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Joint Commissioning Protocol

1. 
The Agreement

1.1
The Joint Commissioning Protocol (the “Agreement”) is made between the Supporting People Administering Authorities shown in Schedule 1. The Agreement applies to the Services shown in Schedule 2.
1.2
The definitions of terms used in this Agreement are shown in Schedule 3.

1.3
This Agreement is not a contract and is instead an agreement between the participating authorities to work together in commissioning Supporting People services. None of the clauses in this Agreement is enforceable and depend on the participating authorities working together. The authorities may enter into contractually binding agreements outside of the protocol in relation to joint purchasing services.

2.
Purpose of the agreement

2.1
The purpose of the agreement is as follows:

2.1.1
To work jointly in making commissioning decisions about the services subject to this agreement (the “Services) in recognition of the fact that the commissioning of these Services needs to be addressed on a cross authority basis.

2.1.2
To create a framework for making decisions about the Services.

2.1.3
To agree which Services should be jointly procured either through joint tendering and/or through joint purchasing.

2.1.4
To ensure that a common framework for specifying and monitoring the Services is adopted across West London.

2.1.5
To develop a common West London framework for pricing similar services.

2.1.6
To work together to develop provider capacity and capability to provide the Services that are required.

2.1.7
To work jointly on other related issues.

3.
Expectations of the Administering Authorities

3.1
The Administering Authorities (the “Authorities”) are expected to implement the following processes in relation to commissioning the Services.

3.2.
Joint commissioning
3.2.1 The Authorities are expected to work together at a strategic level to develop and implement a strategy for joint commissioning the Services that are subject to this Agreement. This strategy will need to evolve based on emerging evidence of need and the services required to meet these needs.

3.2.2 This agreement shall apply where the Services are jointly reconfigured, joint tendered or joint purchased using common specifications and a common pricing structure. Where services are jointly purchased the template Joint Purchasing Agreement in Schedule 4 can be used.

3.3
Referral and selection criteria

3.3.1
The Authorities will agree common referral and selection criteria that can be applied to the Services that are subject to this agreement. 

3.3.2
The Authorities are expected to use common referral and selection criteria when contracting the Services, either following a service review or when contracting a new service. The Authorities can reasonably adjust the common referral and selection and allocation criteria to take account of the type of service being provided.

3.4
Service specification

3.4.1
The Authorities are expected to apply the common service specifications that have been agreed for the Services. The common service specifications should be applied at the point a service is commissioned or re-commissioned. The Authorities may reasonably adjust the common specifications to tailor the requirements to the service being provided, particularly where specialist services are being provided.  

3.5
Common pricing framework
3.5.1
A common pricing framework has been developed by the Authorities to provide a guide to prices and the level of support staff input to different types of services. The Authorities are expected to use the guide when commissioning the Services so that there is greater consistency in the price paid for similar services across the sub-region. The Authorities will also need to consider other factors such as the existing price paid for a service and other funding that is contributing to meeting the costs of housing related support services.

3.6
Joint Tendering
3.6.1
Two or more Authorities that are subject to this Agreement can decide to jointly tender the Services. Joint Tendering will involve tendering the Services in accordance with the Procurement Strategies of the authorities. 

3.7 Joint Purchasing

3.7.1
Two or more of the authorities may agree to jointly purchase Services. Joint purchasing may follow on from a joint tendering process. The authorities should formally agree the type of service to be purchased and apportion the costs between each authority. The template Joint Purchasing Agreement shown in Schedule 5 can be used. A Lead Authority should be nominated where joint purchasing takes place.

3.8
Re-distribution of SP funding

3.8.1
In the event that Supporting People grant is redistributed between the authorities, and the viability of a Service subject to this agreement is threatened, two or more Authorities may agree to a joint purchasing arrangement to ensure the continuation of the Service. The authority that holds the existing contract with the provider of the Service should act as the Lead Authority. The Joint Purchasing Agreement shown in Schedule 5 may used for this arrangement.

