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Why Cost Policies?

Voluntary and community sector (VCS) 
groups regularly call on government to 
introduce a new policy or to change an 
existing policy. Recent examples of such 
‘policy asks’ from the VCS include:

•	 Extend	eligibility	for	Warm	Homes	Plus		
	 Scheme	to	recipients	of	Disability	Living		
 Allowance and Attendance Allowance  
 (Citizens Advice).

•	 Establish	an	emergency	fund	for	women		
 victims of domestic violence (WRDA).

•	 Review	the	housing	points	system	for		
	 disabled	people	(NICVA).

In deciding how to respond, government will 
(among other things) consider the costs of 
implementing the policy. So, if the VCS is to 
influence government, it should do likewise. 
By including costings the VCS can add to the 
credibility	of	its	policy	asks	and	at	the	very	
least make it more difficult for government 
to dismiss them as unrealistic or not fully 
thought through. It is particularly important 
to consider the financial implications of 
policy	asks	at	a	time	when	the	public	
finances are under increased pressure. 

What does this Toolkit do and what does 
it not do?

This	toolkit	is	a	beginners’	guide	aimed	
at non-specialists in the VCS who want 
to	make	‘broad	brush’	estimates	of	
the financial costs to government of 
implementing their policy asks. The focus is 
on	costing	public	policy	recommendations	
rather than funding applications (although it 
may	be	useful	for	this	purpose	as	well).	

The	toolkit	is	compatible	with	the	
government’s methodology for assessing 
policy	proposals	(known	as	a	business	case	
or an economic appraisal) as set out in 
the Treasury’s Green Book document and 
the local version of the Green Book called 
the	Northern	Ireland	Guide	to	Expenditure	
Appraisal	and	Evaluation	(NIGEAE).	A	short	
summary of this guidance is provided at 
Annex A. 

However	the	toolkit	does	not	go	into	the	
level	of	detail	that	would	be	expected	in	
an economic appraisal (or indeed a funding 
application). For example it does not cover 
the	broader	economic	and	social	costs	
and	benefits	of	proposals	which	would	be	
looked	at	in	the	more	detailed	business	
case (or with a social return on investment 
assessment) or explain how to assign a 
monetary value to the non-monetary costs/
benefits	of	a	proposal	(known	as	‘shadow	
pricing’). 

INTRODUCTION
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Six Steps

The toolkit sets out six steps for costing proposals:

Step 1: Specify what you want government to do Step 4: Identify the main savings

Step 2: Identify the main costs    Step 5: Estimate the main savings

Step 3: Estimate the main costs    Step 6: Present the Results

OVERVIEW OF  THE  TOOLKIT
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Key Questions: We	have	also	included	key	questions	that	you	should	think	about	at	each		 	
step of the costing process.

Q1 What exactly do you want government to do?

Q2 What	capital	costs	are	likely	to	be	involved?

Q3 What	staff	costs	are	likely	to	be	involved?

Q4 What	operating	costs	are	likely	to	be	involved?

Q5 Are	there	similar	activities	which	can	be	used	to	estimate	the	likely	costs	involved?

Q6 If	not,	can	the	costs	be	estimated	from	scratch?

Q7
Will the policy proposal generate direct revenue?
7a Will there be a service charge? 7b Will any rent be charged?

Q8 Will the proposal generate taxation revenue?

Q9 What savings do you expect the policy to produce?

Q10 For revenues, how many people will pay and how much?

Q11 How	much	rent	will	be	raised?

Q12 For	indirect	savings,	how	many	people	will	benefit	and	what	will	this	save	the	public	purse?

Worked Examples

Throughout	the	report	two	examples	have	been	used	to	illustrate	how	the	toolkit	can	be	used	in	practice:	

•	 A	proposal	by	The Rainbow Project to	promote	awareness	of	employment	rights	amongst	Lesbian,		
	 Gay,	Bisexual	and	Transgender	(LGB&T)	people.	

•	 A	proposal	by	Include Youth to provide additional support for young people in care moving from   
	 employability	programmes	into	mainstream	education,	training	or	employment.



6

Usually the starting point in the 
development	of	a	policy	is	a	problem	that	
the VCS group wants government to help 
solve – for example mental health issues, 
low levels of academic attainment, or 
unemployment. VCS groups therefore 
often	begin	by	setting	out	what	they	want	
government	to	achieve	in	the	form	of	broad	
objectives,	e.g.	to	reduce	mental	health	
problems,	improve	levels	of	academic	
attainment, or reduce unemployment.

It	is	crucial	to	be	clear	about	your	objectives,	
but	it	is	only	when	the	actions	that	you	want	
government to undertake (i.e. your policy 
asks)	are	specified	that	it	is	possible	to	carry	
out costing – only actions can be costed, 
not objectives.	This	can	be	difficult	as	it	
might	not	be	clear	what	actions	are	needed,	
or	the	problem	might	be	very	complex,	
requiring many actions. Although identifying 
actions	can	be	challenging,	it	forces	you	
to think through the detail of what your 
proposal would actually involve in practice, 
and	should	lead	to	more	robust	policies.	

STEP 1: SPECIFY WHAT YOU WANT GOVERNMENT TO DO

Key Questions:

Q1 What exactly do you want government to do?

Table 1:	Examples	of	Objectives	and	Actions

Objective Reduce the waiting list for social housing

Action Build 1,500 new social homes per year

Objective Reduce drug use among young people

Action Introduce a drugs awareness campaign for young peopleinvolved?

Objective Reduce	number	of	deaths	from	cardiac	arrests

Action Train	all	secondary	school	pupils	in	CPR	and	defibrillator	use	

Objective Reduce	fuel	poverty	among	people	with	a	disability

Action Extend	heating	allowances	to	people	with	a	disability

Table 1 below provides some examples of objectives and associated actions. 
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WORKED EXAMPLES

Transitional Support Programme 
(Include Youth) 

Background

Many young people in or leaving care 
who are classified as ‘not in education, 
employment	or	training’	(NEET),	struggle	
to	move	from	employability	programmes	
(that equip people with skills and experience 
to help them find work) into mainstream 
education, training or employment. 
Research	by	Include	Youth	suggests	that	
this	is	due	to	practical	problems	(such	as	
applying for college funding, understanding 
timetables)	as	well	as	psychological	and	
emotional difficulties (such as dealing with 
the impact of early childhood trauma or 
mental health issues).

Include Youth’s flagship programme, the 
‘Give and Take’ scheme is a supported 
employability	programme	for	young	people	
aged 16-21. Around 80% of its participants 
are either in or leaving care and all are 
classified	as	NEET	(not	in	education,	training	
or employment). The programme lasts for up 
to 12 months and approximately 140 young 
people take part each year.  

Include	Youth’s	Give	&	Take	scheme	has	
a strong track record in supporting young 
people to progress into mainstream 
education, training or employment 
options. Most recent figures indicated that 
approximately three quarters moved into 
mainstream placements such as Further 
Education (FE) colleges, Training for Success 
or employment. This is a success rate that 
compares	very	favourably	to	mainstream	
government training programmes such as 
Training for Success. 

While this is extremely positive Include 
Youth	has	been	concerned	as	to	how	well	
and for how long young people sustain 
their mainstream education, training or 
job	placement	post	Give	&	Take.	Staff	
had	identified	a	pattern	whereby	some	
young people, having progressed into 
a mainstream placement, were literally 
turning up on Include Youth’s doorstep again, 
seeking help and support as they struggled 
to maintain their new placement. 

