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BEST POSSIBLE VALUE – A Bitesize Guide

Best Possible Value (BPV) provides a comprehensive process to 
optimise decision making with the objective of delivering the right 
decision to create the best possible outcome for patients within 
the resources available. It is particularly useful for decisions where 
there are a large numbers of stakeholders such as across a whole 
healthcare system. The complete BPV process is made up of 12 
templates (or tools), but the underlying principle that runs through 
the entire BPV process is that the right decision is about optimising 
value and value is defined as:

It is said that Napoleon Bonaparte was a great leader, but when he got it 
wrong he really got it wrong. The evidence of this is Waterloo and perhaps 
less well known are his thoughts on the importance of delivery. He is quoted 
as saying “if you wish to be a success in the world, promise everything, 
deliver nothing”. However, this approach to delivery would mean he would 
again meet his Waterloo in the 21st Century NHS, where the three stages 
of (1) agreement on what is being delivered, (2) timely implementation and 
(3) ongoing performance management are key to delivering cost effective 
outcomes and high value to patients. 

The concept of value, as defined above plays a key role in all three stages. 
Indeed there is no point in spending significant time planning to make 
difficult decisions unless the agreed solution is not only implemented, but 
also continues to deliver the outputs/outcomes required. This Bitesize paper 
takes the concept of value and the relevant tools from the full Best Possible 
Value (BPV) programme and applies these to the essential 21st Century NHS 
challenge of moving from implementation to high value performance.

So what is Performance Management? It is defined as an ongoing, systematic 
approach to improving results through evidence-based decision-making, continuous 
organisational learning and a focus on accountability to ensure performance. 
Additionally, it is a process that contributes to the effective management of 
individuals and teams in order to deliver high levels of performance.

The Bitesize BPV series takes the 
templates (tools) in the BPV “tool 
box” and seeks to explain some of 
the principals and how they can help 
for decisions at your organisation.

The Bitesize BPV series does not assume a detailed 
knowledge of the complete BPV process, but we believe 
that if you find one or more of the tools useful, it would 
be worth finding out more about the complete BPV 
process. Just as few people use the entire PRINCE 
project management methodology, but many of us use 
individual tools i.e. Project Initiation Documents (PIDs) 
and risk and issue logs.

For further detailed information about the

Best Possible Value resources and process visit:

www.futurefocusedfinance.nhs.uk/decision-framework-bpv

Driving value through 
performance management

Introduction to Best Possible Value 
(BPV) and the BPV Bitesize series 2

The importance of accountability 
for the delivery of value
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OUTCOMES
Care Outcomes

e.g. population health, 
survival rate, extent of 

functional recovery

Patient Experience
e.g. comfort, treatment 
by staff, waiting time, 

ease of access

Safety
e.g. diagnostic error, 

post-op complications, 
infections

RESOURCES
Revenue Costs
e.g. income, time, 
salaries, system 

maintenance, facilities

Capital Costs
e.g. investment in 

infrastructure/
equipment

VALUE

There is a common phrase “if everybody is responsible 
then nobody is responsible”. The BPV process identifies 
who is responsible at each decision step; this is the 
person(s) identified as having the Performance role (see 
separate BPV Bitesize on adding value to your meetings 
for further details on roles). One person has to be held 
accountable for delivering the plan. 

This one individual will not do all the work, as that would 
be impossible given the complexity of the modern 
NHS, particularly for medium or large-scale projects. 
Therefore, a project board and project team should be 
established to support them in delivering the plan.

The person responsible for delivering the decision 
must have the necessary knowledge, skills, acumen 
and importantly the authority to drive forward delivery. 
Leadership is therefore a fundamental requirement of 
a successful delivery. With any major project there will 
different levels of accountability for specific parts of the 
plan. The BPV process identifies these for you.

It is important to identify precisely what it is an 
individual is being asked to be accountable for. 
Using the SMART approach to setting objectives 
will help to achieve this and should be used in the 
BPV process when agreeing the value measures 
and metrics. This requires that all objectives 
must meet the following requirements: 

Specific

Measurable

Attainable

Relevant

Timely

S

M

A

T
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This way it will be 
possible to exactly 
describe WHAT 
it is that they are 
accountable for and 
against WHAT criteria 
their performance will 
be managed.



