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Data Protection Act 2018 (General Data Protection Regulation – GDPR) 
Legislation 

The Trust has a duty under the Data Protection Act 2018 and General Data 
Protection Regulations 2016/679 to ensure that there is a valid legal basis to process 
personal and sensitive data. The legal basis for processing must be identified and 
documented before the processing begins. In many cases we may need consent; this 
must be explicit, informed, and documented. We cannot rely on opt out, it must be opt 
in. 

Data Protection Act 2018 and General Data Protection Regulations 2016/679 is 
applicable to all staff; this includes those working as contractors and providers of 
services. 

For more information about your obligations under the Data Protection Act 2018 and 
General Data Protection Regulations 2016/679 please see the Information Use 
Framework Policy or contact the Information Governance Team  

Royal Cornwall Hospital Trust rch-tr.infogov@nhs.net 
  

mailto:rch-tr.infogov@nhs.net
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1. Introduction 

1.1. This Policy and procedure provide advice and guidance to Trust employees on 
the production and approval process of capital and revenue business cases. 

1.2. In order to ensure good governance is maintained, the Trust is required to 
operate a sound and robust process for the approval of all expenditure 
commitments. The purpose of this document is to provide guidance and 
templates to ensure good standards of control and governance are in place 
without inhibiting the speed of decision-making. 

1.3. All proposed projects that require significant revenue or capital investment must 
have undergone a rigorous development process assessing purpose, benefits, 
operational impact, efficiencies, income generation potential, risk and financial 
consequences. This ensures that the limited revenue and capital resources 
available to the Trust are invested in a way that ensures quality patient care and 
safety are paramount and provides best value for money for the taxpayer and 
the Trust. 

1.4. The business case process is the method by which this assessment is 
conducted, and therefore completing all appropriate documentation that support 
the stages in the approval process to a high standard is vital to ensure projects 
can be reviewed, considered and progressed to the next stage, as appropriate, 
in a timely fashion. 

1.5. As demand for capital resources increasingly outstrips funding it is inevitable that 
choices between capital projects will need to be made. The robustness and 
completeness of the capital business cases presented for approval is vital to 
ensure we prioritise resources accordingly.  

1.6. This version supersedes any previous versions of this document.  

2. Purpose of this Policy/Procedure  

2.1. This Policy is designed to assist those responsible for completing or contributing 
to a business case.  It supports the objective of ensuring that all business cases 
are of a high standard and provides key decision makers with all the information 
required to approve the case.  

2.2. Business cases should be seen as an integral part of delivering Care Group 
Plans and the Trust’s Long Term Capital Programme, rather than a standalone 
investment decision in isolation.  

3. Scope 

The policy applies to Royal Cornwall Hospitals NHS Trust and covers the production 
and approval process of all business cases.  It applies to all members of Trust staff 
(regardless of status or grade), located on any of the hospital sites. 
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4. Definitions / Glossary 

Abbreviation Definition 

BCRG Business Case Review Group 

BJC Business Justification Case 

CSF Critical Success Factor 

FBC Full Business Case 

NHSE/I NHS England / Improvement 

OBC Outline Business Case 

PPE Post Project Evaluation 

QEIA Quality & Equality Impact Assessment 

SFI’s Standing Financial Instructions 

SOC Strategic Outline Case 

SWOT Strength, Weakness, Opportunity and Threat 

TUPE Transfer of Undertakings (Protection of Employment) 

5. Ownership and Responsibilities  

5.1. High level summary 

5.1.1. The completion of the business case process invariably requires a 
multi-disciplinary team approach. All capital and revenue projects 
should be driven by improvements to the service that can be offered 
to patients and the efficiencies and/or income generation that can be 
released through capital and revenue investment and service 
redesign. 

5.1.2. The business case author must therefore ultimately be responsible 
for the quality and timely completion of the documents produced 
during the business case process. Support could be provided by, but 
is not exclusive to: 

• An identified Executive Lead, as appropriate. 
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• The Care Group Triumvirate. 

