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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:

In your job how often have you responded to the phrase “okay 
let’s write a business case and make a decision?” In itself that is 
not a problem, as a business case is just a decision-making tool to 
determine the effects a particular decision will have on the future 
performance of an organisation. The real challenge in writing a 
good business case is to construct and write one that captures 
the real reasoning for the decision and does so in a way that 
ensures all stakeholders are educated and informed to make the 
right decision. Outlined below are four key challenges often faced 
in writing business cases. This BPV Bitesize on Writing a value 
focused business case, will help address these challenges.

Solution 1
What does good 
look like?

The answer here is good 
looks like the option that 
creates the best possible 
outcome for patients 
within the resources 
available i.e. best possible 
value (see diagram left).

Solution 2
How to get all 
stakeholders to agree on 
what good looks like?

Somebody very wise once 
said “a business case 
is a process and not a 
document”. If the writer 
of a business case goes 
off into a dark room and 
writes a business case on 
their own and presents it 
to stakeholders, it would 
be extremely unlikely 
that everybody would (a) 
understand it (b) own it 
and (c) more importantly, 
make a decision. Using the 
tools described in this BPV 
Bitesize can help those 
responsible for producing 
business cases to run 
workshops that help get 
stakeholders engaged and 
thereby design and own 
their own solution.

Solution 3
How do you measure good?

The Best Possible Value 
process includes tools (for 
example template 3, which 
helps stakeholders agree value 
criteria and ways of measuring 
these criteria i.e. metrics), which 
help stakeholders agree what 
good looks like and how to 
measure it.

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

The challenges of 
writing business cases

Solving the challenges of writing 
business cases using BPV

Introduction to Best Possible Value 
(BPV) and the BPV Bitesize series 2
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1. What does the right decision deliver? 
This is often referred to as what does 
good look like?

2. Do all stakeholders agree on what 
good looks like; is it cost saving, 
improved quality, both?

3. If stakeholders agree on what good is, 
how do you measure it?

4. Assuming you can measure what 
good looks like, how do you compare 
different options?

SEE TABLE OVERLEAF

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
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Care
Outcomes

e.g. outcomes of 
interventions

e.g. mortality and 
% of complications 
successfully treated 

User
Experience

e.g. accessibility to 
care facility

e.g. travel times and 
patient choice

Safety/
Quality

e.g. avoidance of harm 
to patient

e.g. infection rates and 
adherence to best practice

Revenue
Costs

e.g. system running costs e.g. cost per episode or 
per patient pathway

Capital
Costs

e.g. investment in 
facilities and equipment

e.g. investment required 
to implement option

VALUE COMPONENT

OU
TC

OM
ES

RE
SO

UR
CE

S

VALUE CRITERIA VALUE METRICS

See
BPV Bitesize 

‘Framing 
Decisions for 

Value’

Experience of writing successful business cases, 
particularly in large complex projects involving large 
numbers of stakeholders, emphasises the importance 
of getting agreement upfront on “what good looks like” 

and also getting agreement up front on how to measure 
it. To illustrate this, outlined below is a made-up 
scenario, but if you think back to your own experiences 
of writing business cases perhaps it is not so ridiculous.

22 work colleagues decided to kick a ball around a football pitch. They split into two teams of 11 and 

began to play. However, it became clear that some people just wanted a friendly bit of exercise, some 

people wanted to compete at all costs and would hurt others in the process and finally some people 

just wanted to socialise with their friends and really did not care about the game. So clearly there was 

no agreement on what good looked like.

Worse still, whilst they had some very limited knowledge of football they had not played football 

before. Therefore, as well as not being clear what a good game looked like, they had also not agreed 

on how to measure good, so was the “winning” team the one that;

Clearly this is a simple made up example to illustrate 
a point, but in reality we often commit to large scale 
business cases, involving many diverse stakeholders e.g. 
integrated health and social care systems and do not 

collectively agree in advance what good looks like and 
how to measure it. So why are we surprised that we can 
sometimes run into difficulties arriving at decisions that 
stakeholders understand, own and agree on?

Solution 4
How to compare different options

Writing a value focused business case means that 
the decision is hardly ever one dimensional i.e. it 
is not always about choosing the cheapest option 
and there are usually trade offs between different 
options. This is why the Best Possible Value (BPV) 
process includes two templates (11 and 12) that 
facilitate comparison between various choices. 
Further details on all 12 templates are available 
from www.futurefocusedfinance.nhs.uk/decision-
framework-bpv. BPV builds logically to facilitate the 
writing of business cases to maximise cost effective 
outcomes and add value.

So what does comparing your options look 
like on a page? On the BPV website//www.
futurefocusfinance.nhs.uk/best-possible-value-0 
there is a resource section with a fully worked 
up example of a BPV pilot site which looked at 
maternity services. The next section of this BPV 
Bitesize summarises their completed template 
11 on value comparison, which reflected the 
involvement of all stakeholders. Template 12 simply 
takes the output of template 11 and presents 
it in a “three dimensional” graphical way.

