Listening. Learning. Leading.

NHS

Coventry and

Warwickshire
Integrated Care Board

Report To and Date:

NHS Coventry and Warwickshire Integrated Care Board — 21 May 2025

Report Title:

(CAMHS)

Future Commissioning of Child and Adolescent Mental Health Services

Report From:

Dr Imogen Staveley, Chief Medical Officer, ICB

Author:

Matt Gilks, Director of Joint Commissioning, ICB

Previous
Considerations
and Engagement:

March

ICB Executive: 8 February, 22 April, 30 April

Quality, Safety and Experience Committee (QSEC), 8 April

Warwickshire Joint Commissioning Board: various

Warwickshire Health & Wellbeing Board - Joint Development Session, 12

Coventry & Warwickshire Children and Young People Emotional Wellbeing
Strategic Board, 26 March

Purpose:

For Approval

Achievement of the following ICP Priorities and Focus Areas is supported:

1 - Prioritising prevention and

2 - Improving access to health

[J 3 -Tackling immediate system

(%]

£ | improving future health outcomes and care services and increasing pressures and improving resilience

S | through tackling health inequalities trust and confidence

a
1 - Reducing health inequalities O 4 - Enabling personalised care O 8 - Supporting people at home
2 - Prioritising prevention and 5 - Improving access to services O 9 - Developing and investing in
wider determinants to protect the especially primary care our workforce, culture and clinical

) health anc_i wellbeing of people and and professional leadership

© | communities

<

g 3 - Enabling the best start in life U] 6 - Engaging and involving our

Léé for children and young people people, communities and

stakeholders

7 - Making services more
effective through greater
collaboration and integration

Executive Summary and Key Points:

The ICB and both Councils have identified a need and an opportunity to standardise
commissioning arrangements for Child and Adolescent Mental Health Services (CAMHS) in
Coventry and Warwickshire with the aim of having new contracting arrangements in place from
August 2026 onwards.
Agreement has been reached to divide commissioning responsibilities into three broad groupings:
o Prevention and early intervention services jointly commissioned between each Council and
the ICB — with one contract and process for Coventry led by the Council, and one contract

and process for Warwickshire led by the Council;
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o Clinical CAMHS commissioned solely by the ICB;

o Other services (to be finalised) which should be commissioned on a Coventry and
Warwickshire footprint led by the ICB in a joint commissioning arrangement with both
Councils.

e Each Council will lead a procurement process within its respective footprint for prevention and
early intervention services, with equal partnership and representation from the ICB, while the ICB
will commission clinical CAMHS.

e While the exact scope and financial envelopes are being finalised, current 2025/26 values and
relative contributions from each commissioning entity will be used to guide total amounts for each
grouping.

¢ In a challenging financial context, the ICB will continue to demonstrate its commitment to ‘left shift’
by investing in prevention and early intervention services while maintaining a focus on timely
access to evidence-based and safe clinical care.

¢ All commissioning intentions will be informed by the system Local Transformation Plan for CAMHS
which reflects consensus from local children and young people, parents, carers, families and
professionals following significant engagement work, and national best practice.

e These new arrangements will address current inequities and create the space for continuous
improvement and transformation in line with local ambitions and national expectations.

Executive opinion: | am confident that this approach will lead to a more appropriate commissioning
approach to improve our emotional wellbeing and mental health offering for children and young people
in Coventry and Warwickshire. | believe that that this method alongside the Local Transformation Plan
that supports a THRIVE model and trauma based approach will reduce inequalities and provide a
more considered approach for our children and young people.

Recommendation:

Members are requested to:

o APPROVE the ICB’s collaborative approach to commissioning prevention and early
intervention mental health support for children and young people in partnership with Coventry
City Council and Warwickshire County Council; and to

¢ APPROVE the ICB’s approach to commissioning NHS clinical CAMHS.

Implications
Conflicts
of Interest: N/a

While the exact splits for each of the two different pots of funding will be finalised in

. . the coming weeks, along with the proportional contributions between the ICB and

Financial "’f”d each local authority, the overall financial envelope for the ICB on CAMHS will remain
Workforce: as per the ICB’s 2025/26 financial plan.

Please see section 5 for further detail.

. We will seek to improve timely access to all forms of mental health support for

Performance: ; . S

children and young people via these new commissioning arrangements.

We will seek to improve patient experience and outcomes via these new
Quality and Safety: commissioning arrangements, and to stabilise clinical service provision and thereby

mitigate against safety risks.

Inclusion
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Has an equality impact assessment been
undertaken? (delete as appropriate) No NOt

. . . Yes applicable
An EQIA is required for new services or hed (state why in
changes to service delivery (attached or th (state why

. e row :

, _ _ hyperlinked) in the row
For more information the EQIA Policy and below) below)
Tool can be found here.
An EQIA is not required at this stage.
Has a Health Equity Assessment Tool Yes No Not
(HEAT) been completed? (attached or (state why in applicable
HEAT may be used for new, changing or hyperlinked) the row (state why
existing services and processes. below) in the row
More information can be found here. below)

An HEA is not required at this stage.