• An identified Project Lead, normally an individual with 
detailed operational knowledge of the relevant service area. 

• The Care Group Finance Manager. 

• For Capital cases, where appropriate, a Capital Planning 
and Projects Manager and the Finance Manager 
responsible for significant capital projects. 

• Clinical, Nursing, Infection Control, IT, HR and Support 
Services may also need to contribute to the development of 
the case. 

5.2. Role of the Managers  

Managers are responsible for:  

• ensuring that the Capital and Revenue Business Case Production and 
Approval Process is implemented within their area of responsibility 
and for providing support and guidance to staff.  

5.3. Role of the appropriate Group/Committee  

The appropriate Group/Committee is responsible:  

• as set out in this Policy to validate, challenge, feedback and agree for 
onward consideration or approve as appropriate depending on the 
level of business case and what stage it is at.  

5.4. Role of Individual Staff 

All staff members are responsible for:  

• complying with the requirements of the Capital and Revenue Business 
Case Production and Approval Process as outlined in this document. 
If any aspect is unclear, then they must bring this to the attention of 
their line manager.  

6. Standards and Practice 

6.1. Business cases required 

6.1.1. There are three main types of business case which need to be 
approved in order for an investment to proceed. This applies to 
revenue and capital investments: 

• Investment Request – Part B 

• Business Justification Case  



 

Capital and Revenue Business Case Production and Approval Process Policy V7.0 

Page 7 of 27 

• Five Case Model - Strategic Outline Case / Outline Business 
Case / Full Business Case 

6.1.2. The table below sets out the business cases required and when. 

 

6.1.3. For capital schemes, the Capital Approvals Group will determine if 
some higher value but non-contentious cases, such as equipment 
replacement or estates works, can follow the Business Justification 
Case format.  

6.1.4.  Additionally, all Investments over £15m will require NHSE/I 
approval. 

6.1.5. Any RCHT employee who has been asked to write/lead on a 
business case should identify which scenario is applicable from the 
above table and then follow the appropriate guidance below. If in any 
doubt, advice can be obtained from the Finance Capital and Strategy 
Team (contact details are provided in this document). 

6.1.6. The current templates for all business cases are available by 
emailing rcht.businesscasercht@nhs.net 

6.2. Investment Request – Part A 

6.2.1. Investment Request - Part A is designed to document some high-
level information so that the investment can be considered for the 
revenue budget or capital programme.  

6.2.2. Once the revenue budget or capital programme is approved, the 
default is that a business case should be prepared. The Investment 
Request - Part A itself is not sufficient for an investment to progress. 

6.2.3. It is important that all sections of the Investment Request - Part A are 
completed, especially the dynamic risk assessment as this will help 
to prioritise the revenue budget and capital programmes.  

Document
Business Case Review Group 

input

Annual Revenue costs / Total 

Capital costs

Investment Request - Part A N/A All investment proposals

Investment Request - Part B

This is an extension of the Investment Bid document updated to 

show procurement arrangements and is designed to confirm that 

the scheme is still required, what the final costs are, and how 

value for money is being secured

Up to £100k (proposed value)

Business Justification Case

This is a single business case that follows the principles of the 

Five Case Model

£100k to £1m (proposed value)

Strategic Outline Case - Five case model

Outline Business Case - Five case model

Full Business Case - Five case model

£1m + (proposed value)

Business Case Review Group

Supportive challenge, review & 

compliance check

mailto:rcht.businesscasercht@nhs.net
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6.2.4. For capital schemes, the bid helps to inform the prioritisation of the 
capital programme.  

6.2.5. For revenue schemes, the bid is to be used at the start of each 
business planning process to help set the financial plan for the 
forthcoming year.  

6.3. Investment Request – Part B 

6.3.1. The Investment Request (Part A and Part B) is designed to be the 
lightest touch business case whilst ensuring that the right amount of 
information is included so that a robust decision can be made. Part 
B builds on Part A with the following: 

• Information on which options have been considered 

• The procurement process that is to be followed to ensure 
best value for money 

• Updated and more detailed capital and revenue costs 

• How the scheme will be delivered successfully. 

