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Refresher: principles for demonstrating value 

HM Treasury guidance requires being clear about:
• What are the direct and indirect resources involved – i.e. what is the ‘true 

economic cost’?
• Where do these fall upon (internally, and externally) – i.e. who ‘incurs what 

costs’?
• What costs are incurred at set up and what are running costs?

• Can benefits be attributed to the service, or what proportion of benefits can be 
explained by the service – i.e. do we know for certain that it was the service and 
not some other factor that brought about benefits?

• What are tangible and intangible benefits, and where do these accrue – i.e. ‘who 
benefits from what’?

• For both costs and benefits, account for ‘additionality’ (i.e. over and above what 
would normally have happened)



Costs
Inputs/ resources/ costs:

• People, materials, premises, expenses/ travel, budget

Bottom up approach

• E.g. Sessions, time and calculations

Top down approach

• Using a comparison project or existing set of resources

• Proportions

Remember: 

• Start with the relationships, not the data!
• Don’t always need ‘new’ or your own data
• unit costs, or research from elsewhere 

• Keep a record
• State your sources
• Show your calculations/ working out



Simple steps:

Building your proposal

(or any demonstration of value, business 
case or presentation) 



Simple steps: exercises

• positioning/ context

• costs

• benefits 



Exercise 1: Positioning/ context
• Start drafting the following for your proposal template:

• What are you proposing to do?  In a short paragraph, outline your proposal. 
What are you actually aiming to do? What are your objectives?

• Why this, why now? Bullet points on the key contexts and drivers that are 
relevant to your proposal. (e.g. wider policy developments, local needs, changes 
in your service, demographic change, etc).

• A few lines or bullet points on how your proposal supports key policy or 
targets: Which of these are the priority and how will your project address them?

• And later, for your proposal: Describe your proposed project

• Your PtO will be useful: see if you can include it with your submission 

• Include a brief narrative help the readers understand your service. Don’t assume they will know, but don’t go into too 
much detail. Some information that works well may include:

• Key features of your service that you want to underline to the reader

• Whether there have been significant changes in aspects of your service through time (e.g. particular activities, 
changes in patient demand or level of need, etc)

• Whether there may be significant differences between your services and what is commonly ‘out there’.
• Is this innovative? In what ways?

• Mention the stakeholder engagement you’ve done: who supports this & why, any feedback



Exercise 2: Costs

Now start drafting, the following, for your proposal:

• A short summary of the types of costs/ inputs/ resources you’ve 
identified, and what you’re asking for, if there’s an opportunity here.

• And in your proposal remember to:

• state your sources for figures: 

• show your working-out. e.g. Cost per session= half a day of nurse time @ 

£xx per hour, plus 1 hour of administrator’s time @ £xx per hour
• mention any additional indirect or ‘in kind’ resources you’ll be relying on 

and if they’ve been agreed in principle
• be clear about existing sources of funding: could you do this project without 

the additional support or funding?



Exercise 3: Benefits

• Now start drafting, the following, for your proposal:

• A short summary of the benefits you expect
• Who will benefit? Service users, Clinical team, Carers, Acute, Primary and 

Community care, Social care etc?

• In what ways? What do you expect will change for each of these groups as a 

direct result of your project?

• And later, in your proposal:

• why you expect these benefits:

• what evidence have you got (research, models from elsewhere, patient 

outcome data etc. )  

• what evidence will you collect, to demonstrate impact? 

• Again, make sure you clearly state how these benefits support key policy or 
driver for change



Risk

• Project risk is an uncertain event or condition that, 
if it occurs, has an effect on at least 
one project objective.

• Risk management focuses on identifying and 
assessing the risks to the project and managing 
those risks to minimize the impact on the project.



Risk
• Any good project has some risk. After all, the nature of doing 

anything new is taking risks.

• The risk free project achieves nothing. You don’t achieve great 
patient outcomes by hiding under a rock.

