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THE INNOVATORS
There are approximately 20 members of the financial management team. Over the years the deputy head 
of financial management and deputy finance manager have developed a forecast spreadsheet that was 
used by the majority of the team. The team has provided ideas and feedback which has led to continuous 
improvement. A new project accountant was appointed who transformed the file.

THE PROBLEM

The financial management team needed to streamline 
and automate the forecasting process to meet the faster 
month-end reporting deadlines and improve the quality 
and integrity of data. Otherwise, deadlines would be 
missed and earlier engagement with budget holders 
would not be achievable.

THE CHALLENGE

• How might we improve the way we 
forecast, so that we can spend more 
time reviewing and influencing financial 
information with our senior finance 
colleagues and budget holders?
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THE INNOVATIONTHE INNOVATION
An automated Oracle schedule process and Power Automate flow runs the budget, actual, variance and 
whole-time equivalent data required to populate the forecast file from the ledger regularly during month-
end. This removes the previous need to manually download from the ledger.

An existing forecast file was used as a starting point. A Power Query (triggered with a ‘refresh’ macro) then 
extracts and transforms the data from this Oracle report saved in SharePoint, for example by adding month, 
year to date, statement of comprehensive income (SOCI) codes and other detail columns. The Power Query 
also links to other workbooks such as the Covid return and out of envelope workbooks. Drilldown cost centre 
and expense type pivot tables have also been built in with colour coded functionality to review budget 
variances and escalation priorities. Monitoring and reconciliation of the cost improvement plan and its 
achievement is also incorporated.

A check sheet ensures that all figures match to the ledger and flags common errors in the spreadsheet. 
Another macro is used to roll forward the files each month.

A summary forecast file with a Power Query brings all the data from the 14 care group files into one 
spreadsheet, giving an overall trust position and forecast. The modular design means that additional 
information can be gathered by adding tabs to the individual forecast files and summarising up into the 
forecast summary.

The users of the files were all involved during the innovation and their ideas helped build the file. Other files 
used at month-end have now been built into the file, thus replacing them. Training was given to all users and 
a procedure note was built in.

The way the forecast files have been built allows for the standard tabs to be in all the files with additional 
care group specific tabs added without affecting any calculations or the summary file. People were used to 
working in a particular way, by demonstrating the new way and trialling it for a short time, this was easily 
overcome.

THE LESSONS LEARNT
The project accountant learned to use all aspects of Power Query and gained an extensive 
knowledge of Oracle Business Intelligence publishing and reports through research and 
networking with colleagues within our integrated care system. Members of the wider financial 
management team have learnt about the potential of this tool and have applied it to other 
financial processes.
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THE OUTPUTS

The outputs are:

• the forecast care group template spreadsheet and trust summary forecast

• more timely information to budget holders and decision makers

• the significant amount of time saved by this automated process.

THE OUTCOMES

• The primary benefit of the new files is more accurate and timely forecasting. The files can be updated 
and refreshed by a macro and built-in checks ensure the data balances.

• Some of the tools and processes used in the files will be built into other files to streamline and 
simplify other manual and time-consuming work. They will also form part of future standard operating 
procedures and best practice.

• The innovation is a platform to build on, there are plans in place to develop the budget holder reports to 
include the forecasts and to report the forecast at a business unit level and then at a cost centre level.

• It has been estimated that 47 hours per month of senior manager time has been saved. This has been 
re-invested into understanding the position with care groups which has led to quicker action to rectify 
adverse positions and quicker decision making.

THE QUICK WINS

• If different forecast formats are used standardise them to meet everyone’s needs and use this as your 
starting point.  

• Review how data flows out of your ledger to see whether it can be integrated into a SQL database or 
reports can be scheduled to run automatically to your SharePoint.

• Make sure you have access to someone who has advanced Excel skills.

• Develop a first draft and try using it, further developments can be made later.
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THE REVIEWERS SAID

“AN EXCELLENT, SHINING 
EXAMPLE OF WHAT YOU CAN 
DO IN EXCEL TO TAKE ONE 
SMALL TASK AND EXPAND ON IT 
EXPONENTIALLY TO PRODUCE A 
WIDE VARIETY OF BENEFITS. ”

“POWER QUERY IS A REALLY 
POWERFUL AND EASILY 
ACCESSIBLE TOOL THAT 
EVERYONE SHOULD TAKE 
ADVANTAGE OF IN WAYS THAT 
ARE DEMONSTRATED HERE.  
INCORPORATING NEW DATA 
SOURCES AND EXPANDING THE 
USES OF THIS TO MEET DEMANDS 
IS EASY WITH THIS TECHNOLOGY 
AND PROMOTING CONSISTENCY 
OF DISTRIBUTED WORKING FILES 
IS DEFINITELY BEST PRACTICE.”