6.3.2. The Investment Request approach is designed for schemes that are:  

✓ low value (less than £100k) 

✓ low risk 

✓ non-contentious  

✓ have pre-agreed or very clear procurement and delivery 
arrangements.   

6.3.3. When combined, the full Investment Request can be taken together 
as a business case for consideration. 

6.4. Business Justification Case 

6.4.1. The Business Justification Case (BJC) template is effectively a short 
version of a Five Case Model. All of the key elements are included 
whilst keeping the document as brief as possible.  

6.4.2. This business case is required for all investments between £100k 
and £1m (annual revenue spend or total capital spend). 

6.5. The Five Case Model 

6.5.1. RCHT has adopted the use of the Five Case Model for all investment 
decisions over £1m (capital cost or annual revenue cost), unless 
otherwise al alternative approach is approved. 
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6.5.2. The Five Case Model is the approach for developing business cases 
recommended by HM Treasury, the Welsh Government and the UK 
Office of Government Commerce. It has been widely used across 
central government departments and public sector organisations 
over the last 10 years. 

6.5.3. The Five Case Model can be applied in a wide range of situations. 
Typically, it is used for major capital schemes that will result in 
something being built or procured, e.g., a new hospital or a major IT 
development, but it can be applied equally well to a broader range of 
situations where a significant decision has to be made. These may 
not need a significant investment of capital, but nonetheless are 
significant to the success of the organisation’s goals, and all require 
the structure of thought and discipline that the Five Case Model 
brings. 

6.5.4. The Five Case Model can be summarised as follows 

 

6.5.5. The completion of a business case that goes from SOC to OBC to 
FBC uses the same Five Case template each time but builds, in an 
iterative process, on the completeness and confirmation of 
information of each of the five elements of the case as it becomes 
available. This is demonstrated in the diagram below where, for 
example you would expect to see the strategic case 60% complete 
at SOC, 80% at OBC stage and 100% complete at FBC stage. 
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6.5.6. A brief outline for what is required for each element of the five cases 
is outlined at Appendix 5. 

6.6. Approval process 

6.6.1. The approval process is determined by the value of the investment, 
not the type of business case prepared. The approval process is 
shown at Appendix 3 and follows the Trust’s Scheme of Delegation. 

Approval process - Investment Request - Part A (CAPITAL) 

6.6.2. Investment Request - Part A bids are required to be reviewed and 
prioritised by the relevant capital sub-group which are: 

• Medical Capital Equipment Board 

• Estates Board 

• E-Health Programme Board 

• Building Brilliance Board 

6.6.3. Bids are then prioritised by the Capital Approvals Group before the 
capital programme is approved by the Executive Leadership Team, 
Finance and Performance Committee and Trust Board.  

6.6.4. When the scheme is included on the capital programme, this means 
that the investment is approved in principle. Further information will 
be needed in order for the investment to proceed.  

6.6.5. The Capital Approvals Group will determine the actual business case 
required and can deviate from the policy if the scheme is straight 
forward and not contentious.  
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6.6.6. Authors of Investment Requests will be notified by a member of the 
Capital and Strategy team when the investment has been approved 
to be included in the capital programme and what type of business 
case is required and what the agreed approval route is.  

Approval process - Investment Request - Part A (REVENUE) 

6.6.7. Investment Request - Part A bids are required to be reviewed and 
prioritised by the relevant care group or corporate department. These 
will feed into the business planning process.  

6.6.8. Once completed, please forward the completed Part A form to your 
Finance Manager who will keep a list of all proposed investments.  

6.6.9. Bids are then prioritised by the Investments Group before the 
revenue budget / Financial Plan is approved by the Executive 
Leadership Team, Finance and Performance Committee and Trust 
Board.  

6.6.10. When the scheme is included in the revenue budget, this means that 
the investment is approved in principle. Further information will be 
needed in order for the investment to proceed.  

