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brings challenges for commissioners. 
Personalisation requires commissioners to 
think about care and support services in a 
different way. It means starting with the 
person as an individual with strengths, 
preferences and aspirations. It is about 
putting people at the centre of the process  
of identifying their needs and making 
choices about what, who, how and when 
they are supported to live their lives. It 
requires a significant transformation of 
health and social care so that all systems, 
processes, staff and services are geared  
up to put people first.3

The need to improve the quality of services 
will require commissioners to make use 
of a number of levers for change. Among 
these will be plurality in provision and 
greater choice. The importance of a diverse 
range of providers, more effective market 
management and the stimulation of 
competition has also grown in recent years. 
As part of this process, commissioners  
will need to develop specifications for 
contracts around care pathways and  
place greater emphasis on effective  
contract management. 

Commissioners will require a range of 
commercial skills to enable them to 
make the best use of those levers. The 
Department of Health is establishing 

Commercial Support Units (CSUs) to provide 
commercial support to local commissioners 
and help to stimulate and manage local 
markets.4 The principle factor in managing 
the local market will be for commissioners 
to commission services from providers  
who are best placed to deliver the needs  
of patients.5

Reduced budget allocations, the focus 
on savings and the need to prioritise 
investment all remain high on the agenda 
of all commissioners. The requirement to 
commission the most clinically effective 
and cost effective services will be greatly 
intensified. New developments will be 
scrutinised even more closely to ensure  
that they are evidence based and will be  
of direct benefit to users of services and  
the wider community. 

In addition, there are a number of areas 
of policy and guidance that are related to 
the financial elements  of commissioning 
including: 

 
(see section 4.3) 

 
(see section 4.4) 

Innovation (CQUIN) (see section 4.5)  
 
The challenge of achieving effective, 
meaningful and productive engagement 
with service users and the wider public 
is significant. Commissioners will need 
to employ new approaches and create 
opportunities to engage experts by 
experience. Co-production will provide 
a means by which commissioners can 
develop ways of involving service users in 
the planning, design, commissioning and 
evaluation of services. (Co-production is 
covered in more detail in section 5.1)

  3 Personalisation briefing for commissioners, Social Care Institute for Excellence, June 2009 | 4 Necessity not nicety – A new commercial 
operating model for the NHS, DH, May 2009 | 5 Market Operating Guidance – NHS South Central 2009
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36 High Quality Care for All – The report of the NHS Next Stage Review DH 2008
37 Using the Commissioning for Quality & Innovation Payment Framework, DH, December 2008

The Department of Health has published 
two documents:

•	 A Practical Guide to Preparing for Mental 
Health PbR DH June 2009, which sets out 
10 actions that can be taken locally 

•	 A Clustering Booklet for use in Mental 
Health Payment by Results Evaluation 
work (July-Dec 2009): containing  
the assessment tool (currently under 
evaluation) and the 21 clusters  
devised by the Care Pathways  
and Packages Project.

www.dh.gov.uk/en/Managingyour 
organisation/Financeandplanning/
NHSFinancialReforms/DH_4137762 

4.5 Commissioning for 
Quality and Innovation 
(CQUIN)

As part of the drive for improvements in 
quality, and the implementation of the 
visions contained in High Quality Care for 
All36, the NHS is to move rapidly towards 
paying providers on the basis of quality 
of outcomes. The new commissioning for 
quality and innovation (CQUIN)37 scheme 
aims to ensure that quality improvement 

and innovation form part of commissioning 
discussions and delivery. 

CQUIN works alongside other financial 
levers which when used together reinforce 
an overall approach to improving quality 
and encouraging innovation. CQUIN is 
intended to encourage ambition and 
continuous improvement beyond the 
minimum. It may assist improvements 
in quality of care, better outcomes and 
innovation and fulfils a different role to the 
financial penalties within contracts linked 
to failure to achieve fundamental levels of 
quality and safety.

The introduction of a CQUIN scheme with 
specific quality goals linked to a proportion 
of contract value will be a requirement in 
mental health for 2010/11. 
 
www.institute.nhs.uk/world_class_
commissioning/pct_portal/pct_portal.html

The CQUIN framework is intended 
to encourage stretch and should be 
about the continuous improvement 
beyond the minimum, helping 
ensure that improved quality of care, 
better outcomes and innovation 
form part of the discussions between 
commissioners and providers (using 
the Commissioning for Quality 
and Innovation (CQUIN) payment 
framework – DH December 2008) 
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2 – Work with community partners
3 – Engage with public and patients
8 – Promote improvement and innovation

World Class Commissioning competencies

working in a number of areas to reduce 
and remove the stigma and discrimination 
directed towards people with experience 
of mental health problems. Another 
national programme ‘Time to Change’ is 
England’s most ambitious programme to 
end discrimination faced by people who 
experience mental health problems. Funded 
by the National Lottery and Comic Relief, it 
is aimed at co-ordinating public awareness 
raising and challenging out-dated views of 
mental illness. 

