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	This document describes:
· the Trust’s standard operating policy for developing and delivering business cases.
· the process for early identification and tracking of benefits to be delivered by a business case.
· the governance arrangements for business cases, including tracking progress of a case and project implementation.
· the importance of undertaking a post-implementation review to ensure business benefits are realised. 
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Quick Reference Guide
A one page summary/flowchart will be inserted when this SOP is approved.  
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Page 1
Standard Operating Policy:  Business Case Process 
1. [bookmark: _Toc71485019]Introduction
This Standard Operating Policy (SOP) describes the business case process and supporting activities and documents.  The process described:
· Is inclusive, so that all Trust staff can submit ideas.
· Ensures a range of benefits is identified as deliverable through the business case and that delivery is planned and evaluated.
· Ensures good business decisions are made to deliver the Trust’s strategy and objectives whilst ensuring probity and value for money regarding the use of the Trust’s resources.
· Should be used to guide production of all business cases throughout the Trust. 
· Provides a mechanism for the Strategy and Planning Group to track progress of ideas, business cases and delivery of their benefits on behalf of the Trust Management Executive.
The process operates so that the Trust can meet the NHS triple aim of improved population health, quality of care and cost-control.  It enables us to demonstrate good management of our resources through the delivery of high quality care in accordance with income and expenditure plans and within the rules set out in the Standing Financial Instructions and Standing Orders of the organisation.
2. [bookmark: _Toc71485020]  Scope of this document
This Standard Operating Policy describes:
· Business case principles adopted by the Trust.
· All stages of the business case process and the purpose of each stage, including governance, approval and benefits management.
· Activities undertaken in each stage. 
· Suggested timescale for completing each stage.
· Roles and responsibilities of those who may be involved in the business case process.
3. [bookmark: _Toc71485021]Definitions	
The following terminology is used within this SOP:
	Benefit
	A business benefit is a tangible outcome of an action or decision that helps meet Trust strategic objectives.  
	

	Benefits realisation
	A process of defining, planning and achieving the benefits that implementing the business case will bring.  Achievement of identified benefits justifies the investment made.
	

	Business case
	A structured proposal which justifies why a particular course of action should be undertaken and its impact on resources.  It evaluates the benefit, cost and risk of a range of options and provides a rationale for the preferred solution.
	

	Business case tracker
	A spreadsheet which documents and tracks the progress of the Trust’s business cases from initial idea to post-implementation review.
	

	Business case author/owner
	A team member responsible for progressing the case through development and approval.
	

	Governance structure
	The process and meeting/committee structure used to make decisions in relation to business cases which enable appropriate discussion, scrutiny and sound decision making for approval.  
	

	Idea mailbox
	An email in-box dedicated for exchange of emails relating to development of business case ideas.  Monitored daily be Strategy and Planning Directorate.
	

	Implementation plan
	A plan which sets out the steps and actions required to deliver your business case idea and who will do them and by when.
	

	Improvement idea
	An idea or initiative that will lead to an improvement in service quality, safety, performance or productivity/efficiency.
	

	Post-project evaluation
	An assessment of whether the business case has delivered its objectives and benefits following implementation (i.e. has it done what it set out to do?).
	

	Screening checklist
	A tick list which poses questions that enable whether an idea for a business case is suitable to progress to the next stage or whether all aspects of the business case template have been completed.
	

	Standing financial instructions
	A document which explains the financial responsibilities, policies and procedures in place within the Trust.  Their purpose is to enable financial transactions to be carried out in accordance with the law and government policy.
	



4. [bookmark: _Toc71485022]Roles and Responsibilities
The following groups and individuals have a part to play in operating the business case process.  Detailed roles and responsibilities can be found at Appendix 1.
	Business Advisor
	· Advises on all financial aspects of business case development, coordinating input from other financial departments as necessary.  

	Business case owner 
	· Provides overall leadership for the process an individual business case undertakes, coordinating all activities, writing the case and presenting as required.  

	Chief Executive’s Team Meeting (CETM)
	· Fulfils the Divisional Management Team role for corporate divisions and directorates.

	Communications and engagement staff
	· Advise on all communications and engagement aspects of business case development, supporting and advising on any requirement for public consultation created by the business case proposal.

	Digital (including Informatics) support
	· Advises on all digital and informatics aspects of business case development.

	Directorate Management Team or corporate equivalent
	· Screens “I’ve got an idea” submissions using checklist 1 and decides which ideas to develop into business cases.  

	Divisional Management Board 
	· Provides strategic guidance and oversight to development and submission of a business case, 
· Formally reviews business cases on completion, using checklist 2, prior to sign-off and onward transmission to Strategy & Planning Group

	Estates Directorate
	· Advises on estates and facilities aspects of business case development, providing technical analyses and costings as necessary.

	Executive Directors
	· Provide strategic guidance and oversight to the business case process.

	Finance and Performance Committee
	· Reviews business cases whose value is £500k or more and makes a recommendation to Trust Board.

	HR Business Partner
	· Provides advice on all workforce aspects of business case development, providing expert workforce and skills mix analyses when required.  

	Idea owner
	· Submits an idea for improvement via the Strategy and Planning Directorate’s intranet pages.

	Nursing Directorate - Quality 
	· Provides advice on quality aspects of business case development.

	Strategy and Planning Directorate
	On behalf of the Strategy and Planning Group: 
· tracks evolution of ideas into business cases through monitoring the central ideas mailbox, 
· assesses completeness of business cases submitted by Divisional Management Boards, 
· monitors delivery of approved business cases and ensures post project evaluations are completed. 
· maintains a library of business cases and associated post-project reviews

	Strategy and Planning Group 
	· Completes Check & Challenge reviews of business cases on behalf of TME, using checklist 3, and progresses cases to the TME agenda, feeding back to Divisional Management Boards, or equivalent.

	Trust Board
	· Reviews and approves all business cases whose value is £500k or greater.