6.6.11. The Investments Group will determine the actual business case 
required and can deviate from the policy if the scheme is straight 
forward and not contentious.  

6.6.12. Authors of Investment Requests will be notified by your Finance 
Manager when the investment has been approved to be included in 
the revenue budget and what type of business case is required and 
what the agreed approval route is.  

6.7. Post Project Evaluation  

6.7.1. The Post Project Evaluation (PPE) is designed to provide assurance 
that the desired objectives have been received and any lessons 
learned from the scheme can be documented to help future 
schemes.  

6.7.2. The PPE form is very straight forward and the timing for the 
completion of it will be determined by the Capital Approvals Group or 
Investment Group.  

6.7.3. PPEs should be completed for all schemes, regardless of value. Care 
Groups and Departments are recommended to keep records of the 
PPEs for schemes approved by them.  

6.8. Standards and Practice - Quality Assurance Controls 

6.8.1. All business cases (capital and revenue), as part of the business 
case approval process, are required to go through a Quality and 
Equality Impact Assessment (QEIA) prior to consideration by the 
relevant Group / Committee. A QEIA must be completed and 
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appended to all business cases. The documentation for completing 
this is embedded within the workbook in Appendix 3. 

6.8.2. The QEIA must be completed for all investment proposals and 
business cases and needs to be sent with the rest of the 
documentation to the Business Case Review Group (BCRG) and all, 
as appropriate, subsequent approval processes.  

6.9. Establishing Capital Expenditure 

Appendix 4 shows some guidance on when expenditure can be treated as 
being capital expenditure.  

7. Dissemination and Implementation 

7.1. This document will be published on the Trust’s document library, replacing the 
previous version, as a source of information for senior managers and other 
members of staff who may wish to be aware of the Capital and Revenue 
Business Production and Approval Process.  

7.2. Specific training for managers or staff will be delivered to appropriate staff on an 
on-going basis with additional support and input always being available as 
appropriate. 

8. Monitoring compliance and effectiveness  

Information 
Category 

Detail of process and methodology for monitoring 
compliance 

Element to be 
monitored All Trust Business Cases 

Lead Finance Manager (Business Cases) 

Tool Internal Business Case Tracker 

Frequency 
As and when required, depending on the stage of the Business 
Case, i.e., SOC/OBC/FBC, implementation, Post Project 
Evaluation 

Reporting 
arrangements 

Dependent on the value of Business Case but can be up to 
and including Trust Board, NHSE/I. 

Acting on 
recommendations 
and Lead(s) 

Dependent on Business Case 

Change in practice 
and lessons to be 
shared 

Dependent on the value of Business Case but can be up to 
and including Trust Board, NHSE/I. 
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9. Updating and Review 

This document will be reviewed and updated every 3 years or upon being made 
aware of major changes to the associated legislation.  

10. Equality and Diversity  

10.1. This document complies with the Royal Cornwall Hospitals NHS Trust 
service Equality and Diversity statement which can be found in the 
'Equality, Inclusion & Human Rights Policy' or the Equality and Diversity 
website. 

10.2. Equality Impact Assessment 

The Initial Equality Impact Assessment Screening Form is at Appendix 2. 

  

http://www.rcht.nhs.uk/GET/d10268876
http://intranet-rcht.cornwall.nhs.uk/shelf/equality-and-diversity/
http://intranet-rcht.cornwall.nhs.uk/shelf/equality-and-diversity/
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Appendix 1. Governance Information 

Information Category Detailed Information 

Document Title: 
Capital and Revenue Business Case Production and 
Approval Process Policy V7.0 

This document replaces (exact 
title of previous version): 

Capital and Revenue Business Case Production 
and Approvals Process V6.0 

Date Issued/Approved: 03 February 2022 

Date Valid From: February 2022 

Date Valid To: February 2025 

Directorate / Department 
responsible (author/owner): 

Adam Wheeldon - Associate Director of Finance 

Contact details: adam.wheeldon@nhs.net 

Brief summary of contents: 
Details the requirements and approvals process 
for the production of capital and revenue business 
cases. 

