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Using This ISF Business Case Template
This business case template has been developed as a practical, structured guide for Local Authorities considering the full implementation of Individual Service Funds (ISFs). ISFs offer a flexible, person-centred model for social care, enabling citizens to control and customise their support based on individual needs and goals. This template is designed to help councils build a detailed, evidence-backed business case to gain internal approvals, plan for implementation, and align stakeholders on key objectives.
How to Use This Template
1. Customise Financial Estimates and Timelines:
Use the placeholders provided (e.g., "(cost estimate here)") to input your specific financial projections and timelines. Consider using cost data from similar initiatives or pilot programmes as benchmarks to estimate digital infrastructure, training, staffing, and other setup costs accurately.
2. Tailor Objectives to Local Priorities:
While the template includes core objectives of personalisation, choice, and market diversity, it’s essential to align these with your council’s broader goals. Emphasise how ISFs will support local strategic aims, such as promoting community-based care, supporting small providers, or enhancing citizen independence.
3. Conduct Localised Demand Analysis:
Incorporate local demographic data and survey insights to support the case for ISFs. For example, outline the demand for personalised support among specific groups in your area (e.g., older adults, individuals with learning disabilities). Local evidence will strengthen the rationale for implementing ISFs.
4. Complete the Financial Case with a Break-Even Analysis:
Use the template’s structure to estimate cost savings, based on conservative projections of 5-10% annual savings from Year 2. Include a break-even analysis to outline when the council can expect net savings from the ISF model, which typically occurs around Year 4.
5. Adapt the Implementation Plan for Your Operational Context:
The Implementation Plan offers a robust framework, but each council may need to adjust this based on specific operational constraints, digital readiness, and staff capacity. Consider engaging with internal stakeholders to tailor the Governance and Training sections to ensure alignment with current systems.
6. Define Key Performance Indicators (KPIs):
This template provides sample KPIs for measuring success (e.g., citizen satisfaction, budget utilisation, and financial savings). Councils should adapt these metrics to reflect local priorities and establish clear targets for success.
7. Prepare for Stakeholder Engagement:
ISFs require a cultural shift among staff, citizens, and providers. Use the Stakeholder Engagement section as a foundation to plan effective communication, co-production workshops, and regular feedback sessions, ensuring each group is aligned with the vision and benefits of ISFs.


Business Case Template for Full Implementation of Individual Service Funds (ISFs) in Local Authorities

1. Executive Summary
· Objective:
To implement Individual Service Funds (ISFs) across [Council Area] to establish a flexible, citizen-led model in social care that enhances personalisation and efficiency. ISFs will empower citizens to design their own care based on individual goals and evolving needs, while achieving fiscal sustainability.
· Proposal:
This business case recommends full implementation of ISFs across all eligible social care groups within [Council Area], with a 12-month initial setup including digital infrastructure, training, stakeholder engagement, and ongoing evaluation.
· Strategic Fit:
ISFs align with statutory requirements under the Care Act 2014 and support [Council’s] objectives of maximising independence, enabling community-based care, and achieving fiscal responsibility.
· Anticipated Benefits:
· Cost savings of 5-10% from Year 2 through targeted budgeting, flexible allocation, and reduced administrative costs.
· Enhanced citizen satisfaction, with anticipated increases in quality of life metrics.
· Market diversity, creating opportunities for smaller community providers to deliver innovative support services.

2. Context and Background
· Challenges in Current Commissioning Models:
Current models in [Council Area] rely on block contracts and standardised care packages, which present issues such as:
· Inflexibility: Limited responsiveness to citizens’ evolving needs.
· Cost Inefficiencies: Budgets are often misaligned due to rigid structures.
· Market Constraints: Limited opportunities for smaller, local providers, reducing market resilience.
· Legislative and Strategic Context:
ISFs align with requirements for personalisation and choice under the Care Act 2014 and meet council goals to support self-directed support, build resilient community care, and ensure financial efficiency.
· Demand Analysis:
Data from [Council Area] demonstrates a demand for flexible support options among older adults, individuals with learning disabilities, and other citizens. ISFs address this demand by allowing citizens to lead their care planning and budget management.

3. Objectives of ISF Implementation
· Primary Objectives:
· Enhance Citizen Choice and Control: Empower citizens to design their care around personal goals, selecting providers and adjusting support as needed.
· Achieve Sustainable Cost Savings: Implement a flexible budget model to reduce spending on fixed packages and enable real-time support adjustments, with projected savings of 5-10% from Year 2 onward.
· Diversify the Social Care Market: Strengthen market resilience by creating opportunities for community organisations and micro-providers, improving the range of services available.
· Secondary Objectives:
· Build a Co-Production Culture: Engage citizens in planning and decision-making, ensuring support aligns with their actual needs.
· Incorporate Digital Solutions: Use tools like virtual wallets and digital tracking to support transparency, efficiency, and reduced administrative load.

