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1 Introduction

The Institute of Public Care at Oxford Brookes University was jointly commissioned by
Skills for Care and Health Education England to carry out this rapid literature review. It
has been produced to inform the work of the Building the Right Support commissioning
task and finish group and delivery board.

This is a report of a rapid literature review that addresses the following research
guestions:

= What are the key themes of good commissioning practice (particularly with autistic
people and people with a learning disability) in both social care and health in
England?

= How is that good commissioning practice enabled?
= How can we measure the impact of good commissioning practice?

2 Background

Building the Right Support (Department of Health and Social Care 2022) is a multi-
sector and partner action plan that aims to improve the lives of people with a learning
disability and autistic people by strengthening community support and reducing reliance
on mental health inpatient care. One of the areas of focus for Building the Right Support
is commissioning practice which enables these aims.

A time limited task and finish group has been established, to focus on:

= How to enable good commissioning practice to take place locally.
* How to measure the impact of good commissioning practice.

3 Methodology

The completeness of the search has been determined by time constraints and the
analysis is focused on the quantities of literature and overall quality, direction and effect
of the literature.

The PSALSAR (Protocol; Search; Appraisal; Synthesis; Analysis; Report) method for
conducting the literature review (Booth et al, 2016) has been used as a validated
approach to managing and synthesising diverse information in a short timescale. It is
less detailed and comprehensive than a systematic review, but it is robust and
replicable in methodology and approach. Generally, it also draws upon wider sources of
material than a purely academic systematic review.

There are a number of key components involved in this type of review and six key
stages to the approach, summarised in this diagram:

ipc@brookes.ac.uk 1


https://www.gov.uk/government/publications/building-the-right-support-for-people-with-a-learning-disability-and-autistic-people
https://www.gov.uk/government/publications/building-the-right-support-for-people-with-a-learning-disability-and-autistic-people

Good learning disability and autism commissioning practice and impact Error! Reference source not found.

Understand
the purpose

Analyse and Identify
write up search terms

Organise the Identify your
material sources

A full copy of the research protocol used for this review is attached as Appendix 1.

4 Search findings

The initial search for material yielded a high number of potential sources. From these
we identified some 93 that were of some relevance. These were further filtered for
helpful material: 48 were identified as containing such material and were reviewed in
detail.

The final section regarding measuring the impact of good commissioning practice is
where the majority of the gaps in evidence were found with limited publications
regarding this.

5 What is commissioning?

51 The commissioning cycle

Before exploring the questions set out above it is helpful to be clear about what
commissioning is.

“Commissioning is the process for deciding how to use the total resources
available in order to improve outcomes in the most efficient, effective, equitable
and sustainable way.” (Commissioning Support Programme, 2010)

Commissioning is the key means for organisations to deliver on their statutory duties

and responsibilities to ensure better outcomes for people with care and support needs
and their unpaid carers. It is a continuous process that works through four stages:

= Analyse the available information about need, resources and methods.
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= Plan how to make the best use of the resources to deliver the desired outcomes.
= Do the work needed to ensure support is available and needs are met.
= Review the activity involved in delivering services and maintaining the system.

The Institute of Public Care has developed a well-regarded description of the
commissioning cycle (Institute of Public Care, 2017a). This was updated with a version
that identifies elements of good practice in each quadrant of the commissioning cycle
(Institute of Public Care, 2022). A copy of that enhanced version is attached as
Appendix 2.

5.2 Commissioning for outcomes

An outcome is the meaningful and valued impact or change that occurs because of a
particular activity or set of activities (Penny J and Slay J, 2014).

Outcomes experienced by people drawing on care and support may be achieved over a
relatively short period of time, or they may be longer term in nature. They should be the
starting point for all our commissioning activity.

Generally, whilst we can commission for outcomes, it is considered more difficult to
commission outcomes themselves. Doing so means leaving the provider to decide how
best to deliver those outcomes and commissioners are often reluctant to do this
because of the difficulty of measuring outcomes and being able to accurately attribute
success. What commissioners often choose to commission is outputs, products and
activities that when delivered can contribute to achieving the desired outcomes.

The Welsh Local Government Association Home Care Commissioning Toolkit (Welsh
Local Government Association, 2017) provides a wealth of information about outcome-
based commissioning.

For example, social workers can take a personalised approach to commissioning and
ensure the care and support provided is person-centred in line with what individuals
want and as agreed in the care and support plan. Often, the expected outcomes are
listed in the care and support plan and then monitored at review.

5.3 What commissioning is not?

It is worth being clear about what commissioning is not, as there is often confusion over
this. It is not often addressed in the literature but is important in the context of the
questions we are addressing. It is not:

all about money
all about outsourcing
= just about buying things or procurement

= just about commissioners (it involves a whole raft of other people including people
with care and support needs and other agencies).
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6 Research questions

6.1 Research question 1: What are the key themes of good commissioning
practice (particularly with regards to autistic people and people with a
learning disability) in both social care and health in England?