In 2013 Include Youth secured additional 
European Social Fund (ESF) funding to 
introduce	a	2	year	pilot	project	focused	upon	
transitional support for young people on its 
Give and Take scheme. 

Objective

To	increase	the	number	of	vulnerable	young	care	leavers	progressing	from	employability	
programmes who sustain their placement in mainstream education, training, or 
employment for at least 6 months. 
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Policy Ask 

Set	up	a	programme	across	Northern	Ireland	
to assist and support young people making 
the	transition	from	supported	employability	
programmes and to prevent them from 
dropping out of mainstream programmes. 
This would supplement 

existing programmes and would involve 
appointing Transitional Support Workers who 
would work with the young people, training 
providers, and employers to support the 
young person’s participation in education, 
training or employment.

LGB&T Employment Rights Awareness Programme (The Rainbow Project) 

Background

Although	LGB&T	people	are	often	subject	to	harassment	and	discrimination	in	the	
workplace, many are unaware of their employment rights. Therefore such harassment often 
goes unchallenged.

Objective

To	challenge	harassment	and	discrimination	of	LGB&T	people	in	the	workplace.

Policy Ask

Launch	a	promotional	campaign	to	inform	LGB&T	people	of	their	employment	rights	and	the	
support	available	for	victims	of	homophobic	harassment	in	the	workplace.	It	is	assumed	that	
government	would	fund	the	Rainbow	Project	to	oversee	and	commission	such	a	campaign	
using a professional communications agency.
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Having	clarified	what	you	want	government	
to do, the next step is to identify the main 
financial	costs	that	are	likely	to	be	involved	
(unless you are writing a funding application 
it is not essential to cost every single item 
in detail). These costs fall into two main 
categories - capital costs and revenue/
recurrent costs. 

•	 Capital	costs	are	one-off	expenses
 incurred in the purchase of an asset   
	 such	as	land,	buildings,	construction,	and		
 equipment used to deliver a programme  
	 or	project.	

•	 Revenue/recurrent	costs	are	ongoing
 expenses associated with the day to   
 day running of the activity and as   
 the name suggests they recur on a   
	 regular	basis.	These	costs	can	be	further		
	 sub-divided	into	staff	costs	and	operating		
 costs.

 ■	 Staff costs include not only the
	 	 basic	salary	but	also	additional	costs		
	 	 such	as	superannuation	(contributions
  towards pensions), employers’   
	 	 national	insurance	contributions		 	
  (which help fund social security   
  payments), allowances (such as travel  
  expenses).

 ■	 Operating costs are other costs that  
  recur over the whole term of the   
  policy.

STEP 2: IDENTIFY THE MAIN COSTS 

Table two gives examples of capital and revenue costs.

Table 2: Main Capital and Revenue Costs

Capital Costs
Revenue Costs

Staff Costs Operating costs

Land	
Purchase or construction of 
buildings	
Equipment
Vehicles
Infrastructure such as roads, 
car parking, electricity supply

Management staff
Operational staff
Support staff
Staff training
Staff expenses (e.g. travel)

Volunteer expenses

Rent
Materials
Administrative overheads 
(such as stationary and phone costs)

Insurance costs
Communications	&	marketing	
Maintenance charges 
(e.g.	for	the	upkeep	of	the	building)

Leasing	and	rental	costs
Energy costs (e.g. electricity)

Rates (paid on properties)

Cleaning
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The costs associated with proposals will 
not	all	contain	both	capital	and	revenue	
costs. Some proposals will incur capital 
costs	because	they	require	purchase	of	
property	or	construction	of	buildings,	while	

others will have no capital costs associated 
with	them.	Most	projects	are	likely	to	
involve	some	annual	revenue	costs	but	the	
scale and contents of these costs will vary 
depending on the proposal. 

Key Questions:

Q2 What	capital	costs	are	likely	to	be	involved?

Q3 What	staff	costs	are	likely	to	be	involved?

Q4 What	operating	costs	are	likely	to	be	involved?

Some examples of proposals with high and low capital and revenue costs are given 
in Table 3 below.

Table 3: Capital and Revenue Costs Associated with Proposals

Low capital/High recurring
Emergency fund for victims of domestic 

violence (doesn’t require capital costs of new 
building	but	emergency	fund	will	be	needed	

annually) 

High Capital/High recurring
New	community	centre	(capital	spending	on	a	
new	building	plus	recurring	staff	and	operating	

costs to provide services)

Low Capital/Low Recurring
Ethnic monitoring data (low capital costs of IT 
system and low recurring staff costs to input 

data)

High Capital/Low recurring
New	social	housing	(high	capital	costs	of	

purchasing and/or constructing property and 
buildings	but	limited	recurring	expenditure	on	

staff and maintenance)

In	general	it	should	be	reasonably	clear	what	types	of	costs	are	involved	from	the	nature	of	
the policy proposal. But if you are unsure, you can find out what costs are associated with 
similar proposals (see Step 3).
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WORKED EXAMPLES

Transitional Support Service 
(Include Youth)

Capital 

This is not expected to involve significant 
capital investment as the policy proposal is 
essentially to extend existing support - there 
is	already	an	infrastructure	for	employability	
programmes	–	although	there	may	be	a	
need for some additional workstations and 
IT equipment.

Staff 

The proposed programme would require 
additional staff, as Transitional Support 
Workers	would	be	needed	to	work	with	the	

young people participating in the scheme. 
The	pilot	project	was	staffed	by	two	
transitional support workers who had a case 
load of 12 young people each and worked 
across	all	five	Health	and	Social	Care	Trusts.	
Based	on	the	pilot	project	it	is	estimated	
that each support worker could manage a 
caseload of 12 young people coming off 
the	employability	programme	and	going	
into mainstream education, training or 
employment. They would work with each 
young person for six months and then track 
their progress for a further six months.  

Operating 

The Transitional Support Workers would 
require an office and operating costs such 
as training costs and programme costs.

LGB&T Employment Rights Awareness Programme (The Rainbow Project) 

Capital:

A	publicity	campaign	does	not	normally	require	new	capital	investment.

Staff

Staff	will	be	required	to	design	and	implement	the	promotional	campaign.

Operating

The main operating costs are likely to relate to the materials such as the printing of 
promotional literature e.g. flyers and any advertising costs required for the campaign.
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Having	identified	what	types	of	costs	are	
likely	to	be	involved	in	implementing	a	
policy, the next step is to put a figure on 
these costs. For a VCS organisation it will 
generally	be	sufficient	to	provide	a	rough	
estimate. 

Estimate Based on Costs of Similar 
Activities

The easiest way to produce an 
approximation of the costs involved in 
implementing a policy proposal is to 

infer from the costs involved in similar 
activities. The costs of similar activities 
can	often	be	found	from	reports	(such	as	
economic	evaluations),	or	by	contacting	the	
government agency that funds the activity 
or the organisation which delivers it. This 
is the approach we recommend to VCS 
organisations.

STEP 3: ESTIMATE THE MAIN COSTS 

Key Questions:

Q5

Are	there	similar	activities	which	can	be	used	to	estimate	the	likely	costs	involved?	
5a - Are there differences in scale?
5b - Are the costs from a different place?
5c - Are the costs from a different time?

