensure consistency of approach across all the potential client groups and assist with decisions about relative priorities.  The strategy must align with the Single Outcome Agreement and community planning principles and structures.
A robust commissioning strategy follows a tried and tested model of “analyse”, “plan”, “do” and “review”.  
Engaging people who use services and their carers is at the heart of effective commissioning. Commissioners also need to engage with citizens in the wider community to define outcomes that reflect the needs, preferences and aspirations of people who will use services in the future, and their carers.

Commissioning involves a wide range of strategic activities. These include:

· agreeing high-level outcomes and priorities;

· understanding and forecasting needs, and reviewing these regularly;

· analysing the factors which impact on market supply and demand;

· appraising all the options;

· taking a long term view of which services and wider supports will deliver the best outcomes;

· taking strategic decisions about how needs will best be met in terms of preferred models of intervention, care and support;

· having contingency plans to deal with assessed risks and unforeseen challenges;

· having exit strategies for services which no longer meet needs or deliver best value, taking full account of the impact on people who use services and their carers, which are developed in close consultation with them and their advocates. 
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(Ref: SWIA Guide to strategic commissioning September 2009)
Commissioning must be seen as a cross-cutting activity and not a sectional or specialist function. It links strategic and financial planning with assessment and care management. It involves making decisions about how to use resources most effectively to achieve desired outcomes for people
Community Benefit Clauses:
Community Benefit Clauses are the current expression of a long tradition of purchasers using their power to achieve desirable outcomes which may have little to do with the product or service being purchased.
Just as consumers are increasingly aware that ethical investments or fair-trade purchases can yield added benefits to the wider community, public agencies are increasingly seeing their purchasing role in terms of higher-level outcomes rather than very particular products or services.

When a Local Authority decides that any new vehicles it purchases must be low-emission vehicles or that any new premises it builds must be energy-efficient, it is – in effect – invoking a community benefit clause. It is worth noting that ‘the community’ in these examples is the global community and that ‘the benefits’ may not be realised immediately.
Community Benefit Clauses in Scotland have traditionally found expression in terms of local employment clauses or training and apprenticeship schemes within public sector building contracts. Scottish Government is, however, currently seeking comments on draft guidance on social care procurement – expected to include wider Community Benefit Clauses.
Glasgow City Council has been praised for including Community Benefit Clauses in its programme to develop infrastructure for the 2014 Commonwealth Games. An £840m contract for the South Glasgow Hospitals Project also identifies community benefits, including engagement with social enterprises.
Australian State Governments have adopted a scheme whereby social enterprises which deliver community benefit are given a greater weighting in a decision-making matrix than private sector providers. This does not mean that a social enterprise will always win a contract over a private business, but it does mean that the wider social benefits which accrue indirectly are appropriately captured in the decision making process.
The London Borough of Camden has gone even further, systematically embedding a co-production approach to service delivery in its procurement of a £2m centre-based day support service for people with mental health problems.

These examples above are only that – examples. Once the fundamental principles behind this approach have been adopted, community benefit clauses will likely find a range of expressions depending on differing contexts.
Summary

The principles of strategic commission are really quite basic – “analyse”, “plan”, “do” and “review”.  The system has to be robust and involve all stakeholders and it is vital that it is seen as a cross cutting activity embedded in strategic and financial planning with strong links to assessment and care planning. 

This paper sets out the principles but to ensure consistency and reliability a “road map” or guidance documents must be produced which will ensure that all stakeholders are aware of and able to participate in the process.

Recommendations:
· That Compact recommend to Edinburgh Partnership Board that the principles of Strategic Commissioning as detailed in this paper are endorsed and accepted as expected practice

· That Compact consider how it can participate in the work currently being undertaken by the City of Edinburgh Council to produce a strategic commissioning framework

· That Compact consider responding to the Scottish Government consultation on strategic commissioning
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