Suggested Keywords: Business Cases 

Target Audience: 

RCHT:  Yes 

CFT: No 

KCCG:  No 

Executive Director responsible 
for Policy: 

Director of Finance 

Approval route for consultation 
and ratification: 

Capital Approvals Group 

General Manager confirming 
approval processes: 

Karl Simkins, Director of Finance 

Name of Governance Lead 
confirming approval by 
specialty and care group 
management meetings: 

Adam Wheeldon - Associate Director of Finance 

Links to key external standards: Key Governance Document 

Related Documents: 
Standing Orders, Standing Financial Instructions, 
Scheme of Delegation 

Training Need Identified? 
Yes, to be delivered through a regular workshop 
programme 
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Information Category Detailed Information 

Publication Location (refer to 
Policy on Policies – Approvals 
and Ratification): 

Internet & Intranet 

Document Library Folder/Sub 
Folder: 

Finance / Finance General 

Version Control Table  

Date 
Version 
Number 

Summary of Changes 
Changes Made 
by 

January 
2010 

V1 New document introduced to clarify 
business case approvals 

Chris Cale Deputy 
Director of 
Finance 

June 2010 V2 Refresh - Minor amendments to include 
approval for capital projects by CSDP 
Board and changes to the delegated 
limit to £8m (formerly £3M). 

 

Chris Cale Deputy 
Director of 
Finance 

May 2011 V3 Major rewrite of document to reflect current 
Best Practice. 

Chris Cale Deputy 
Director of 
Finance 

May 2012 V4 Integration of Investment policy principles 
and update of approval process. 

Chris Cale Deputy 
Director of 
Finance/ Garth 
Weaver Associate 
Director Planning 
and Projects 

August 
2014 

V5 Refresh – Review and update to reflect: 

• Changes to RCHT Governance 
structure. 

• Piloting of Service Line Management 
and Reporting. 

• Minor changes to templates based on 
practical experience over the last 12 
months. 

• Addition of new High Value 
Equipment Case Template. 

• Update of Annexes and Appendices. 

 

Sue Hick, Capital 
Business Case 
Manager 

March 2016 V5.1 Refresh – Review and update to reflect: 

• Changes to RCHT Governance 
structure. 

Sue Hick, Capital 
Business Case 
Manager 
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Date 
Version 
Number 

Summary of Changes 
Changes Made 
by 

• Addition of an Investment Proposal 
template. 

• Addition of a mini business case 
template 

• Update of Annexes and Appendices. 

 

September
2020 

V6.0 Complete refresh and streamlining of 
policy to reflect revised approval 
process flowchart and introduction and 
adoption of Five Case Model for 
significant expenditure 

 

James Ellis, 
Finance Manager 

February 
2022 

V7.0 Update to streamline the guidance and 
reflect the latest business case guidance 
and delegation arrangements 

Adam Wheeldon – 
Associate Director 
of Finance 

All or part of this document can be released under the Freedom of Information Act 

2000 

This document is to be retained for 10 years from the date of expiry. 

This document is only valid on the day of printing 

Controlled Document 

This document has been created following the Royal Cornwall Hospitals NHS Trust 

Policy for the Development and Management of Knowledge, Procedural and Web 

Documents (The Policy on Policies). It should not be altered in any way without the 

express permission of the author or their Line Manager. 
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Appendix 2. Equality Impact Assessment 

Section 1: Equality Impact Assessment (EIA) Form  

The EIA process allows the Trust to identify where a policy or service may have a negative 
impact on an individual or particular group of people. 

For guidance please refer to the Equality Impact Assessment Policy (available from the 
document library) or contact the Equality, Diversity & Inclusion Team rcht.inclusion@nhs.net  
 

Information Category Detailed Information 

Name of the strategy / policy / proposal / 
service function to be assessed: 

Capital and Revenue Business Case 
Production and Approval Process Policy 
V7.0 

Directorate and service area: Finance 

Is this a new or existing Policy? Existing 

Name of individual completing EIA 
(Should be completed by an individual with 
a good understanding of the Service/Policy): 

Adam Wheeldon – Associate Director of 
Finance 

Contact details: Adam.wheeldon@nhs.net 

 

Information Category Detailed Information 

Policy Aim - Who is the 
Policy aimed at? 