Increasingly, commissioning may be undertaken by more than one organisation or at a
regional or sub-regional level. (Wenzel, 2019). This may reflect the volume of service or
activity needed to meet a particular kind of need, some other aspect of economies of
scale or the footprint of parent agencies and integrated systems.

The Local Government Association (2017) identifies three types of commissioning —
strategic (relating to a whole population), micro (relating to an individual) and
operational (relating to a specific group of people) — with overlap between the three
groups. The evidence gathered in this section relates to all the three commissioning

types.

A report (Wye, 2015), considered the art of commissioning and described this as:

“Jduggling competing agendas, priorities, power relationships, demands and
personal inclinations to build a persuasive, compelling case. Seeking information
to identify options, navigate ways through, justify decisions and convince others
to approve and/or follow the suggested course”. (Wye 2015)

In this context it may be difficult to identify good commissioning and it certainly gives a
reason why it is difficult to implement good practice across the board. However, for the
purposes of this report, good would include those themes that research evidence
suggests go towards a good outcome or have positive impact on the population drawing
on care and support, and the section below aims to illustrate this.

Wenzel (2019) states that commissioning is the process by which health and care
services are planned, purchased, and monitored. It comprises a range of activities,
including:

*= assessing needs
= planning services
=  procuring services
= monitoring quality.

The process, which is repeated typically on an annual basis, is often shown as a cycle,
refining the previous activities.

The NHS (2015) Service Model for Commissioners report offered some ‘golden threads’
of good commissioning — quality of life, personalised care and support, keeping people
safe, giving choice and control.

The University of Birmingham Health Services Management Centre Institute of Local
Government Studies (2015) summarises good commissioning as being person centred
and focussing on the outcomes that people say matter to them most. It helps people to
have choice and control in their lives and over their care and support and is person
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centred, place based, and outcome focused, inclusive, well led and promotes a diverse
and sustainable marketplace.

Wilderspin, Hay and Simon (2018) build on the above report, considering closer
collaborative working between key stakeholders (local authorities and the NHS) that is
becoming more mainstream. It gives a toolkit for supporting continuous improvement in
integrated commissioning and service redesign which is based on building the
foundations of good relationships, being person centred, place-based and outcome
focused, shaping provision and being ambitious.

The human side of commissioning can be viewed as both building good relationships
and trust with providers (‘building the foundations’ in the above report) and being person
centred with regards to the services and activities commissioned. In the Wilderspin,
Hay and Simon (2018) report this is categorised as being person centred, place-based
and outcome focused and suggests people are at the heart of commissioning with
commissioning activities aiming to improve outcomes for individual citizens, local
communities, and whole populations with co-production of services being a part of this.

Slay, Penny (2014) state that:

“Co-production is a relationship where professionals and citizens share power to
design, plan and deliver support together, recognising that both partners have
vital contributions to make to improve quality of life for people and communities”
Slay, Penny (2014)

Fox (2022) suggests that asset-based or strengths-based commissioning moves this
concept on further:

“A strengths-based approach to care, support and inclusion says let’s look first at
what people can do with their skills and their resources — and what can the
people around them do in their relationships and their communities. People need
to be seen as more than just their care needs — they need to be experts and in
charge of their own lives.” Fox (2022)

Information provided by Think Local, Act Personal on their website (undated) identifies
that:

“Co-production means professionals and citizens sharing power to design, plan
and deliver support together. It's about recognising that everyone has an
important contribution to make to improve quality of life for people and
communities”. Think Local, Act Personal website, Co-production page.

They identify the six principles of co-production as:

= Recognising people as assets.

= Building on people's capabilities.

= Developing two-way, reciprocal relationships.

= Encouraging peer support.

= Blurring boundaries between delivering and receiving services.
= Facilitating rather than delivering.
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The Social Care Institute for Excellence (SCIE, 2022a) suggests through reviewing
available literature that the benefits of co-production for both those who draw on
services and those who work in services can be identified as the two groups start to
view co-production as ‘what can we do together’.

The benefits for those who draw on services include:

* increased self-confidence, self-esteem and sense of empowerment
= petter health and wellbeing

* increased engagement and trust

= higher levels of satisfaction with, and awareness of, services.

C Mayer (2017) suggests that the involvement in co-production of those who draw on
care and support could impact positively on their social capital, self-esteem, self-efficacy
and life skills.

The benefits for those who work in services include:

= improved job satisfaction, motivation and practice

= higher levels of trust and engagement, including involvement in future projects and
dialogue with people who draw on care and support and carers.

However, the same article (SCIE 2022a) acknowledges that there has been less
research into the impact and outcomes of co-production, with only 24 papers evaluating
the outcome of co-creation and / or co-production. One of these being Marsilio (2021)
that states that outcomes are mainly investigated through qualitative methods and from
the lay actor or provider perspective only. Furthermore, ‘Making it Real’ (2018), offers
six themes regarding the personalisation of care and support — ‘living the life | want’.
They are:

= Keeping safe and well.

= Information | need when | need it.

= Keeping family and friends and connections.
= My support my own way.

