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2. BACKGROUND INFORMATION 
 
2.1 A statement of intent to develop a one-council commissioning capability has been 

produced following extensive consultation with service based commissioners. Its 
purpose is principally four-fold: 

 to support a paradigm shift in thinking about how council services might be 
designed and delivered in the future, representing an important initial step 
towards becoming a more effective commissioning council 

 to set out the objective of developing a one-council approach to 
commissioning by providing political and managerial commitment to improving 
outcomes for local people through integrated activity and more effective 
commissioning practices 

 to introduce a set of corporate criteria for commissioning to help guide how 
services should be designed and provided in the future to support both a step 
improvement in customer satisfaction and the delivery of our budget plans 

CABINET 

 
1. OBJECT AND KEY POINTS IN THIS REPORT 
 

1.1 This report introduces a “statement of intent: one-council commissioning”. 
Its purpose is to set out a commitment to developing an effective integrated 
commissioning capability to support our “One Council - Putting Our 
Customers First” strategy and 2012 – 16 budget plan.  

1.2 The key points are:  

 The statement sets out the council’s commitment to improving 
outcomes for local people through effective integrated 
commissioning. 

 The council is increasingly using commissioning to modernise and 
dynamically drive improvements in its services, recognising its 
strategic role in improving customer satisfaction and the value for 
money we provide to local people. 

 Developments at national level such as Open Public Services and 
Localism Act support the need for an increased shift towards a 
commissioning based approach to the delivery of council services  

 The statement has been produced following extensive consultation 
with service based commissioners 
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 to set out the operational basis on which a one-council approach to 
commissioning will be achieved including the creation and delivery of a 
corporate commissioning programme overseen by a cross-service group 

2.2 Commissioning is defined by the Cabinet Office in its Partnership in Public 
Services Report (2006) as “the cycle of assessing the needs of people in an 
area, designing and then securing appropriate service.”  

 
2.3  The statement of intent recognises that significant progress in developing a 

commissioning capability has already been made within Adult Social Services and 
Children and Young People Services. However it is also acknowledged that more 
widely commissioning practices tend to be largely service focused and fragmented 
with reliance on traditional methods of delivery. 

2.4 Commissioning led activity is increasingly being used to modernise, re-design and 
dynamically drive improvements in customer satisfaction and value for money. 
Recent examples of initiatives led by cabinet include: 

 review of adult education 
 soft market testing of ICT 
 strategic review of sport, leisure & culture 
 adults commissioning 
 children & young people commissioning 
 school improvement 

 
2.5 The council’s 2012 – 16 budget plan includes a broad range of commissioning led 

improvements. There is an evident need to ensure that this range of activity is 
effectively co-ordinated and integrated. 

 
2.6 Moreover developments at national level such as Open Public Services and 

Localism Act (Community Right to Challenge) support the need for an increased 
shift towards a commissioning based approach to the delivery of services. 

2.7 Commissioning more effectively as one-council will deliver real benefits, including: 

 joined-up service planning and decision making 

 Improved innovation in service design and delivery 

 improved outcomes for local people 

 improved engagement of local communities and providers 

 improved satisfaction with services 

 savings through targeted need and avoidance of duplication/over-lap 

 savings through new service delivery methods 

 savings through decommissioning 

 improved capability for actively managing emerging agendas, such as 
Community Right to Challenge 

2.8 The statement of intent sets out: 
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 a definition of strategic commissioning 
 the importance of a common language  
 the role of commissioning in delivering improved customer satisfaction, value 

for money and budget plans 
 our progress in developing a one-council commissioning capability 
 an agreed set of ‘one-council criteria’ for commissioning 
 a vision of what ‘one-council’ commissioning should look like 
 next steps/action plan 

 
2.9 The statement complements the council’s new corporate procurement strategy. 

Procurement is an integral element of the commissioning cycle. Both papers are 
complementary in the sense that they are intrinsically linked and promote a joined-
up approach in support of one-council objectives. 
 