4.9 Developing a  
skilled workforce 

Building and maintaining an appropriately 
skilled and experienced workforce remains 
an important part of ensuring effective 
and safe services. The NHS Operating 
Framework places particular emphasis on 
the development of workforce plans. These 
plans will enable commissioners to target 
resources to ensure the right numbers of 
staff, with the appropriate skills, knowledge 
and experience, are working in local mental 
health services. 

PCTs are required to submit a workforce 
plan each year to their  Strategic Health 
Authorities (SHAs), which set out what 
changes are required to deliver local service 
developments. The plans are collated by 
SHAs to inform the regional workforce 
development and education commissioning 
plans. Mental health commissioners need to 
ensure that their local workforce plan reflects 
the impact of their commissioning intentions 
on the local mental health workforce. 

In 2004 NIMHE produced the National 
Mental Health Workforce Strategy which 
contained six key aims – commissioners may 
find these useful to help in workforce plans. 
(See Appendix 2.)

Health and social care commissioners 
have, with their partners, a significant 
opportunity to adopt a holistic approach 
to community development and well- 
being. These can create both the strategic 
vision and operational mechanisms to 
enhance the lives of all the people they 
serve. This should include those who  
are suffering from long-and-short-term 
mental health problems. 
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61 National Mental Health Workforce Strategy, NIMHE, 2004
62 ibid

Appendix 2 
National Mental Health Workforce Strategy

In 2004 NIMHE produced the National 
Mental Health Workforce Strategy. It set out 
plans and guidance for commissioners and 
providers to develop a workforce with the 
competencies to provide person-centred, 
socially inclusive and recovery-oriented 
services, primarily in a multi-disciplinary 
setting.61 It contained six key aims:

1. To improve workforce design and 
planning so as to root it in local services 
planning and make it understandable 
and meaningful to people in local 
services and other key organisations. 

2. To identify and use creative means 
to recruit and retain people in the 
workforce in order to increase the  
overall numbers in successive years.

3. To facilitate new ways of working across 
professional boundaries. To make the 
best use of specialist staff to meet the 
needs of service users and carers.

4. To create new roles to tap into a new 
recruitment pool and complement 
existing staff groups.

5. To develop the workforce through revised 
education, training and development at 
pre and post qualification levels and for 
continuing professional and practitioner 
development, increasingly focusing on the 
shared and distinct capabilities required 
to meet both staff and user needs.

6. To develop leadership and  
change management skills within 
professional and managerial staff  
in all stakeholder organisations  
and multidisciplinary settings.62 
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Although the targets contained in the 
strategy were to be met by 2006, the six 
key aims remain relevant. They should 
form the basis of commissioners’ workforce 
planning. This will help to ensure the 
maintenance and development of an 
appropriately skilled and experienced 
mental health workforce.
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63 The Commissioning Friend for Mental Health Services, NATPACT/NIMHE, 2005
64 The ten essential shared capabilities for mental health practice: A framework for the whole of the mental health workforce, DH/NIMHE August 2004

The original Commissioning Friend for 
Mental Health Services63 highlighted ten key 
areas that commissioners should measure 
themselves against when addressing mental 
health issues. They were originally included 
in The ten essential shared capabilities for 
mental health practice64 published in 2004. 
The capabilities remain valid and are set 
out here for commissioners to consider in 
the context of improving the quality of 
commissioning and local service delivery.

1. Working in partnership: Developing 
and maintaining constructive working 
relationships with service users, carers, 
families, colleagues, lay people and wider 
community networks. Work positively 
to resolve tensions created by conflicts 
of interest or aspiration that may arise 
between the partners in care. 

2. Respecting diversity: Working in 
partnership with service users, carers, 
families and colleagues to provide care and 
interventions that not only make a positive 
difference but also do so in ways that 
respect and value diversity including age, 
race, culture, disability, gender, spirituality 
and sexuality. 

3. Practising ethically: Recognising the 
rights and aspirations of service users 
and their families, acknowledging 
power differentials and minimising them 
whenever possible. Providing treatment 
and care that is accountable to service users 
and carers within the boundaries prescribed 
by national (professional), legal and local 
codes of ethical practice. 

4. Challenging inequality: Addressing 
the causes and consequences of stigma, 
discrimination, social inequality and 
exclusion on service users, carers and mental 
health services. Creating, developing or 
maintaining valued social roles for people 
in the communities they come from. 

5. Promoting recovery: Working in 
partnership to provide care and treatment 
that enable service users and carers to 
tackle mental health problems with hope 
and optimism and to work towards a valued 
lifestyle within and beyond the limits of any 
mental health problem. 