	Trust Management Executive (TME)
	· Approves business cases whose value is less than £500k under the delegated authority of the Chief Executive/Director of Finance
· Reviews business cases of greater value, making recommendations for approval 



5. [bookmark: _Toc71485023]Business case principles
The following principles apply to all business cases prepared by the Trust:  
· Business cases will not be developed for approval unless they contribute to improving our financial position.  There has to be a clear financial ‘pay back’ or a genuine quality[footnoteRef:1] issue or statutory need. [1:  Quality:  Comprises three elements:  safety, effectiveness and patient experience
] 

· Therefore, all business cases must focus on improvement, delivering a reduction in cost per unit of activity through consideration of the following:  
· Identification and removal of waste.
· Removal of non value-adding activities.
· Improved timeliness/optimise process.
· Eliminate process variation. 
· Improve process capability.
· Business cases must demonstrate how the proposal impacts on recovery/restoration of services/reduction of the backlog.
· Where a business case is not self-funding, or pay back is beyond an acceptable time period (e.g. invest to save business cases), alternative funding would normally be required. Exceptions, in limited circumstances, may be made if the case is proposed to meet statutory requirements, critical infrastructure needs or other BAF risks.
· If a case is not self-funding, we would always seek offset funding or to identify additional PEP, but we would not necessarily hold off implementation until that had been secured.
· We will focus on a small number of business cases which will be done well (end to end) so that we can get the basics right (i.e. scope, process and benefits realisation) and ensure delivery of the benefits identified.
6. [bookmark: _Toc71485024]Business case process 
· [bookmark: _Toc52802584][bookmark: _Toc56014540][bookmark: _Toc66902009][bookmark: _Toc68785627][bookmark: _Toc69201853][bookmark: _Toc70685509][bookmark: _Toc70685681][bookmark: _Toc71484926][bookmark: _Toc71485025]
· [bookmark: _Toc52802585][bookmark: _Toc56014541][bookmark: _Toc66902010][bookmark: _Toc68785628][bookmark: _Toc69201854][bookmark: _Toc70685510][bookmark: _Toc70685682][bookmark: _Toc71484927][bookmark: _Toc71485026]
· [bookmark: _Toc52802586][bookmark: _Toc56014542][bookmark: _Toc66902011][bookmark: _Toc68785629][bookmark: _Toc69201855][bookmark: _Toc70685511][bookmark: _Toc70685683][bookmark: _Toc71484928][bookmark: _Toc71485027]
· [bookmark: _Toc52802587][bookmark: _Toc56014543][bookmark: _Toc66902012][bookmark: _Toc68785630][bookmark: _Toc69201856][bookmark: _Toc70685512][bookmark: _Toc70685684][bookmark: _Toc71484929][bookmark: _Toc71485028]
· [bookmark: _Toc52802588][bookmark: _Toc56014544][bookmark: _Toc66902013][bookmark: _Toc68785631][bookmark: _Toc69201857][bookmark: _Toc70685513][bookmark: _Toc70685685][bookmark: _Toc71484930][bookmark: _Toc71485029]
1 [bookmark: _Toc68785632][bookmark: _Toc69201858][bookmark: _Toc70685514][bookmark: _Toc70685686][bookmark: _Toc71484931][bookmark: _Toc71485030]
2 [bookmark: _Toc68785633][bookmark: _Toc69201859][bookmark: _Toc70685515][bookmark: _Toc70685687][bookmark: _Toc71484932][bookmark: _Toc71485031]
3 [bookmark: _Toc68785634][bookmark: _Toc69201860][bookmark: _Toc70685516][bookmark: _Toc70685688][bookmark: _Toc71484933][bookmark: _Toc71485032]
4 [bookmark: _Toc68785635][bookmark: _Toc69201861][bookmark: _Toc70685517][bookmark: _Toc70685689][bookmark: _Toc71484934][bookmark: _Toc71485033]
5 [bookmark: _Toc68785636][bookmark: _Toc69201862][bookmark: _Toc70685518][bookmark: _Toc70685690][bookmark: _Toc71484935][bookmark: _Toc71485034]
6 [bookmark: _Toc68785637][bookmark: _Toc69201863][bookmark: _Toc70685519][bookmark: _Toc70685691][bookmark: _Toc71484936][bookmark: _Toc71485035]
[bookmark: _Toc71485036]Creating a business case
Any member of staff can generate an idea for a service improvement.  A series of decisions, each with an increasing level of scrutiny, are required to drive an idea through the business case process successfully so that it delivers benefits.   This will provide assurance that the investment of time, effort, energy and money required by the change proposed will pay off by improving services for patients and/or staff experience.  
This Standard Operating Policy describes each decision-making stage in turn.  The stages and their optimal timescale are shown in the process flow below.
[image: ]
[bookmark: _Toc71485037]Stage 1: “I have an idea” (4 weeks duration)
Ideas for improvement arise from people in all staff groups, from those working for partner organisations and from visitors and patients.  Some ideas will need to be shaped into business cases so that they can be implemented, and the benefits obtained. Those which should be developed into business cases will be those where a range of options and related business benefits need to be explored and where financial investment is needed to enable implementation. 
This first stage of the business case process aims to identify those ideas generated by staff that are supported by a directorate and which need to proceed to business case development.  It also ensures that those which do not need a business case are considered for implementation.  In either situation, it is important that the originator of the idea (the “owner”) is informed of the outcome of this first stage. Strategy & Planning directorate will ensure this takes place.
To submit an idea for a business case, the following steps should be followed:
· Locate the Strategy and Planning pages on the Trust’s intranet and search for the “I’ve got an idea” button [URL to be inserted here]
· Begin to complete the “I’ve got an idea” template questions (shown below and at Appendix 2)
	1.  What is your idea?
	2.  What are the main benefits of your idea?