3. OPTIONS FOR CONSIDERATION 
 
3.1 Option One: Accept the statement of intent 

Option Two: Modify or reject the statement of intent 
 
4. ANALYSIS OF OPTIONS 
 
4.1 Option One:  Endorsement of the statement of intent would help to promote 

improved commissioning performance as detailed in the main body of the report 
Option Two:  Service based commissioning would continue to develop in line with 
the “As is” position detailed in the statement of intent 

  
5. RESOURCE IMPLICATIONS (FINANCIAL, STAFFING, PROPERTY, IT) 
 
 5.1 Financial 

The importance of effective commissioning in delivering budget priorities 
and customer satisfaction is detailed in the main body of the report.  

 
5.2 Staffing 

No immediate impacts as improvement will initially be realised through 
cross-council working and collaboration. However it is recognised that the 
development of a more effective commissioning capability will demand 
resources and new skills. Skills development will be considered in 
consultation with the Organisational Development team. 
 

5.3 Property 
 No immediate impacts 

 
5.4 Information Technology 
 No immediate impacts 

  
6. OTHER IMPLICATIONS (STATUTORY, ENVIRONMENTAL, DIVERSITY, 

SECTION 17 - CRIME AND DISORDER, RISK AND OTHER) 
 
6.1 Effective commissioning will improve outcomes and achievement of council 

priorities. 
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7. OUTCOMES OF CONSULTATION 

7.1 The Strategic Commissioning & Procurement Group has been instrumental in the 
development of the statement of intent. The group approved the statement on 3 
February 2012. 

7.2 Voluntary Action North Lincolnshire were invited to comment on the statement of 
intent and have welcomed the development. 

7.3 Council Management Team agreed the document on 8 February 2012 
7.4 An integrated impact assessment has been completed with no adverse findings. 

 
8. RECOMMENDATIONS 
 
8.1 That the statement of intent is approved. 
 
8.2 That an update on progress with implementing the statement of intent is submitted 

to Cabinet in September 2012 and March 2013. 
 
 

DIRECTOR OF FINANCE 
Civic Centre 
Ashby Road 
Scunthorpe 
North Lincolnshire 
DN16 1AB 
Author: Jason Whaler 
Date: 26 January 2012 
 
 
Background Papers used in the preparation of this report:  
Statement of intent: One-Council Commissioning 
Procurement Strategy 2012 - 2015  
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1 Introduction and purpose

1.1 The purpose of this Statement of Intent is to outline 
North Lincolnshire Council’s commitment to developing 
a strategic and integrated commissioning capability which
will transform the way it achieves outcomes for local 
people and communities.

1
INTRODUCTION 
& PURPOSE

1.2 This document sets out:

• a definition of strategic
commissioning
• the importance of a common
language
• our progress so far
• an agreed set of ‘criteria’ 
for commissioning
• a vision of what ‘one-council’
commissioning should look 
like
• our next steps

1.3 Significant progress has already
been made within Adult Social
Services and Children and Young
People Services. Both services 
are developing outcome based
commissioning that places
individuals at the heart of
everything they do.

1.4 More widely, commissioning
practices across the council 
tend to be service focused and
fragmented. Service areas have
traditionally approached delivery 
in different ways, using differing
sets of criteria. Many services are
already undertaking elements of
commissioning but are unaware of
this due to a lack of understanding
and differences in language.

1.5 Despite significant strides to deliver
services based on outcomes, there is
still an emphasis in some areas to
commission based on volume and
price. Strategic commissioning
necessitates a willingness to look at
how things can be done differently
and innovatively, in most cases
moving beyond traditional methods
of council provision.

1.6 We also need to improve our
engagement, ensuring that local
people and providers from the
private, public, voluntary and
community sectors are involved in
our commissioning decisions and
that those decisions are made
based on actual need rather than
perceived need. Moreover markets
need to be developed to ensure 
that the widest possible choice 
of providers is available and that
delivery is innovative and
better tailored to meeting
service users needs.

1.7 This statement of intent 
is an important enabler 
for achieving our ‘One
Council’ vision and
'Putting Our Customers
First' strategy.

Many services are already
undertaking elements of
commissioning but are
unaware of this due to a
lack of understanding and
differences in language

Regenerate our
area and Increase
prosperity

Excellence in
Customer Service
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2 Definitions

2.1 Traditionally, both commissioning and procurement have
been seen as technical activities, focusing on the
acquisition of specific goods and services. There is a need
to understand that Strategic Commissioning represents 
a significant development from this.