54

Moving from implementation to high value performanceBEST POSSIBLE VALUE – A Bitesize Guide

Jon was given responsibility for delivering a 

winter plan for his acute hospital. He was given 

clear targets to be achieved, a budget that 

was sufficient and the supporting resources 

in terms of people. He applied BPV principles 

and set up a process to identify what needed 

to be done in order to ensure that the next 

winter surge in medical admissions could 

be managed, that patients received the care 

they needed in the appropriate setting and 

that elective capacity was maintained.

The plan was signed off and agreed by all the 

stakeholders. Next winter was looking good.

Unfortunately not all went well at the start. 

The number of inpatients occupying acute 

beds unexpectedly increased, elective 

surgery had to be cancelled. The post 

mortem identified that whilst the plan was 

excellent, the implementation was poor.

Individuals who had represented their 

organisations/departments had not coordinated 

the data in a timely manner. This would have 

alerted the project manager that the plan was 

off trajectory enabling and corrective action 

could have been implemented. The result was 

a breakdown in working relationships, a return 

to a blame culture and a reduction in trust.

Jon realised that what had been lacking 

was sufficient attention to the performance 

management of the plan. Some departments and 

organisations had run into difficulties in recruiting 

additional staff and having suitable resources 

in place. This had not been communicated. A 

reporting system was quickly implemented with 

support been given to those areas experiencing 

difficulty in delivering their part of the plan. 

Whist the overall result was not as good 

as had been planned, the health economy 

had managed the system and next year 

would revisit the plan using the lessons 

learnt and implement a comprehensive 

performance management system.

The Project Managers Nightmare - Lack of 
Information/Data and Communication

As with all management techniques Performance Management needs support from the very 
top of the organisation to be successful. It needs to become part of the culture and not just 
an add on to deliver a particular project or scheme. It must represent business as usual.

All systems of Performance Management require a process of reporting that identifies 
progress, or lack of it so that, if necessary, corrective action can be implemented.

Using the SMART objectives defined for the 
project creates a virtuous circle of continuous 
monitoring and improvement. Measurement 
is the information system at the heart of the 
Performance Management process. This 
links perfectly with the BPV approach.

Key enablers for a performance 
management system to deliver value4

1. Source documents – The output from the BPV 
process is usually a Business Case or a Project 
Initiation Document (PID). This is the key source 
document that identifies WHAT is to be achieved, 
by WHEN, by WHOM. Importantly, it identifies the 
SMART objectives that are to be delivered and 
therefore need monitoring and reporting.

2. Project governance – One of the most common 
first DECISION STEPS is to agree the governance 
arrangements for a project. There are very good 
reasons for this. Not only will it address the decision-
making structure/process but it will establish the 
project management arrangements. This may require 
there to be a project director and project manager.  
Depending on the nature and scope of the project it 
may require creation of project boards and project 
teams to ensure the delivery of the project.

3. Leadership – Most organisations have a board 
or governing body that is responsible for taking 
decisions on projects over a particular value. This 
is usually determined by the level of risk that an 
investment represents to the organisation as a whole. 
Once the decision has been made responsibility and 
importantly, authority is delegated to an individual to 
deliver. The identification of the individuals with the 
right skills and support is fundamental.

4. Performance measures – The range of performance 
measures will vary from project to project. Most 
organisations rely on a range of key performance 
indicators (KPIs). The problem with KPIs is that 
they are lagging indicators and tell us about past 
performance and not always in a timely way. The 
result being that by the time they are reported 
and actions can be taken the project has already 
seriously gone off its critical path and missed 
key milestones. In addition to KPIs, the project 
governance arrangements need to ensure that timely 
intervention is possible. This will require a project 
manager who works closely with the scheme to 
identify any deviation from the plan so that it may be 
quickly actioned.

5. Communication – A key question to address on 
communications is what methods to use, to who 
is involved, how frequently communication should 
occur and what needs to be 
communicated. A review of the 
DECISION STEPS will assist 
in identifying the answers 
to these questions (see BPV 
Bitesize on Framing decisions 
for value for more details on 
the decision process).

There are five key principles to support the delivery of Best Possible Value

Planning Stage
Choose framework to identify objectives

BPV Template 1

DECISION CHARTER

Review Stage
Assess knowledge management implications of key 

performance results

Performance Management System

Operational Stage
Identify performance measures to match objectives

BPV Template 3

VALUE MEASURES & METRICS
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Achieving value in healthcare is everybody’s responsibility.