= Staying in control.

= The people who support me.

These themes were co-produced and offer guidance to all stakeholders involved in
personalisation.

The Social Care Institute for Excellence (SCIE 2022a) produced a report looking at our
understanding of the difference co-production makes in social care. They identified
that:

“Participants appreciated that the equality, power-sharing and shared
responsibility involved in co-production contribute to finding legitimate solutions
and create a powerful voice for positive change, resulting in credible services that
are of benefit to all.” SCIE (2022a)

ipc@brookes.ac.uk 6



Good learning disability and autism commissioning practice and impact Error! Reference source not found.

Developing these themes further, the NHS Confederation (2022) gives top tips for
commissioners that are based on discussions between commissioners and people with
a learning disability that focus on making equality and inclusion a reality. It identifies
eight top tips which aim to challenge discrimination whilst increasing outcomes and life
chances for those with a learning disability:

= Challenge discrimination — understand the barriers and impacts.

= Challenge and support the wider system to make reasonable adjustments.
= Find out what is important to people (but assume basic human rights).

= Co-production — nothing about us without us.

= Be brave — stop being so risk averse.

=  Empower people with information and with time.

= Develop a shared vision and expectations.

= More action — get better at making change happen.

These tips are useful for commissioning services for a group or for an individual, but the
approach would of course be amended to suit.

In an early paper on personalisation (outside of the general timescale for this review,
but very relevant and helpful) Helping Communities (2008) refers back to the ‘Putting
People First’ agenda that had four key dimensions:

= Universal services — ensuring all public services link up and meet the needs of all
citizens and all people have access to information, advice and advocacy.

= Early intervention and prevention — enabling people to live with maximum
independence, for as long as possible.

= Choice and control for people — shaping services to meet people’s needs rather
than fitting people into the services on offer.

= Building social capital — ensuring that services operate in a way that builds on
resources available within families and communities.

All of which relate to the commissioning task. It goes onto say:

“Putting People First (2007) requires commissioners to engage and involve local
people and communities in decisions and to be accountable for the services they
commission and provide. Learning Disability Partnership Boards need to be at
the centre of local delivery.” ‘Helping Communities Now’ (2008) page 4.

It also quotes from ‘Valuing People Now (2009)’ to say:

“Commissioners will need to change how they work and what they decide to buy,
including getting better at listening to people” ‘Helping Communities Now’ page 8.

It also makes strong links between person-centred planning and commissioning,
identifying that person-centred information provides the best outcomes for people with a
learning disability and should be viewed as a central part to the commissioning
pathway.
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It identifies that (then) much of the information that provided the basis for
commissioning services was professionally led and, at best, detailed the person’s
clinical or basic support needs, which may well still hold true for today. In addition, it
further identified that strategic commissioning must be based on the collective needs of
individuals, not just having the sole focus of the work as the service, building, or staffing
structure. Finally, it identifies some key points for commissioners:

* To meet individuals’ wishes and expectations good commissioning relies on
creativity and not just money.

» Individuals and families are (should be) increasingly involved in the commissioning
process and should be entitled to the appropriate training and resources to enable
them to do this.

= Commissioners need to identify their current spending on learning disability
services. This will be essential for the planned transfer of responsibilities and for
informing future spending decisions.

= As we move towards personalisation, commissioners need to consider the potential
transaction costs involved moving from block arrangements to individual
arrangements.

= To maximise income, commissioners should have a working knowledge of all
funding sources in the area and a creative approach to accessing what may
previously have been seen as more mainstream funding.

= Commissioners should be building positive relationships with all the key
stakeholders including people with a learning disability, their families, education,
providers of support and services and the wider community. — ‘Helping Communities
Now’, page 12.

To reiterate, although it was published some time ago this document continues to feel
very relevant to the current climate.

Also focused upon personalisation and relevant to this review is work produced by
Coalition of Collaborative Care (2016). One of the important points they make is
encapsulated in a quote from a local authority mental health commissioner:

“This is where the solution to our problems is going to come from. It doesn't lie
with the NHS or social care — we haven’t got the resources even if it did - it lies in
the communities in which people live.” Mental Health Commissioning Manager,
Stockport Council — Coalition for Collaborative Care, page 8.

They also identify a range of benefits for commissioners that arise from personalised
care and support planning:

= Being able to commission services that people want to experience and clinicians
want to provide — reduces tensions between commissioners and providers and
improves job satisfaction and the experience of care.

= Offers a measurable assessment of an individual’s needs or goals to guide
commissioning of appropriate services.

= Facilitating better monitoring of health and care, such as annual review.
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= This approach having a positive impact on other ‘must dos’ in health policy for
example, reducing acute admissions, improving the patient experience.

= Having measurable outcomes.
* Increasing effective self-management.
Coalition for Collaborative Care, page 8

Finally, they endorse the commissioning cycle developed by the Institute of Public Care
and suggest that creating the right conditions and infrastructure for personalised care
and support planning has several steps that relate to the commissioning cycle. It is
worth covering these in detail:

Analyse
=  Which people would benefit most from personalised care and support planning?