6. Identifying people’s needs and 
strengths: Working in partnership to gather 
information to agree health and social 
care needs in the context of the preferred 
lifestyle and aspirations of service users, 
their families, carers and friends.
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Appendix 3 
The Ten Essential Shared Capabilties
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7. Providing service user centred care: 
Negotiating achievable and meaningful 
goals, primarily from the perspective of 
service users and their families. Influencing 
and seeking the means to achieve these 
goals and clarifying the responsibilities of 
the people who will provide any help that is 
needed, including systematically evaluating 
outcomes and achievements.

8. Making a difference:  Facilitating access 
to and delivering the best quality, evidence-
based, values-based health and social 
care interventions to meet the needs and 
aspirations of service users, their families 
and carers. 

9. Promoting safety and positive risk 
taking: Empowering the person to decide 
the level of risk they are prepared to 
take with their health and safety. This 
includes working with the tension between 
promoting safety and positive risk taking, 
including assessing and dealing with 
possible risks for service users, carers,  
family members, and the wider public.

10. Personal development and learning: 
Keeping up-to-date with changes in 
practice and participating in life-long 
learning, personal and professional 
development for one’s self and colleagues 
through supervision, appraisal and 
reflective practice.
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Meeting the needs  
of particular groups
The range of needs within mental health 
services is varied and complex. The 
following summaries highlight some of 
the key groups with web links to more 
information about services and policy 
guidance for commissioners looking to 
develop specific services for those groups.

Specialist Commissioning
Children and Young People
The policy imperatives and key service 
developments are set out in the NSF  
and can be found at:
www.dh.gov.uk/en/Healthcare/Children/
NationalServiceFrameworkdocuments/index.htm

Healthy lives, brighter futures  
– The strategy for children and young 
people’s health 
http://www.dh.gov.uk/en/
Publicationsandstatistics/Publications/
PublicationsPolicyAndGuidance/DH_094400

Children and young people in mind: the 
final report of the National CAMHS Review 
www.dcsf.gov.uk/CAMHSreview/downloads/
CAMHSReview-Bookmark.pdf

Child and Adolescent Mental Heath  
Services Dataset development 
www.ic.nhs.uk/services/datasets/dataset- 
list/camhs

Age Appropriate Briefing:  
Guide for Commissioners
www.nmhdu.org.uk/silo/files/publication-
working-together-to-provide-ageappropriate-
environments-and-sces-.pdf

NMHDU, Children and Young People’s 
workstreams, various resources
http://nmhdu.org.uk/our-work/improving-
mental-health-care-pathways/mental-health-act-
2007-implementation-programme-children-and-
young-peoples-workstream/

A Legal Guide to the Care and Treatment  
of Young People with Mental Disorder 
(NIMHE 2009)
http://www.nmhdu.org.uk/silo/files/the-legal-
aspects-of-the-care-and-treatment-of-children-
and-young--people.pdf

Older People
The policy imperatives and key service 
developments are set out in the NSF  
and can be found at:
www.dh.gov.uk/en/socialcare/
deliveringadultsocialcare/olderpeople/index.htm

National Dementia Strategy
www.dh.gov.uk/en/SocialCare/
Deliveringadultsocialcare/Olderpeople/
NationalDementiaStrategy/DH_083362

Dementia Services Guide (Healthcare 
for London/ Commissioning Support for 
London, October 2009)
www.healthcareforlondon.nhs.uk/assets/
Mental-health/HealthcareforLondon_Dementia-
services-guide.pdf
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Appendix 4 
Useful Links: Meeting the needs of particular groups

www.dh.gov.uk/en/Healthcare/Children/NationalServiceFrameworkdocuments/index.htm
http://www.dh.gov.uk/en/Publicationsandstatistics/Publications/PublicationsPolicyAndGuidance/DH_094400
www.dcsf.gov.uk/CAMHSreview/downloads/CAMHSReview-Bookmark.pdf
www.ic.nhs.uk/services/datasets/dataset-list/camhs
www.nmhdu.org.uk/silo/files/publication-working-together-to-provide-ageappropriate-environments-and-sces-.pdf
http://nmhdu.org.uk/our-work/improving-mental-health-care-pathways/mental-health-act-2007-implementation-programme-children-and-young-peoples-workstream/
http://www.nmhdu.org.uk/silo/files/the-legal-aspects-of-the-care-and-treatment-of-children-and-young--people.pdf
www.dh.gov.uk/en/socialcare/deliveringadultsocialcare/olderpeople/index.htm
www.dh.gov.uk/en/SocialCare/Deliveringadultsocialcare/Olderpeople/NationalDementiaStrategy/DH_083362
http://www.healthcareforlondon.nhs.uk/assets/Mental-health/HealthcareforLondon_Dementia-services-guide.pdf
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Mental Health Minimum Dataset:  
Inpatient, Outpatient, Day hospital  
& Contact datasets  
www.mhmdsonline.ic.nhs.uk/