Even if you have the costs of a similar 
activity you will often have to make 
adjustments	when	applying	those	costs	to	
your	policy	ask.	Three	main	adjustments	
should	be	considered:	differences	of	scale;	
place;	and	time.

Adjusting for Scale

Your	policy	ask	may	be	delivered	on	a	bigger	
or smaller scale than the similar activity 
you	are	basing	your	costs	on.	For	example	
suppose	that	the	government	builds	1,000	
social housing units per year and your 
recommendation is that this is increased 
to 2,000 per year. You could find out from 
the relevant government department 

(in this case DSD) how much it costs to 
build	1,000	homes	and	double	this	figure	
to estimate how much it would cost to 
build	2,000	homes,	perhaps	allowing	for	
some ‘economies of scale’ - ie on average 
the	more	homes	that	are	built	the	lower	
the average cost per unit as there are 
typically cost advantages to larger scale 
developments.

Adjusting for Place

The	activity	you	are	basing	your	costings	
on	may	be	from	another	region	or	country.	
If the comparator is from within the UK 
we recommend that you only make an 
adjustment	if	it	is	from	London,	where	rent	
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and	staff	costs	in	London	are	likely	to	much	
higher	than	in	Northern	Ireland.	A	recent	
survey	of	employers	by	XpertHR.	reported	
by	the	trade	union	Unison,	showed	that	
95% of employers pay staff working in 
London	at	rates	that	are	up	to	20%	higher	
than elsewhere in the UK.1 So on average 
an	adjustment	of	around	10%	should	be	
applied	to	any	London	costings

If	the	existing	activity	you	are	basing	your	
costs on is from another country they 
will	probably	be	expressed	in	a	different	
currency. In that case you will have to 
convert	the	currency	into	sterling.	Websites	
such as XE	Currency	Converter will do 
this for you. As currency rates vary daily 
you should make it clear what date you 
converted the currency on.

Adjusting for Time

Prices change over time, and generally rise 
(known as inflation). At the very least you 
should make clear what year your costings 
are from so that government can then 
adjust	them	to	take	inflation	into	account.	

If	you	want	to	adjust	the	prices	yourself	
you can use the Treasury’s measurement of 
annual inflation in the economy. The Treasury 
website includes the inflation figures and a 
guide	on	adjusting	prices	from	one	year	into	
another year. Keep in mind though that as 
these are averages they may not apply to 
your example.

The table below summarises the adjustments you should make when inferring from 
similar or existing activities.

 1Reported in Unison, ‘London Allowances’, March 2014

Table: Adjustments to make from existing costs

Factor Adjustment Needed

Scale Multiply the costs to account for the different size of the activity
Allow for economies of scale

Place
Outside UK: Convert currencies
Inside UK: Remains the same unless London, in which case apply 
10% reduction in staff cost.

Time Adjust for inflation
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Estimate Costs from Scratch

If your policy proposal is quite new and 
innovative	it	may	be	difficult	to	identify	
similar	activities.	Or	you	may	have	problems	
getting information on the costs of 

comparable	activities,	for	example	because	
the costs involved are commercially 
sensitive. In these circumstances you can 
produce costings from scratch. 

Key Questions:

Q6 If	not,	can	the	costs	be	estimated	from	scratch?

This can be a complex process and it often requires professional input. For example an 
architect or quantity surveyor can produce estimates for construction costs. 
Further examples are provided in the table below.

Table 3: Estimating capital costs

Cost How to Estimate

Property
costs

If a property is for sale or is on the market the cost of the property is 
straightforward. If it is not, an estimate can be made based on similar properties 
elsewhere. Reference can also be made to Land & Property Services, the 
government agency responsible for rates in Northern Ireland, which provides 
a valuation list for all domestic and business properties in Northern Ireland. 
Further details are available at https://www.dfpni.gov.uk/topics/property-valuation

Construction 
costs

It is advisable to seek professional advice with estimation of construction 
costs. For a broad range estimate, quantity surveyors are often willing to 
provide costs per sq metre for construction of new buildings on a greenfield 
site eg offices, retail, housing. However costs of refurbishing existing 
buildings require professional input.

Infrastructure 
costs

Infrastructure costs include the costs of road access, car parking, electricity 
and water supply and telecommunications. The costs of these services will 
depend on whether the site is a new greenfield site or one that already has 
buildings and services on it. In the latter case, infrastructure costs are not 
likely to be significant but if it is a new greenfield site, then professional advice 
should be sought on infrastructure costs.

Equipment 
costs The costs of equipment can usually be sourced from the commercial suppliers.
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It is usually more straightforward to 
estimate recurring costs. Details are 
provided	below	for	estimating	both	staffing	
costs	(which	are	usually	the	major	element)	
and	other	operating	costs.	Note	that	while	

costs can change over time, in costing a 
proposal	it	would	be	normal	to	estimate	
these costs at today’s prices rather than to 
try to assume how much they will increase 
or decrease in years ahead. 

Table 4: Estimating recurrent costs

Cost How to Estimate

Staffing 
costs

Annual staffing costs associated with a particular activity can be estimated by 
first making assumptions about the number and grade of staff required to deliver 
the proposed activity and then applying an average annual salary for each grade. 
There are various sources of information on average salaries, the main one being 
the government’s Annual Survey of Hours and Earnings which can be found 
here:  http://www.detini.gov.uk/northern_ireland_ashe_2013_bulletin.pdf?rev=0
 
NICVA also publishes an Annual Salary Survey for VCS staff which can be found 
here: http://www.nicva.org/publications/salary-survey-2012. 

Payscales for the local government sector which many VCS organisations use  
are also available on the NICVA website:  http://www.nicva.org/publications/njc-
payscales 

Civil Service payscales are available here:  http://www.dfpni.gov.uk/2014-15_pay_
scales.pdf

When estimating staffing costs it is important to include the total costs of staff 
including employer national insurance payments and pension payments. As 
an average the total salary costs should be increased by 20% to allow for these 
additional payments.

Operating 
costs

Operating costs should be straightforward to estimate and include the items 
listed above i.e. materials, administrative overheads, maintenance charges, 
leasing and rental costs, energy costs, rates and cleaning. Estimates of these 
costs can be based on current experience of the organisation. 
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If you are costing a policy proposal from scratch the table below could be used to 
calculate recurring costs.

Year 1 Year 2 etc. 

Staffing costs:

Salaries

Salary add ons – national insurance, pension

Travel expenses

Training

Operating costs:

Materials

Rent

Administrative overheads

Other costs (specify)

Total staffing and operating costs
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Worked Examples

Transitional Support Programme 
(Include Youth)

As this involves extending an existing (pilot) 
programme	it	is	possible	to	use	the	existing	
costs	to	produce	a	reasonable	estimate.

Capital costs

There	are	assumed	to	be	no	additional	
capital costs associated with this proposal 
as	it	can	be	delivered	using	Include	Youth’s	
existing premises and equipment.

Staff and operating costs

Include Youth estimates that the average 
cost of providing this support to a young 
person is £1,400 per person per annum at 
current	prices.	This	is	based	on	the	average	
cost	of	a	young	person	on	the	Give	&	Take	
programme	operated	by	Include	Youth.	