	3.  Are there any drawbacks?
	4.  How long would it take to implement your idea?


· Discuss your idea with people who will be interested and then finish answering the questions. 
· Send the “I’ve got an idea” answers to the ideas mailbox on the Business Case advice page of the Strategy and Planning Directorate’s intranet site [URL to be inserted here].  The mailbox will be monitored daily.
·  “I’ve got an idea” submissions will be acknowledged and then forwarded to the relevant directorate by the Strategy and Planning Directorate for review.  The outcome of all ideas submitted will be monitored by the Strategy and Planning Directorate on behalf of the Strategy and Planning Group.  
Each idea forwarded by Strategy & Planning directorate should be screened on receipt by a Directorate manager or equivalent using Checklist 1 (Appendix 3) and be discussed at a Directorate Management Team meeting to establish the feasibility and the benefits of delivering the case.  The Directorate manager, or equivalent, should discuss the outcome of the screening checklist with the Directorate management team to decide: 
· whether to develop the idea into a business case; 
· whether the idea can be implemented through another process; or 
· why it will not be supported.  
The Directorate Manager (or equivalent) will ensure a clear decision is made about who will own, develop, and write the case; will notify the idea owner of the outcome of the screening process and the Divisional Director of Operations that a business case is to be developed.  The owner of the case will ensure the succeeding stages of this policy are followed.
The Strategy and Planning Directorate will log the idea and the screening outcome, ready to report to Strategy and Planning Group within a monthly report on business cases.  The Strategy and Planning Directorate will continue to monitor and report progress of business cases throughout the succeeding stages of the process.
Improvement ideas which do not need investment should not follow this policy but should be submitted to the Improvement team at  https://www.worcsacute.nhs.uk/quality-improvement/registering-a-qi-project where help with implementation can also be found.
[bookmark: _Toc71485038]Stage 2:  Business case development (8 weeks duration)
Within an optimum timescale of 8 weeks for this development stage, business case owners should:
· Agree the scope and scale of the business case with their Divisional Director of Operations, or equivalent.
· Identify and scope the resources and support required, from within and outwith the Trust.  The business case owner should consult/brief those who need to contribute to the case early in the process.  This should include, for example, Finance Advisor, HR Business Partner, Digital representative, Estates and Facilities and Clinical departments to ensure all resource requirements will be identified for inclusion in the case.
· Identify, agree and quantify the range of benefits that the case will deliver (see 6.1.3 below for detailed guidance), keeping these under review as the case develops so that the plans to release benefits are comprehensive and robust. The benefits should be documented, using Appendices 4 and 5, for inclusion in the case.  Note the principles at section 5 of this policy regarding financial benefits.
· Complete a stakeholder analysis for the case and consult as necessary, paying close attention to clear and detailed agreement of requirements with services and departments impacted by the case (e.g. Radiology, Pathology, Therapies, Facilities, Digital), particularly where additional investment may be needed to deliver the requirements of the case. 
· For complex, cross cutting or large scale business cases, advice should be obtained from Strategy and Planning Directorate about the inclusion of project management resource in the case.
· Agree the timescale for completion of the case with the Divisional Director of Operations and establish a target date for the Divisional Management Board to sign off the case.
· Notify the Strategy and Planning Directorate of objectives, scope, benefits, and anticipated timescale for completion of the case.  Ensure Strategy and Planning Directorate is notified of any significant delay, should this occur.
· Coordinate agreed inputs and complete the business case comprehensively, within the agreed timescale, using the business case template headings and guidance at Appendix 6.  A business case owner is free to choose the format of a case as long as it is completed comprehensively, covering all necessary elements.  Business case training and support is available to help authors to make this judgement.  See [insert URL] for details.
· Present the case at Divisional Management Board for support.
Divisional Management Boards (DMBs), or equivalent, should use Checklist 2 (Appendix 7) to assure themselves that the case is entirely completed, meets the standards required by the approval process and can therefore be submitted to Strategy and Planning Group for a check and challenge discussion.  
DMBs should also be certain that relevant business partners and other advisors have shared their contributions to the case with their own senior managers, and that those senior managers are content with the technical detail and subsequent analyses contained in the case.  This step ensures the case is sufficiently prepared before it is reviewed by Strategy and Planning Group.
After receiving Divisional Management Board support, the business case owner should send the case to the Strategy and Planning Directorate for inclusion on the next Strategy and Planning Group’s agenda.  Copies of checklists 1 and 2 should accompany the case to demonstrate support received at Stages 1 and 2 of the business case process.
[bookmark: _Toc71485039]Benefits identification, categorisation, quantification and realisation planning
It is important that each case identifies the true extent and deliverability of benefits in the early stages of case development and that these are fully refined and planned before the case is supported by DMBs or their equivalent.  The Trust has a standard framework for identification, recording, assessing, and planning delivery of benefits which is outlined as a series of steps in the remainder of this section.  Templates to guide the process of identification, categorisation, quantification and planning are attached at Appendices 4 and 5.  
Step 1 – Identification
A range of benefits to be delivered should be identified across the domains shown in the framework below.
[image: ]
The benefits identification template (above) can be found at Appendix 4.  
Step 2 – categorisation
Following identification, benefits should be categorised as follows:
· What will we do that is new as a result of this case being implemented?
· What will we do better as a result of this case being implemented?
· What will we stop doing as result of this case being implemented?
Benefits that will accrue to other organisations within the ICS should also be identified.
Step 3 – quantification
After categorisation, wherever possible, benefits should be quantified and monetised.  A tool to guide this process is at Appendix 5, together with instructions for completion.  
Step 4 – delivery and realisation
A plan to realise benefits within a set timescale should also be developed and should include a post-project evaluation of benefits delivery.  A suggested template is included in Appendix 5.
Both the identification and the categorisation templates should be included in a business case together with a benefits delivery plan.  The benefits delivery plan should include arrangements for benefits evaluation.
[bookmark: _Toc71485040]Benefits accruing outside the Trust.
Where benefits of a case fall outside the Trust, but within the Herefordshire and Worcestershire integrated Care System (ICS), it is important to document the extent of the benefit and to discuss benefits realisation planning with system partners.  The ICS is expected to provide a framework for benefits realisation within the system as part of its work on developing a process for completion of system-wide business cases.  This process will be added to this SOP when available.
[bookmark: _Toc71485041]Stage 2:  Business case development where capital is required.