= What do local people have to say about the quality of person-centred care and care
and support planning?

=  Which services already offer personalised care and support planning?
=  Which services could benefit from the introduction of care and support planning?

= The care and support planning process itself can be a useful source of information
for understanding how services can be improved.

Plan

= What does a person-centred pathway look like?

= How will personalised care and support planning be incorporated into service
specifications?

What do local pathways look like and do providers have the skills to follow the
principles of personalised care and support planning as set out in this document?

What difference could personalised care and support planning make to the
experience and outcomes of individuals who use services and their unpaid carers?

= How can personalised care and support planning be incorporated into 3-5 year
plans, so that the number of people who have a care plan continues to grow?

Do

= Build care and support planning and person-centred outcomes into service
specifications.

*= Build a menu of “more than medicine” services to support people with long-term
conditions.

= Use innovative payment and contracting methods which promote person-centred
care/care and support planning.

= Ensure there is space for ongoing training, development, and reflection, both for
commissioners and providers.

Review
=  Monitor implementation and measure the impact of care and support planning.

= Support continuous improvement by supporting providers to measure and
understand that they could improve how they provide personalised care and support
planning.
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Also, possibly outside of our timeframe (but undated) is a Mencap guide for
commissioners of services for people with profound and more than one learning
disability. (Mencap, Undated), which followed up on the ‘Raising our Sights’ report on
services for those people (Mansell, 2010).

The guide reiterates the recommendations ‘Raising our Sights’ says about local
commissioning and identifies what good commissioning should look like for people with
profound multiple learning disability.

Helpfully it sets out some of the commissioning pitfalls that can occur with this group:

* not establishing baseline data to be able to measure the effectiveness of a service
* not having a shared vision about the desired outcomes from the service
= choosing outcomes and indicators that are difficult to measure or not relevant
= notincluding all stakeholders in the evaluation of the service.
Mencap Guide for Commissioners, page 8

The guide also has a chapter on ‘Measuring outcomes and value for money’ covered in
more detail in the section below on measuring the impact of good commissioning.

Regarding personalisation and its importance to commissioning it is worth noting, of
course, that the Care and Support Statutory Guidance that accompanies the Care Act
2014 (DHSC 2022) has a large section on person-centred care and support planning.

In summary
The key themes of good commissioning practice are that it should be:

= at different levels (strategic, operational, micro-)

= creative

= person centred and focused upon what people say is important to them
= outcome focused

=  built on co-production with the people drawing on care and support

= shape provision

= ambitious/be brave.

These apply to any of the three types of commissioning — micro, operational and
strategic.

6.2 How is that good commissioning practice enabled?

The previous section considered what the components of good commissioning are.
This next section addresses evidence regarding what the enablers of good
commissioning might be.
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An Institute of Public Care guidance document (2017b) produced for the Welsh National
Commissioning Board identified and answered eight questions regarding the
commissioning of services for people with a learning disability or autistic people.

Question 1: What is strategic commissioning? Answer: The commissioning cycle.

Question 2: What is the role of the strategic commissioner? Answer: Leader of
culture change.

Question 3: What should you be commissioning? Answer: Good lives.
Question 4: How do you commission ‘good lives’? Answer: Co-produce solutions.
Question 5: How do you lead whole systems change? Answer: Communication.

Question 6: How do you shape local services and keep the person at the centre?
Answer: Co-produce whole systems pathways, across the lifespan.

Question 7: How do you reduce placement breakdown and prevent hospital
admission? Answer: Whole systems, lifespan approach to positive behaviour
support.

Question 8: How do you know you are improving well-being? Answer: Measure
outcomes.

In a further Institute of Public Care report, Provenzano, and Watson (2020) applied the
principles of a previous generic Institute of Public Care paper by Provenzano and
Bolton, (2017), specifically to services for people with a learning disability or autistic
people. As with the original paper it sets out an approach that is based on performance
management principles and understanding ‘what works’ in an effective model of care
and support. The approach requires commissioners to follow the performance
management cycle. The approach is very specific about the steps to be taken:

= Develop set of strategic objectives for learning disability services.

= Develop a model of care that describes what good practice might look like, based
on available evidence, if the strategic objectives are to be achieved.

= Develop a performance framework that includes a range of service focused
objectives and performance indicators to help measure progress against targets. In
this way, managers, front line workers and providers of services can all be held to
account for their contribution to the strategic objectives.

= Based on the performance framework and performance indicators, establish a
timely monitoring regime.
= Convene quarterly performance monitoring review meetings comprising

representation from commissioners, providers, care management and people with
lived experience.
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= The purpose of the meeting will be to review the data and fully understand the
reasons for the performance, and more importantly, what remedial, adjustment or
sharing of good practice actions will need to be taken.