Number of potential participants

The	Northern	Ireland	ESF	Programme	
2014-20202 includes an investment priority 
of	“sustainable	integration	into	the	labour	
market of young people, in particular 
those not in employment, education or 
training, including young people at risk of 

social exclusion and young people from 
marginalised communities”. This is the 
same	group	targeted	by	this	proposal.	The	
ESF Programme aims to support 25,000 
participants through this investment priority 
over the life of the programme and to 
ensure that 3,000 (12%) are in employment 
on leaving the programme and 8,750 (35%) 
are in education or training.

If all those participating in this ESF 
Programme were also invited to participate 
in the Transitional Support Programme 
proposed	by	Include	Youth,	then	there	would	
be	approximately	4,167	participants	per	
year (25,000 ÷ 6 years of ESF Programme). 
Include Youth workers who work with these 
young people estimate that at least half of 
these young people will have difficulty in 
maintaining any mainstream employment, 
education or training placement for any 
length of time. So in order to illustrate 
the	costs	and	benefits	of	the	proposed	
programme we have assumed that there 
will	be	2,000	participants	per	annum.

Illustrative total cost of programme

At an average cost of £1,400 per participant 
this would result in a total cost of £2.8m per 
annum (2,000 x £1,400).

2DEL, ESF Draft Northern Ireland Operational programme 2014-2020, May 2014
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LGB&T Employment Rights Awareness Programme (The Rainbow Project) 

The easiest way to estimate the cost of this proposal is to find out how much another 
government promotional campaign costs. Alternatively a local commercial communications 
or	PR	agency	will	often	be	willing	to	provide	an	estimate	of	the	costs.	The	estimates	below	
are	based	on	a	discussion	with	MW	Advocate,	a	local	communications	agency.

Capital costs

There	are	assumed	to	be	no	capital	costs	associated	with	this	proposal	as	it	can	be	
accommodated within the existing premises and with the existing equipment of the 
organisation	that	commissions	the	campaign,	in	this	case,	Rainbow	Project.

Staff and operating costs

The costs of a promotional campaign of this nature can vary widely. Typically however a 
public	campaign	over	a	6	month	period	would	range	in	cost	from	£34,000	to	£39,000.	This	is	
estimated as follows:

1. Draft and agree concepts - name, tagline, key messages, audiences, key targets. 
2.	Public	affairs/advocacy	-	briefing	sessions	with	NI	Assembly	relevant	political		 	 	
 representatives, employer representative groups, individual large employers, local   
 councils and others.
3.	Public	relations	-	probably	a	‘Rights	Roadshow’	would	be	best	for	this	which	travels		 	
	 across	towns	and	cities	in	NI,	running	small	events	and	making	people	aware	of	their		
	 rights	and	what	steps	they	can	take	if	they	are	being	harassed	or	bullied.	It	would	also		
	 be	useful	to	arrange	for	direct	TV	and	radio	coverage	of	any	launch	activity	to	include			
 case-studies and an active social media campaign to target hard-to-reach demographics.  
4.	Marketing	collateral	-	given	that	there	is	support	available	for	those	being	harassed
	 that	means	the	marketing	collateral	can	be	pretty	wide	since	it	will	include	a	call	to
	 action	(‘don’t	suffer	in	silence’,	‘get	help	by	calling	XXXX’	etc).	Advertising	might	be
	 on	billboards,	TV,	radio,	adshels	(bus	stops),	on	buses	etc.	Media	planning	like	this	works		
	 in	cycles	of	14	days	and	a	billboard/adhsel	campaign	will	cost	between	£10,000	and		 	
	 £15,000	to	cover	NI	for	that	period.	In	addition	there	would	be	costs	of	radio	coverage		
	 which	for	is	probably	the	most	effective	medium	for	this	type	of	campaign	–	this	will	cost		
	 around	£10,000	to	have	the	necessary	impact	but	this	would	give	advertising	over	a	much
 longer period. Although not particularly effective, clients still like to have leaflets  printed,  
	 this	would	be	a	further	cost	of	around	£2,000.	

Items	1-3	above	have	been	estimated	at	£2,000	per	month	over	6	months	with	a	total	cost	
of	£12,000.	The	costs	of	item	4	would	be	subject	to	budget	availability	but	could	cost	in	
the	region	of	£22,000	to	£27,000.		A	campaign	could	therefore	cost	between	£34,000	and	
£39,000 in order to have a real impact.
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While implementing a policy involves 
spending money, it can also generate 
savings or revenues for government 
which offset the initial outlay. These 
should	be	included	in	a	costing	exercise.	
They are generally more uncertain and 
difficult to estimate and for that reason 
we recommend that you err on the side of 
caution when estimating potential savings 
and revenues.

Types of Savings

There are three main ways savings or 
revenues	can	be	realised	–	by	generating	
direct	revenue,	by	raising	tax	revenue,	and	
by	reducing	demand	for	other	government	
services (indirect savings).

Direct revenues
This is where the proposal provides a 
revenue stream. If you are proposing that 
a	service	be	introduced	or	expanded,	
there	may	be	a	charge	to	use	the	service.	
Community centres for example, are partly 
funded	by	government	and	partly	funded	by	
service charges. Another common source 
of revenue is rent. Building social housing, 
for example, will result in rental income for 
housing associations. 

Taxation revenues
Policies which create employment or raise 
wages may produce additional taxation 
revenue for government (primarily in the 
form of income tax and national insurance 
payments).	Note	that	these	tax	revenues	
tend to accrue to the UK Treasury rather 
than	the	Northern	Ireland	government.	
However	a	proposal	that	will	result	in	
increased	rates	being	paid,	such	as	the	
creation	of	a	new	business,	represents	
increased	revenue	for	the	Northern	Ireland	
government	because	this	tax	is	raised	
locally.

Indirect savings
This is where the proposal reduces the use 
of other government services. In order to 
identify savings it is helpful to think of the 
outcomes you expect the policy to lead to. 
For example research on the Supporting 
People	programme,	which	helps	vulnerable	
people live in their own homes, suggests 
that it results in less need for residential 
care and fewer visits to Accident and 
Emergency (creating savings in health), 
reduces homelessness (meaning less 
reliance on homeless services), and makes 
reoffending less likely (saving money in the 
criminal	justice	system).		

STEP 4: IDENTIFY THE MAIN SAVINGS
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Table 3 below provides examples of outcomes that are likely to reduce public 
expenditure, and which government department would benefit from those savings.

Table 5: Examples of Outcomes that Create Public Expenditure Savings

Examples of Outcomes Savings Department

Improved mental and physical 
health

Fewer accidents

Greater participation in sports/
arts 

Less expenditure on health services
Less expenditure on prescriptions
Less expenditure on A&E services
Less expenditure on mental health 
services
Less expenditure on health services
Less expenditure on hospital services

Health, Social 
Services and 
Public Safety

Reduced homelessness Less expenditure on emergency 
services

Social 
Development

Reduced truancy

Improved school readiness 
through improvements in 
preparation of young children 
entering the education system

Less expenditure on social services and 
justice system
Less expenditure on special education 
classes and teaching assistants

Education

Reduced offending
Reduced anti-social behaviour
Reduced domestic violence

Less expenditure on police and courts
Less expenditure on social services Justice

Improvements in natural 
environment

Less expenditure on waste collection 
services
Less expenditure on health services

Environment

More effective business 
support programmes e.g. 
better targeting of business 
participants

Less expenditure on benefits for 
unemployed
More taxation revenue

Enterprise, Trade 
& Investment

Better preparation of school 
leavers for labour market

Less expenditure on benefits for 
unemployed
More taxation revenue
Less expenditure on public training 
programmes

Employment and 
Learning

More use of public transport
Less expenditure on pollution reduction
Less expenditure on health services Regional 

Development
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As part of the policy development process 
you	will	think	about	the	outcomes	that	
you expect the policy will realise. These 
outcomes give you a starting point to 
think	about	savings.	For	example	the	Card 
Before	You	Leave	Scheme introduced in 
2010	meant	that	everyone	leaving	A&E	
with	a	mental	health	issue	would	be	given	
a card with a follow-up appointment and 
the contact details of mental health service 
providers. One of the expected outcomes 
was	a	reduction	in	people	presenting	at	A&E	
because	they	were	using	community	based	
services	leading	to	savings	in	A&E	spend.	

