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Mental Health Joint Commissioning Programme
Background
The Department of Health is currently consulting on "New Horizons" its future strategy for mental health as the National Service Framework for Mental Health (NSF) approaches the end of its 10 year lifespan. Already a number of key themes are emerging: 
· Prevention and public mental health
· Stigma and strengthening social inclusion

· Early intervention

· Personalised care

· Multi agency commissioning/collaboration

· Innovation

· Value for money

· Strengthening transition
Many of the above have been identified in the 2008-13 Joint Commissioning Strategy for Adult Mental Health in Worcestershire which was jointly developed by Worcestershire County Council and NHS Worcestershire. This strategy prioritised 4 themes for development:

1) Mental health promotion and mental well being

2) Primary and community mental health care

3) Specialist mental health care 

4) Tertiary services

There are commissioning intentions aligned to each of the 4 themes which outline areas for development, modernisation and where new services are to be commissioned. This mental health work programme details and prioritises the activity of the JCU to deliver against these commissioning intentions. However, it is important to acknowledge the starting position of the mental health programme; prior to the establishment of the JCU mental health commissioning has lacked both leadership and consistency for a number of years. The initial focus of the mental health commissioning programme must therefore be effective management of current investment to build the platform required for service transformation to meet future challenges. Until 31st March 2010 the Mental Health Commissioning Programme will focus on 2 key areas:

1) The effective performance management of existing mental health provision; strengthening the bi-lateral contract and ensuring all contracts are underpinned by comprehensive service specifications which drive improved outcomes for service users (BOLD/QIPPP) and the production of effective and reliable data which enables us to benchmark our NHS providers. 
2) Commissioning new services through the lens of world class commissioning; ensuring these are responsive to the mental health needs of the Worcestershire population

By focusing on these 2 areas we aim to lay down the foundations of mental health service fit for the future. We will be working with providers to create a system shift in delivery which will maintain mental resilience into old age; from prevention of mental health problems through effective treatment to recovery.
The direction and pace of travel for future planning, development and delivery of services for mental health will be influenced by the emerging priorities in QIPPP and BOLD with specific focus on increase in demand for people with dementia which is a critical future capacity issue for Worcestershire. 

The Mental Health work programme also reflects key priorities and recommendations from:
· The Joint Strategic Needs Assessment

· The Sustainable Communities Strategy

· The Local Area Agreement

· National and locally set Key Performance Indicators

· The Local Authority and PCT Five Year Budget Strategies

· Worcestershire Mental Health Partnership Trust's Integrated Business Plan
· Care Quality Commission Annual Healthcheck (2009)
The developmental work programmes also build upon the following:
· "Living well with Dementia" –  A National Dementia Strategy – Department of Health
· Bradley (2009) Review of People with Mental Health Problems or Learning Disabilities in the Criminal Justice System

· Department of Health guidance on Improving Access to Psychological Therapies
· About Time – Commissioning to transform day and vocational services – Sainsbury's Centre for Mental Health 
Building on the Joint Commissioning Strategy for Adult Mental Health in Worcestershire 2008-13
	Themes


	Commissioning Intentions in Strategy
	Additional aligned JCU intentions since publication of MH strategy

	Theme 1: 
Mental health promotion and mental well being
	· Review, update and implement the Worcestershire Mental Health promotion and suicide reduction strategy

· Ensure single point of access telephone advisory service
· Ensure MH services support guided self care approaches
· Promotion of mental wellbeing in the key settings
	

	Theme 2: 
Primary and community mental health care
	· Implementation of dementia strategy
· Implementation of IAPT provision
· Improvement in general health of people with mental health problems 
	· Retender of day services
· Review of vocational services 

· Review of CMHT aligned to IAPT developments

	Theme 3: 
Specialist mental health care
	· Ensure equitable range of evidence based community mental health treatment services

· Review carer and family support services 

· Extend provision for early on set dementia

· Review services for adults with Aspergers Syndrome
	· Review of MH Act statutory support functions / Mental Incapacity advocacy 
· Develop long term financial stability of S117 arrangements


	Theme 4: Tertiary Services 
	· Extend mother and baby mental health services

· Review out of county placements and enhance repatriation process 

· Review Eating Disorders services 
	· Review of DAPA, court diversion pathways and requirements in line with Bradley report

· Strengthen transition from Tier 3 and 4 CAMHS to Adult MH services 


Key Work-Streams of the Programme
Using the Joint Commissioning Strategy for Adult MH in Worcestershire intentions and those identified by the JCU 2009, the key work streams of the Joint Commissioning Programme can be summarised as:
	Adult MH Strategy for Worcestershire Theme

	Commissioning Intention  
	JCU Commissioning Activities
	Implementation Plan

	
	
	
	09/10
	10/11
	11/12

	Theme 1: Mental Health Promotion and Mental Well being
	Review, update and implement the Worcestershire Mental Health promotion and suicide reduction strategy
Led by: Public Health