Provenzano and Watson (2020) in their Ordinary and Unique Lives report give a Six-
step approach to good practice in commissioning for people with a learning disability
and/or autistic people. This advocates a whole system approach which aims to deliver
better outcomes by focusing on specific service objectives and performance indicators
for each of the six steps in the process:

»= information, advice, assistance, and advocacy
= universal services (e.g. leisure, education)

= universal plus

= early intervention

= short term intensive support

*= |ong term specialist support

= understanding population and market shaping.

Statutory Guidance issued by the Government (Department of Health, 2015) on the
implementation of autism strategies identified a few actions that essentially fall to
commissioners:

Ensure that there is a meaningful local autism partnership arrangement that brings
together different organisations, services, and stakeholders locally, including the
Clinical Commissioning Group, and autistic people, and sets a clear direction for
improved services.

= Allocate responsibility to a named joint commissioner/senior manager to lead
commissioning of care and support services for adults with autism in the area,
known as the autism lead. This lead should be appointed by the Director for Adult
Social Services.

» Bring partners together, for example through Health and Wellbeing Boards, to
ensure information sharing protocols are in place and that all necessary information
for service planning is available.

= Ensure that there are appropriate arrangements in place to ensure senior level sign
off for responses to the national autism self-assessment exercises and other
appropriate developments around the delivery of the local autism strategy.

The Care Quality Commission (2022) highlights the importance of good leadership and
integration in terms of agencies working together making these two criteria important
enablers of good commissioning.

“Understanding the health and care needs of local people is paramount for
integrated care systems, and each one faces a different challenge in meeting
those needs. Good leadership will be vital for local systems as they become
established during challenging times for all services. All services working in a
local health and social care system should be included in planning for healthier
communities.” (Care Quality Commission 2022)
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The Kings Fund (2022) offers a list of evolving criteria that is in place, could support
good integrated collaborative commissioning practice, which includes both good
leadership and integration.

In place of measuring the technical efficiency of individual services, there is a focus on
collaboration between different services to meet the full range of people’s needs, for
example, for those services that have traditionally cut across services such as
substance misuse.

The attitude towards frontline staff — and how they are supported — is central to
these approaches. Rather than mandating staff to follow operational rules and
guidelines, emphasis is placed on upskilling them as autonomous professionals to
use their judgement in meeting people’s needs.

= Rather than arm’s-length relationships between commissioners and providers,
these approaches envisage close, ongoing dialogue between providers.

» Instead of funding mechanisms that allocate risk to providers, commissioning
approaches informed by these ideas generally develop long-term, predictable
financial arrangements that make it possible for commissioners and providers to
maintain an honest dialogue about delivery.

= The value of experimentation is emphasised: operational ideas are tested,
amended, rolled out or abandoned on an ongoing basis.

At the centre of these approaches is a behaviour change process for staff who are
asked to work together differently (both within commissioning organisations and within
provider organisations). It involves overcoming traditional organisational or territorial
demarcations and focusing on shared endeavour and mutual support.

The values that are reflected in this collaborative working are therefore trust, openness,
joint responsibility, and an innate desire to improve services for the individuals involved.

Some of this shift in emphasis in terms of good commissioning is echoed by the Social
Care Institute for Excellence (2022) It states:

“Evidence shows that innovation and local flexible support options deliver better
outcomes and are more cost effective. They also provide more attractive and
more sustainable jobs. However, most commissioners have not yet scaled these
alternatives.” (Social Care Institute for Excellence, 2022)

The article reflects on the impact of the covid pandemic and suggests that some
restrictions were eased during the pandemic, and that it would be beneficial if the level
of scrutiny was not re-introduced, leading to a higher trust relationship in
commissioning.

Considering the micro-commissioning of direct payments, members of the Social Care
Institute for Excellence production network commented:

“Now we hope that level of scrutiny does not come back.... we understand that
sometimes the flexibility could lead to abuse, but the right response is to stop the
abuse not the flexibility” (Social Care Institute for Excellence, 2022)
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“Direct payment recipients are scrutinised and accountable to the penny, they
don'’t scrutinise big providers equally” (Social Care Institute for Excellence, 2022)

Think Local, Act Personal (2019) considers the three council areas of Thurrock,
Somerset and Wigan who are developing asset based or strengths-based
commissioning. All three case studies, although different, focus on the changing
relationship between commissioner and community, building on the strengths of the
community.

In summary the enablers of good commissioning focus on:

= support to work in a community centred way

= working collaboratively with stakeholders/the community
* integration

= flexibility and innovation

*= |onger term financial arrangements.

6.3 How to measure the impact of good commissioning

There is little research available on the direct impact of commissioning and an
Australian study by Gardener, A.G et al (2017) found that little evidence of the
effectiveness of commissioning at any level was available and that observed impacts
were highly context dependent. This rapid research review similarly found little
research regarding the impact of good commissioning.