“THIS INNOVATION HAS HAD 
A CLEAR AND QUANTIFIABLE 
IMPACT ON THE TIME SPENT 
BY VARIOUS STAFF MEMBERS 
ON FORECASTING AND SPEEDS 
UP THE PROCESS OF DECISION 
MAKING/INTERVENTION.”
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WHAT YOU CAN DO NOW

SUBMIT INNOVATION

LEARN MORE

SUBMIT PROBLEM

REGISTER INTEREST

If you recognise the problem stated and have implemented 
your own innovation to overcome it please submit this 
innovation to the programme and give others more examples 
to learn from.

If you recognise the problem stated and would like to know 
more details about this innovation in particular, we will be 
hosting showcase and workshop sessions throughout the 
year, so all interested staff can gain ideas and inspiration from 
innovators in a manageable one-to-many format.

If you have a problem but don’t currently know of a 
solution to it, then please submit it here and in 2022 the 
Forum intends to crowdsource solutions to problems that 
don’t currenlty have known innovations.

If you would like to learn more about about the innovation 
programme please click for more details.

https://onenhsfinance.nhs.uk/the-finance-innovation-forum/innovation-programme/submit-an-innovation/
https://onenhsfinance.nhs.uk/the-finance-innovation-forum/innovation-programme/
https://forms.office.com/pages/responsepage.aspx?id=LI1d_7j6oEO0-Ua0AitOQdmEB8an_fRGp7aAgK5WELxUMFJTVEdQMTBaRDVBWkFJMlBRUDhVQ0lFVy4u
https://forms.office.com/pages/responsepage.aspx?id=LI1d_7j6oEO0-Ua0AitOQdmEB8an_fRGp7aAgK5WELxUMDlWMElJWkdZMEg2VlBHUElVSVVTMlJEWS4u
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One NHS Finance brings together the Future-Focused Finance, National Finance Academy, and the Finance 
Innovation Forum programmes and networks to make sure that everyone working in NHS Finance has 
access to skills, knowledge, methods, and opportunities to influence and enhance patient services.

An NHS Finance platform for the discovery and development of problems, ideas and innovations.

FURTHER INFORMATION

Website: FinanceInnovation.nhs.uk

Email: FinanceInnovation@nhs.uk

LinkedIn: One NHS Finance

Twitter: @OneNHSFinance

IN SEPTEMBER 2021 THE FORUM LAUNCHED...
▪  A national Innovation Programme for NHS Finance staff to submit their innovations for peer review. 

Successful innovations will be published and accessible to all on the One NHS Finance website

▪  A ‘Software Skills For Finance Staff’ event series taught by NHS Finance for NHS Finance including MS 
Excel, PowerBI, SQL etc.

▪  An ‘Art of the Possible’ briefing which explains two new technologies AI & Blockchain and discusses 
the opportunity for NHS Finance

▪  An Automation Group to review and improve the efficiency of existing national processes and returns

Innovation 
Programme

Software 
Skills

Art of the 
Possible

Automation 
sign up

Be a peer 
reviewer

WHAT YOU CAN DO NOW
▪ Submit your innovations for peer review
▪ Sign up to be an innovation peer reviewer
▪ Read Art of the Possible

▪ Sign up for Software Skills for Finance
▪  Register your interest in automation   

and all things innovative

http://FinanceInnovation.nhs.uk 
mailto:FinanceInnovation%40nhs.uk?subject=
https://www.linkedin.com/company/onenhsfinance/
https://twitter.com/OneNHSFinance
https://onenhsfinance.nhs.uk/the-finance-innovation-forum/innovation-programme/
https://onenhsfinance.nhs.uk/the-finance-innovation-forum/innovation-programme/
https://forms.office.com/pages/responsepage.aspx?id=LI1d_7j6oEO0-Ua0AitOQdmEB8an_fRGp7aAgK5WELxURFRFWjBCSjZBWUhMWFpLQzA0N1c0SkRDTS4u
https://forms.office.com/pages/responsepage.aspx?id=LI1d_7j6oEO0-Ua0AitOQdmEB8an_fRGp7aAgK5WELxURFRFWjBCSjZBWUhMWFpLQzA0N1c0SkRDTS4u
https://onenhsfinance.nhs.uk/externalevents/software-skills-for-finance-staff/
https://onenhsfinance.nhs.uk/externalevents/software-skills-for-finance-staff/
https://onenhsfinance.nhs.uk/wp-content/uploads/2021/09/Art-of-the-Possible-Artificial-Intelligence-and-Blockchain.pdf
https://onenhsfinance.nhs.uk/documents-reports/art-of-the-possible/
https://forms.office.com/pages/responsepage.aspx?id=LI1d_7j6oEO0-Ua0AitOQdmEB8an_fRGp7aAgK5WELxUQ01CSkxQTEFRSVNPVVcwUkczRlM4RllDQy4u
https://forms.office.com/pages/responsepage.aspx?id=LI1d_7j6oEO0-Ua0AitOQdmEB8an_fRGp7aAgK5WELxUQ01CSkxQTEFRSVNPVVcwUkczRlM4RllDQy4u

