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Appendix 5.1 - Needs Assessment Template

Needs Assessment for Health Capital Projects 
[Capital Project Name]

Section 1 - Introduction

1.1
Needs Assessment and Business Case Relationship

Organizations performing projects usually divide each project into a number of phases to provide management control.  Most projects generally involve phases that include some form of hand-off, such as from requirements to design, or from procurement to operation.  Collectively, these project phases are known as the project life cycle.  The life cycle of project delivery begins with a process of problem identification which is followed by the preparation and examination of a number of options to satisfy the problem.  The process of problem identification (Needs Assessment) and options analysis (business case) are distinct activities though they are linked since options analysis is dependent on the outcome of the problem identification.  

Needs Assessment
The process of problem identification employs the Needs Assessment as a tool for substantiating requirements to be satisfied and the decision to pursue resolution.  Participants are identified, information is gathered and reviewed, objectives are established, and high-level estimates are prepared.  The organization responsible for the preparation of the Needs Assessment is the end user, in this case Alberta Health Services (AHS).  A proposal may be prepared that recommends the application of additional resources to resolve a deficiency.  As the funding organization, Alberta Health (HEALTH) is the approving authority for such requests, in consultation with Alberta Infrastructure (INFRA).  

Business Case

The business case is a tool for reporting the preparation and examination of a number of options to satisfy the project's requirements.  INFRA will lead the preparation of the business case with support provided by both AHS and HEALTH.  HEALTH is the approving authority for the business case and will determine, based on the results of the business case, whether to prepare a recommendation to TBF for capital and operational funding in support of the preferred solution.  

Following the completion of the business case the project then moves into the preparation of the functional program led by INFRA, with key input provided by AHS.  

1.2
Needs Assessment and Business Case Decision Process Flow Chart
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1.3
Purpose
A Needs Assessment is a document that articulates clinical Needs, or gaps between current conditions and desired conditions.  In the context of health program delivery, it involves identifying material problems/deficits/weaknesses/opportunities/strengths in health service delivery within a certain geographical area, and identifying possible solutions that take those qualities into consideration and address the need or gap in service delivery.  Needs by definition focus on those things which are necessary to carry out the intended work or achieve the intended outcome and are objective in nature.
The Needs Assessment process involves investigation of a number of metrics to determine the validity and extent of the requirement.  The review then moves through a high-level analysis of options and potential solutions which take into account relevant risks.  The Needs Assessment is, in many respects, a feasibility study, and in its final form will indicate if further development or investigation is warranted, such as through a business case.
1.4
Submission Requirements 

The key elements of the Needs Assessment will include:

· Problem/opportunity;
· Background/current situation;
· Strategic and environmental alignment;
· Desired end state;
· Gap analysis; 

· Alternative service delivery options or solutions; and,
· Risk Assessment.
1.5
Review & Approval Process

AHS forwards completed and approved Needs Assessments to HEALTH who in turn reviews the Needs Assessment, determines how the problem identification fits with the overall health service delivery Needs and approves (or not approves) proceeding to the next step (business case). 
AHS and INFRA will be consulted as required by HEALTH.  Health confirms whether the recommended capital solution addresses health delivery Needs.
If the Needs Assessment is approved the evidence of the approval will be included; and if required, approval conditions will be clearly stated.  If the Needs Assessment is not approved by HEALTH, the business decision behind either rejecting the project or deferring the project will be clearly documented.  Next steps will be stated.
1.6
Revisions

Any revisions to the Needs Assessment will require the sign-off of AHS and Health.
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	1.  Executive Summary
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2
	

	
	2.  Problem/Opportunity

	
	


2.1
Problem/Opportunity
Provide a brief description of the business problem/opportunity that the Needs Assessment is addressing.  Examples of problem/opportunity are:

· requirement for a new health service (entire facility or specific clinical/non-clinical programs);

· requirement to expand an existing program (clinical or non-clinical);

· need to introduce new technology or major equipment;

· improve efficiency; and

· address facility deficiencies. 