Early advice from Financial Business Advisors should be sought where a case has a capital requirement.  Financial Business Advisors should alert the Trust’s Capital Prioritisation Group (CPG) that a capital requirement is being established within a business case.  Requirements will be prioritised by the CPG within their overall capital planning cycle.  This is likely to affect the length of time required to develop a business case as it will add steps to the development process.  Capital availability is also likely to affect implementation planning of a business case and should be considered from the outset of the case.  
[bookmark: _Toc71485042]Infrastructure for business case compilation
Each Division or corporate directorate/department should ensure they have sufficient expertise within their team to write business cases effectively, within timescales, and to navigate them through the process outlined in this SOP.  The Strategy and Planning Directorate will ensure regular training is provided for business case owners to develop their skills and understanding.    The Strategy and Planning Directorate will maintain a list of trained business case authors. Training dates and the list of trained business case authors can be found on the Strategy and Planning Directorate intranet pages [URL to be inserted here].  Indicative training content can be found in the appendices to this SOP.  
[bookmark: _Toc71485043]Stage 3:  Check & Challenge and approval (up to 12 weeks)
When the case is reviewed by Strategy and Planning Group, on behalf of TME, a number of conclusions are reached:
Check & Challenge – the Strategy and Planning Group should complete Checklist 3 (Appendix 8) to provide assurance that the case is:
· Aligned with Trust priorities, including those detailed in the Trust’s Clinical Services strategy, its supporting strategies, the Long -Term Financial Model, relevant partnership agreements and the Trust’s annual plan.
· Delivering a range of benefits with credible, secure plans for delivery.
· Not detrimental to the Trust’s financial position (however, see exceptions, section 5 above).
· Allocated capital, where necessary, by the Capital Prioritisation Group.
· Supported by relevant stakeholders, including internal and external services impacted by the proposed change and by commissioners where necessary.
· Supported by relevant patient groups or the Trust’s patient forum where necessary.
· Supported by a Quality Impact assessment and an Equality Impact Assessment where necessary.
· Socialised with external partners where necessary.
· Supported by public consultation, when required.
· Supported by Staff Side or other staff group(s) when required.
Progress to Trust Management Executive – Check & Challenge discussion of the case at Strategy and Planning Group should conclude with a decision to progress the case to Trust Management Executive (TME) for approval or further consideration.  The case may, however, be returned to the Division or equivalent for further work.  Checklist 3 should accompany a case to TME to provide written assurance of the quality of the case.  
The Strategy and Planning Group will also agree and record whether, in accordance with Standing Financial Instructions, the case should be considered for approval by the Trust Board and/or by the Finance and Performance Committee if supported by the Trust Management Executive (TME).  The Strategy and Planning Directorate will inform the Divisional Management Team, or equivalent, and the owner of the case of the outcome of the Strategy and Planning Group’s discussion and progress of the case.  If progressed to TME, the Strategy and Planning Group will ensure the case is on the next available TME agenda, accompanied by a record of the Strategy and Planning Group’s discussion of the case, including a completed copy of Checklist 3.
Business case approval - The Divisional Director should present the case for consideration at TME, noting support obtained from Strategy and Planning Group.  Where a business case is subsequently submitted to Finance and Performance Committee and/or Trust Board for approval, the Director of Strategy and Planning will agree presentation arrangements with the Divisional Management Board or equivalent.
[bookmark: _Toc71485044]Stage 4: Implementation and benefits realisation
Each business case should include an implementation plan whose objective is to make the changes proposed in the case (see template at Appendix 5).  In turn, the implementation plan should always include a benefits realisation plan which outlines the baseline for benefits and includes a post-project evaluation period designed to assess benefits delivery against the approved business case. 
The post-implementation review should normally occur no later than six months following the delivery of the scheme and an estimated date will be agreed as part of the approval process. It is designed to ascertain whether the Business Case achieved the measurable benefits that were planned. Failure to meet the desired benefits may result in the termination of the scheme in line with an exit strategy specified by the case. The post-implementation review will normally be overseen by the group or committee that ultimately approved the case (e.g. Trust Management Executive, Trust Board) unless specified otherwise.  
The Strategy and Planning Group will include the milestones of these plans in their tracking and reporting of business case delivery.  
[bookmark: _Toc71485045]Tracking and reporting business case progress
On behalf of the Strategy & Planning Group, the Strategy and Planning Directorate maintains a tracking spreadsheet that is accessible, for reference, to all corporate and clinical divisions.  The tracker records the status of all ideas and business cases in all stages of development (i.e. development, approval, implementation and review). It also records notifications to idea owners and business case owners sent by Strategy & Planning Directorate to ensure all are sighted on progress and outcome of cases.  The tracker represents a “single version of the truth” with regard to the existence and status of business cases within the Trust.  The tracker is updated monthly.
[bookmark: _Toc71485046]Training programme to support quality of business case writing.
The Trust provides training to those who author business cases to navigate them through the process of development, approval and implementation.  The training ensures that business cases are successfully owned and developed and that authors/owners are equipped to become the point of contact for their respective cases. The training aims to:
· Provide skills and knowledge needed to develop a successful business case to a comprehensive standard, including an understanding of benefits identification and realisation. 
· Create understanding of all governance surrounding a case. 
· Demonstrate how to write with a standardised approach which will result in a high quality business case.
· Facilitate achievement of quick turnaround times.
Further information about training for business case writing is at Appendix 9.
7. [bookmark: _Toc71485047]Monitoring, compliance and risks associated with this policy.
· [bookmark: _Toc52802597][bookmark: _Toc56014554][bookmark: _Toc66902026][bookmark: _Toc68785650][bookmark: _Toc69201876][bookmark: _Toc70685532][bookmark: _Toc70685704][bookmark: _Toc71484949][bookmark: _Toc71485048]
7 [bookmark: _Toc69201877][bookmark: _Toc70685533][bookmark: _Toc70685705][bookmark: _Toc71484950][bookmark: _Toc71485049]
[bookmark: _Toc71485050]Implementation risk
The Strategy and Planning Directorate is responsible, on behalf of the Strategy and Planning Group, for monitoring compliance with this Standard Operating Policy.  Implementation of the Standard Operating Policy requires consistent and ongoing socialisation.  The Standard Operating Policy has been developed with help from a wide variety of stakeholders who are asked to champion its use.  A risk register related to implementation and compliance is maintained by the Strategy and Planning Directorate and progress with compliance reported regularly to the Strategy and Planning Group.
[bookmark: _Toc71485051]Operating risks
	Risk
	Mitigation actions