In order to identify the outcomes that will 
result from the policy we suggest that 
you carry out a literature review. Research 
papers and evaluations can give you 
an	indication	of	what	outcomes	can	be	
expected	from	a	policy.	It	may	also	be	useful	
to	organise	a	‘brainstorming’	workshop	
with people who will understand and have 
experience	of	the	potential	benefits.	The	
workshop could include policy professionals, 
academics, people who deliver services, 
and service users.

Key Questions:

Q7
Will the policy proposal generate direct revenue?
7a Will there be a service charge?
7b Will any rent be charged?

Q8 Will the proposal generate taxation revenue?

Q9 What savings do you expect the policy to produce?

Note	that	in	many	cases	the	costs	
of funding a policy ask will fall to one 
Department	but	the	savings	will	accrue	
to one or more different Departments. 
For example, the cost of a service that 
encourages greater participation in sport 

may	arise	in	DCAL,	but	it	will	create	a	
healthier population, leading to savings in 
the health service. In these cases it is may 
be	useful	to	present	the	proposals	to	both	
Departments.
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Worked Examples

Transitional Support Programme 
(Include Youth)

Direct revenue

The support is provided free of charge so 
there	will	be	no	direct	revenues	raised	as	a	
result of this proposal. 

Taxation revenue

The purpose of the programme is to help 
people move into employment. Increased 
employment is likely to generate increased 
tax	revenue	and	fewer	people	receiving	Job	
Seekers’	Allowance,	both	of	which	accrue	to	
the UK Treasury. 

Indirect savings

Moving people into employment could 
result	in	improved	mental	well-being	
(reducing levels of spending on mental 
health services) and reduced likelihood of 
offending (meaning savings in the criminal 
justice	system).

There	is	also	potential	saving	for	DEL	in	
that if the Transitional Support programme 
is	successful	in	its	objective	of	sustaining	
young people in employment, education or 
training,	there	will	be	less	‘churn’	of	these	
young	people	back	through	ESF/other	DEL	
programmes. Include Youth are aware from 
their experience working with young people 
that those who don’t succeed in maintaining 
their mainstream placement end up 
churning through other programmes.

LGB&T Employment Rights Awareness Programme (The Rainbow Project) 

Direct revenue

There	will	not	be	any	direct	revenues	for	government	raised	as	a	result	of	this	proposal.

Taxation revenue

There	may	be	additional	tax	revenues	if	the	campaign	results	in	increased	employment	
among	LGB&T	people.	

Indirect savings:

If	increased	awareness	of	employment	rights	reduces	the	level	of	homophobic	harassment	
and	discrimination	in	the	workplace,	this	should	mean	better	levels	of	mental	health	(and	
therefore less spending on mental health services). 

The	impact	on	criminal	justice	spending	is	less	clear.	Increased	awareness	of	rights	may	
mean	that	homophobic	abuse	is	more	likely	to	be	challenged,	leading	to	more	litigation	in	
the	short-term.	Over	the	longer-term	it	might	be	expected	that	employers	would	be	more	
conscious	of	the	law,	and	homophobic	incidents	would	decrease,	reducing	the	costs	of	
the	justice	system	dealing	with	it.	Given	the	uncertainty	it	would	be	prudent	to	assume	a	
neutral	impact	on	public	spending	in	this	respect.
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The table below summarises the likely savings that will accrue both directly and indirectly. 

Table 6: Summary of Savings from Worked Examples

Savings
Transitional Support 
Programme

Awareness Campaign

Direct Service Charge X X

Revenue Rent X X

Taxation

Income Tax and National 
Insurance (accrue to 
UK Treasury not to NI 
Executive)

Income Tax and National 
Insurance (accrue to 
UK Treasury not to NI 
Executive)

Indirect DHSSPS Mental health services Mental health services

Savings DSD

Job Seekers’ Allowance 
(savings accrue to 
UK Treasury not to NI 
Executive)

X

DENI X X

DoJ Less Offending Neutral

DE X X

DETI X X

DEL
Reduced churn 
through employability 
programmes

X

DCAL X X

DRD X X



24

Once you have identified the main savings 
the next stage it to put a figure on them. 

How to estimate direct revenues

Policy proposals can result in a direct 
revenue stream. For example, when the 
government	helps	build	new	social	housing,	
tenants are charged rent. Or people may 
be	charged	to	use	a	service	(such	as	a	toll	
charge to use a motorway). 

In	these	cases	it	should	be	relatively	
straightforward to produce an estimate of 
the	annual	revenue	that	will	be	generated.	
First work out how many people you expect 
to use the service/pay rent. Then multiply 
this	figure	by	the	service	charge/rent	level.

For	example,	for	a	new	service	it	will	be	
the	estimated	number	of	users	per	annum	
multiplied	by	the	proposed	fee	per	use.	For	
new social housing, the direct revenues will 
consist	of	the	number	of	new	housing	units	
multiplied	by	the	average	yearly	rent.	

How to estimate tax revenues

Proposals may also generate income for 
government indirectly, through taxation 

revenue. For example, if the proposal results 
in increased employment, it will generate 
additional income tax and national insurance 
payments. As previously indicated these 
revenues currently accrue to the Treasury 
rather	than	the	Northern	Ireland	Executive.	
Nevertheless	it	is	still	useful	to	estimate	
them where they exist. Additional revenue 
generated in the form of rates counts as a 
benefit	to	the	Northern	Ireland	Budget.

Income tax revenue is usually estimated 
to	be	20%	of	the	proposed	wages	or	
salary	of	the	beneficiaries	depending	on	
the	level	of	salary	paid.	National	insurance	
contributions	are	assumed	to	be	12%	of	the	
proposed salary. To estimate the savings it is 
necessary	to	multiply	the	assumed	number	
of	beneficiaries	by	average	income	tax	and	
national	insurance	contributions.

How to estimate indirect savings

Your policy proposal may reduce reliance 
on – and therefore the cost of - other 
government services. There are three 
stages to calculating these indirect savings:

STEP 5: ESTIMATE THE MAIN SAVINGS
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1. Estimate the Savings per Beneficiary

Step	3	involves	setting	out,	in	broad	terms,	
the indirect savings that the policy is 
expected to produce. Estimating the value 
of	these	savings	can	be	difficult,	but	a	good	
starting point is to find information on the 
saving	per	beneficiary.

