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Health Expenditure Benchmarking development

• The NHS England Costing team have reestablished programme budgeting 

(PB), reinventing it as Health Expenditure Benchmarking (HEB) as a lower 

burden source of whole system cost analysis

• Differences between PB and HEB – PB based on CCG/PCT data, HEB based 

on NCC PLICS and aggregate data

• It gives systems and providers the chance to identify and analyse their costs 

across the system

• It allows for benchmarking against peers

• Recognising data gaps and limitations, we have processed data from 2019/20 

and 2020/21 NCC PLICS/reference costs 
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Benefits and challenges

Benefits

Allows 
informed 

conversation 
between 

commissioner 
and provider 

Costs 
collected via 
the National 

Cost 
Collection, 

reduces 
burden of 
collections

Allows 
national 

benchmarking 
by cost of 
condition, 
point of 
delivery 

Challenges and 
considerations

Lack of 
activity data 
by condition 
for primary 

care 
expenditure

Lack of 
diagnosis 
codes 

• Community

• Mental Health

• Workbook

• NCC PLICS 
unmatched 
records

CCG Codes 
missing or 
included 

retired primary 
care 

trust/strategic 
health 

authority 
codes in the 

data 
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PB compared to HEB process

NHS England

PCTs / CCGsProvider trusts

TemplateSubmission

Data

Data

 request

Programme Budgeting
Health Expenditure 

BenchmarkingProvider trusts

NHS England

National 

Cost 

Collection 

Submission

BSA CCG 

drug data

Annual 

CCG / ICB 

accounts
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How HEB works

CCG/ICB 
code

• Check NCC PLICS data for CCG/ICB code (for 2022/23 onwards)

• Match NCC PLICS to dataset for CCG/ICB code
(including check for trust and CCG mergers)

• If neither present allocate to CCG/ICB based on provider contract schedule

Condition 
category

• Match NCC PLICS dataset for condition codes

• Unmatched or unavailable costs assigned to 23X – Other

Additional 
costs

• BSA Prescribing schedule split by condition and CCG

• CCG accounts expenditure values allocated to CCGs 2020/21 (no condition 
information available at present)
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HEB toolkit

The toolkit includes:

• Power BI dashboard

• 2019/20

• 2020/21

• HEB user guide

• HEB technical guide

Access via the Data Insights Hub on FutureNHS

https://future.nhs.uk/NHSEnglandCostingEngagement/view?objectID=43561552
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HEB toolkit

Screenshot demo
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Full page image slide
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Full page image slide
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Full page image slide
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Full page image slide
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Full page image slide
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Full page image slide
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Full page image slide
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Full page image slide
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Development timelines

2021/22

• Covid data 

• PLICS 
community 
health 
services 

• May-June 
2024

2022/23

• Awaiting 
NCC 
PLICS 
data

• Addition of 
‘out of 
scope’ 
PLICS 

• TBC

2023/24

• Will be 
published 
in line with 
NCC 
publication
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Data quality & completeness

Organisation Identifier 
(Code of 

commissioner)

• No need to match / 
link NCC PLICS to 
dataset

• Quick mapping to ICB

Quality of Linking / 
Matching fields

• Better condition 
records

• Fewer unknown 
condition records

• Better matching to 
ICB/CCG codes

Feedback

• Use the tool and its 
data 

• Tool functions and 
structure

What can trusts do to help? 
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Questions
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Thank You

@NHSCosting

company/nhs-england-costing/

england.nhs.uk/costing-in-the-nhs/

costing@england.nhs.uk

Data Insights Hub

mailto:costing@england.nhs.uk
https://future.nhs.uk/NHSEnglandCostingEngagement/view?objectID=43561552
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