Learning disabilities
Valuing people now: a new three-year 
strategy for people with learning disabilities 
www.dh.gov.uk/en/SocialCare/
Deliveringadultsocialcare/Learningdisabilities/
index.htm

People with Learning Disabilities in 
England: Report on the number of people 
with a learning disability in England 
www.mencap.org.uk/document.asp?id=3160

Black and ethnic minority communities – 
the policy imperatives are set out in the 
Delivering Race Equality guidance and  
can be found at:
www.mentalhealthequalities.org.uk/our-work/
delivering-race-equality/

Health services for offenders are now a PCT 
responsibility. Details about current policy 
and service development can be found at:
www.dh.gov.uk/en/Healthcare/Offenderhealth/
index.htm

The Bradley Report makes specific 
recommendations for the development of 
court diversion services and mental health 
services for offenders. It can be found at:
www.dh.gov.uk/en/Publicationsandstatistics/
Publications/PublicationsPolicyAndGuidance/
DH_098694

Social inclusion is part of the wider agenda 
of improving access to services for people 
with mental health problems. More detail 
about policy and service development can 
be found at:
www.socialinclusion.org.uk/home/index.php

Adults Facing Chronic Exclusion (ACE) is a 
three year pilot programme to tackle long 
term social exclusion. More detail can be 
found at:
www.cabinetoffice.gov.uk/social_exclusion_
task_force/adults.aspx

People with personality disorder – the 
policy and guidance for delivering services 
for people with personality disorder can  
be found at:
www.dh.gov.uk/en/Publicationsandstatistics/
Publications/PublicationsPolicyAndGuidance/
DH_4009546

Substance misuse – the details of 
current policy, performance and service 
development can be found at:  
www.nta.nhs.uk
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www.mhmdsonline.ic.nhs.uk/
www.dh.gov.uk/en/SocialCare/Deliveringadultsocialcare/Learningdisabilities/index.htm
www.mencap.org.uk/document.asp?id=3160
www.mentalhealthequalities.org.uk/our-work/delivering-race-equality/
www.dh.gov.uk/en/Healthcare/Offenderhealth/index.htm
www.dh.gov.uk/en/Publicationsandstatistics/Publications/PublicationsPolicyAndGuidance/DH_098694
www.socialinclusion.org.uk/home/index.php
www.cabinetoffice.gov.uk/social_exclusion_task_force/adults.aspx
www.dh.gov.uk/en/Publicationsandstatistics/Publications/PublicationsPolicyAndGuidance/DH_4009546
www.nta.nhs.uk
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Adult Psychiatric Morbidity Survey 
– for prevalence and unmet need
www.ic.nhs.uk/pubs/psychiatricmorbidity07 

Existing data around population and 
geography; mapping information
www.ic.nhs.uk/statistics-and-data-collections/
population-and-geography

Count Me In 2008: Results of the 2008 
national census of inpatients in mental 
health and learning disability services in 
England and Wales.
www.cqc.org.uk/_db/_documents/Count_me_
in_census_2008_Results_of_the_national_
census_of_inpatients_in_mental_health_and_
learning_disability_services.pdf

Mental Health Observatory  
www.nepho.org.uk/mho/

The Marmot Review
www.dh.gov.uk/en/Publichealth/
healthinequalities/DH_094770

www.ucl.ac.uk/gheg/marmotreview

Equalities
Government Equalities Office
www.equalities.gov.uk/equality_bill.aspx

Delivering Race Equality
Delivering Race Equality: an action plan 
for reform (DH 2005).
www.dh.gov.uk/en/Publicationsandstatistics/
Publications/PublicationsPolicyAndGuidance/
DH_4100773

Gender
Mainstreaming gender and women’s 
mental health: implementation guidance.
www.dh.gov.uk/en/Publicationsandstatistics/
Publications/PublicationsPolicyAndGuidance/
DH_4072067

The Equality Act (2006)
www.opsi.gov.uk/Acts/acts2006/
ukpga_20060003_en_1.htm

Single Equality Bill
www.equalities.gov.uk/equality_bill.aspx

The Race Relation (Amendment) Act 2000
www.opsi.gov.uk/acts/acts2000/
ukpga_20000034_en_1

The Disability Discrimination Act 2005
www.opsi.gov.uk/Acts/acts2005/
ukpga_20050013_en_1
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Commissioning  
Support for London

18th Floor 
Portland House 

Stag Place 
London SW1E 7RS

Telephone switchboard:  
020 8433 6868

www.csl.nhs.uk
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