Sources of Information on Savings

a) The Unit Cost Database

The	UK	government,	in	conjunction	with	an	
economic	think-tank	called	New	Economy,	
has	compiled	the	Unit	Cost	Database,3  
which contains estimates on the cost of 
public	services	in	the	following	areas:	

For	example,	the	database	estimates	that	
the	annual	cost	to	the	NHS	of	alcohol	
dependency is £1,800 per person. 
Therefore, if your policy proposal would 
result	in	100	fewer	people	being	dependent	
on alcohol, you could estimate that it would 
save £180,000 (£1,800 x 100) from the 
health	budget.	

b) Internet Sources

 Internet search engines such as Google can 
be	used	to	find	figures	for	the	cost	of	policy	
interventions.	The	search	is	based	on	‘key	
search	words’.	To	begin	with,	your	key	words	
might include:

•	 The	policy	area	that	your	proposal	relates		
	 to	e.g.	‘vulnerable	youth,	employability,		
	 UK’	and;

•	 Economic	terms	such	as:	costs,		 	
	 economic	benefits,	savings,	cost	benefit		
 analysis, or evaluation.

For example, a search with the key words 
“education”	and	“cost	benefit”	and	“UK’	
reveals the following links: 

http://webarchive.nationalarchives.gov.
uk/20130401151715/https://www.education.
gov.uk/publications/eOrderingDownload/
RR834.pdf 

3Available here: http://data.gov.uk/sib_knowledge_box/toolkit

Crime

Education and skills

Employment

Health

Housing

Social services
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If you open the first document, called ‘A Cost-Benefit Analysis of Apprenticeships and 
Other Vocational Qualifications’, you will see that it evaluates the cost effectiveness of 
apprenticeship training and examines the cost effectiveness of other forms of vocational 
qualification	provision.	For	example,	on	Page	29	it	provides	a	table	of	the	costs	of	
apprenticeships	by	sector.		

4Available at http://scholar.google.co.uk/

Using certain key words such as ‘evaluation’, 
‘strategy, ‘policy’ may also provide links to 
academic	publications	associated	with	the	
subject.	For	example,	‘Policy	Impact	Youth	
Justice’	will	bring	up	at	the	top	of	the	results	
page ‘scholarly articles for ‘policy impact 
youth	justice’.		

Google also has a dedicated search engine 
for academic literature, called Google 
Scholar.4  Academic articles are generally 
regarded	as	credible	but	you	may	need	a	
university account to access them. 
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c) Government

In	the	course	of	developing	business	cases,	
government will regularly gather information 
on the costs of implementing policy 
proposals.	Therefore	public	officials	may	
be	able	to	provide	estimates	of	the	savings	
associated with particular policies. 
In the first instance we recommend that 
you	phone	the	relevant	policy	branch	and	
explain what data you are seeking. They 
should	be	able	to	provide	you	with	the	data	
themselves or direct you to who can help. 

•	 The	main	website	to	access	Northern		
 Ireland Executive details is 
 www.northernireland.gov.uk.

•	 The	main	website	to	access	Northern		
 Ireland Government Department details  
 is http://www.nidirect.gov.uk/index/  
 contacts/government-departments-in-  
 northern-ireland.htm

•	 The	main	contact	number	to	access		 	
 government departments is 
 028 90520000.

Another useful government contact is the 
Northern	Ireland	Statistics	&	Research	
Agency	(NISRA).	It	provides	information	
on areas such as demography, census, 
neighbourhood	statistics,	spatial	deprivation	
and equality.  

•	 http://www.nisra.gov.uk/

There are also links to appropriate statistics 
on	Department	websites	including	Justice,	
Health	and	the	Environment.		

NINIS2	-	http://www.ninis2.nisra.gov.
uk/Public/Home.aspx	-	is	a	website	that	
provides free access to statistical and 
locational information relating to small areas 
across	Northern	Ireland.		This	includes	
local government district, wardand health 
and social care district. Information is 
available	across	a	range	of	themes	including	
Population,	Health	&	Social	Care,	Education	
&	Skills	and	Crime.		The	key	themes	in	
NINIS2	are	outlined	below:

Agriculture	&	Environment Government Travel	&	Transport

Business	&	Energy Health	&	Social	Care Census 2001

Children	Education	&	Skills Labour	Market Census 2011

Crime	&	Justice People	&	Places Deprivation

Economy Population Investing	for	Health

Neighbourhood	Renewal
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For	example,	there	is	a	link	on	the	NINIS2	website	which	allows	the	number	of	children	
in	low-income	families	by	district	council	or	by	ward	to	be	established.		This	shows	that	
in	Belfast	there	are	16,340	children	aged	between	0	and	15	living	in	families	in	receipt	of	
income	support	or	job	seekers	allowance.		

UK	Government	information	can	be	accessed	at	www.gov.uk.		In	the	‘Departments	and	
policy’	section	access	is	provided	to	each	Department’s	Policies,	Publications	and	Statistics,5

all	of	which	may	be	of	use	to	the	costing	exercise.		

5Detail of Consultations are also included
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A	wide	range	of	UK	Government	Publications	can	be	accessed	at	www.gov.uk/government/
publications.	This	allows	a	‘key	word	search’	which	can	then	by	filtered	by:

1 Publication	Type

2 Topic

3 Department 

4 Official Document Status

5 World	Location

For	example,	if	the	key	work	search	was	‘poverty’,	the	publication	type		‘policy	papers’,	the	
topic ‘children and young people’ and department ‘Department for Work and Pensions’ then 
five	publications	will	appear	the	first	being	‘Measuring	child	poverty:	a	consultation’.
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d. Freedom of Information Request

If you are searching for information from 
a	public	sector	organisation	but	it	is	not	
published	anywhere	you	may	be	able	to	
gain access to it through a Freedom of 
Information (FOI) request. The Freedom of 
Information Act (FOIA) gives you the right to 
access	recorded	information	held	by	public	
sector organisations. Anyone can request 
information – there are no restrictions on 
your age, nationality or where you live. A 
FOI	request	to	an	organisation	should	be	in	
writing:	this	can	be	by	letter,	email	or	fax.	
You should give:

•	 your	name	(not	needed	if	requesting		 	
 environmental information)
•	 a	contact	address

•	 a	detailed	description	of	the	information		
 you want - eg you might want all   
	 information	held	on	a	subject,	or	just	a		
 summary
•	 You	can	ask	for	information	in	a	particular		
 format, eg: paper or electronic copies of  
 information, audio format, large print

You should get the information within 20 
working days. The organisation will tell you 
when to expect the information if they need 
more	time.	Most	requests	are	free	but	you	
might	be	asked	to	pay	a	small	amount	for	
photocopies	or	postage.	You’ll	be	told	by	the	
organisation if you have to pay anything.

Further	information	about	making	a	
request	can	be	found	at	the	Information	
Commissioner’s	Office	website:	
www.ico.org.uk.
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2. Estimate the Number of Beneficiaries 

The	next	stage	is	to	estimate	the	number	
of	people	who	will	benefit	from	the	
proposal.	The	beneficiaries	will	normally	be	
the	number	of	people	participating	in	the	
programme	or	project,	although	in	some	
cases	there	may	be	some	wider	indirect	
beneficiaries	(these	are	more	difficult	to	
quantify). For example, a proposal that 
assists unemployed young people may 
indirectly	benefit	parents	and	families	of	
the	young	people	by	reducing	the	cost	
burden	on	the	household	as	a	result	of	
the	young	person	being	able	to	contribute	
to household income. Keep in mind that 
for the purposes of costing you will only 
be	interested	in	benefits	that	lead	to	cost	
savings for government.