(The Policy is the 
Strategy, Policy, 
Proposal or Service 
Change to be assessed) 

To ensure good governance is maintained for the approval 
of capital and revenue expenditure commitments. 

Policy Objectives To ensure that capital and revenue expenditure is robust. 

Policy Intended Outcomes That the Trust Board discharges its responsibilities for the 
management of capital and revenue business cases 
correctly. 

How will you measure 
each outcome? 

Through regular management review and by audit review by 
the Trust’s Internal and External Auditors. 

Who is intended to benefit 
from the policy? 

The Trust – by ensuring robust processes are in place. 

mailto:rcht.inclusion@nhs.net
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Information Category Detailed Information 

6a. Who did you consult 
with? 

(Please select Yes or No 
for each category) 

• Workforce:  Yes 

• Patients/ visitors: No 

• Local groups/ system partners: No 

• External organisations: No 

• Other: No 

6b. Please list the 
individuals/groups who 
have been consulted 
about this policy. 

Please record specific names of individuals/ groups: 

Finance and Performance Committee 

6c. What was the outcome 
of the consultation?  

Agreed 

6d. Have you used any of 
the following to assist 
your assessment? 

National or local statistics, audits, activity reports, 
process maps, complaints, staff or patient surveys: 
No 

 

7. The Impact 

Following consultation with key groups, has a negative impact been identified for any 
protected characteristic? Please note that a rationale is required for each one. 
 

Where a negative impact is identified without rationale, the key groups will need to be 
consulted again. 

 

Protected Characteristic (Yes or No) Rationale 

Age No  

Sex (male or female)  No  

Gender reassignment 
(Transgender, non-binary, 
gender fluid etc.) 

No  

Race No  

Disability (e.g. physical or 
cognitive impairment, mental 
health, long term conditions 
etc.) 

No  

Religion or belief No  

Marriage and civil 
partnership 

No  
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Protected Characteristic (Yes or No) Rationale 

Pregnancy and maternity No  

Sexual orientation (e.g. gay, 
straight, bisexual, lesbian etc.) 

No  

A robust rationale must be in place for all protected characteristics. If a negative impact 
has been identified, please complete section 2. If no negative impact has been 
identified and if this is not a major service change, you can end the assessment here. 

I am confident that section 2 of this EIA does not need completing as there are no 
highlighted risks of negative impact occurring because of this policy. 

Name of person confirming result of initial impact assessment: Adam Wheeldon – Associate 
Director of Finance 

If a negative impact has been identified above OR this is a major service change, you 
will need to complete section 2 of the EIA form available here: 
Section 2. Full Equality Analysis 
  

http://doclibrary-rcht-intranet.cornwall.nhs.uk/DocumentsLibrary/RoyalCornwallHospitalsTrust/ChiefExecutive/Templates/Section2FullEqualityAnalysis.docx
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Appendix 3. Business Case Approval process  
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Appendix 4. Guidance on when expenditure can be treated as 
being capital expenditure 

Accounting standards permit the capitalisation of “all the directly attributable costs 
necessary to bringing an asset into the location and condition necessary for it to be 
capable of operating in the manner intended by management.”  

Capital expenditure must lead to a new asset(s) being placed on the Trust’s balance 
sheet, or the enhancement of an existing asset. The asset will be written-off (depreciated 
via revenue expenditure) over its estimated useful life.  

The asset must be in use for 12 months or more i.e., no consumable/stock items can be 
capitalised, even if purchased alongside the asset itself. 

NHS rules dictate that in order to qualify as capital, the expenditure must be £5,000 or 
more to create an individual asset. 