2.2 For the purposes of this document
Strategic Commissioning
incorporates the whole cycle of how
public services in North Lincolnshire
are planned, designed, developed,
delivered and managed. In this
respect Strategic Commissioning
involves a range of activities which
help to identify the needs and
priorities for our area, develop policy
direction, service models and the
market to meet those needs,
acquire them in the most cost-
effective way and continually
evaluate the impact and outcomes.
(Please refer to appendix A for
further descriptions and definitions).

2.3 The diagram below illustrates 
a typical commissioning cycle
process. The process is best
visualised as back-and-forth
movement between needs
assessment, the market, resources,
delivery and evaluation.

2.4 The procurement stage of the
commissioning cycle is delivered 
in accordance with the councils
procurement strategy. This sets 
out the framework principles and
objectives underpinning all
procurement activity.

Typical commissioning
cycle process  Ë

2
DEFINITIONS

AnalyseReview

PlanDo

Learning from delivery 
and performance to inform 

future commissioning

Evaluate SROI

Strategic Monitoring
and Review

Manage delivery of
impacts and results

Contract
Management

Operational
Procurement

Market/Supplier
Development

Decommission/
Commission

Identify needs
and priorities

Identify current
service provision

Identify available multi agency
and community resources

Consider legislation and
guidance and align with
national policy drivers

Commissioning
prioritisation

Designing the specification
that will achieve the greatest

impact

Specification contract/
SLA/procurement plan/

finance plan

Source providers to
meet the specification

Ensure the involvement of
service users and customers
as co-developers of services

Top level multi-agency
engagement and sign up
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The council must ensure
that robust performance
management
arrangements are in
place.

2.4 The four stages of strategic
commissioning are:- 

• Analyse - Understanding need
and priorities.
Engage with local communities,
providers and the Voluntary
Sector and consider all available
evidence (performance data,
customer feedback, Value for
Money profiles etc) in order to
understand local needs and
priorities.

• Plan - Catering for need – what
do we need to do?
Determine the required outcomes
and consider options for delivery.

• Do - Meeting Need – How will
we do it?
Secure the best delivery models to
achieve the required outcomes
within affordability constraints
through options such as procuring
new solutions, amendments to
contracts, grants, service redesign
and renegotiation or resource re-
allocation.

• Review - Have we met need?
How do we know we have
achieved it? 
Review contracts and delivery
through performance
management activities to ensure
that outcomes are being achieved,
needs are met and resources and
outcomes are sustainable.

2.5 The commissioning process is
underpinned by:-

• Resources to Commission
It is vital that the council commits
the necessary staffing and
financial resources to ensure the
initial stages of analysing and
planning can be carried out in the
most effective way to meet the

needs and priorities of both the
council and local people. Expert
advice and guidance must also be
provided to ensure compliance
with the governance framework.

• Good Governance
The commissioning cycle is
underpinned at all stages by a
governance framework that
supports it, ensuring adherence to
recognised professional standards
and legal requirements. A
consistent approach to project
and programme management
must also be adopted.

• Performance Management
The council must ensure that
robust performance management
arrangements are in place. This
will enable us to monitor that the
expectations of outcomes from
commissioned services are
achieved, and identify areas for
improvement.

Our arrangements should also
allow us to monitor the Social
Return on Investment (SROI) - the
extra-financial value (i.e.,
environmental and social value
not currently reflected in
conventional financial accounts)
relative to resources invested.
SROI can be used to evaluate
impact, identify ways to improve
performance, and enhance the
performance of existing activities.
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3 Where are we now?

3.1 Despite significant progress in some areas, commissioning
practices across the council tend to be service focused and
fragmented, with service areas approaching delivery in
different ways, against differing sets of criteria. As the
diagram below illustrates, we must move towards a
strategic commissioning role where services commission
jointly, intelligently and collaboratively, with activities
aligned with priorities and outcomes.

3
WHERE ARE 
WE NOW?

ONE
COUNCIL

Price

As Is
Volume

Sustainable costs

To Be
Need

O
utco

m
esSe

rv
ic
es

Council
Service 

Council
Service 

Council
Service 

Council
Service 

Council
Service 

Council
Service 

Fragmented
Commissioning

Activity 

Engagem
ent



3.2 The diagram below illustrates the current fragmented nature of procurement and
commissioning activities across the council and the varying degrees to which each
area is involved in elements of the commissioning cycle.