3.8.2
Where the Service is no longer viable its future should first be discussed by the West London Authorities to find an alternative use for the Service. If no other used can be found for the Service its future should be discussed with the ALG prior to decommissioning.

3.8.3
For avoidance of doubt any Service subject to this agreement may be decommissioned where it does not meet the authority’s five year strategy or the West London Cross Authority Strategy Statement.

3.9
Common Monitoring

3.9.1
The Authorities are expected to use the common monitoring requirements shown in Schedule 4 when monitoring the Services.

4. 
Cross Authority Referral Protocol

4.1
The parties to the agreement are committed to the Services providing cross authority access. A Cross Authority Referral Protocol is included in Schedule 5 to clarify the requirements in relation to cross authority referrals.

4.
Responsibilities of Lead Authorities

5.1
Where a Lead Authority is nominated as the contractor for a joint purchasing arrangement with a provider, the authority shall:

5.1.1
Be responsible for paying the provider in accordance with the terms of the Supporting People contract.

5.1.2
Involve other authorities that are subject to the joint purchasing arrangement in accordance with the terms of the Joint Purchasing Agreement

5.1.3
Be responsible for monitoring the contract with the provider in accordance with common monitoring arrangements (unless another arrangement is agreed).

6.
Move-on

6.1
The Authorities recognise that suitable move on accommodation is essential to make the most efficient use of short terms services and to ensure effective outcomes for service users. 

6.2
The Authorities are committed to increasing access to move on accommodation to the relevant Services and agree to work towards the objectives set out in Schedule 6 to this agreement

7.
Parties to the Agreement

7.1
The parties to the Agreement as shown in Schedule 1 may be varied where an authority decide that they no longer wish to participate in the agreement or where a  new authority wishes to enter the agreement.

7.2
Where an authority no longer wishes to participate in this agreement it should give the other authorities three months notice of withdrawal from the agreement.

7.3
Where a new authority wishes to enter the agreement it should be with unanimous consent of the participating authorities.

8.
Services subject to this Agreement

8.1 
The Services subject to this Agreement as shown in Schedule 2 may be varied by the agreement of the authorities.

8.2
Additional Services can be added and existing Services omitted by agreement.

9.
Annual Review of the Agreement

9.1
The SLA shall be reviewed annually and the terms of the agreement can be varied with the consent of the participating authorities.

10.
Variations to the schedule of services

10.1
The schedule of services should be updated in light of service reviews and the implementation of the Agreement. Where a service is decommissioned or a new service is commissioned Schedule 2 should be updated. One of the participating authorities should have the responsibility for updating the schedule of services.

11.
Disputes

11.1
Where there is a dispute about the interpretation of the agreement or there is a dispute between two or more authorities that are parties to agreement, the matter should be referred to a meeting of the West London Authorities. 

12.
Term of the agreement

12.1
The term of the agreement shall be from [Date] for a three year period. 

12.2
The agreement can be terminated by:

12.2.1 
The unanimous agreement of the participating authorities.

12.2.2 
A replacement agreement signed by the participating authorities

SIGNED 

on behalf of ………………………………………………..

DATE

SIGNED 

on behalf of …………………………………………………  

DATE

SIGNED 

on behalf of …………………………………………………  

DATE

SIGNED 

on behalf of …………………………………………………  



DATE

SIGNED 

on behalf of …………………………………………………  



DATE

SIGNED 

on behalf of …………………………………………………  



DATE

SIGNED 

on behalf of …………………………………………………  



DATE

Schedule 1

Parties to the Agreement

The following authorities are parties to the West London Joint Commissioning Protocol:

	

	

	

	

	

	

	


Schedule 2

Schedule of Services 

Existing Services

	AA name
	Service ID
	Service name
	Provider ID
	Client 

Group
	Provider name
	Number of units

	
	
	
	
	
	
	


New Services

	AA name
	Service Type
	Client 

Group
	Number of units to be commissioned

	
	
	
	


Schedule 3

Definitions

	Authorities
	means, the SP Administering Authorities that are subject to this agreement

	West London Authorities
	The West London SP Administering Authorities comprising the London Borough of Brent, Ealing, Hammersmith and Fulham, Hillingdon, Hounslow, Harrow and Kensington and Chelsea.

