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Engaging with Service Users and Carers in Commissioning
Definition and Context

“Commissioning is the process of specifying, securing and monitoring services to meet people’s needs at a strategic level.  This applies to all services, whether they are provided by the local authority, NHS, other public agencies or by the private or voluntary sectors.” 

(Audit Commission, Making Ends Meet, October 2003.)


Approaches  

The Institute of Public Care (IPC) has drawn upon a range of publications and its own experience to develop the following matrix to describe some of the wide range of activities and approaches to engagement which can be used by commissioners at each of the four key stages of the commissioning cycle shown above:-
· Needs, service, quality and market analysis.
· Gap analysis, service design and planning.
· Budget and market management.
· Strategy monitoring and review

Approaches are categorised into 4 main types of engagement as follow:-:

· Communication: activities involved in providing information.
· Consultation: activities involved in securing ideas, suggestions and feedback.
· Negotiation: activities involved in securing agreement to commissioning decisions.
· Participation: activities involved in working together to make commissioning decisions.
The matrix is a starting point when considering the most appropriate tool to be used in a particular commissioning circumstance.  As the CYPU suggest: ‘Being clear at the start about the objectives of any particular consultation or participation activity is essential. Information should be clear about how children and young people’s views will be used and when decisions will be made. Honesty on all sides is needed about what is and is not likely to be influenced, and about how much decision-making can be shared with children and young people.’ (Children and Young People’s Unit: ‘Learning to Listen’ 2001). In selecting and designing the activities to use in a particular circumstance, the following questions need to be considered:
· Is the activity appropriate for the particular age group?

· Is the activity appropriate given the particular life experience of those involved?

· Will the activity secure sufficient depth of analysis?
· Will the activity be sufficiently representative of the population concerned?
· Will the activity be cost-effective? 
· Will the activity be a positive, useful or worthwhile experience for those involved?
· Is the activity likely to result in an impact on agencies existing assumptions and behaviours?
· Is the activity morally, legally and ethically acceptable to all those involved?

	Commissioning
Stage
	Communication:
providing information
	Consultation: 
getting feedback 
	Negotiation: 
seeking agreement 
	Participation: 
working together

	Needs, service quality and market analysis.

	Presentations, reports or summaries of findings from research, population needs analysis or national guidance made available in appropriate formats for service users or carers.
Work with theatre groups to illustrate the issues facing service users, the impact of current arrangements and future needs. 
	Feedback from practitioners in seminars or questionnaires about unmet needs identified by service users.

Questionnaires to service users and carers asking for comments on needs or services.

Workshops or ‘sounding boards’ with selected groups of service users to explore the extent to which services meet their needs, advocacy support to facilitate feedback from individuals

Reviews of complaints or suggestions schemes.
Discussions with existing pupil or youth forums to explore their views about service needs.
Reviews of national and international research on the views of service users, potential service users and carers to their needs.
	Users on steering groups to agree analyses.
Care pathways reviews of cases with service users to explore their experience of services, and to agree what kind of improvements are needed in the future.

	Working groups including service users to design research projects.
Advisory groups with service users to undertake joint analysis of research.
Service users and carers undertaking projects to gather information through interviews, information gathering or direct observation, to feed in to a final analysis.

	Gap analysis, service design and planning
	Commissioning plans and strategies made available in appropriate formats in reports, presentations or other formats to service users and carers.
Opportunities to observe council meetings or Board meetings where plans are discussed.
	Service user focus groups to comment on proposals for service development and change.
Questionnaires to obtain feed back from service users and potential service users on service design proposals.
Reviews of the contents of suggestion boxes prior to design and planning exercises. 
	Children and young people panels to test and agree proposals. 
Service users as members of project steering groups to agree proposals and plans.

School and youth councils with a role in analysing and agreeing to service design proposals.

	Service design teams to analyse potential service developments and make recommendations for change, including service users and potential service users. 
Service users members of agency led decision-making bodies.
Service users and commissioners jointly running consultation exercises with the public or other service user groups.
Scenario analysis workshops where proposed arrangements are tested, and changes are agreed with workshop members.


	Budget and market management
	Information in appropriate formats about service development plans.