Engagement
The ICB and both Councils have undertaken a number of engagement and co-
production activities relating to the overall Coventry and Warwickshire CAMHS Local
_ ) Transformation Plan (LTP), which was endorsed by QSEC on 8 April and is due to be
E‘;“‘;”L;”ednsum'c considered for further QSEC approval on 10 June.
g2 ' Warwickshire County Council have also undertaken various engagement activities on
behalf of the Council and ICB with stakeholders including parents, carers, and
children and young people regarding future commissioning priorities.
Clinical, operational and other professional colleagues from Coventry and
Warwickshire Partnership NHS Trust (CWPT) and a range of third sector providers
Clinical and have fed into the CAMHS LTP which has in turn influenced the proposed approach to
Professional commissioning set out within this paper.
Engagement: Warwickshire County Council have also separately undertaken extensive
engagement on behalf of the Council and ICB with a range of professionals from
CWPT and third sector provider organisations.
Risk
Risk: There is a risk that not pursuing the changes in commissioning arrangements will
' perpetuate or worsen inequities.
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1. Introduction and background

1.1 There are currently distinct and complex historical commissioning arrangements in place across
Coventry and Warwickshire for Child and Adolescent Mental Health Services (CAMHS).

1.2 A Warwickshire Children and Young People’s Mental Health and Emotional Wellbeing contract,
known as ‘Rise,” began on 1 August 2017 and is provided by Coventry and Warwickshire
Partnership Trust (CWPT). Warwickshire County Council is the Lead Commissioner in a joint
commissioning arrangement with the ICB, having first entered joint commissioning arrangements
with the then North and South Warwickshire clinical commissioning groups (CCGs) under section
75 of the National Health Services Act 2006 along with an agreement with Coventry and Rugby
CCG for the new service to cover Rugby, thus encompassing the full Warwickshire local authority
footprint. These arrangements pull in both prevention and early intervention service provision —
commonly referred to as (broadly) Tier 1 and 2 services and the commissioning responsibility of
local authorities — as well as more specialist clinical CAMHS (Tier 3) services which fall under the
commissioning responsibilities of ICBs (as they previously did for CCGs). Initially procured for
five years, the contract was extended in 2022 for an additional two years and in 2024 for a further
two years, with the current expiration date being 31 July 2026.

1.3 Arrangements within Coventry have differed. As Lead Commissioner in joint commissioning
arrangements with the ICB, the City Council commissions Tier 1 and Tier 2 services only via a
contract with a third sector provider, while Tier 3 clinical CAMHS are commissioned by the ICB
alone via the ICB’s core block contract with CWPT. Coventry CC will be considering options on
extending the contract of their current Tier 2 Provider and recommissioning options from 2026
onwards during June and July.

2. Rationale for change

2.1 As well as creating geographical inequities, these differing arrangements in Warwickshire have
led to numerous deep challenges for both NHS and local authority commissioners as well as
providers (including those sub-contracted by CWPT) in terms of the complexity of joint
arrangements and a lack of clarity within current contracts and contract management
mechanisms. These have been compounded by confused accountability lines for performance
and delivery oversight into NHS England (NHSE).

2.2 Moreover, the lead commissioner arrangements in Warwickshire have not reflected the
respective financial contributions between the Council and the ICB; although the Council has
acted as lead commissioner for the full range of services, it has contributed a relatively lower
proportion (c15%) of funding that has remained flat over the duration of the contract, while the
ICB has contributed a higher proportion (c85%) of funding as well as accounting for year-on-year
inflation growth and investing significant growth monies following a series of positive NHS funding
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2.3

3.1

3.2

3.3

settlements secured within several government fiscal events. However, WCC have funded other
services outside the RISE contract.

Following significant work which began over two years ago, consensus has been reached across
the ICB Executive Team and both Councils that a reset and a fresh, much more logical, equitable
and aligned approach is needed in the way in which mental health support for children and young
people (CYP) is commissioned across Coventry and Warwickshire from August 2026.

Future approach

The ICB has reached agreement with both Councils that a consistent approach across both local
authority areas is needed, largely in line with current arrangements for Coventry. This would
broadly be comprised of three groupings:

I.  Each Council acting as Lead Commissioner in joint commissioning arrangements with
the ICB under two new section 75 agreements for Tier 1 and 2 prevention and early
intervention services, with one agreement covering Coventry, and one agreement
covering Warwickshire;

II.  The ICB becoming the sole commissioner of Tier 3 NHS clinical services across
Warwickshire as it is currently in Coventry i.e. becoming the sole commissioner across
the whole ICB footprint;

. The ICB acting as the Lead Commissioner in a single joint commissioning
arrangement with both Councils together for a very small number of other relevant
service offers deemed suitable and necessary to be commissioned on a full Coventry
and Warwickshire-wide footprint, and where financial contributions from all three
parties would logically continue (e.g. a digital offer, for which similar arrangements are
already currently in place).