	Joint commissioning


	The strategic activity involving assessing needs, mapping existing services and developing a joint approach to making the best use of resources to meet the needs

	Joint working 
	An activity within the joint commissioning framework which involves working together to reconfigure similar services according to a common service specification and a common pricing structure.

	Joint tendering


	An activity within the joint commissioning framework which involves jointly tendering services. Following the tendering process individual AAs would separately contract with the provider/s

	Joint purchasing


	An activity within the joint commissioning framework which involves AAs jointly purchasing services. A Lead Authority would have to be nominated to contract to enter into a contract with a provider.

	Services/Service


	The services/service shown in Schedule 2 and that are subject to this Agreement

	Lead Authority


	The SP Administering Authoritythat takes the lead role in contracting services from a provider on behalf of other authorities.

	Joint Purchasing Agreement
	An agreement between the Lead Authority and other authorities whereby payments are made to the Lead Authority on the basis of the units purchased

	SPLS
	Supporting People Local System. This is the IT system required at an AA level to record information for Supporting People


Schedule 4

Monitoring Schedule

1.
Monitoring the Services

Where individual authorities contract for services in their own authority the monitoring of the Services shall be the responsibility of each contracting authority.

The purpose of this monitoring schedule is to ensure consistency of monitoring across the services subject to this Agreement.

The monitoring shall consist of:

1.1
Performance monitoring

The authorities shall collect performance information from the services using the ODPM performance workbook. These workbooks collect the following performance information:

Key Performance Indicators (KPIs)

· Service users who are supported to establish and maintain independent living - (long term services and floating support)

· Service users who have moved on in a planned way from temporary living arrangements (to more independent/sustainable accommodation) – (short terms services)

Service Performance Indicators (SPIs)

· Service availability (accommodation based services only)

· Utilisation levels (accommodation based services)

· Utilisation levels (support services)

· Staffing levels

· Throughput

The authorities will need to monitor the quality of the performance information provided and in particular should check the following for each workbook submitted

	Service capacity
	has the service capacity been correctly completed?

	Duration of the service
	has the contract tab describing the duration of the service been correctly completed?

	Throughput
	is data shown for the number of occupied units or service users signed up to the service at the end of the quarter?

	Departure data
	is the departure data consistent with the throughput data?

	Staffing levels
	check that the actual staff hour have been correctly shown and do not replicate the contracted staffing hours

	SPLS datatab
	check that there are no negative values for KPI 1 or KPI 2 – negative values will always be wrong.


The authorities shall share the information from performance monitoring for benchmarking the performance of the services.

1.2
Quality monitoring

The authorities shall require providers to submit annual QAF self assessments on the services. This will enable the authorities to assess whether improvements are taking place. The self assessments should be based on the six core requirements) which are:

	1.
	Needs and risk assessment 

	2.
	Support planning

	3.
	Security, Health and Safety

	4.
	Protection from abuse

	5.
	Fair access diversity and inclusion

	6.
	Complaints


The authorities should work together in carrying out QAF validation visits. For instance where a provider is providing a service across more than one authority then one of the authorities could take a lead in validating the service. This would ensure a consistent approach to validating these services and reduce the workload involved in scrutinising the related polices and procedures. This arrangement could be reciprocated by the other authorities for other types of services.

The authorities shall share the QAF validation assessments for benchmarking the services.

1.3 
Client record system

The authorities shall use the CRS data supplied by the JCSHR to analyse who accesses the services. The CRS can be analysed to find out the client group, the statutory frameworks that apply to clients, the previous accommodation of clients and the previous location of clients. This data will be important to monitor the level of non-host referrals from outside the West London sub-region.