The key government strategic documents 
would provide the starting point to making 
this assessment. Should the information 
not	be	available	then	contact	should	be	
made with either the relevant government 
branch	responsible	for	programme	delivery	
and/or	statistics/research	branch	within	
government departments. 

So	for	example,	the	beneficiaries	of	
a proposal targeted at increasing the 
employment potential of young people 
aged 18-24 years old who are currently 
unemployed	can	be	estimated	by	looking	
at	the	monthly	Labour	Market	Statistics	
published	by	the	Department	of	Enterprise,	
Trade	&	Investment	at	http://www.detini.
gov.uk/index/what-we-do/deti-stats-index/
labour_market_statistics.htm.	Table	2.9	
shows	that	in	July-September	2014	
approximately 21,000 people aged 18-24 
were unemployed.

Once the total population of the target 
group is known this will allow an estimate 
of the proportion who could potentially 
benefit	from	the	policy.		The	proportion	of	
beneficiaries	will	depend	on	the	nature	of	
the	policy	and	potential	budget.		

3. Calculate Total Savings

In order to calculate the total savings that 
results from the policy, multiply a) the 
saving	per	beneficiary	by	b)	the	number	of	
beneficiaries.

Key Questions:

Q11 For revenues, how many people will pay and how much?

Q12 How	much	rent	will	be	raised?

Q13 For	indirect	savings,	how	many	people	will	benefit	and	what	will	this	save	the	public	purse?
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Worked Examples

Transitional Support Programme 
(Include Youth)

In	Table	6	we	identified	four	main	areas	in	
which	savings	could	plausibly	be	made	as	a	
result of increased employment:

•	 Increased	tax	revenue.
•	 Fewer	people	receiving	Job	Seekers		 	
 Allowance.
•	 Reduced	spending	on	mental	health		 	
 services.
•	 Reduced	spending	on	Criminal	Justice.
•	 Savings	for	DEL	from	churn	through	other		
 schemes

a) Estimate the savings per Beneficiary

The first step was to get figures for the 
saving	per	beneficiary	for	each	of	these	
potential savings. We sourced these figures 
using	an	internet	search	as	described	above.
 
i. Increased tax revenue
We searched the internet using the 
key words “tax revenues from youth 
employment” and found a reference to an 
AVECO Report on Youth Unemployment 
which gave us the estimate of £582 in tax 
revenues	generated	by	a	young	person	
entering employment.6

ii.	 Fewer	people	receiving	Job	Seekers		 	
 Allowance
The	average	payment	on	Jobseekers	
Allowance	is	£3,010	so	there	will	be	a	

public	sector	spending	saving	for	any	young	
person coming off this as a result of the 
programme.

iii. Reduced spending on mental health   
 services
An internet search identified a report 
by	Kings	Fund	on	the	cost	of	mental	
health care in England which estimates 
that the cost of treating an individual for 
depression is £1,354 per annum. Include 
Youth considers that this significantly under-
estimates the costs to the mental health 
services	of	care	for	the	vulnerable	young	
people	that	it	works	with.	In	the	absence	
of any other figure we have used this as a 
prudent estimate of these costs.

iv. Reduced spending on Criminal Justice 
Another	internet	search	found	a	Home	
Office Toolkit that estimated a cost saving of 
£1,248 per young person who moves out of 
the offenders’ system. Again Include Youth 
is of the view that this under-estimates 
the cost of young offenders to the criminal 
justice	system,	pointing	out	other	evidence	
that shows that it costs approximately 
£4,000 per week to keep a young person 
in Juvenile Justice Centre (DOJ, Review 
of	the	Youth	Justice	System	in	Northern	
Ireland, 2011) and the typical cost of a 
probation	order	is	£4,200	and	a	community	
service	order	is	£2,000	(Hansard,	Justice	
Committee, 12 January 2012). We have 
used	the	HO	figure	therefore	as	a	prudent	
estimate.

6The ACEVO Commission on Youth Unemployment (2012)Youth unemployment: the crisis we cannot afford p14
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v.	 Savings	for	DEL	from	churn	through	other		
 schemes
A	further	benefit	accruing	to	DEL	is	
that those young people who sustain 
employment or education/training places as 
a	result	of	the	programme	will	not	be	re-
cycled through another programme which is 
a	common	pattern.	It	might	be	argued	that	
the	number	of	places	on	these	employability	
schemes is fixed and the young person will 
replace another person with no additional 
cost.	Nevertheless	this	is	a	potential	cost	
that	should	be	included	in	the	costing	
model.	At	present	there	is	no	reliable	way	
of measuring the cost to the Department 
of this factor so it is included as a non-
quantifiable	benefit.

vi.	Recurring	benefit	
All of these savings are recurring and not 
experienced	as	a	one	off	benefit.	Those	
participants that move into work will 
generate revenue through taxation each 
year they are in work. Additionally they 
will	continue	not	receiving	Job	Seekers	
Allowance each year. Similarly the indirect 
savings	to	criminal	justice	and	mental	health	
will continue so long as the participants 
remain in education, employment or 
training. This means the programme will 
continue to generate savings long after 
participants leave the programme.

Saving Saving per beneficiary Source

Reduced use of mental 
health  services

£1,354 cost saving for an 
individual	being	treated	for	

depression

King’s Fund (2008) Paying 
the Price: The Cost of 
Mental	Health	Care	in	

England to 2026

Reduced offending
£1,248 cost saving per young 

person moving out of the 
offender’s system

Home	Office/Ministry	of	
Justice (2011) Integrated 
Offender Management: 

Efficiency Toolkit
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b) Estimate the Number of Beneficiaries

We	then	obtained	estimates	of	the	saving	
per	person	for	each.	As	explained	above	
we have used an illustrative figure of 2,000 
young people per annum entering the 
programme and savings are estimated using 
this assumption. 

First,	based	on	ESF	targets	of	12%	going	
into	employment,	there	would	be	an	
additional 240 young people generating tax 
revenues of £582 per year giving a total 
benefit	to	the	UK	Treasury	of	£139,680	(240	
x	£582).	None	of	these	participants	will	
require	Job	Seekers	Allowance,	giving	a	
benefit	of	£722,400	(240	x	£3,010).	

It is assumed that those participants 
securing employment (12%) and those 
holding a place in education or training 
(35%) (which are the targets used for the 
ESF Programme) will result in savings to 
the mental health services and criminal 
justice	systems	where	they	may	potentially	
otherwise end up. Using these assumptions 
it	can	be	estimated	that	there	will	be	
940 participants securing employment or 
securing an education or training place (12% 
x 2,000 = 240 plus 35% x 2,000 = 700 
giving a total of 940). 

An internet search has secured evidence 
of	the	impact	of	not	being	in	education,	
employment or training on young people. 
A	study	commissioned	by	Youth	Access	
analysed data from the 2010 and 2012 

English and Welsh Civil and Social Justice 
Panel Survey found that 35 per cent of 
NEET	young	people	suffer	from	mental	
health	problems	compared	with	14	per	cent	
of	non-NEET	young	people.7

This would suggest that moving into 
education, employment or training could 
decrease	levels	of	poor	mental	health	by	21	
(35-14) percentage points. 