The vision for improvement is set out in section 5.1

Council Services ‘As is’

‘Procurement Activity’                        ‘Client Activity’                     ‘Commissioning Activity’                      ‘Relationships’                             Teams
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Some areas are
particularly strong with
some improvement
required in other areas

3.3 Below are other specific areas that
the council can improve to aid better
strategic commissioning:- 

• The degree of emphasis on
outcomes varies across the council,
with some areas more focused on
direct service delivery or traditional
service based commissioning.
Anecdotal evidence suggests this 
is sometimes based on a perceived
need rather than an actual need
coupled with historically offered
service levels.

• There needs to be a shift in culture
towards a less siloed approach to
delivery of services with provision
joined up in a more coherent
service offering.

• Commissioning activity is not
always aligned with our priorities.

• There is a varying degree of
engagement with service users

and providers. Some areas are
particularly strong with some
improvement required in other
areas.

• The council has made progress in
commissioning services jointly
with other local authorities and
partners. This approach needs to
be widened so all services 
consider the benefits for service
users.

• Variable degrees of focus on the
service user experience – effective
commissioning should reduce
duplication, customer overlap and
aim for single service delivery.

• Current focus is generally on
commissioning for volume and
price rather than quality, efficiency
and value.

• Development of the market to
include a wider range of providers
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and provision that is more
innovative, offering services better
tailored to individual and
community needs.

• Currently there are specialist
pockets of commissioning
knowledge and expertise,
specifically in Adult & Childrens
services. To facilitate a council
wide drive for strategic
commissioning, all services need
the ability to tap into specialist
knowledge to support their
commissioning work. The
improvements identified are not
due to the lack of will, rather the
lack of commissioning expertise
and understanding.

• Effective evaluation of meeting
the needs and wants of service
users within sustainable resources
needs to be strengthened.

• Lack of understanding as to what
commissioning is – for example
decisions to provide services in-
house are not considered to be
commissioning decisions.

• Lack of evaluation of the 
longer-term value of social 
return from shorter-term
investment. Limited appreciation
of the value of this information
due to non quantifiable 
immediate savings.

• Limited intelligent
decommissioning of services that
no longer meet priority needs.

3.4 From the discussions with services
and research into best practice 
and guidance, the diagram below
has been developed to illustrate 
the enablers, facilitators and
barriers to successful
commissioning. This will be used 
to inform our action plan. 

Lack of evaluation of the
longer-term value of

social from shorter-term
investment

AnalyseReview

PlanDo

External
Influences Motivators

Enablers

Barriers

Personalisation

Health & Social
Care Reforms LEPS

Open Public
Services White

Paper

CSR 10

CLG Best Value
Guidance

Localism

Community
Budgets

Open Data

• Manager Buy in
• Cross-service working
• Cross-boundry working
• Partnership working
• Investing skills development
• Pooled budgets

• Limited engagement with providers
• Contractual - fear of losing
sovereignty
• Lack of relevant information for
informed decision making
• Siloed separation of subject matter
experts
• Lack of will to do things differently
• Decentralised/siloed budgets
• Lack of understanding
• Council structures limit ability for
effective strategic commissioning

• Improved outcomes
• Budget savings
• Improved perceptions
• Stimulate local enterprise
• Social return on investment
• Customer satisfaction
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4.2 Key developments include:
• Spending Review 10: sets out how
the Coalition Government will
deliver their deficit reduction plan.
The council needs to respond by
producing more economic and
efficient services.

• The Open Public Services White
Paper: Emphasises the importance
of bringing to an end the default
position of ‘public sector’ service
delivery. This approach will enable
local authorities to create a more
innovative and diverse service
provision with providers. Further
reforms from the white paper are
outlined below:-

- Open Commissioning Policy -
The white paper also discusses 
the introduction of an ‘open
commissioning’ policy for specific
services, where commissioners
should consult on and be
challenged by potential providers
on the service shape; seek and
consider a minimum of three
providers from whichever sector;
and link payment to results.

- Personalisation - The White
Paper states that ‘wherever
possible, we will increase choice 
by giving people direct control over
the services they use’. The

commissioning role set out for
local authorities is in supporting its
residents to make these choices.