• Risk management is about maximizing your chances of project 
success by identifying risks early on and planning how to manage 
them. 

The following examples of risks will get you started down the path of risk 
identification:



Risk: Stakeholders
• And of course this includes Senior/ Executive support!

• Stakeholders become disengaged
Project communications

• Stakeholders have inaccurate expectations
Belief that the project will achieve something not in the objectives, plan, etc.

• Stakeholder turnover
People being away/ leaving can lead to project disruptions. Continuity issues.

• Stakeholders fail to support project
Buy-in. Weak early engagement, or ideas about value

• Stakeholder conflict
Disagreement between stakeholders over project issues

• Inputs are low quality
Understanding, resources, training, feedback and learning along the way



Risk: Scope
Scope is ill defined

• The general risk of an error or omission in scope definition

Scope creep inflates scope

• Uncontrolled changes and continuous growth of scope

Gold plating inflates scope

• The project team add their own product features that aren't in requirements or change requests

Estimates are inaccurate

• Inaccurate estimates are a common project risk

Dependencies are inaccurate

• Dependencies dramatically impact the project schedule and costs.

• Activities are missing from scope



Risk: Some others
Costs are inaccurate

• You’ve under or over-estimated the resources needed: people’s time, getting 
the right people involved, training, etc.

Making changes after you’ve started
• Uncontrolled changes , demands, organizational changes affect your project

Integration: your project doesn’t align with existing systems and 
processes, or culture

• IT and record keeping

• performance measures and targets

• lines of supervision/ accountability

• working hours



Risk: controls
There are 4 types of risk control:

1. Accept Risk

• The stakeholders who are responsible for a risk can choose to accept a risk. For example, the risk that a project 
may fail may be accepted if the project is of strategic importance.

Risk management may include an approval process for risk acceptance.

2. Mitigate Risk

• Actions are taken to reduce risk to an acceptable level. For example, you enlist a senior stakeholder to the 
project team to reduce the risk that people will drop-out or not deliver.

The risk that remains after mitigation is known as residual risk. Residual risks are also controlled (accepted, 
mitigated, eliminated or transferred).

3. Eliminate Risk

• A risk may be reduced to zero. Normally the only way to accomplish this is to cease the activity that generates 
the risk. For example, selling a risky investment will eliminate the risks associated with that investment.

4. Transfer Risk

• A risk may be transferred to another organization or individual. For example, fire insurance transfers the risk 
of asset damage due to fire.



Project management and planning
• Inputs/ resources/ costs:

• Accountability: who’s your project team? 
• What’s your role? Have you identified time for this?
• Who is doing what and when?

• How you’ll work together: updates, issues, successes

• Timing

• Key deliverables

• Milestones: stages

• Is there an ideal time to launch?
• Do you want to phase-in?
• Times to avoid/ plan for? (Key people, policy, enablers/ obstacles e.g. CQC visit, school holidays)

• Provide an overview timeline in your proposal

• Remember: 

• Start with the relationships
• Don’t try to do it all yourself
• Get a sponsor/ some supporters
• Communicate often – even when there’s little new to say

• Keep a record and update it regularly



Checklist
• Provide full references for any research, audit data or evidence you use. 

- in the text, as footnotes or in an appendix at the end

• For all figures:

- State the source of your numbers

- Make clear the time period your numbers relate to 

- Make sure that figure are reported at ‘current price’. If not, explain why you are using ‘unadjusted figures’

- Explain why you are including and/or excluding particular items in calculations

- Only include items that are ‘over and above’ and in the right proportion

- Remember that all costs must be ‘total costs’

- Keep an audit trail

- State and record relevant assumptions

• For calculations:

- Describe the individual components of your calculation (e.g. 1 unit of A costs £B, there are 13 units of A, so total cost is 13 x £B)

- Always calculate benefits conservatively. Do not over-claim

- Keep an audit trail



Thank you
• Your questions from previous 

sessions and today

• Your reflections and feedback

• Next steps: feedback and support 
from Karen