Start Date: October 2009

Complete by: October 2010

Reporting to: Public Health
Governance: PCT Executive and JCG

Budget: Within PCT Public Health budget

	Support Public Health's suicide needs analysis and mapping of suicide reduction provision 
Suicide reduction strategy submitted to SHA 
Ensure all key recommendations are embedded into service specifications as appropriate 
	(
(
	(

	

	
	Ensure single point of access telephone advisory service
Start Date: October 2009

Complete by: October 2010

Reporting to: IAPT and Dementia CPP
Governance: PCT Executive and JCG

Budget: Public Health

	Commission Out of Hours telephone advisory service – already in place
Review pathways and access across Steps 0,1,2 as part of IAPT and Dementia developmental work programmes and review current matrix of telephone support (national/local) to ensure integration of new provision

	(
	
	

	
	Ensure MH services support guided self care approaches
	Has been incorporated into IAPT work programme (including computerised Cognitive Behavioural Therapy – cCBT - roll out, integration with Books on prescription etc)
	(
	
	

	
	Mental wellbeing promotion in key settings including educational establishments and work places
Start Date: October 2009

Complete by: October 2010

Reporting to:

Governance: PCT Executive, DMT and JCG

Budget: none identified – within existing investment

	Link this activity to Suicide reduction mapping 

Review of Wellness Works
Ensure IAPT pathway integrates with current Step O provision inc Books on Prescription, community cCBT roll out

	(
(
(

	
	


	Theme 2: Primary can community mental health care
	Implementation of Dementia Strategy

(for more detail see Dementia Project plan and dashboard)
Start Date: June 2009

Complete by: April 2011

Reporting to:

Governance: PCT Executive, DMT and JCG

Budget: 
2009/10 - £300,000

2010/11 - £750,000

2011/12 - £1,000,000


	PID, Care Planning Partnership, Implementation Team all in place
Executive sign off of Dementia Strategy

High level care pathway in place

Health needs assessment completed

Service mapping, gap analysis, predictive modelling completed

Admiral Nurses in post

Early Intervention and diagnosis service established
Dementia Advisors in post

	(
(
(
(
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	Implementation of IAPT provision

(for more detail see IAPT work programme and dashboard)
Start Date: October 2009

Complete by: October 2010

Reporting to:

Governance: PCT Executive and JCG

Budget: PCT QIPPP development budget

£239,000 2009/10
£750,000 2010/11
£750,000 2011/12 


	PID, Care Planning Partnership, Service User Initiative, Implementation Team all in place

IAPT workshop to scope out model aligned to investment reduction
High level care pathway in place

Service mapping, gap analysis, predictive modelling completed

Clinical Lead in post

Model signed off in line with SHA allocation of spend

Additional IAPT workers in post

IAPT go live


	(
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	Improvement in general health of people with mental health problems
Start Date: November 2009

Complete by: 

Reporting to: 

Governance: 

Budget: None identified – from existing investment

	Scope out lead organisation and identify potential workstreams 

	
	(

	

	
	Retender of day services
Start Date: October 2009

Complete by: September 2010

Reporting to: Implementation Team 
Governance: DMT, JCG, PCT Executive
Budget: £750,000 per annum from existing contracts and integration of aligned contracts

	PID and Implementation Team established
Confirm investment levels

Involvement of key stakeholders

Needs assessment, service mapping, gap analysis, predictive modelling completed

Tender process

Contract awarded

Monitoring of contract


	(
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	Review of vocational services

Led by: WMHPT 
Start Date: October 2009

Complete by: September 2010
Reporting to: WMPHT board, WMHPT contract monitoring group

Governance: WMHPT board, JCG
Budget: £860k current investment


	Vocational Services event to showcase best practice and modernisation agenda
Establish Implementation Team

Needs assessment, service mapping, integration with day services and CMHT workstreams, gap analysis, predictive modelling completed

JCU to clarify current investment levels re: vocational / day service pathways and expectation re: service redesign including PID*
Market testing / agree procurement routes (e.g tender)

Reconfigured service in place

(WMHPT Project Plan available)
 (JCU PID available 2010/11)

	(
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	Review of CMHT's aligned to IAPT and dementia developments

Led by: WMHPT 

Start Date: November 2009

Complete by: October 2010
Reporting to: WMPHT board, WMHPT contract monitoring group

Governance: WMHPT board, JCG

Budget: £8.2m current investment


	Establish Implementation Team and project scope (inc PID)
Needs assessment, service mapping, integration with IAPT inpatient workstreams, gap analysis against RDC specification, predictive modelling completed with support from RDC as appropriate
Clarity on investment on current provision with agreed mechanisms for financial redesign

Phased approach to new service delivery 

Reconfigured service in place
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	Theme 3: Specialist mental health care
	Ensure equitable range of evidence based community mental health treatment services