	If the business case tracker is not up to date, Strategy &Planning Group will be unable to maintain a pipeline of cases for approval meaning that the Trust cannot undertake financial and business planning effectively.
	The Strategy & Planning Directorate maintains tracker and reports status to the Strategy and Planning Group monthly.
Business case owners to respond to requests for information required to update the business case tracker.

	If the business case tracker is not up to date, the Trust will not be assured that benefits are being delivered as specified in business cases and cannot detect where benefits have not been achieved.
	Strategy and Planning Directorate to maintain live tracking of all business cases until benefits are delivered and to report monthly to Strategy and Planning Group.
Business case owners to respond to requests for information required to update the business case tracker.

	If implementation plans and benefits realisation plans are not deliverable, the Trust will not be assured that its investments in business cases are making improvements to services.
	Project planning and management training to be provided by the Strategy and Planning Directorate and undertaken by all those responsible for implementation of projects and for realisation of benefits.

	If the business case tracking process is not linked to the Trust’s risk registers, the Trust will be less assured that risks addressed by business cases have been mitigated.
	Business case tracker to maintain links to risk registers until benefit delivered to demonstrate risks are re-evaluated during post-project evaluation.


8. [bookmark: _Toc71485052]Policy implementation
Implementation of this SOP begins on 1st June 2021 and will be reviewed in a post-project evaluation completed by 30th September 2021.  Subsequently, this SOP will be updated as necessary.
· [bookmark: _Toc52802601][bookmark: _Toc56014558][bookmark: _Toc66902030][bookmark: _Toc68785654][bookmark: _Toc69201881][bookmark: _Toc70685537][bookmark: _Toc70685709][bookmark: _Toc71484954][bookmark: _Toc71485053]
8 [bookmark: _Toc69201882][bookmark: _Toc70685538][bookmark: _Toc70685710][bookmark: _Toc71484955][bookmark: _Toc71485054]
[bookmark: _Toc71485055]Plan for implementation
Implementation of this policy will deliver three objectives, as follows:
· Objective:  Provide intranet page within the Strategy and Planning Directorate’s intranet site, loaded with this SOP, downloadable copies of all necessary documentation and links to mailboxes for submission of ideas and for communication with Strategy & Planning Directorate.
· Objective:  Socialise the business case process throughout the Trust to encourage submission of ideas and to familiarise staff with the business case process.
· Objective:  Implement training programme for nominated business case owners/authors.
9. [bookmark: _Toc71485056]Policy Review
Implementation of the Standard Operating Policy will be reviewed as above.
10. [bookmark: _Toc71485057]References
a. [bookmark: _Toc71485058]Equality requirements
None
b. [bookmark: _Toc71485059]Financial risk assessment	
None
c. [bookmark: _Toc71485060]Consultation
The Strategy and Planning Group, Clinical and Corporate divisions have been involved in the development and consultation of the Standard Operating Policy.
d. [bookmark: _Toc71485061]Approval Process
Strategy and Planning Group recommends adoption of the Standard Operating Policy to Trust Management Executive.  

Version Control
	Status/Version 
	Issued to:
	Issued on:
	Issued for:

	Draft/V 0.1
	Task and Finish Group
	28th Aug 2020
	Comment 

	Draft/V 0.2
	Task and Finish Group
Strategy & Planning Group
	6th Sep 2020
	Further comment

	Draft/V0.3
	Strategy & Planning Group
	5th October 2020
	Discussion, and recommendation to TME

	Draft/V0.4
	Internal circulation for comment
	19th April 2021
	Comments on additional sections describing benefits identification and realisation, following feedback on V0.3 

	Draft/V0.5
	Task and Finish Group and S&P directorate
	30th April 2021
	Final comments and feedback

	Draft/V0.6
	Strategy & Planning Group 
	10th May 20221
	For comment and approval to forward to TME

	Draft/V0.7
	Trust Management Executive
	14th May 2021
	For approval

	Approved /V1.0
	All users
	1st June 2021
	For distribution cross-Trust as approved version




[bookmark: _Toc71485062]Appendices
Standard Operating Policy:  
Writing and submitting a business case
	Appendix 1:  
	Roles and Responsibilities in detail
(For use by all)
	


	Appendix 2 
	“I have an idea” questions
(For use by all)
	


	Appendix 3:  
	Checklist 1 – “I’ve got an idea” stage
(For use by Directorate manager or equivalent)
	


	Appendix 4:
	Benefits identification across domains
(For consideration by DMT, business case owner, and Divisional Management Boards (DMBs) or equivalent)
	


	Appendix 5
	Benefits quantification and planning template
(For use by Business Case owners)
	


	Appendix 6:  
	Business case template and guidance 
(For use by Business Case owners)
	

[bookmark: _MON_1681303374] 

	Appendix 7:  
	Checklist 2 – “Business Case Development” stage
(For use by Divisional Management Boards (DMBs) or equivalent)
	


	Appendix 8  
	Checklist 3 – Strategy and Planning Group “Check & Challenge” discussion
(For use by Strategy & Planning Group)
	


	Appendix 9:  
	Indicative training programme for Business Case authors/owners
(For use by all)
	




Supporting Document 1 - Equality Impact Assessment Tool – see intranet
Supporting Document 2 – Financial Impact Assessment – see intranet
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Appendix 1

Standard Operating Policy:  Writing and submitting a business case



Business Case Process

Detail of Roles and Responsibilities 



		Role

		Responsibility



		Executive Directors

		· Provide strategic guidance and oversight to the business case process and individual business cases, ensuring that business cases are identified as part of the annual planning process and that they align with the Trust’s strategic objectives

· Provide feedback and comments on business cases which are key to the Trust’s strategic objectives or which are high value during their development

· Individual executive directors may adopt the Senior Responsible Officer (SRO) role for a business case



		Divisional Management Team/Divisional Management Boards

		· Provide strategic guidance and oversight within their divisions to the business case process and individual business cases, ensuring that business cases are identified as part of the annual planning process and that they align with the Trust’s strategic objectives

· Take part in the Strategy and &Planning Group’s prioritisation of business cases 

· Provide feedback and comments on their directorates’ business cases during development

· Ensure divisional and directorate “ideas” and developed cases are supported by Divisional Management Boards before submission to S&P