1.4
Audits

For time to time the service will need to be audited to check the information supplied. The records used by providers to supply data for the performance returns and the contract will need to be scrutinised.

1.5
Service Reviews

The authorities will undertake service reviews in accordance with the ODPM’s methodology for service reviews. Summaries of service reviews should be shared for those services that are subject to this agreement. This will enable authorities to have a West London overview of the outcomes of service reviews. A summary format for sharing the outcomes to the service review process should be used.

1.6
Outcomes

Authorities should expect each service to have its own system for measuring outcomes in place based on the aims and objectives of the service. These outcome systems may be tailor made for the service or based on a standard system of measuring outcomes. The services will need to supply authorities with reports from their outcome systems to demonstrate the extent to which the service has achieved outcomes for service users.

2.
Monitoring by a Lead Authority

Where a Lead Authority is nominated under a Joint Purchasing Agreement this authority shall have responsibility for monitoring the jointly purchased service on behalf of the other authorities.

The Lead Authority shall carry out the following:

	Monitoring Area
	Activity
	Who

	Performance 


	· Receive the quarterly performance returns from the service and check the data submitted

· Require the provider to submit a return showing the source of referrals and the number of unit weeks that each referral has utilised the service.


	Lead Authority

Lead Authority

	Quality


	· Receive QAF self assessments from the service.

· Carry out validation visits to the service.
	Lead Authority

Lead Authority or rotated with other AAs

	CRS
	· Analyse CRS data annually including non-host referrals
	Lead Authority



	Audit
	· Audit record keeping systems and the data collected
	Lead Authority or rotated with other AAs

	Service Review
	· Assess strategic relevance

· Assess quality and performance and obtain feedback from stakeholders
	Lead Authority or rotated with other AAs

	Outcomes
	· Receive reports from the outcome system used by the provider
	Provider to supply to Lead Authority


The Lead Authority will need to share regular monitoring information with the other purchasing authorities. Where appropriate the monitoring responsibilities should be shared or rotated.

2.1
Monitoring referral sources

Referral sources will need to be more closely monitored to ensure that referrals are made from those agencies designated as referral agencies in the service specification. Providers will be expected to complete a referral template to ensure referrals are adequately monitored.

2.2 
Monitoring by the ODPM

The ODPM require SPLS extracts on the services provided in each AA. Where a Lead Authority takes responsibility for purchasing a service that is jointly funded the SPLS data on the service will be extracted from the Lead Authority’s SPLS system. 

Schedule 4

Joint Purchasing Agreement Template

1. 
Parties to the Agreement

This agreement is between:

The London Borough of [         ] (the “Lead Authority”)

and

The London Borough of [         ] (the “Partner Authority”)

2.
Purpose of the agreement

2.1
The purpose of this agreement is to contribute to a pooled fund to jointly purchase the Services set out in this agreement and in accordance with the terms of this agreement.

2.2
The Lead Authority will use the pooled fund to purchase the Services from the Provider.

3.
Definitions

	Lead Authority
	The SP Administering Authority that takes the lead role in contracting services from a provider on behalf of other authorities. The Lead Authority will contract individually with each Partner Authority using the Joint Purchasing Agreement

	Partner Authority
	The SP Administering Authority that enters into a contract with the Lead Authority.

	Participating Authorities
	The SP Administering Authorities that are involved in joint purchasing the Services

	Provider
	The provider or providers of support services

	Services
	The services that are jointly purchased as set out in section 4 of this agreement

	RPI
	Retail Price Index

	Unit Weeks
	The number of weeks that each referral has occupied a unit


4.
Services purchased

4.1
The following Services are to be purchased by the Lead Authority on behalf of the Participating Authorities.

	Service ID
	Service name
	Client Group
	Provider ID
	Provider name
	Number of units

	
	
	
	
	
	


4.2
Each Participating Authority agrees to fund a proportion of the purchased service on a block basis. The proportion is defined by the number of units purchased by each authority. The number of units purchased by each authority shall be as follows:

	Authority
	Number of units

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	Total number of units
	


The annual price of each unit shall be as follows

	Annual price per unit
	£


5. 
The role of the Lead Authority

5.1
The Lead Authority shall enter into a contract with the Provider to supply the Services set out in section 4 of this agreement. The Lead Authority shall use its Supporting People Steady State contract to purchase these Services.