We live in a world of constrained resources, whether that is money or workforce and it is therefore essential that 
when we frame our decisions, we do it in a way that truly adds value. This BPV Bitesize document focuses on how 
the value identified may be delivered successfully. Applying performance management techniques will ensure that 
the project remains on its critical path, that any interventions or corrective action can be implemented in a timely 
way. Appropriate performance management can avoid damaging relationships, ensure time and resources are not 
wasted and best of all, increase the chances of timely decisions being made and successfully implemented.

Reflections on value and how the BPV 
Bitesize series helps us achieve value

Hints and Tips on how to make effective use 
of a Performance Management System
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Finally more information on the full BPV programme is available on: 

www.futurefocusedfinance.nhs.uk/decision-framework-bpv.

If you have found this BPV bitesize useful and have a mission critical decision to make at your organisation, get 

in touch to apply to be a BPV decision site. This free of charge programme involves a BPV facilitator visiting your 

organisation to guide you through the full BPV process. For further information contact Institute@hfma.org.uk.

Tools to support delivering value5

1. Balanced scorecard

Too often in the past, performance management 
systems focused on financial delivery alone. 
The Balanced scorecard approach is not only a 
measurement system; it is a management system. 
It supports organisations to clarify their vision and 
strategy and translate these into actions. The Balanced 
scorecard provides feedback on a range of factors that 
enable organisation to improve their performance. 

• Further information on Balance scorecard is available 
from: www.balancedscorecard.org.

• The Balanced scorecard is used in the NHS as a 
measurement tool against defined targets and as a 
traffic light system (RAG – Red, Amber, Green). It has 
the capacity to be used effectively as a management 
system.

• There are some problems with using the Balance 
scorecard approach. It can be difficult to use it in a 
balanced holistic way and there is a degree of self-
assessment that is subjective and potentially subject 
to optimism bias.

2. European Foundation for Quality 
Management Excellence Model

An alternative to the Balance Scorecard, this model 
balances the needs of all relevant stakeholders and 
incorporates financial as well as leading indicators. It 
consists of the following elements:

• Actions required (enablers) to achieve results

• How the various activities are undertaken

• Focuses on what results are achieved

• The role of learning and innovation in improving 
enablers that in turn influences results.

Further information is available at: 
www.efqm.org/the-efqm-excellence-mode.

1. Focus on management of change – Resistors to 
change can throw up barriers to implementation. 
Addressing their concerns and preparing them for 
the change will reduce the likelihood of them having 
a negative impact on the project. Projects are really 
about people; we can get too focused on the hard 
deliverables.

2. Gateway reviews – Depending on the size and risks 
of the project to the organisation, it can be helpful to 
establish Gateway Reviews. These are semi-external 
reviews of the project’s progress against the agreed 
milestones. These maybe conducted by people 
external to the organisation or senior members of 
staff not previously associated with the project.

3. Triangulation – A much loved tool of auditors this 
is viewing the project’s progress from a number of 
perspectives. Rather than just taking the information 
at face value, it is seeing if the picture painted by 
the information is supported on the ground by those 
associated with the project.

4. Have courage – Don’t be afraid to change the plan. 
It’s not enough to know that the plan is not working. 
Internal and external factors impact on the plan. 
Understand the causes and make adjustments. If the 
circumstances change, change the plan.

5. Insist on individual compliance with plan – Even 
where management of change principles have 
been applied there may still be some dissenters. 

Regardless of how senior or difficult the individual(s) 
are they need to be dealt with. The BPV process 
seeks to reach the right decision by the right 
people having considered all the issues. The project, 
therefore, has a considerable degree of credibility 
and support. The problem can be identifying the 
negative behaviour, as it can be half hearted support 
or delayed activities. Failure to address these issues 
may cause delay or in extreme cases project failure.

6. Develop the metrics throughout the plan – It is not 
uncommon for there to be a mid-term review of 
progress and this may require the introduction of 
additional/replacement metrics.

7. Instruct, educate and coach throughout the 
plan – Catastrophe awaits those that ignore the 
human element. An over-riding objective is one of 
continuous improvement. This requires a continuous 
input of training and coaching.

8. Organisation culture – Finally, and most importantly, 
success will be determined by the organisational 
culture. If organisational discipline is not sufficiently 
strong no system will work effectively as the 
dissenters will always be able to declare projects a 
failure. Leadership from the top of the organisation 
through to the project is key to successful delivery. 



8

To find out how to get involved and 
for further information, please visit:

www.futurefocusedfinance.nhs.uk

@nhsFFF | #futurefocusedfinance

futurefocusedfinance@nhs.net

© Future-Focused Finance

The Healthcare Costing for Value 
Institute is part of the HFMA family