2.2 Factors Driving Need

	Factors
	Description
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3
	

	
	3.  Background/Current Situation

	
	


3.1
Background

3.2
Current Situation 

3.2.1
Service Description

Current Scope of Services

Current Service Delivery Model

Hours of Operation

3.2.2
Patient Profile/Demographics

3.2.3
Activity Analysis/Workload

3.2.4
Analysis of Alternate Service Delivery Options

Current Patient Flow

Issues/Problems

3.2.5
Existing Operational Performance

3.3
 Assessment of Existing Infrastructure

3.4
 Summary of Work to Date

3.5
 Stakeholder Involvement

· Describe the current situation in terms of: service context, activity analysis, Assessment of existing infrastructure and analysis of alternative service delivery options.  (If possible provide a visual / flow chart representation of the process flows.)

· Apply appropriate measures (or metrics) specifically quantifying the existing operational performance and status. Use established and verified data to quantify health outcomes, deliverables, visits, procedures, level of services, etc.

· Provide relevant demographic analysis supporting the need for this initiative and projections for 10 and 20 years.  What if the projected demographics change or are not realized? How can the desired end state be changed or modified to align to changing demographics?

· Summarize work to date and the current problems, issues, constraints, challenges, causes and likely future, functions, functionality, organization, staffing models, process flow, etc.

· Outline the anticipated outcomes and specific and measurable deliverables of the project.

· Identify all stakeholders (public, staff, other organizations, municipalities, community organizations, government departments) that may be impacted or affected by the project.

	Section
4
	

	
	4.  Strategic & Environmental Alignment 

	
	


4.1
Strategic Alignment 

	AHS Goals
	AHS Areas of Focus
	Project Objectives

	
	
	

	
	
	

	
	
	


4.2
Strategic Advantages and/or Opportunities

	Objectives
	Description
	Impact

	
	
	

	
	
	

	
	
	


4.3
Stakeholder Consultation Process

4.4
Stakeholder Impact

	Stakeholder
	How Affected/Impacted

	
	

	
	

	
	


4.5
Environmental Analysis

· Show the direct linkages to the current AHS, AHW and other government strategic documents.

· Explain linkage and demonstrate which health objectives are related and will be positively impacted by this initiative.

· Show the alignment with and linkage to the Health Service Plan and/or Health Delivery Direction.

· What are the strategic advantages and/or opportunities in proceeding with this initiative?

· From a strategic perspective describe the interventions required to move from the current to the desired state.

· Explain how this change will help improve work unit performance and overall organizational performance.

· Summarize stakeholder consultation process (meetings, focus groups, questionnaires, surveys, interviews, etc).
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	5.  Desired End State

	
	


5.1
Desired End State Summary

5.2
Impacts on Clinical and Non-Clinical Services

Clinical Support Services: High-level impact Assessment
	Program / Service
	Impact – High Level

	Acute Care Services
	

	Diagnostic Imaging Services
	

	Emergency Medical Services
	

	Laboratory Services
	

	Pharmacy Services
	

	Food Services
	

	Community Health Services
	


Non-Clinical Support Services: High-level impact Assessment
	Program / Service
	Impact – High Level

	Contracting Procurement Supply Management
	

	Environmental Services
	

	Facility Maintenance and Engineering
	

	Clinical Engineering
	

	Information Technology and Communication Systems
	

	Portering
	

	Parking
	

	Linen Services
	

	Security
	


5.3
Strategic Process

5.4
Outcomes

	Program/Services
	Desired Outcomes
	Measurable Deliverables

	
	
	

	
	
	

	
	
	


5.5
High Level Order of Magnitude Operating Costs

· Summarize the desired end state to be achieved and indicate how service changes will be accomplished; that is, new services or enhancement of existing services.

· Using quantifiable and specific facts/ data (measures and metrics) define the desired or necessary end operational state to be achieved.  This will include identifying: (i) clinical non-clinical areas to be impacted; (ii) additional volume by service/program; (iii) increase in inpatient beds by service/program; and (iv) high-level order of magnitude operating cost.
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	6.  Gap Analysis

	
	


6.1
Current and Desired State/Service Gap

6.2
Outcomes/Impacts

	Program/Services
	Elements Impacted
	How Effected

	
	
	

	
	
	

	
	
	


6.3
Operating Cost between Current and Desired End State

· Explain and clearly show the difference between the current state and the desired state.  This must identify the “service gap”. 

· If the intent is to consolidate or improve an existing function(s)/services(s) clearly identify the savings in staffing, costs, time, quality, etc. by function(s)/service(s).