Items costing £250 or more may be grouped into a single asset of £5,000 or more if ALL 
the following conditions are met: 

• all items in the group must be purchased at the same time and have the same lives 

• all items must be functionally interdependent 

• all items must be under common managerial control 

We routinely capitalise smaller items of medical equipment, beds and IT equipment as 
grouped assets. 

Below is a table detailing some examples of things that can and cannot be capitalised: 

Expenditure Capital Not Capital 

Design costs Those costs associated with the 
final chosen option can be capital. 

Design costs for aborted 
projects or options appraisal 
are not capital.   

Scoping 
 

Those costs associated with the 
final chosen option can be capital. 

All other prospective 
scoping costs are not 
capital. 

Option 
appraisal 
 

 Optional appraisal costs are 
not capital, as by definition 
much of the costs do not 
relate to the ultimate asset.  

Architect Fees Architect fees associated with the 
chosen final option are capital. 

 

Redesigning 
clinical 
pathways 

 This is operational revenue 
expenditure and is not 
capital. 

Implementation 
costs 
 

Project implementation costs, 
where demonstrably directly 
attributable to the asset, are 
capital. 
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Expenditure Capital Not Capital 

Salary costs Salary costs can be capital where 
it can be demonstrated that they 
are directly attributable to the 
asset that is being created or 
enhanced. 

Any salary costs associated 
with optional appraisal, 
training etc. are not capital.  

Temporary re-
provision (such 
as mobile 
units) 
 

Where directly linked to the capital 
scheme e.g., maintaining (not 
enhancing) operational capacity, 
these costs can be capitalised. 
VAT is also often recoverable if 
the unit is staffed by the supplier. 

 

Costs related 
to aborted 
capital projects 

 These are revenue costs. 

Delivery costs 
 

As part of the cost of bringing the 
asset into its working location, 
delivery costs can be capital. 

 

Import duties 
 

As part of the cost of bringing the 
asset into its working location, 
import duties can be capital. 

 

Commissioning 
costs 
 

As part of the cost of bringing the 
asset into its working condition, 
commissioning costs can be 
capital. 

 

Training costs 
 

 Training costs for users of 
new systems / assets are 
not capital. 

Testing 
 

Testing, as part of the 
implementation of a new asset 
can be capitalised. 

Routine periodic testing 
costs of existing assets 
(such as PAT testing) 
should not be capitalised. 

Software 
Licenses 

Multi-year licenses may be 
capitalised. 

Annual licenses are 
revenue expenditure. 
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Appendix 5. Five Case Model – Further information  

Strategic Case 

• Current business process overview - Provide a snapshot of the current 
business process to which the scheme applies. 

• Scheme aims - Provide an overview of the specific scheme for which 
approval is being sought. 

• Existing arrangements - State what the existing arrangements are in 
relation to the scheme for which approval is being sought. 

• Business needs - State what the current and future business needs are in 
relation to the existing position within the proposed scheme. 

• Potential scope and service requirements - In relation to the above needs, 
outline the potential scope for the proposed scheme and associated service 
needs. 

• Benefits, risks, dependencies and constraints - provide details of the 
main benefits and risks associated with the delivery of the scheme, together 
with any dependencies and constraints. 

Economic Case 

• Critical success factors (CSF) - list the criteria against which you will 
assess the successful delivery of the scheme. These should be SMART 
(Specific, Measurable, Achievable, Relevant and Timely). 

• Main options - within the potential scope of the scheme, list and evaluate 
the main choices (or options) for the successful delivery of the potential 
scope and / or required services. 

This should describe the options for the scheme: 

▪ Assess its main advantages. 

▪ Assess its main weakness. 

▪ Outline the potential projects or investments within the defined scope 
for the scheme. 

• Preferred way forward - state the preferred way forward in relation to the 
options identified for the successful implementation of the scheme. 

This should outline: 

▪ The key investments within the scheme. 

▪ Related timescales. 
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▪ The indicative economic cost (£s), taking into account any 
attributable costs, quantifiable benefits (in £s) and risks (in £s). 

Commercial Case 

• Proposed commercial arrangements - outline the commercial 
arrangements for the scheme. 