Detailed work is ongoing between ICB, Council and CWPT teams to finalise the precise services
and service offers in scope for each element along with confirming relevant financial envelopes.
This is expected to conclude by the end of June.

The key driver for all commissioned services is to improve health and reduce health inequalities
and the key goal is to achieve equity of service across Coventry and Warwickshire. Whilst both
local authorities are developing specifications tailored to their individual geography and
demography, there will be a similar set of services commissioned across the system meaning
that no child or young person will be advantaged or disadvantaged in accessing services as a
result of the local authority in which they reside — irrespective of commissioning processes and
lead authorities.

For group I, the relevant local authority will lead the procurement process formally commencing
this autumn for services within scope, with equal representation from the ICB.
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3.4

3.5

3.6

4.1

4.2

4.3

5.1

For group I, the ICB will be responsible for commissioning clinical services from an appropriate
provider as it presently does via the continuous block contract in Coventry and the current ‘Rise’
contract in Warwickshire. The ICB will follow national guidance under the Provider Selection
Regime (PSR) to determine the commissioning approach for these services. This will take into
account the previous market engagement exercise undertaken by Warwickshire County Council
on behalf of the Council and the ICB earlier this year.

For group lll, a process led by the ICB will be determined following finalisation of potential service
offers in scope.

All relevant future contract commencement dates and contract lengths are intended to be
coterminous and aligned across all commissioned services in Coventry and Warwickshire as far
as possible, with new arrangements due to be in place across the local system from August
2026.

Involvement and Engagement

There will be specific contractual expectations set out for all providers regarding engagement and
co-production with CYP, parents, families and carers in service design / redesign, delivery,
transformation and improvement. This includes underserved and marginalised people and
communities who face specific inequalities.

These expectations are in line with the overall system Local CAMHS Transformation Plan, which
will be finalised in the coming weeks, with a strong emphasis on the needs-led THRIVE
Framework and trauma-informed care aligned with national best practice. While the Plan has
informed and will inform commissioning processes, it goes beyond them and sets a clear
collective ambition for the Coventry and Warwickshire system. A number of areas will be
explored as part of the Plan outside of commissioning processes, such as how to improve care
for young adults beyond age thresholds and personalised approaches to managing transitions
between different services.

The Transformation Plan and related commissioning intentions have been informed by extensive
engagement undertaken by all statutory partners as well as genuine co-production with CYP,
carers, parents, and families.

Financial implications

The financial envelopes associated with the current (2025/26) range of contracts will be used as
the financial values for the purposes of recommissioning the range of CAMHS services. These
envelopes will therefore reflect current levels of funding contributions from each Council and the
ICB for the relevant grouping.
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5.2 This approach will reflect the ICB’s commitment to ‘left shift’ by maintaining a significant level of
ICB investment into prevention and early intervention services across both Coventry and
Warwickshire through joint commissioning arrangements, while recognising the challenging
financial context in which the ICB is now operating to meet its 2025/26 financial plan and strive
for longer-term financial balance and sustainability, and noting the historical challenges faced by
local authority colleagues in growing their investments into these services over the same period
of time during which the ICB has done so.

5.3 Given the absence of available NHS growth funding in 2025/26, planning for the movement of
ICB funding towards more preventative services is not possible at this stage going into 2026/27
given the high levels of demand which already significantly outstrip current clinical service
capacity, as well as significant clinical safety and quality risks relating to CYP with higher levels of
presenting acuity — all of which are expected to continue into 2026/27. Any potential movement of
funding between commissioning groupings in later years will be through a managed process
including a clinically-informed impact assessment, and will be subject to future NHS financial
settlements and ICB financial planning.

5.4 For jointly commissioned services, revised section 75 and governance arrangements will be
established between the ICB and each local authority following a review of current arrangements.
Relevant services will be commissioned and managed through refreshed section 75 pooled
budget arrangements.

6. Summary conclusion

6.1 The proposed approach set out in this paper as agreed between the ICB and Councils will
standardise and clarify commissioning arrangements across the Coventry and Warwickshire
footprint as is necessary. At a time of high clinical and non-clinical demand and collective
financial challenge for the foreseeable future, this will in turn give statutory bodies the best
chance of offering equity of access to children and young people in need of mental health support
regardless of where they live within our geography. It will also give the ICB a stronger platform to
achieve system ambitions as outlined in the C&W CAMHS Local Transformation Plan and to
meet current and future likely national NHS expectations.

7. Recommendation

Members are requested to APPROVE the ICB’s collaborative approach to commissioning
prevention and early intervention mental health support for children and young people in
partnership with Coventry City Council and Warwickshire County Council; and to
APPROVE the ICB’s approach to commissioning NHS clinical CAMHS.
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End of Report
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