· Ensure approved business cases are assigned formal leadership and governance arrangements so that implementation plans, benefits realisation and post-project evaluation are completed

· Individual Triumvirate members may adopt the Senior Responsible Officer (SRO) role for a business case



		Business case author/navigator (See also Project Manager)

		· Provides overall leadership for the entire business case process

· Ensures that the business case idea aligns with Trust strategic objectives

· Drives the development of the business case at all stages

· Responsible for following the correct governance route for business case approval and obtaining correct sign off 

· Identifies the team of people needed to support the development of the business case and ensures that they are engaged throughout (including corporate services and supporting services)

· Identifies and discusses interdependencies with other services, and other existing or forthcoming business cases/pieces of work

· Identifies and engages all relevant stakeholders in developing the business case

· Ensures leadership of an implementation project is formally assigned, post approval, if not personally assigned to lead implementation



[image: cid:image001.png@01D67BA5.3464F460]



		Digital (including Informatics) support

		· Provides advice on all digital and informatics aspects of business case development

· Leads on, and takes responsibility for the accuracy of, activity information and analyses to facilitate decision making and ensure that business cases can withstand scrutiny

· Work with the business case owner to ensure that the implications of digitally enabled proposals and activity information within the business case are reflected accurately

· Work with other corporate services (e.g. Finance, HR) to ensure that appropriate analyses are aligned within the business case and all digital dependencies are accounted for.



		HR Business Partner

		· Provides advice on all workforce aspects of business case development

· Leads on, and takes responsibility for the accuracy of, workforce and skills mix analyses to facilitate decision making and ensure that business cases can withstand scrutiny

· Work with the business case owner and finance to ensure that the financial implications of workforce proposals within business case are costed accurately

· Work with other corporate services (e.g. informatics, HR) to ensure that appropriate analyses are aligned within the business case



		Finance business advisor: 



		· Manage production of and advise on all financial aspects of business case development, development (linking with other sections in Finance for Income & Commissioner, Capital and Activity Coding discussions) 

· Lead on, and take responsibility for the accuracy of, financial analyses to facilitate decision making and ensure business cases can withstand robust financial scrutiny

· Work with other corporate services (e.g. Informatics, HR, Estates) to ensure that appropriate analyses are aligned within the business case



		Communications and Engagement directorate

		· Advise on all communications and engagement aspects of business case development

· Lead on any requirement for public consultation created by the business case proposal

· Ensure sufficient time allowed in business case programme to meet requirements for public consultation

· Advise business case owner on appropriate methods and opportunities for involvement of patients/public

· Support patient involvement if necessary



		Project Manager (if different from Author/navigator)

		· Build and agree plan for business case development, with business case owner and SRO, including high-level implementation plan and benefits realisation plan for inclusion in business case

· Advise on governance arrangements for development and implementation of business case 

· Monitor delivery of business case development plan, prompting tasks and supporting escalation when necessary

· Advise on production of Programme Initiation document (PID) following business case approval if this is required

· Advise divisions and directorates regarding post-project evaluation plans
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Appendix 2

Standard Operating Policy:  Writing and submitting a business case



“I’ve got an idea” questions

 (This needs to be designed as something that will go onto an intranet page)

An idea should be described briefly but sufficiently well for the first stage decision to be of good quality.  

Please answer the following questions about your idea and then submit as shown below:



· What is your idea?

· What are the main benefits of the idea?

· Are there any drawbacks?

· How long would it take to implement your idea?

· Establish word limit per question – suggestions?

· Add name and contact details and send to Divisional ideas mailbox – monitored weekly

· All ideas cc’d to S&P ideas mailbox (can we do this automatically?)
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		“I’ve got an idea” 

screening checklist

For completion by directorate manager or equivalent

		[image: ]





		(Enter idea description)



		

Idea 

		







		Criterion

		Y/N/DK

		Directorate (or equivalent) comment



		1.  Is the Trust likely to support this idea?



		· Aligns to Trust’s strategy and objectives

		

		



		· Improves efficiency (describe improvement)

		

		



		· Who supports the idea?

		

		



		· Improves patient experience (describe impact)

		

		



		· Improves safety of care (describe impact)

		

		



		· Improves effectiveness of care (describe impact)

		

		



		· Idea works well elsewhere (Describe where and how it works)

		

		



		· Improves staff experience

		

		



		· Improves staff recruitment and retention

		

		



		2.  Could this idea become a business case?



		· Potentially, would the contribution to Trust’s financial position be positive?

		

		



		· Potentially, is change achievable in a reasonable timescale?

		

		



		· Are the benefits of the idea measurable?

		

		



		· How much support would delivery need?  And from whom?

		

		



		3. Progress to business case?



		Discussed with Director of Ops (or equivalent)

		

		



		Feedback to idea owner (who and by when?)

		

		



		Add to XXXX ideas process (who and by when?)

		

		



		Business case owner/author identified and briefed

		

		



		Timescale for completion of case agreed 

		

		



		Resources to support completion identified

		

		







NN, ST, JB Aug 2020
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Appendix 4

Standard Operating Policy:  Writing and submitting a business case

Benefits identifcation template

Instructions for completion:

· Consider the benefits framework below and identify where the benefits of your case/project fit into the framework, 

· Then complete the benefits quantification template and the realisation plan at Appendix 5

· Include the completed templates with your business case/project initiation document



[image: ]

image1.png

NHS

Benefits identification Worcestershire
framework Aciix oS

Safety Quality Reliability Resource Delivery People
usage

Reduction in Inproved patient Reduced variation Reduce waste Throughput Inproved staff

nortality/infection experience in standard of experience
care

I | | S | S | S
Project Name
I D D - D |

Safety Quality Reliability Resource Delivery People
Benefits Benefits Benefits usage Benefits Benefits
(list) (list) (list) Benefits (list) (list)

(list)

Communication and target setting

<







image2.svg

                        Benefits identification  framework  Trust wide  Safety  Quality  Reliability  Resource  usage  Delivery  People Reduction in  mortality/infection Improved patient  experience Reduced variation  in standard of  care Reduce waste Throughput Improved staff  experience   Safety Benefits (list)  Quality Benefits (list)  Reliability Benefits (list)  Resource  usage Benefits (list)  Delivery Benefits (list)   People Benefits (list)       Project Name  Planning and delivery  Communication and target setting





image8.emf
Benefits%20identifica tion%20and%20analysis%20template.docx


Benefits%20identification%20and%20analysis%20template.docx
[bookmark: _Hlk72484406]Benefits identification and analysis template – instructions for  completion

Complete one benefit analysis template for your case. Make sure you have already: 

· Stated clearly the problem you are proposing to solve, and

· Recorded the scope, aims and SMART objectives of your proposal.  