Having said that, the impact or measurement of good commissioning can be
approached in a variety of ways. Primarily, however, the outcomes or meeting of need
for the person that the care and support is commissioned for, is of paramount
importance. The Care Quality Commission (2022) annual report states that:

“Services must be bespoke, and truly person-centred. This entails understanding
and acting on what a person wants and needs”. (Care Quality Commission,
2022)

The Mencap ‘how to’ guide referred to above makes the point that people with profound
and more than one learning disability, their families, and other stakeholders should be
involved in determining outcome indicators for commissioned services and they do
identify a range of outcomes and indicators that can be used to measure the
effectiveness of services (and commissioning). It also considers at length the
importance of measuring the satisfaction and quality of life of people with people with a
profound learning disability. Clearly this is an important consideration when measuring
the impact of good commissioning.

Satisfaction and quality measures along with some measure of personalisation can
contribute towards effective outcome-based commissioning.

An Institute of Public Care (2017c) report for the Welsh National Commissioning Board
(especially ‘Toolkit 3 An introduction to commissioning for outcomes in social care’)
moves the focus to results that may be achieved for individuals so that the service is
designed with outcomes in mind and that these can be monitored effectively.
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In addition, cost and efficiency are invariably considered, as for example, in a Public
Health England and the London School of Economics Social Services Research Unit
report (2017), that gives a specific return on investment for preventative services
commissioning of up to nearly £40 per £1 spent on the activity and suggests this is
considered when making commissioning decisions.

The Institute of Public Care report ‘Emerging practice in outcome-based commissioning’
(2015) suggests that commissioning for outcomes can have a very positive impact in
focusing the efforts of providers on clear objectives which need to be achieved before
they reap full rewards. However, it suggests, they can only happen when all parties are
fully engaged and have a full understanding of the delivery of outcomes.

The much early review by Robertson and Emerson (2008) stated that:

“There exists a remarkable dearth of evidence relating to the comparative costs
and benefits of different ways of providing community-based residential and
vocational supports for people with autistic spectrum disorders. The lack of any
credible evidence-base is a major impediment to the development of any rational
approach to evidence-based commissioning and raises the very real possibility
that current decisions may result in considerable inefficiencies in the use of
resources and the provision of less-than-optimal supports for people with autistic
spectrum disorders”.

A review of the effectiveness of primary care-led commissioning and its place in the
NHS by the Health Foundation (Smith, J et al, 2004) attempted to look at effectiveness
of commissioning but found little evidence for it. However, it does identify a need to be
innovative to be successful.

“There is little substantive research evidence to demonstrate that any
commissioning approach has made a significant or strategic impact on
secondary care services. Primary care-led commissioning (where clinicians have
a clear influence over budgets) can however secure improved responsiveness
such as shorter waiting times for treatment and more information on patients’
progress, as was seen within GP fundholding.... Given an opportunity to
innovate, highly determined managers and clinicians are able to use their
commissioning role to change long standing working practices in the local health
system” — Smith, J et al (2004)

The Kings Fund (2020) offered a more collaborative approach to commissioning which
reflects the growing trend in NHS policy particularly with the emergence of integrated
care boards with local authorities and NHS bodies having broadly coterminous
boundaries.

The Kings Fund (2020) paper cites three examples of innovative collaborations, where
traditional ideas in commissioning were being replaced by closer partnerships between
commissioners, providers, and other stakeholders where improvement support is
offered (implicitly suggesting that this will deliver better services). Overall, considering
examples such as these, a shift in thinking regarding commissioning appears to be
taking place where driving improvements forward in collaboration with partners is
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occurring. They identify the shifts set out in the table below, that show the change in
language and approach used in this innovative approach to commissioning:

Health care focus Population health focus

Organisational focus System focus

Contract enforcer System enabler

Transactions Relationships and behaviours

Decision-maker Convener for collective decisions

High bureaucracy, low trust Low bureaucracy, high trust

Monitoring organisational performance Monitoring system-wide performance and
providing improvement support

Following national guidance Developing local solutions

Such place-based commissioning makes the most of local assets, helps remove
blockages and supports population health focused planning. It also:

= promotes partnership working and creating different types of conversations with
better decision making based on information across the local area.

= requires a defined set of values helpful as a way of anchoring conversations at
times of difficulty

= requires the need for strong leadership across the partnership
= strategic planning is increasingly a collective activity
= procurement processes are being simplified wherever possible.

= performance monitoring increasingly focuses on the performance of the local
system rather than individual organisations.

Similarly, a report by the Strategy Unit and NHS Dudley Clinical Commissioning Group
(2018) suggested that organisations and local systems should dedicate efforts to
creating an expectation of innovation, backed by evaluation to progress and tackle the
challenges faced.

In addition, the Institute of Public Care (2018) report on relationship-based
commissioning presents that approach as working in a collaborative way to provide
complex responses to small numbers of people (and their families) with fluctuating
needs. This requires commissioners to work with a small group of providers with
specialist skills. To build trusting relationships with these providers to enable them to
maximise flexibility to meet such fluctuating levels of need. At the heart of relationship-
based commissioning is the idea that we do our best work and hence achieve the best
outcomes with people when we have good relationships.