Open contracting – service contract information made available to service users and the public.
	Service users and carers feedback on the effectiveness of services in meeting the aims of individual contracts.
Service users and potential service users offer input into the desired outcomes to be specified for a service in an outcome-based contract.
A service user and carer advisory panel to feed into decision-making about the awarding of contracts.
	Advocates representing the views of children in decisions about the award of contracts.
Children’s panels with responsibility for making decisions about the distribution of resources, e.g. ‘Community Chest’.


	Service users working together with contractors as part of a decision-making panel about the awarding of contracts or SLAs.


	Monitoring and review
	Reviews of commissioned services, gaps and emerging needs made available to service users and carers in appropriately formatted reports or presentations for information.

	Service user panels to feedback views on the effectiveness of services as part of ongoing monitoring and review of service quality.
Regular questionnaires and focus group meetings to review service user and carer views about the effectiveness of services.

Regular monitoring of complaints, complements and suggestions from service users.
	Service users as regular members of review panels responsible for interpreting evaluations and feedback.
	Mystery shopper exercises using service users and potential service users.

Monitoring and review teams including stakeholders, meeting regularly to draw together information about progress of strategy.
Service users undertaking regular focus group meetings with other service users on behalf of commissioners.


Sources of further information and ideas 
General

· Has service user participation made a difference to social care services? (2004) Social Care Institute for Excellence.  www.scie.org.uk/publications/index.asp
· Users at Heart – user participation in the governance and operations of social care regulatory bodies (2003) Social Care Institute for Excellence.  www.scie.org.uk/publications/index.asp
· The NHS Improvement Plan: Putting People at the Heart of Public Services (July 2004).  www.dh.gov.uk/PublicationsAndStatistics/Publications/PublicationsPolicyAndGuidance/
· Getting Over the Wall (2004) Department of Health.  www.dh.gov.uk/PublicationsAndStatistics/Publications/PublicationsPolicyAndGuidance/
· Signposts Two: Putting Public and Patient Involvement into Practice (2003) NHS Wales.  www.wales.nhs.uk/sites/documents/420
· Improvement Leaders’ Guide to Involving Patients and Carers (2004) NHS Modernisation Agency.  www.wise.nhs.uk/sites/toolandtechniques/ILG
· User Involvement in Change Management: A Review of Literature: National Co-ordinating Centre for NHS Service Delivery and Organisation 2004.
Children, Young People and Families
· Learning to Listen (2003) Children and Young People’s Unit.  www.dfes.gov.uk/listeningtolearn/downloads/LearningtoListen-CorePrinciples.pdf
· What Works in Strategic Partnerships for Children?: J Percy-Smith, Barnados Pub, 2005

· Participation – Spice It Up, C Shephard and P Treseder, Save the Children, 2002
· Listen then Commission (2003) Department of Health and The Who Cares Trust.  www.everychildmatters.gov.uk/_files/949140B68870DFB6D0E86BC8BBDD453A.pdf
· Building a Culture of Participation (2005) Department for Education and Skills.  www.everychildmatters.gov.uk/participation/buildingaculture/
· Participation in Practice: Making it Meaningful, Effective and Sustainable (2004) Ruth Sinclair, Children and Society Volume 18, pp 106-118.  John Wiley & Sons (Publisher)
· The Children’s Fund.  www.everychildmatters.gov.uk/strategy/childrensfund/
· The Children and Young People’s Unit website.  www.dfes.gov.uk/
· DfES Every Child Matters, Change for Children website.  www.everychildmatters.gov.uk

Adults
· Better Government for Older People (Department of Health) website – many publications.  www.dh.gov.uk/PublicationsAndStatistics/Publications
· Assessing Satisfaction in Health and Long-Term Care – practical approaches to hearing the voices of consumers. (1999)  Robert Applebaum et al, Springer Publishing Company, www.springerpub.com
· Cases for Change: User Involvement (2004) National Institute for Mental Health in England.  www.nimhe.org.uk/new/index.cfm?fuseaction=main.viewItem&intItemID=13037
· Research, Policy and Planning: the Journal of the Social Services Research Group (2004) Vol 22 No 2 (Series of articles and reports on involving users in relation to mental health services).  www.ssrg.org.uk
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