• Proposed contract lengths. 

• Proposed key contractual clauses. 

• Personnel implications (including TUPE). 

Financial Case 

• Indicative costings - Indicate the total financial cost (in £s) of the scheme, 
broken down by constituent investment / savings. 

• This should be based on the net cash savings of the overall scheme to the 
organisation(s), taking into account any cash releasing benefits or off-setting 
costs. 

• Attach the detailed workings formulated by Finance. 

• Funding arrangements - indicate how it is intended that any investments 
associated with the scheme will be funded. 

• Affordability - confirm the affordability of the overall scheme, indicating any 
agreements or understandings in place with commissioning bodies (if 
relevant) and / or any affordability gaps. 

Management Case 

• Scheme management arrangements - outline the scheme management 
arrangements, including your framework (roles and responsibilities), strategy 
for detailing with Stakeholders and Customers, and outline plans. 

• Milestones - please indicate the main milestones for the scheme with an 
expected start and end date. 

• Full details on developing all of the Five Cases above can be found below: 

Five Case Model - Strategic Outline Case (SOC) 

• The SOC is the start point for a major business case and will set out the 
Strategic Case as well as the first part of the Economic Case. 

Strategic Case 

• Agree the strategic context 

• Set out the business needs and the existing arrangements 
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• Set out the potential business scope and key service 
requirements (i.e., what can be delivered and how). 

• Set out the main benefits, risks, constraints and dependencies 
of the scheme overall. 

Economic Case (part 1) 

• Set out the Critical Success Factors for the scheme 

• Produce a long list of options (at least 12) and a strengths, 
weaknesses, opportunities and threats (SWOT) analysis for 
each  

• Using the long list, recommend a Preferred Way Forward. Note 
that, at this stage, this is not necessarily the Preferred Option.  

The SOC will need to be approved based on the financial thresholds set 
out in Appendix 1.  

Five Case Model - Outline Business Case (OBC) 

The OBC is the most important stage of the business case process as it builds 
on the SOC to determine the Preferred Option as well as whether the 
investment is affordable.  

Economic Case (part 2) 

• Revisit the case for change and ensure that the investment still 
fits with the strategic objectives of the organisation or service. 

• Undertake an economic appraisal of the shortlisted options.  

• Undertake a benefits appraisal of the shortlisted options 

• Undertake a risk assessment of the shortlisted options 

• Select the Preferred Option 

• Undertake sensitivity analysis on the Preferred Option 

Commercial Case 

• Set out the procurement strategy in outline 

• Set out which services will be purchased  

• Set out what the risks are in relation to the purchases to be 
made and where the risk is to be apportioned 

• Set out the potential payment options making sure that the deal 
works for both the Trust and potential suppliers.  
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• Set out the proposed accounting treatment for the procurement 
option and any contractual issues that need to be considered.  

Financial Case 

• Prepare a financial model that shows the cost of the option  

• Show how the option is affordable.  

Management Case 

• Set out the project management arrangements 

• Set out the benefits that will be realised and how this will be 
managed 

• Set out the risks associated with the Preferred Option and how 
these will be managed 

• Set out the Post Project Evaluation arrangements.  

The OBC will need to be approved based on the financial thresholds 
set out in Appendix 1.  

Five Case Model - Full Business Case 

The FBC is the final business case. By this stage the procurement process will 
have been completed and the Trust will have accurate costs to work with.  

Economic Case (part 3) 

• Revisit the case for change and ensure that the investment still 
fits with the strategic objectives of the organisation or service. 

• Set out the procurement process followed and evaluation 
process.  

Commercial Case 

• Set out the negotiated deal and contractual arrangements. 

Financial Case 

• Update the financial model that shows the cost of the option  

• Confirm that the option is affordable.  

Management Case 

• Confirm the project management arrangements 

• Confirm any change management arrangements 

• Confirm the benefits realisation arrangements.  
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• Confirm the risk management arrangements  

Confirm the Post Project Evaluation arrangements.  
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