The following case studies give some additional insight into the impact of good
commissioning although not all are focused just upon people with a learning disability or
autistic people.
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Case Study (1) — Canterbury, New Zealand

A report by The Kings Fund (2018) considered Canterbury District Health Board in
New Zealand which has faced growing demand for hospital care and unaffordable
projections for future hospital demand. Transformation was achieved by strategically
developing a clear unifying vision of ‘one system, one budget’, giving staff permission
to innovate and supporting them and developing new models of integrated working
but operationally through shared care record and demand management systems. The
measured impact has been compared with the rest of New Zealand. Canterbury has
lower medical admissions and readmissions with shorter length of stay with a
reduction in wait times.

Case Study (2) — direct payments — micro commissioning

A National Audit Office (2016) report looked at direct payments and micro-
commissioning. Again, whilst not specific to people with a learning disability and/or
autistic people, amongst other conclusions the report found that local authority-level
data provided no evidence that personalised commissioning improved outcomes.
Individual-level data indicate that personal budgets benefit most people. However,
when individual data are aggregated at the local authority level, there is no
association between higher proportions of people on personal budgets and overall
satisfaction or other outcomes.

Case Study (3) — Essex, UK

The Joseph Rowntree Foundation (2014) reported on a project with the aim of
improving the relationship between commissioners and care home providers through
a self-assessment process using indicators based on the relational aspects of living in
a care home and enabling care home managers to focus on providing relationship-
centred care. The evaluation concluded that:

= Care home managers are in a pivotal place to model relationship-centred care;
where this occurs, there are signs of staff empowerment and a change in
emphasis from task-orientated care to relationship focused care and support.

» A leadership development programme and facilitated network for care home
managers was introduced in Essex, reducing the isolation of care home
managers, enabling problem solving with peers and improving the recruitment of
care staff.

= Adopting an appreciative enquiry approach that relies on a ‘no-blame’ culture has
enabled staff to build on successes.

Case Study (4) Measuring quality of commissioned services

In seeking the views of commissioners regarding monitoring quality of care provision
to adults with a learning disability or autistic adults (Beadle-Brown et al, 2017)
acknowledged that although there is a move to many people managing their own
support through personal budgets, commissioners still play an important role in
purchasing services to meet people's needs. Two thirds of respondents said that cost
was a very important consideration in their decisions. Most respondents reported
using quality assessment frameworks and monitoring checklists of some type with
information drawn from a range of sources. The frequency of quality assessment
ranged from quarterly to yearly or focused on those identified as higher risk services.
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Many respondents recognised the limitations and challenges they faced of measuring,
monitoring, and comparing outcomes for individuals who draw on services. These
outcomes were conceptualised in two ways: satisfaction and progress in goals in
individual plans or improvements in the quality-of-life domains, such as health. Only a
minority of commissioning bodies involved used individuals who draw on services or
unpaid carers in monitoring.

Case Study (5) Integrated Personal Commissioning — framework tested in
Stockton upon Tees and Hertfordshire

Nesta (2018) reported on Integrated Personal Commissioning case studies pilot sites
that are:

» having a different conversation with people on what really matters to them

= working with other frontline peers to ensure services across sectors are
experienced seamlessly

= using personal budgets to improve people’s choice and control
= optimising the use of services available in the community and voluntary sector.

The nature of these shifts required both technical and cultural changes - requiring
people to think, collaborate, and practice differently.

Results and impact for teams included:
= 621 people actively engaged in a personalised approach to care.

= 41% reduction in Accident and Emergency attendances during challenge with
ongoing 10% reduction across the Clinical Commissioning Group.

= Award winning Stockton hospital team campaign: Home Safe Sooner led to a
35% drop in delayed discharges. Clinical Commissioning Group data for the whole
year shows 12% reduction and savings of £900,000.

If, through collaboration, impacts such as those identified above can be developed
and measured, then early indications of research show that successful integrated
commissioning for the health of the local population will be possible.

As mentioned earlier, the Institute of Public Care’s six-step approach (Provenzano
and Watson, 2020) takes a whole system approach to commissioning services for
people with a learning disability and/or autistic people that will undoubtedly deliver
better outcomes for individuals and their families and lead to improved and more
accessible local public services overall.
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In summary:
= There is little actual research or description of approaches regarding impact.

= However, some case studies are emerging that attempt to measure good
commissioning practice with positive results.

= Some materials do identify how effective evaluation of the impact of
commissioning might be carried out.

= The nature of commissioning is evolving to high trust, innovative, locally focused
integrated solutions where staff work in partnership and feel more empowered.
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Appendix 1

Good learning disability and autism commissioning practice and
impact — rapid literature review — Protocol

1 Introduction

The Institute of Public Care has been commissioned by Skills for Care to carry this rapid
literature review. This protocol sets out the process being followed for the review,
including the questions, search terms, parameters, and sources for the review.

In the review we are seeking to determine:

» themes in terms of good commissioning practice

= how to enable good commissioning practice to take place

* how to measure the impact of good commissioning practice

= gaps in evidence in relation to the three areas outlined above.

2 Scope

The scope of the review, as set out in the specification is:

= Cover the scope of commissioning, from strategic commissioning through to micro-
commissioning (e.g. social workers and individual employers of personal assistants).