5.2
The Lead Authority shall purchase the Services from the Provider on a block basis.

5.3
The service specification included in the Lead Authority’s contract shall be based on a common service specification agreed by the Participating Authorities. 

5.4
The Lead Authority shall take responsibility for monitoring the services in accordance with terms of this agreement and any other joint protocols agreed by the Participating Authorities.

6.
Referrals

6.1
The Partner Authority shall be responsible for making referrals to the joint purchased Services where units become available. The Provider will be expected to ensure that all Participating Authorities have fair access to the jointly purchased service.

6.2
The Partner Authority shall designate referral agencies/or a central point of referral from which the provider can draw down referrals to the service. 

7.
Cross authority access

7.1
The Participating Authorities may agree to provide cross authority access to the clients who have moved from authorities outside the purchasing arrangements. This may in recognition of reciprocal arrangements that exist with these authorities over cross authority referrals.

7.2 The maximum number of units available to referrals from other authorities has been agreed as follows:

	Authority
	Number of units
	Number of unit weeks p.a.

	Other West London Authorities who are not subject to the Joint Purchasing Agreement
	
	

	Neighbouring AAs (specify the AAs)
	
	


7.3
The Lead Authority shall not charge the authorities shown in the above table for the cross authority access specified. Section 9 sets out the circumstances under which charges may be made to other authorities.

8.
Review of referrals

8.1
The referral arrangements shall be reviewed annually. The Lead Authority shall produce a schedule setting out the number of referrals from each authority and the referral source. The Lead Authority shall also provide utilisation rates based on the number of unit weeks for each authority (using a similar format shown in the table below).

	Authority
	Number of unit weeks

	
	

	
	

	
	

	
	

	
	

	
	

	
	


8.2
The Participating Authorities may agree a re-apportionment of funding for the units purchased, provided that all the units continue to be purchased by the Participating Authorities.

9.
Monitoring 

9.1
The Lead Authority shall be responsible for the monitoring of the Service on behalf of the other authorities. The Lead Authority shall make available monitoring information to the other authorities.

9.2
The Provider will need to collect monitoring information on the referral source of the individuals who have accessed the service (both by name of the referral agency and by the name of the authority as shown in the table below). 

	Designated Referral Agency
	Authority
	Number of Referral Accepted

	
	
	

	
	
	


10.
Payment 

10.1
The Lead Authority shall invoice the Partner Authority quarterly in advance for the costs of purchasing the service as calculated by the number units purchased by the Partner Authority at  the unit price.

10.2
The Partner Authority shall pay the Lead Authority irrespective of the number of referrals made or the levels of availability or utilisation of the service.

10.3
Where the Participating Authorities agree a variation to the proportion of referrals from each authority, as a result of an annual review, the variation should be reflected in subsequent invoicing.

11.
Charging other authorities for referrals

11.1
The Lead Authority may charge an authority outside the scope of this agreement for the use of the service. This should only occur where the provider is unable to obtain a suitable referral from the Participating Authorities.

11.2
Where such an authority is charged for the use for the service the arrangement shall be formalised between the charged authority and the Lead Authority. The Lead Authority shall recover the funding from the authority on the basis of the number of unit weeks that the Service is used at an agreed price.

11.3
Where appropriate the fees paid by the Partner Authorities shall be abated.

12.
Inflation


The fees paid by Partner Authority shall be uplifted for inflation by RPI on the 1st April of year during the term of this agreement.

