
WHH ‘Right Way to Yes’

Business Case Governance Process

The Right 

Way to Yes



Welcome

▪Marie Garnett – Head of Contracts, Performance & 
Commercial Development 

▪Jessica Phillips – Senior Business Planning Manager 

▪Contracts, Performance & Commercial Development 
team manage WHH’s business case governance 
process - ‘the Right Way to Yes’ 

▪ ‘The Right Way to Yes’ is a robust governance process 
which provides an efficient route to business case 
approval  
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1. Do You Need a Business Case?

Prior to starting a business case the following should be 

considered:

Is your request under 

£5k? 

Yes: Manage within 

existing budget

No: A business case can

be used to request funding

Do you have existing 

budget available to fully 

fund your development?

Yes: Utilise existing budget

No: A business case can be 

used to request funding

Have you reviewed your existing 

budget with your Management 

Accountant to consider all 

options?

Yes: If alternative options are not 

available a business case can be 

used to request funding 

No: Review budget prior to 

requesting a case

Do you have some existing 

budget available?

Yes: A business case can be 

used to request funding however

existing budget available should 

be used to offset some of the cost

No: A business case can be used 

to request funding

Consider alternative 

funding opportunities to 

achieve your desired 

outcome e.g. bid funding 

or partnership working?
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2. Approval to Progress – Route 1 

All business case requests require Executive Team support 

before they will be progressed. Some priority business case are 

given approval to progress via the Trust’s annual budget setting 

process. 

Move to 
step 3 in 
processApproval to 

progress via 
budget setting

Y

N

Seek approval via 
CBU/Department 
governance and 
Executive Team 



2. Approval to Progress – Route 2
Any business case requests not prioritised via budget setting 

require approval to progress from the Executive Team via the 

following process:

CBU Triumvirate 
/Senior Manager 
to discuss with 
Executive Lead 

for support

If supported by 
Executive Lead, 

complete Approval 
to Proceed briefing 

and submit to 
Executive Team 

meeting

Your managers and Executive will consider all aspects of your suggested case including 
quality, finances, prioritisation etc.  If not approved to progress please follow their 

advice and guidance regarding next steps.   

Y Y

N
N

Discuss with line 
manager for 
support to 
progress



Approval to Proceed Paper

This briefing paper is to provide a high 

level overview to the Executive Team 

to demonstrate the need for a business 

case. The briefing paper will include:

• Why you require investment in no 

more than 250 words

• Approximate financial detail

• What measurable benefits will be 

achieved as a result of the 

investment

Future updates:

• Prioritisation criteria/scoring matrix



2. Approval to Progress – Route 2
Any business case requests not prioritised via budget setting 

require approval to progress from the Executive Team via the 

following process:

CBU Triumvirate 
/Senior Manager 
to discuss with 
Executive Lead 

for support

If supported by 
Executive Lead, 

complete Approval 
to Proceed briefing 

and submit to 
Executive Team 

meeting

Move 
to step 

3 in 
process

Your managers and Executive will consider all aspects of your suggested case including 
quality, finances, prioritisation etc.  If not approved to progress please follow their 

advice and guidance regarding next steps.   

Executive Team 
consider proposal 

and provide a 
decision regarding 

progression
Y Y Y Y

N
N N

Discuss with line 
manager for 
support to 
progress
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3. Contact Your Support Function

Provide you with 
advice, guidance 
and the relevant 

templates to 
complete your 
business case

Contact Commercial Development who will support you to the 

Right Way to Yes! We will:

Hold a ‘Review and 
Support’ meeting to; 
understand the ‘ask’, 

discuss proposal 
options, benefits, risks 

and next steps

Agree timescales and thresholds:
• Requests under £500k – Executive Team 

approval
• Requests over £500k – Review and support 

from the Executive Team and Finance and 
Sustainability Committee (FSC) with 
approval from the Trust Board

Liaise with other 
departments such as HR 

and Procurement to 
ensure you have access to 
expert advice and gather 
supporting information



Business Case Template
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4. Collaborative Production

Commercial Development, Management Accounts and other 

departments will support you to develop your case. We will: 

Help you to write 
narrative in a style 
that is familiar to 

the Executive Team

Guide you to the 
information that needs 
to be included such as; 

modelling, benefits, 
measurable outputs 

and risks 

Help you to access 
relevant data

Complete a robust 
financial appraisal to 

be included in the 
business case
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5. Sign-Off Process

Share for review with 
contributors such as HR, 
Finance, Procurement to 
confirm sign-off or raise 

queries and provide advice 
to address any gaps 

identified

Your business case will be put through the following sign-off 

process ahead of submission to provide assurance to the 

Executive Team:

Commercial Development 
will work with the author 

and supporting department 
to update the business case 

as required

Senior review and sign-off 
undertaken by; Associate 
Director of Finance, Chief 

Finance Officer & Lead 
Executive

Submission to 
Executive Team 

and where relevant 
FCS and Trust 

Board for a 
decision

? Y
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6. Outcome

Rejected
Approved -

pending 
information

Work with team 
and contributors to 
respond to queries

Case will be closed 
on the register.  

Please take 
guidance from 

your manager and 
Exec re: next steps

Re-submit to 
Executive Team for 

approval

Approved

Approved
• All business cases are considered by 

the Executive Team and go through a ‘2 

read’ process

• 1st read – case is presented and 

additional information may be sought 

from author

• 2nd read – decision is made

• Cases over £500k – Review and 

outcomes from Executive Team, FSC 

with the final decision made by Board

• Commercial Development will 

communicate the outcome to the author 

and relevant support functions



Do you need a 

business case?

Business Case Governance Process

1 2 Approval to 

progress
3 Contact your 

support function

Collaborative 

production
4

Sign off process5 Outcome6

Consider; thresholds, 

existing budget, 

alternative options

Contact

Commercial 

Development 

who will 

support you 

to the ‘Right 

Way to Yes’

With support 

produce a 

clear, succinct 

paper in an 

Executive 

approved 

format

Review and sign-off by 

support functions and 

senior finance, address 

any queries/gaps 

identified

Prepare your Executive 

to present final case

Executive 

outcome 

received, 

please mobilise 

your 

development or 

undertake any 

next steps 

identified

Benefits 

realisation7

Provide an 

Executive Update 

paper detailing 

benefits realised to 

the service and the 

Trust as a result of 

your development

Budget 

setting or 

gain 

Executive 

support



7. Benefits Realisation 

The business case will 

state when a benefits 

realisation paper will 

be completed

Any approved business case will require a benefits realisation 

update to show the outputs realised as a result of your 

development.

Commercial Development 

will co-ordinate and 

support your update using 

a standard template

Other departments such 

as Finance and HR may 

provide information to 

support completion of the 

benefits realisation 

update

The update should include 

successes, unexpected 

benefits, blockers, 

supporting data and 

lessons learned

All benefits realisation 

reports are submitted to 

the Executive Team as 

part of quarterly 

Benefits Realisation 

report
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Questions

The Right 

Way to Yes