= Cover commissioning in both adult social care and health (including integrated
commissioning approaches).

» Include both published research and national guidance.

=  Where possible seek literature specific to commissioning of provision for autistic
people or people with a learning disability (commenting where there are gaps in this)
and also generic commissioning guidance which is also relevant for commissioners
of learning disability and/or autism provision.

=  Primarily focus upon material from the last 5 years, although if we come across
material that is older than that but still relevant we will include it.

= Seek literature which is primarily relevant to and concerning England. It may also
include references to literature from devolved or other nations if the learning is
pertinent and applicable to understanding good commissioning practice in England.

3 Review guestions

We have identified three main research questions as the focus. We will look at each for
commissioning generally and for commissioning for autistic people and/or people with a
learning disability.

ipc@brookes.ac.uk 29



Good learning disability and autism commissioning practice and impact Error! Reference source not found.

= What are the key themes of good commissioning practice (what works well and
why?)

=  What works well when commissioning services for a group or category of people?

=  What works well when commissioning services for an individual person?

= How is that good commissioning practice enabled?

= What values are required to enable good commissioning?

= What structures, systems and processes need to be in place to enable good
commissioning practice?

= What market awareness is required?

= How to measure the impact of good commissioning practice
» If so, what are the measures used?

= How effective are they at measuring the impact?

4 Search terms

The keywords for the search terms are derived from the research questions and the
factors that went into them. At this stage we anticipate using the following, in
combinations:

= Good commissioning
= Practice

= Principles

= Measurement

= Evaluation

= Guidance

= Research

= Learning disability

= Autism

=  Qutcomes
= Values

= Structures
= Systems

= |ndividual

5 Parameters

51 Language

The search will be confined to English language documents.

5.2 Spread

We will primarily limit our search to the UK.
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53 Timescales

Commissioning as a discipline has changed significantly in recent times as has our
understanding of and response to autistic people and people with learning disabilities.
Also, this is a rapid review delivered to short timescales and so we will initially limit our
search to the past five years (from 1 Jan 2017), only going further to source materials
specifically identified in later documents.

54 Sources of information

We expect to access and use a wide range of literature from public bodies
(governments, local authorities, NHS, inspectorates), research and policy institutions,
voluntary bodies and user-led organisations and associations. Judgement and
discernment will be required as to the weight accorded to the various types of
documents that we access.

In addition to the wider search process identified above we have already identified key
sites to search and expect to receive further material and references from Skills for Care
at the outset of the search.

As well as readily available search engines (Google and Google Scholar) etc we will
also use the more specialist search facilities made available to us via the Oxford
Brookes Library Service.

6 Appraisal

Our initial search will focus on identifying potential material to answer the research
guestions. We will further search that material to identify additional references found
within it and add that to the list.

Once we have identified the potential material, we will undertake a preliminary review of
the contents to confirm which material should be reviewed in detail.

7 Synthesis

The remaining material will be reviewed in detail with key evidence points noted and
listed according to which research questions they relate. These will then form the basis
of the analysis/findings for each question.
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Appendix 2 — Enhanced Institute of Public Care commissioning cycle

Analysing

An analysis of guidance/best practice, population needs, market, risks, and
resources, and establishing common priorities and outcomes between

agencies

Good analysis can include:

Needs analysis data is disaggregated by
ethnic group rather than the collective BAME
categorization

Agreed budget purpose and priorities linked
to JSNA

Future plans for service provision are aligned
to the JSNA

Benchmark costs and performance of
services to understand how they compare to
other local areas

Reviewing

Reviewing the success of contracts in
meeting needs and commissioning
priorities, and reviewing market
performance

Good in this area can include:
Review the learning from our commissioning
activities

Good service provider monitoring allows us to negotiate improvements to

services

Arrangements are in place to bring together relevant data on activity, finance,
and outcomes across agencies to benchmark services

Analyse

Legislation
& guidance

Population needs
assessment

Review service
provision
n
Analyse providers
Resource

Resource
analysis

Contract
Evaluation manitoring
of services
Review individual
Review of plans

Review of market
performance

Assessment
against outcomes

Assess individual

Commissioning

Gap
analysis

Commissioning
strategy/prospectus

Procurement

Business case
and options
appraisal

Develop
specification and
contract/SLA
Purchasing plan

Support plan

Service
design

Secure services/
treatment/
support

Contract
management

Market /supplier
development

Capacity building

Manage provider
relationships

Doing

Capacity building, developing good
relationships with providers, ensuring
service quality, and purchasing
services.

Good in this area can include:
Information about needs and service
trends shared openly between
commissioners, suppliers/providers

Proactively ensuring that Black, Asian and multi-ethnic and voluntary sector
organisations have equal access to procurement and grant opportunities and
undertake capacity building where appropriate.

Regular and productive dialogue with providers encourages a “consensus” and

partnership orientated relationship.

Service specifications are evidenced-based and outcome focused where
appropriate
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