4. Options Appraisal
· Option 1: Status Quo
Maintain existing block contracts and commissioning arrangements.
· Pros: Minimal disruption to current systems.
· Cons: Fails to meet rising demand for personalised, flexible support; continues inefficiencies and reduces citizen satisfaction.
· Option 2: Phased ISF Implementation (Pilot)
Conduct a phased ISF rollout for select citizen groups, with potential for expansion.
· Pros: Allows gradual adoption and iterative process improvements.
· Cons: Limits scope, delaying full realisation of benefits and creating complexity with mixed systems.
· Option 3: Full ISF Implementation Across Eligible Services
Establish ISFs across all eligible services to create a consistent citizen-centred model.
· Pros: Maximises benefits of flexibility, choice, and market diversity.
· Cons: Requires higher initial investment and robust coordination.
· Recommended Option: Full ISF Implementation Across Eligible Services for comprehensive benefits in cost efficiency, choice, and market diversification.

5. Financial Case
· Startup Costs:
· Digital Infrastructure: (cost estimate here) for virtual wallet systems, budget tracking, and citizen access tools.
· Training: (cost estimate here) for comprehensive training across social care teams, finance, and IT, along with citizen workshops.
· Project Management and Oversight: (cost estimate here) for dedicated project managers and support staff to oversee implementation and ongoing operations.
· Ongoing Operational Costs:
· ISF Support Staff: (cost estimate here) annually for budget managers, citizen advisors, and administrative support.
· Compliance and Monitoring: (cost estimate here) annually for financial audits, quality assessments, and compliance reviews.
· Projected Savings:
· Operational Efficiencies: Estimated annual savings of 5-10% from Year 2 by reducing standard packages and optimising support arrangements.
· Market-Driven Savings: Additional projected savings as provider competition grows, increasing pricing transparency and innovation.
· Break-Even Analysis:
ISFs are expected to reach break-even within three years, with net savings projected from Year 4 onward. The estimated annual net savings and ROI analysis should consider increased citizen satisfaction and market diversification.

6. Implementation Plan
· Governance and Oversight Structure:
Establish a cross-departmental steering committee, including representatives from social care, finance, IT, legal, and citizen advisory groups. Monthly meetings will track progress, assess outcomes, and make necessary adjustments.
· Stakeholder Engagement and Co-Production:
· Citizens and Families: Host bi-annual workshops, surveys, and feedback forums to ensure citizen input shapes ongoing improvements.
· Providers: Conduct quarterly workshops with local providers to help smaller organisations enter the ISF market.
· Internal Teams: Weekly training sessions during the first quarter of rollout and monthly follow-ups to ensure internal alignment.
· Digital Infrastructure and Tools:
· Virtual Wallets: Provide user-friendly digital wallets for real-time budget tracking, spending summaries, and goal-setting.
· Care Planning Platforms: Implement digital tools to enable citizens to outline goals, monitor progress, and coordinate with support teams.
· Comprehensive Training Programme:
· Staff Training: (cost estimate here) for training social care, finance, and IT teams on ISF support, outcomes-based planning, and co-production.
· Citizen Training: (cost estimate here) for community workshops to help citizens manage digital tools and budgets.

7. Risk Management and Mitigation
· Financial Oversight:
Risk of overspending without close tracking. Mitigation: Use real-time financial tracking, conduct quarterly audits, and provide budgeting support for citizens.
· Operational Resistance:
Possible reluctance among staff or providers to adopt new models. Mitigation: Conduct change management sessions, share success stories from case studies, and create champions within teams for peer support.
· Market Constraints:
Insufficient local providers in certain areas or services. Mitigation: Provide incentives for micro-providers, offer training, and develop local provider support networks.
· Data Security:
Risk related to digital fund management. Mitigation: Use secure digital platforms, conduct bi-annual data security reviews, and ensure GDPR compliance.

8. Benefits Realisation and Key Performance Indicators
· Quantifiable Benefits:
· Financial Savings: Target an overall spending reduction of 5-10% within five years.
· ISF Adoption: Aim for 80% of eligible citizens to adopt ISFs within three years.
· Qualitative Benefits:
· Improved satisfaction scores based on citizen surveys, with a goal of a 30% increase in quality of life ratings.
· Enhanced community integration and social networks as citizens use ISFs for community-based services.
· Monitoring and Evaluation:
· Set KPIs such as satisfaction, budget utilisation rates, and goal achievement. Conduct reviews through regular feedback, surveys, and financial analysis to measure progress and refine approaches.

9. Roles and Responsibilities
· Project Steering Committee:
Oversee ISF rollout, monitor KPI progress, and adjust as necessary based on citizen feedback and outcome data.
· Social Care Teams:
Assist citizens with ISF setup, budget adjustments, and provider coordination.
· Citizens and Families:
Engage in co-production, setting goals, and planning flexible support. Provide feedback on satisfaction and improvement areas.
· Finance and IT Departments:
Oversee digital platform implementation, financial reporting, and ensure data security compliance.

10. Evaluation and Scaling Strategy
· Evaluation Framework:
Conduct bi-annual reviews on cost savings, citizen satisfaction, and market impact. Adjust implementation as needed based on findings.
· Scaling Strategy:
Based on evaluation outcomes, consider expanding ISFs to new services or support areas within a 3-5 year timeline, with a continuous improvement plan to adapt ISFs for new demographics or additional community resources.

11. Conclusion and Recommendations
· Recommendation: Proceed with full ISF implementation to achieve cost efficiency, empower citizen choice, and support a diverse social care market. This approach establishes a sustainable, citizen-centred model that aligns with [Council’s] long-term objectives for independence, inclusivity, and economic sustainability.
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