Consider all domains of the benefits identification framework (Appendix 4).  If possible, identify benefits in a workshop event to be sure different perspectives are represented.  The benefits analysis template steps you through a process of recording the benefits you have identified and leads you to consider them in detail, quantifying and monetising them whenever possible.  When complete, the template provides a benefits summary.

Complete the following steps to record and quantify the benefits of your proposal.



Step 1 - Thinking about the scope and objectives of your proposal: 

· Identify the observable changes you expect to bring about by implementing your proposal – list the changes on the template (yellow column).

· For each observable change, identify the benefits that will come about - think of them as the “so what” of the change you are going to see. 

· When identifying your benefits, include:

		· Identification and removal of waste

		· Improved timeliness/optimised process

		· Improved process capability



		· Removal of non value-adding activities

		· Elimination of process variation 

		





1. 

2. 

Step 2- Structure the Benefits:  What will be new?, What will we do better?  What will we stop doing?  – record the benefits in the blue columns on the template, for each change you have listed

Step 3 - Quantify and determine the value of each benefit – your Finance Business Advisor can provide standard values for use in monetising benefits.  Highlight in red text all non-quantifiable benefits. 

Step 4 - Complete the template by:

· Inserting the name of your proposal/business case, your division and whether your benefits are confined to your service, your division, are cross-divisional, Trust-wide, or are cross-system

· Add a total, in the bottom right hand corner, of all the benefits you have monetised, to show the overall financial benefit value of your proposal.  



When you have completed your summary, include it as an appendix to your case.  Summarise the benefits and their value in the Benefits section of your busness case.  

For help to complete the analysis template, contact jane.ball6@nhs.net or via Teams.  


Benefits identification and analysis template

The template below contains four examples of observable changes, each from different cases, and the benefits expected from them.  When you have assimilated how to link benefits to changes, delete the examples and insert your own proposal’s changes and benefits in the template.

		Service 

		Division



		Proposal/Business case name



		Owner’s name,  position and contact details

		Are the benefits: (delete those not applicable)

· Confined to your service?

· Confined to your division?

· Occuring in other division(s)?

· Occuring Trust wide?

· Occuring in another organisation within the ICS?

State which organisation: _____________________________________________









		Observable changes brought by case

		Benefits

		



		

		Do new things

		Do things better

		Stop doing things

		Financial values



		1

		Service resilience:  Create additional 2 x substantive consultant posts

		Introduce 24/7 cover

		· Improved morale from 1:8 on call

· Improved service leadership

· Improved pt experience – shorter waiting times

		Stop employing locums

		



		1a

		Quantify benefit (from demand and capacity modelling) 

		Reduce RTT from 22 weeks to under 18 weeks by year 2

		

		Reduce staffing cost by 1.5 WTE @ locum rate

Reduce WLI lists and clinics from 52 per year to 0 by yr 3

		



		1b

		Monetise benefit (assumptions needed for new financial regime in order to assign monetary value) 

		£?

		

		£X

£X

		£2X + £?



		2

		Restoration of services:  Introduce Covid secure clinics

		See patients virtually

		Increase throughput - More pts seen per clinic because of efficiency 

		Stop seeing pts who do not need physical examination

		



		2a

		Quantify benefit (from demand and capacity modelling)

		X pts seen virtually

		Y more pts seen overall

Improve pt experience – less waiting

		Z fewer pts seen F2F

		



		2b

		Monetise benefit (assumptions needed for new financial regime in order to assign monetary value)

		£?

		£?

		£?

		£?



		3

		Admission Ward:  Increase 7 day ward rounds from once to twice daily 

		AvLoS reduction

		More patients reviewed on day of admission.

(this is a different expression of the same benefit)

Increased pt satisfaction

		Stop pts staying unnecessarily (this is a different expression of the same benefit)



		



		3a

		Quantify benefit (from modelling admissions by time of arrival to the ward)

		X more pts treated per year (from reduction in waiting for treatment plan/review)

		Increase pts reviewed on day of admission from 5 to 9 per day

		X bed days saved

		



		3b

		Monetise (assumptions needed for new financial regime in order to assign monetary value)

		£? 

(if income available)



		Not quantified as would be double counting

		Bed day value x no. of days saved = £X

		£?+£X



		4

		Digital equipment:  New server installed 

		Automated back-up

		Faster processing time

		Stop ad hoc preventive maintenance

		



		

		Quantify benefit

		2 hours band 4 WTE saved per week

		Improved user satisfaction

Reduced user complaints from X to Y saving 50 hours per year of help desk time (Band 4)

		Stop current maintenance contract payment w.e.f mth 6 yr 1 – 50% saving, year 1, 100% saving year 2 onwards

		



		

		Monetise benefit

		£X

		£X

		£X (fye)

		



		

		(Etc.  Further observable changes)

		

		

		

		



		

		Quantify benefit

		

		

		

		



		

		Monetise benefit

		

		

		

		



		

		Total financial benefit value

		£ XX





[image: ]When identifying benefits, make sure you consider all the domains of the benefits framework adopted by the Trust, below: 
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BUSINESS CASE



		[image: ](TITLE OF CASE)



		(SHORT DESCRIPTION OF CASE)



		Proposal Owner: 



		Division/Directorate: 







Complete case summary form below:

		Date Case submitted to Strategy and Planning Group

		_/_/_



		Total full year expenditure (Average yearly total revenue expenditure)

		£



		Total quantifiable annual benefit attributed to case (include cashable and non-cashable savings)

		£ 



		Total cash releasing saving (PEP)

		£



		Capital Total (if applicable)

		£



		Also submitted	

(Cases submitted without completed checklists will not be progressed.)		