	Incorporated into wider MH system redesign (namely CMHT redesign) and strategy to reduce investment out of area, integrate with aligned workstreams (e.g Housing) and enhance access to treatment systems locally. All new services commissioned aligned to countywide equitable model and Equality Impact Assessment undertaken for all new provision 
	
	
	

	
	Review carer and family support services 

Led by: Older People Programme in JCU

Start Date: October 2009

Complete by: October 2010

Reporting to: Dementia CPP, OP CPP
Governance: PCT Executive and JCG

Budget: Within existing Carer ACS investment and Dementia Work Programme

	MH Programme links into Older People's strategy

Ensure needs of carers and families are met in development of all Dementia provision
Commission Carer and Family support services as part of Dementia Strategy
	(
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	Extend provision for early on set dementia

Integrated into Worcestershire's Dementia Strategy (see Theme 2)
	Integrated into Worcestershire's Dementia Strategy 
	
	
	

	
	Review services for adults with Aspergers Syndrome
Start Date: October 2009

Complete by: October 2010

Reporting to: Stakeholder group
Governance: PCT Executive and JCG

Budget: 
2009/10 - £33,000

2010/11 – £100,000 

2011/12 – £100,000

PCT development programme budget

	Project group established
PID to be developed
Care Pathway to be developed, linked to ASD strategy

Service specification in place

Explore potential for external funding sources and grants

Produce Strategy and secure sign off
Strategy to be implemented from April 2010 with clear investment plan (inc reinvestment of appropriate Placement spend)
Promote, support and stimulate opportunities for co-production and support for user led organisations
Commission services

Develop contract review process
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	Review of MH Act statutory support functions / Mental Incapacity advocacy 

Start Date: October 2009

Complete by: October 2010

Reporting to: Implementation Team 
Governance: DMT, PCT Executive and JCG

Budget:  Totals TBC across ACS and PCT

	Understand and map current processes and identify key providers and their roles and responsibilities

Needs assessment and evidence based planning to forecast future needs, capacity requirements and demand

Retender advocacy functions in line with procurement guidance
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	Develop long term financial stability of S117 arrangements
Start Date: October 2009

Complete by: October 2010

Reporting to: MH Programme
Governance: PCT Executive and JCG

Budget: Totals TBC across ACS and PCT

	Policies, protocols and procedures in place
Robust assessment in place

6 monthly review established
	(
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	Theme 4: Tertiary Services 
	Extend mother and baby mental health services

Start Date: June 2009

Complete by: October 2010

Reporting to: 
Governance: PCT Executive and JCG

Budget:  
2009/10 – £133,000

2010/1 - £200,000

PCT  Development Programme budget

	Extend the current commissioned perinatal service to address gap in the inequity of access across the county
Develop contract review process
	(
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	Review out of county placements and enhance repatriation process 

Start Date: October 2009

Complete by: March 2012
Reporting to: WMPHT monitoring group
Governance: PCT Executive, DMT and JCG

Budget: 
£2.6m ACS
2.6m PCT budget
	Understand and map current placement activity, referral reasons, specialist provider input (inc cross border spend), cost and repatriation challenges 

Needs assessment and evidence based planning to forecast future needs, capacity requirements and demand working with W Mids Specialised Commissioning Team re: their pipeline of repatriation activity 

Build up business case to enhance specialist provision locally and develop care pathways to facilitate this aligned to current inpatient activity and referral pathways
Ensure integration with Worcestershire strategy developments around accommodation and housing 
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	Review Eating Disorders Service
Start Date: April 2010
Complete by: June 2011
Reporting to:

Governance: PCT Executive and JCG

Budget: 500K in bi-lateral contract specifically for Eating Disorders services and potential local investment from Placement budget (International Centre for Eating Disorders block contract)

	Understand and map current processes and identify key providers and their roles and responsibilities

Needs assessment and evidence based planning to forecast future needs, capacity requirements and demand
Develop Care Pathways aligned to local reinvestment of Placement budget and efficiencies in Eating Disorders services

Commission services

Develop contract review process
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	Review of DAPA, court diversion pathways and requirements in line with Bradley report
Start Date: October 2010

Complete by: April 2012
Reporting to: JCG
Governance: PCT Executive and JCG

Budget: none identified at present
	Bradley workshop with key stakeholders

Explore best practice and establish pathways for offender management in mental health
Identify investment streams and commission new service if required / configuration of existing provision as appropriate
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	Strengthen transition from Tier 3 and 4 CAMHS to Adult MH services

Led by: CAMHS

Start Date: October 2010

Complete by: April 2011

Reporting to: JCG

Governance: PCT Executive and JCG

Budget: none identified at present
	Understand pathway across CAMHS and Adult MH services inc Out of Hours 
Ensure integration of commissioned CAMHS Out of Hours service with Adult Services 

Work with CAMHS and Specialised Commissioning Team re: CAMHS out of area placements who will transition to Adult MH to ensure forward planning, appropriate clinical handover and allocated investment

Ensure contractual clarity re: CAMHS and AMHS provision with appropriate investment identified
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