- Community budgets have the
potential to help the authority
make intelligent and co-ordinated
decisions about how to
commission effectively across
public sector agencies at the most
appropriate scale. Additionally this
work could help to identify areas
for collaborative commissioning,
and support service
transformation.

•Making Open Data Real: The
expectation that data should now
be clear, transparent and openly
available, means commissioning
and procurement processes could
be enhanced by clearly available
data provided by the council.

• The Localism Act: introduces the
principle of the “community right
to challenge”. It will give voluntary
and community groups, parish
councils and local authority
employees the right to express an
interest in taking over the running
of a local authority service or
asset. This provides new and
innovative ways local services will
be delivered by bodies other than
the council.

In the recent three-year
budget process
efficiencies of £8 million
were identified by
services, a significant
amount of work will be
required by the services if
the shortfall is to be met 

4 External Context

4.1 The external environment and developments at national,
regional and local level including statutory obligations,
government policy, new guidance and reforms from
government and external inspection frameworks shape
the design of service provision. They also support the need
for a shift towards a strategic commissioning approach
and the need to align our activities with these reforms.

4
EXTERNAL
CONTEXT



ONE-COUNCIL COMMISSIONING - Statement of Intent

10

To achieve the right
balance, and before

deciding how to fulfill
their Best Value Duty,
authorities are under a

Duty to Consult
representatives of a wide
range of local persons at

all stages of the
commissioning cycle; this

is not optional

• CLG Best Value Statutory
Guidance:Under the Duty of Best
Value, authorities should consider
overall value, including economic,
environmental and social value,
when reviewing service provision.
To achieve the right balance, and
before deciding how to fulfill their
Best Value Duty, authorities are
under a Duty to Consult
representatives of a wide range of
local persons at all stages of the
commissioning cycle; this is not
optional.

• LEPS (Local Enterprise
Partnerships): Councils and
businesses may provide further
opportunities to promote joint
working by pooling resources and
investing in cross border
collaboration.

• Health & Social Care Bill:
Highlights the requirement for
local authorities and the NHS to
work more closely together, with
duties to develop integrated
commissioning and to commission
integrated provision between
primary, secondary and public
health and social care.

• Public Contracts regulations–
The regulations require public
bodies to adhere to legally defined
procedures to procure supplies,
services and works over specified
values.
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5 Where do we want to be?

5.1 The vision for the council is to develop a Strategic
Commissioning Framework which enables priorities 
to be achieved through an integrated approach to
commissioning across the council. The diagram below
illustrates this vision using matrix management to oversee
the creation, development and delivery of a corporate
commissioning programme.

Matrix Management
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5.2 To that end a set of corporate
criteria have been agreed which we
will use to commission outcomes in
the future:

• Centred on people: Putting
people and communities at the
heart of the process, ensuring they
are engaged in the design and
delivery of services. Encouraging
and enabling residents to share
information and intelligence on
their experience of services, makes
sure that what we deliver matters
most to our citizens and
businesses.

• Involves the right people:
The council should give greater
focus to how communities and
providers can be engaged with 
the commissioning process and
priority setting in a consistent way,
making use of input, skills and
capabilities.

5
WHERE DO WE
WANT TO BE?

Encouraging and 
enabling residents to
share information and
intelligence on their
experience of services
makes sure that what 
we deliver matters 
most to our citizens 
and businesses

PARTNERS

Council
Services

Outcome Owners

Council
Services

Outcome Owners

USERSPROVIDERS

Council
Services

Outcome Owners

Council
Services

Outcome Owners

Cross-Council
Commissioning
Project Group

‘Client
Activity’

‘Procurement
Activity’

‘Advisory 
Activity’

'Commissioning activity via
corporate commissioning

programme'
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• Collaborative: Delivering this
vision places a requirement on us
to work collaboratively.
Developing relationships between
partners, other council services,
commissioning agencies, service
providers, communities and
service users, based on
understanding and trust.

• Innovative: The council should be
open minded about methods for
achieving savings before moving
to the tender process. For
example; alternative providers,
local authority trading companies,
support for the Voluntary Sector
or shared services. The council
should also look towards more
innovative funding models such as
social return on investment and
payment by results.

• Sustainable: Focusing on quality
and value for money, so that more
can continually be achieved with
the resources we have available, 
in a way that is socially and
financially sustainable and does
not compromise future budgets.

