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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
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[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
















List of contents 

Executive summary

1. Introduction



2. Background

3. Current situation

· 

· 

· 

1 

2 

3 

Problem statement

4. Aims and objectives

5. Benefits

6. Appraisal of options to solve the problem.  

1. 

2. 

3. 

4. 

5. 

6. 

6.1. Options appraisal

6.2. Preferred option

7. Impact analysis of preferred option 

7. 

7.1. Activity changes

7.2. Income change

7.3. Workforce requirements

7.4. Impact on support departments

7.5. Digital requirements and implications

7.6. Estates implications

1. 

2. 

3. 

4. 

5. 

6. 

7. 

7.1. 

7.2. 

7.3. 

7.4. 

7.5. 

7.6. 

7.7. Capital requirements.

7.8. Costs of the change.

8. Risks

8. 

8.1. Impact on current risks

8.2. Implementation risks 

9. Implementation plans

9. 

9.1. Implementation plan

9.2. Implementation governance

10. Conclusion and Recommendations

10. 

10.1. Conclusion

10.2. Recommendations

11. Next Steps

Appendices 



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
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		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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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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