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1.     INTRODUCTION
1.1
This guide sets out the processes and procedures to be considered when developing a Federation business case.  The business case should fully set out what it is aiming to achieve and contain all the relevant information so that a decision can be made on the recommendations presented.
1.2
A business case does not need to be a lengthy document but will need to address certain criteria.  A guide as to what to include in a business case is set out in section 3.  Any supporting evidence can be attached as an appendix.

2.     WHO TO INVOLVE IN DEVELOPING A BUSINESS CASE
2.1
In order to get engagement and support for the business case, it is imperative that there is local sign up.  The ability to sell the concept and set out the vision to your peers and local influencers is essential.  This process will help inform the plan.
2.2
It is important to consider who else should be involved and consulted with in developing the rationale for change.  Key stakeholders are vital to the success of any emerging plan and should be included in the development phase as their involvement will assist in the implementation.  Key stakeholders would generally include where applicable:

· commissioners

· providers

· patients

· the voluntary sector

· private sector

2.3
Ensure that sufficient time is allocated for the development phase as organising meetings and gaining people’s views is time consuming.  This process can be undertaken through a variety of different mechanisms including: 
· one to one meetings/telephone calls
· small group meetings
· stakeholder workshops (depending on the level of input required)
2.4
When undertaking a stakeholder workshop it is important to understand what you want to achieve for the outcome of the meeting and manage the agenda to achieve this purpose.  The workshop could include asking the group some key questions for them to consider and feedback on to inform the development of the plan.  
3.     WHAT TO INCLUDE IN A BUSINESS CASE
3.1
All business cases/plans should be aligned with the QIPP (Quality, Innovation, Productivity and Prevention) programme concentrating on improving productivity, eliminating waste but keeping the focus on clinical quality.  Therefore, it is important to identify what efficiency savings can be identified and reinvested to continue to deliver year on year quality improvements.
3.2
The headings below are an example of what could be included within a business case:

Introduction
3.2.1
The introduction should set out a summary of the purpose of the document together with any associated contextual information relevant to the overall paper.
Background

3.2.2
This section highlights any background information relevant to the proposal including national or local policy and key national or local work programmes which may influence or inform your proposal.
Purpose

3.2.3
Explain the purpose of the business case and what it will achieve.
Vision

3.2.4
Outline the vision of the plan and describe it so that whoever is reading the paper can understand it.
Other relevant information pertinent to the business case

3.2.5
Include any other relevant information that helps inform the overall business case including the aim of the plan and the measures identified to evaluate the success of the plan.  This section could include whether the proposal is meeting the needs of the identified population through a needs analysis clearly setting out the numbers of people affected at present and when the business case is implemented, the results expected.  This information can be gained through a number of different sources including:

· GP practice systems
· the GP dashboard
· national systems
· the Referral Management Centre
· the Information Department, Public Health and relevant Service Managers at NHS Somerset
Review of best practice and key learning
3.2.6
When developing any new plan, reviewing other best practice examples including local, national and international evidence is vital.  This ensures that the concept of the plan is relevant and if the plan is to replicate a variation of what is taking place elsewhere, that there is sufficient evidence to support it.  This section can also demonstrate that where a new development or model is being put forward and there are no other direct good practice examples in existence, there is other evidence to suggest that the concept can work.  It is also useful to outline any key transferable learning.
Methodology

3.2.7
The purpose of this section is to outline the process of developing the business case including the infrastructure that is in place (Programme Board arrangements, Steering group etc).  It should also include how the plan was defined and include any meetings or stakeholder workshops that took place and the feedback received.
Emerging plan 

3.2.8
This section should fully describe the emerging plan including:

· what the plan is 

· what will the plan achieve
· what are the benefits for both patients and staff

· what outcomes are expected
· what risks have been identified  
Investment required

3.2.9
This section should clearly set out the investment required to achieve the plan.  It is also recommended to establish any potential for existing resources that could be used differently thus negating the need for additional funding.  It is advisable to use an authentic information source for costs so that the business case is robust and stands up to scrutiny.
Recommendations

3.2.10
This section should highlight the recommendations of the business case and any associated actions that need to take place, for example, that the business case is approved, that an implementation plan is developed, that the plan is evaluated etc.
Appendices 

3.2.11
This section can contain any appendices that contain relevant information for the business case for example, good practice examples, data charts etc that provides suitable information for people reading the business case.  It also ensures that the main body of the paper is more succinct and any lengthy documents can be attached as an appendix.
4.     HOW SHOULD THE BUSINESS CASE BE PRESENTED
4.1
The ultimate purpose of a business case is to gain approval for the plan being presented; therefore the plan should be clearly set out and easily understood.  It is advisable for the business case to be presented in a typed report format with numbering at the beginning of each paragraph so that key points can easily be identified.
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