• Affordable: Supports the council
in achieving cost reduction targets
through more economic and
efficient services

• Better evidenced: Identifying
what our shared priorities for
services should be, based upon a
single, agreed, up to date, and
accurate evidence base about
North Lincolnshire.

• Challenging: incorporating
mechanisms to provide
constructive challenge to
commissioning partners over the
best delivery models, and being
transparent with providers and
delivery agents about the cost and
performance of public services.

• Continuous and planned:Owing
to ever increasing pressures on our
resources, commissioning must
become a core part of how we
plan, manage, deliver and
evaluate our public services. This
activity should be undertaken
each year as part of business and
outcome delivery planning cycles,
and not just a one-off activity. This
allows us to gather intelligence
about users and constantly
evaluate and measure how we are
doing in serving the people of
North Lincolnshire.

• Decommissions: Commissioning
allows us to continue to invest in
what we know is successful, and
decommission the things that
have a lower impact in meeting
the needs of our community.

• Aligned activity: This would
include redefining risk
categorisations to broaden the
diversity of available providers and
further support the development
of the local market. Contracts
should be smarter and more
flexible and should capitalise more
on opportunities to value test and
renegotiate where specified
outcomes are failing to be
delivered.

• Provider neutral: There will 
be no bias towards any particular
delivery option. Focus will be on
local need and the best pathways
to deliver that need. Options will
be considered based on their
ability to deliver the required
outcomes.

The council should 
also look towards more

innovative funding
models such as social
return on investment 

and payment by results
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6 How are we going to get there?

6.1 In order to achieve the aims set out in this statement of
intent an initial action plan has been developed. 

These actions will be wholly owned by the Strategic
Commissioning and Procurement group to promote
collaborative working.

6
HOW ARE WE
GOING TO GET
THERE?

Ref: Description Due Date

1. Agree statement of intent at Cabinet March 2012

2. Develop the role of the Strategic Commissioning and
Procurement group to oversee the initiation of a corporate
commissioning programme.

March 2012

3. Develop a corporate commissioning programme 
(key projects) informed by:
•  Budget Plans 2012-2016
•  Community Right to Challenge
•  Service commissioning plans

April 2012

4. Identify commissioning overlaps across projects and wider
implications of specific commissioning proposals

May 2012

5. Re-shape and finalise corporate commissioning programme May 2012

6. Approval of corporate commissioning programme May 2012

7. Produce market position statement June 2012

8. Commence market development activities June 2012

9. Commence and deliver specific commissioning projects via
collaborative cross-council project teams.

June 2012

10. Review corporate commissioning programme and update 
for 2013-14

February 2013



ONE-COUNCIL COMMISSIONING - Statement of Intent

14

Appendix A – Commissioning & Procurement Definitions

APPENDIX

A
• Commissioning 
Commissioning is defined by the
Cabinet Office in Partnership in
Public Services (2006) as “the
cycle of assessing the needs of
people in an area, designing and
then securing appropriate service.”
The emphasis is on the
importance of identifying the need
and then meeting it.
Commissioning is a needs-led
activity

• Operational Procurement
The National Procurement
Strategy defines procurement as
follows:
“Procurement is the process of
acquiring goods, works and
services covering both acquisitions
from third parties and from in-
house providers. The process
spans the whole cycle from
identification of needs, through 
to the end of a services contract 
or the end of the useful life of an
asset. It involves options appraisal
and the critical ‘make or buy’
decision which may result in the
provision of services in-house in
appropriate circumstances.”

• Strategic Commissioning 
The cycle of identifying the needs
and priorities for our area,
developing policy direction, service
models and the market to meet
those needs, acquire them in the
most cost-effective way and
continually evaluate the impact
and outcomes.

• Outcome Based Commissioning:
Outcome based commissioning 
is where a commissioning body
agrees to fund a provider on the
basis that they will achieve and 
be evaluated based on an agreed
outcome or set of outcomes,
rather than delivery of particular
outputs / targets. The aim is to
enable providers to innovate and
to create better services which are
tailored to the needs of service
users.

• Outcomes:
An outcome is the change
experienced by the service user/
customer as a result of the service
activity.

• Value for Money:
The optimal use of resources to
achieve intended outcomes
(National Audit Office).

The aim is to enable
providers to innovate and
to create better services
which are tailored to the

needs of service users