13. 
Variation to agreement


The agreement can be varied with the consent of both parties. A new schedule should be appended to the agreement where the units are reapportioned as a result of an annual review. 

14.
Term of the agreement

The agreement will operate for a period of two years.

The agreement shall be terminated:

11.1 By the agreement of all the participating authorities 

11.2 Where a replacement agreement is signed by all the parties

11.3 Where the provider ceases to trade

SIGNED 

on behalf of ………………………………………………..

DATE

SIGNED 

on behalf of …………………………………………………  

DATE



Schedule 5

Cross Authority Protocol

This protocol set out a cross authority approach for services for single homeless people based on the principles outlined in the West London Cross Authority Strategy Statement

The West London authorities are keen to ensure that Supporting People services contribute as fully as possible to meeting local needs. However the West London authorities are also committed to meeting the needs of people who require access to services on a cross authority basis. 

This protocol applies to the Services that are subject to this agreement, except those that have been jointly purchased under a Joint Purchasing Agreement where the level of cross authority access is defined within each individual agreement.

Principles

The West London Cross Authority Strategy Statement sets out the following principles in relation to cross authority referrals:

· To continue to take cross authority referrals (where it is agreed that the services should take cross authority referrals);

· To move to a formal referral mechanism which prioritises non-host availability for West London and its neighbouring boroughs;
· To exclude direct access services from a formal cross authority arrangement.
Cross authority referrals

The West London Authorities have adopted a sub regional approach to cross authority referrals. The main priority for non-host referrals will be from the following West London authorities:

	Brent

	Ealing

	Hammersmith and Fulham

	Harrow

	Hillingdon

	Hounslow

	Kensington and Chelsea


Non-host referrals from the following neighbouring authorities will be a secondary priority in relation to cross authority referrals

	

	

	

	

	

	

	


The West London authorities will expect no more than 
 
of non-host referrals from authorities that fall outside those listed in the above tables.

Record keeping

The West London Authorities will monitor non-host referrals to services for single homeless people through the Client Record System.

Schedule 6

Move on

The purpose of increasing move on options is to improve outcomes for single homeless people who move on from SP services. Some service users are unable to move on from specialist accommodation and as such they are preventing vulnerable individuals from accessing these resources.

The parties to the agreement are expected to work together to increase the supply of move on accommodation. At the same time the authorities are expected to commission services to enable people to establish and maintain independence in move on accommodation.

Choice based lettings

The authorities shall:

1.
The West London Authorities will work together to ensure that the housing needs of vulnerable people receiving support are adequately taken into account in the letting of new social housing. The West London sub-region has already committed itself to joint lettings and allocations policies in respect of new social housing developments and regeneration schemes.

2. The West London Authorities will carry out a review of LOCATA and its usage in offering move-on opportunities to vulnerable people. The authorities will want to identify solutions to any obstacles posed by the current system; consider whether it would be beneficial for supported housing vacancies to be advertised via LOCATA, thereby offering choice to people in need of such accommodation; and agree a common role for support staff in relation to assisting vulnerable people access LOCATA.

3. Share good practice that has been introduced into their authorities and elsewhere. The authorities shall aim to ensure that single homeless people are not disadvantaged as a result of choice based letting

Private sector lettings

The authorities shall:

4.
Explore how to make better use of private sector letting for service users that need to move on. This should involve changing the attitudes of service users and support workers to the use of the private sector.

5.
Explore the use of rent deposit schemes to help service users access move on accommodation in the private rented sector.

6. Consider broadening the use of floating support services to encompass the private sector

Floating support

7.
To ensure that people receiving support can move across the sub-region and continue to have their support needs met, the West London authorities will review availability and access to floating support services and will consider the commissioning of new floating support where necessary. A standardised move-on support assessment will be developed to assist in this process.

Non Host referrals

8.
In consultation with the ALG, the West London authorities will seek to formally clarify responsibilities for move-on provision involving non-host referrals from outside the sub-region who are living in temporary accommodation funded through Supporting People.
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