· Identify the total incremental increase/decrease in operating costs between the current state and the desired end state.
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	7.  Alternative Service Delivery Options 

	
	


7.1
Analysis of Alternative Service Delivery Options or Solutions

· Discuss whether this service or function (or a component) can be delivered or provided by some other organization in a more efficient or effective manner.

· Discuss whether this service or function can be delivered without new capital spending.

· Demonstrate which management and performance improvements have been implemented to improve the current state?  For example applying lean principles (business improvement) to implement a   systematic continuous improvement approach that focuses activities on reducing waste while aligning them to an overall growth strategy to reduce inventories, production times, reducing costs, labour, increasing capacity and/ productivity. 

· Describe any revenue opportunities.  Provide supporting documentation for revenue projections.  

· If physical space will be vacated what is the intended use of the vacated space?

· What other creative solutions have been considered?

· State high level order of magnitude total project budget based on possible capital solution, in consultation with Alberta Infrastructure. 
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	8.  Risk Analysis

	
	


8.1
Preliminary Risk Analysis

	Risk
	Probability
	Impact

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


The Needs Assessment should outline the business and operational impacts associated with the capability problems/deficits /weaknesses/opportunities/strengths identified.  Some impacts may lead to the identification of high-level risks that may affect the development of options that satisfy the need.  The impacts may be further reviewed and developed in the Business Case, as necessary, since they may present constraints to the identification of viable options that might satisfy the deficiency.  Synergies with other initiatives may present opportunities.  

Risk Assessment and management begins in the early stages of project development and is carried through the life cycle of the project.  Through this evolution the available options are reviewed against the risks including their respective mitigation strategies.  To the extent possible the risks should be summarized and quantified using a recognized, applicable risk methodology consistent with current government and industry standards.  While the Needs Assessment will identify the high-level impacts and their associated risks, the Business Case will provide a detailed reporting of the risks associated with the viable options.   
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	9.  Conclusions & Recommendations

	
	


9.1
Conclusions

9.2
Recommendations

	Section
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Appendix 1 – Participants 

Appendix 2 – References 

Needs Assessment Principles

· Focus on Needs - not wants.  Service delivery Needs and functional & operational Needs must form the basis of any capital project proposal.

· Consider Alternatives to Infrastructure Solutions.  An evaluation of strategic service or operating alternatives (non-infrastructure solutions) should precede recommending a physical infrastructure solution.  However, Needs may arise from a physical or functional deficiency related to an existing infrastructure.

· Ensure Operating Cost Effectiveness or Economy.  Project proposals should take advantage of process re-design or operational innovation, e.g. operational efficiencies by shifting service emphasis or rationalizing programs.  Examine operational savings compared to or in conjunction with capital investment.

· Represent the Most Reasonable Capital Solution over the long term unless temporary.  Analysis of options and / or investigative studies necessary to achieve compliance.

· Age & Condition of Facilities Warrant Proposed Capital Investment. Capital investment decisions should be based on consideration of infrastructure performance (physical & functional) to ensure safe operation and continued service, including value analysis.

· Alignment with Provincial Strategic Directions.  Capital investment strategies and initiatives should align with both AHS and AHW strategic directions and business plans.

· Optimize Utilization of Infrastructure and Service Capacity.  The capital investment must optimize utilization of its existing health infrastructure in good condition.  Convert / re-designate facilities or re-locate programs.  Maximize efficiencies through joint use and multiple occupancies where functions are related.  Reduce or eliminate services where utilization low or cost effective service delivery not permitted due to scale.

· Ensure Reasonable Distribution of Services.  Project proposed must have a practical approach to delivering health services, making appropriated health services available and improving access to services.

· Recognize AHS Obligation for Cost Recovery.  Projects or project components which can be financed from revenues generated by the project e.g. accommodation for private sector health practitioners or commercial activities must be financed through future revenues.

· Ensure Commitment of Financial Sustainability.  Capital strategies must be sustainable within reasonable forecasts of operating revenues, including operational commissioning.
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Develop needs assessments for top priorities


Submits to HEALTH








HEALTH


Review submissions from AHS 


Consult with INFRA 


Identify projects for planning (development of detailed business case) 





INFRA





INFRA, with key input provided by AHS, will lead the preparation of the Business Cases at the request of HEALTH
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Participate in cross-Ministry prioritization process








Appendix 5.1 – Needs Assessment Template

April 4, 2013 
Page 1