		Completed and signed off I have an idea checklist	

		Y/N



		Completed and signed off  Develop into Business Case checklist

		Y/N



		Business Case Reference Number (Strategy and Planning team to insert)

		











Supported by:

Divisional Management Board/Chief Executive’s Team Meeting (CETM for corporate divisions only)

		Date

		Minute







Strategy & Planning Group

		Date

		Minute







Case approval obtained from:

(to be completed by Strategy and Planning team)

Trust Management Executive

		Date

		Minute







Finance and Performance Committee

		Date

		Minute







Trust Board

		Date

		Minute
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Signature of author: _________________________

Date of submission:  _ / _ / _
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		“Develop into business case”

Sign-off checklist

		[image: ]



		





		Business case title

		



		Short description of case





		







		Criterion

		Y/N/DK 

		Division (or equivalent) comment



		1.  Does the Division, or equivalent, support this business case?



		· Aligns to Trust’s strategy and objectives

		

		



		· Aligns to Division’s strategy and objectives

		

		



		· Identifies all benefits clearly across the Trust’s benefits identification framework (see also question 2 below)

		

		



		· Improves patient experience (describe impact)

		

		



		· Improves safety of care (describe impact)

		

		



		· Improves effectiveness of care, particularly with regard to unwarranted variation (describe impact)

		

		



		· Improves efficiency/use of resources (describe improvement)

		

		



		· Improves staff experience

		

		



		· Improves staff recruitment and retention

		

		



		· Does the case contribute to service restoration, post-COVID.

		

		



		· Who supports the idea?

		

		



		· Idea works well elsewhere (Describe where and how it works)

		

		



		2.  Is this business case satisfactorily complete?



		· Has the business case guidance been followed (Appendix 6 to Writing and submitting a business case SOP) and are all sections comprehensively completed?

		

		



		· Have all those involved/impacted been consulted and are their views represented?

		

		



		· Is the implementation plan realistic and deliverable?

		

		



		· Are the benefits quantified, monetised, measurable and trackable with appropriate governance and monitoring propose?  

· Is the benefits realisation plan realistic and deliverable with clear accountabilities defined?  

· Is a post-project evaluation included

		

		



		· Does the case have a positive impact on resource use?  If not, is a compensating reduction elsewhere proposed?

		

		



		3. Progress to Strategy & Planning Group?



		Yes?

Notify Strategy and Planning Directorate (Stephen.Barratt4@nhs.net) and agree agenda date for Check & Challenge discussion with Strategy & Planning Group

		No?

Specify further work and return to owner for completion.

Complete further Develop into Business Case checklist when case is assessed for the second time



		Feedback to idea owner (who and by when?)

		







		Checklist completed by: 

		(Name)



		Supported by Divisional Management Board, or equivalent 

		(Date)





JB Apr 2021
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		Business case Check & Challenge checklist

		[image: ]





		Business case name:



		Short description



		







		Criterion

		Y/N/DK

		Comment



		1.  Review Division’s assessment of case



		· Do you agree with the Division’s, or equivalent, assessment of this case? (as represented by “Develop into business case” checklist)

		

		



		2.  Is this business case ready for TME consderation?



		· Aligned with Trust priorities, including those detailed in the Trust’s Clinical Services strategy, its supporting strategies, the Long Term Financial Model, relevant partnership agreements and the Trust’s annual plan

		

		



		· Aligned with the benefits principles listed in the Writing and Submitting a Business Case SOP

		

		



		· Demonstrating a comprehensive range of benefits across the domains of the Trust’s benefits identification framework

		

		



		· Presenting a full list of quantified and monetised benefits which have baselined metrics and targets for improvement

		

		



		· Allocated capital, where necessary, by the Capital Prioritisation Group

		

		



		· Demonstrating secure plans for implementation and benefits realisation

		

		



		· Supported by relevant internal and external stakeholders, 

		

		



		· Demonstrating a positive impact on resource use

		

		



		Where necessary, is the case

		

		



		· Supported by commissioners 

		

		



		· Supported by relevant patient groups or the Trust’s patient forum

		

		



		· Supported by public consultation

		

		



		· Socialised with external partners 

		

		



		· Supported by Staff Side or other staff group(s)

		

		



		· Supported by a Quality Impact Assessment and/or an Equality Impact Assessment 

		

		









		Record appropriate approval route:

		Tick applicable

		Notes



		· TME only

		

		



		· TME followed by Finance and performance committee

		

		



		· TME, followed by F&P, followed by Trust Board
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Appendix 9

Standard Operating Policy:  Writing and submitting a business case

Writing and submitting a business case:  training programme 

Training is targeted at nominated owners/authors who are encouraged to develop sufficient expertise to become a regular point of contact for the Division when developing business cases. 

A business case author develops the business case alongside the person/s who initiated the idea and co-ordinates the specialist contributions needed to complete the case.  Taking Finance as an example, the business case author would not be expected to have the expertise of a qualified accountant but would be expected to understand the contribution Finance has made towards the business case and be able to present the numbers provided confidently.  This applies equally for any contributing areas e.g. HR, Operations, Clinical departments.

A trained business case author will have sufficient knowledge to co-ordinate and complete a high quality business case with the ability to present and respond on all sections within. 

The training is delivered in five individual modules, each lasting a maximum of 90 minutes.  It has been developed by a team comprising members from Strategy & Planning, Finance & Procurement, HR, Operations and Digital, who also deliver the training.  The training programme encompasses the following areas:

Module 1

· The purpose of a business case

· What makes a successful business case?

· Flow and co-ordination – the importance of a joined up approach

Module 2

· Benefits identification and management, establishing KPIs and baselines

· Options appraisal techniques and application

Module 3

· Overview of Operational implications

· Overview of Finance implications

· Overview of HR implications

· Overview of ‘Digital Implications – IT and Informatics

Module 4

· Risk review

· QIA and EIA

· KPI’s and milestones

· Governance and approvals

· Next steps

Module 5

· Post Implementation Review

· Completing an Executive Summary

Further information is available on the Strategy & Planning pages of the intranet. 
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