THE DECISION TO BE MADE 

The strange case of the football match that went wrong

• Put the ball through the goal posts the most?

• Had the most corners and throw ins?

• Committed the fewest fouls?

• Ran the most miles?

• Had the most fun?

• Or avoided the most injuries?

Use value measures, as well 
as risk and strategic factors to 

compare your options.
Templates 11 & 12

Use value criteria and value metrics 
to help you describe and measures 

what good looks like?
Template 3

Use Best Possible Value (BPV) as the basis 
of making your business case decision.

Key principle

Care
Outcomes

e.g. outcomes of 
interventions

e.g. mortality and 
% of complications 
successfully treated 

User
Experience

e.g. accessibility to 
care facility

e.g. travel times and 
patient choice

Safety/
Quality

e.g. avoidance of harm 
to patient

e.g. infection rates and 
adherence to best practice

Revenue
Costs

e.g. system running costs e.g. cost per episode or 
per patient pathway

Capital
Costs

e.g. investment in 
facilities and equipment

e.g. investment required 
to implement option
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EXAMPLE OF A MATERNITY SERVICE VALUE COMPARISON 

Template 11

Outcomes Fall in still born rate 25% 4 4 2

Fall in brain injuries rate   25% 4 5 3

Increase in breastfeeding 10% 3 3 2

Experience Improved service access 5% 4 4 3

Improved care experience 5% 4 4 3

Safety  Reduced harm                  10% 3 5 2

Resources Cost 10% 4 3 5

Sustainability 10% 3 3 3

Value 100% 3.7 4.1 2.8

Risk Quality of evidence 50% 4 5 2

Capacity to deliver change   50% 3 4 3

Risk 100% 3.5 4.5 2.5

OPTION A OPTION B OPTION C

Strategic 
Factors

System strategy alignment  50% 3 4 1

Time to savings realisation   50% 2 3 1

Strategic 100% 2.5 3.5 1.0Factors

In this example the option that provides the best value 
is option B, with a weighted value score of 4.1 out of a 
maximum of 5, based on the agreed value criteria as 
measured by the agreed value metrics (remember BPV 
template 3 on page 2, helps us agree value criteria and 
value metrics).

You will have noticed two other additional decision 
considerations are also included in this value 
comparison template 11:

(a) Risk – sometimes a very good option that has high 
value is risky to implement or the information/evidence 
used to evaluate the options maybe of questionable 
quality. Assigning a subjective risk score for each option 
helps shape the final decision discussion. In this example 
option B with a score of 4.5 out of 5 scored best (5 is 
low risk and 1 high).

(b) Strategic factors – the best value option for an 
individual service decision, may not be in line with the 
wider system strategy. This is particularly important for 

decisions where there are significant inter-dependencies 
between individual services. Therefore assigning a score 
that reflects strategic alignment and delivery timescales 
also helps the final decision discussion. In this example 
option B also scored best with a score of 3.5 out of 5.

In this example the final decision was straight forward, 
as option B had the most value (4.1), best risk profile 
(4.5) and greatest strategic fit (3.5). It is important 
not to add the three scores together i.e. value, risk 
and strategic factors, but instead use them to aid the 
decision discussion. 

Outlined below are some ideas that can help you 
and your team improve your business cases:

1.  Poor business cases have no structure, contain 
limited evaluation of the evidence, the evidence 
that is presented is often confused and the final 
recommendations do not flow from the business 
case itself. It is very useful to use a consistent 
structured methodology that stakeholders are 
familiar with. Consistently using the templates 
outlined in this BPV Bitesize will minimise the risk of 
presenting a poor business case.

2. “A business case is a process and not a document”. 
It is important you ensure that stakeholders are 
involved in the process of producing the business 
case. This can be achieved through workshops where 

stakeholders describe what good looks like and also 
how they would measure good.

3.  Decisions are rarely one dimensional and good 
business cases take into account more than one 
dimension. It is for this reason that the BPV value 
comparison tools (11 and 12) take into account three 
dimensions i.e. value, risk and strategic factors.

4. Finally, a good business case educates and informs 
stakeholders to make the right decision and by 
using a structured and standard business case 
methodology, stakeholders will become familiar with 
how information is presented. Over time they will 
gain confidence in the process, which will also speed 
up the decision-making process itself.

Achieving value in healthcare is everybody’s responsibility.

Presenting information in a clear and structured way is an essential aid to decision making and writing effective 
business cases is a key part of that. The BPV process and the three BPV templates (3, 11 and 12) highlighted in this 
BPV Bitesize document will help us write value focused business cases, which will in turn lead to better decisions 
that maximise the use of resources and lead to improved outcomes. 

Hints and tips about writing 
value focused business cases

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