Participation in the programme using our 
prudent assumptions of the costs to these 
services would therefore result in savings 
of £267,278 (940/100x21x £1,354) to mental 
health services.

The Department of Justice does not collect 
data	on	the	number	of	young	people	
released	from	custody	who	are	NEET.	An	
internet search revealed data collected 
by	the	Youth	Justice	Board	in	England	
which serves as a useful proxy. This found 
that 26% of young people in mainstream 
education have committed a crime, whereas 
60% excluded young people have offended.8

This would suggest that moving into 
education, employment or training could 
decrease	levels	of	offending	by	34	(60-26)	
percentage points.

Participation in the programme using our 
prudent assumptions of the costs to these 
services would therefore result in savings 
of £398,860 (940/100x34 x £1,248) to the 
criminal	justice	system.	

7Pleasence, P., Balmer, N., Hagell, A (2015). Health Inequality and Access to Justice: Young People, Mental Health and Legal Issues.
8MORI (2004) Youth Survey 2004 London: Ofsted
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c) Calculate Total Savings

We then multiplied the saving per person 
by	the	number	of	people	that	are	expected	
to	benefit	from	the	Transitional	Support	
Programme. Together, the savings total 
£1,659,978 in the first year. This is excluding 
the	saving	that	would	potentially	be	made	

from reducing churn through similar 
schemes. 

The second year of savings is also included, 
at this point with two cohorts of successful 
participants in education, employment or 
training	the	savings	are	doubled.

Saving Saving per 
beneficiary Source Number of 

Beneficiaries
Total Savings

Year 1
Total Savings 

Year 2

Increase in tax 
revenues

£582
AVECO Report 

on Youth 
Unemployment

All participants who 
secure employment 

on a permanent 
basis

240 x £582= 
£139,680

240 x £582 x 2= 
£279,360

Fewer people 
receiving JSA

£3,559
Jobseeker’s	

Allowance (JSA) 
Gov.uk

All participants who 
secure employment

240 x £3,040 = 
£722,400

240 x £3,559 
x 2 = 

£1,444,800

Reduced use of 
mental health  

services

£1,354 cost 
saving for an 
individual	being	

treated for 
depression

King’s Fund 
(2008) Paying the 
Price: The Cost 
of	Mental	Health	
Care in England 

to 2026

All participants who 
secure employment 
or education/training 

on a permanent 
basis

940/100x21 
£1,354 = 
£267,278

940/100x21 
£1,354 x 2 
=£534,556

Reduced 
offending

£1,248 cost 
saving per 

young person 
moving out of 
the offender’s 

system

Home	Office/
Ministry of 

Justice (2011) 
Integrated 
Offender 

Management: 
Efficiency Toolkit

Participants might 
otherwise engage 
in offending if not 
supported on the 

scheme

940/100x34 
x £1,248 = 
£398,860

940/100x34 x 
£1,248 x2 = 

£797,720

Savings for 
DEL	from	churn	
through other 

schemes

£1,400, which 
is the cost per 
participant on 
the Transitional 

Support 
Programme, 

which is 
comparable	

to other 
programmes

Include Youth

Unknown. At 
present there is 
no	reliable	way	
of measuring 
the	numbers	of	

young people who 
move from one 
programme to 

another, however 
from the experience 

of Include Youth 
this	is	a	sizeable	

number.

Unknown Unknown

Total £1,528,218 £3,056,436

Table 7: Savings for Transitional Support Programme



36

LGB&T Employment Rights Awareness 
Programme
(The Rainbow Project)

In this case two indirect savings were 
identified:

•	 Increased	taxation
•	 Less	spending	on	mental	health	services

a) Estimate the Savings per Beneficiary

As these two savings are also present in the 
Transitional Support Programme, we used 
the same sources to identify the potential 
cost savings for the Awareness Campaign. 

b) Estimate the Number of Beneficiaries

The	number	of	beneficiaries	from	this	policy	
were	estimated	as	follows.	The	Labour	
Force Survey9 shows that 821,000 people 
were in employment for the period July to 
September	2014.	According	to	the	Rainbow	
Project,	the	proportion	of	the	LGB&T	
community in the population is likely to 
be	between	6	and	10%.	Taking	the	lower	
figure of 6%, as a prudent assumption, 
and	assuming	that	the	LGB&T	population	
is proportionately represented in the 
workforce,	then	there	will	be	49,260	LGB&T	
people (6% of 821,000) in employment. 

All of these people are in principle 
vulnerable	to	harassment	but	a	more	robust	
measure	of	the	number	of	beneficiaries	is	
the	number	of	LGB&T	people	who	have	
actually experienced harassment in work. A 

survey	by	The	Rainbow	Project	found	that	
27%	had	reason	to	make	a	complaint	about	
another employee regarding an incident or 
incidents in work relating to their actual/
perceived sexual orientation10.  On this 
basis	we	can	estimate	that	there	are	13,300	
potential	beneficiaries	(27%	of	49,260).	It	
is also important to take into account the 
fact	that	some	people	will	already	be	aware	
of their employment rights. According 
to	a	survey	undertaken	by	the	Equality	
Commission,	22%	of	people	in	Northern	
Ireland are aware that discrimination on the 
basis	of	sexual	orientation	is	outlawed11.  
This	means	that	the	campaign	would	be	
targeted at the remaining 78%, resulting 
in	10,374	potential	beneficiaries	(78%	of	
13,300). These calculations are set out in the 
table	below.

It is also known from other research 
undertaken	for	the	Rainbow	Project12  
that	51%	of	the	LGB&T	community	as	a	
whole have accessed advice or support in 
relation	to	emotional	health	and	wellbeing,	
including suffering from depression, and 
of these 69% had received support from 
health	&	social	care	services.	If	these	same	
proportions were applied to the potential 
10,374	beneficiaries	calculated	above,	the	
number	of	beneficiaries	who	are	currently	
receiving support for depression from 
health and social care services reduces to 
3,650 (10,374 experiencing harassment, 
x proportion (51%) seeking advice, x 
proportion (69%) receiving health and social 
care support). 

9Department for Enterprise Trade & Investment, Labour Force Survey, July-Sept 2014
10McDermott, M. (2011) Through Our Eyes: Experiences of Lesbian, Gay and Bisexual People in the Workplace, page 33.
11ECNI (2011) Equality Awareness Survey, page 57.
12O’Hara, M. (2013) Through our Minds: Exploring the Emotional Health & Wellbeing of Lesbian, Gay, Bisexual & Transgender people in Northern Ireland, page 46.
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However,	there	is	no	evidence	to	estimate	
how	many	of	these	beneficiaries	would	no	
longer have to access this care as a result 
of the promotional campaign. In this case 
therefore	it	is	not	possible	to	calculate	
the	potential	benefits	of	the	proposals	by	
estimating	accurately	the	final	number	of	
potential	beneficiaries.

Nevertheless,	what	can	be	concluded	is	
that	the	cost	of	the	campaign	could	be	
justified	if	there	were	at	least	30	potential	
beneficiaries.	This	is	estimated	by	dividing	
the estimated cost of the campaign 
(£39,000)	by	the	saving	of	the	annual	cost	
of one person accessing mental health 
services (£1,354) which gives a figure of 29 

people.	A	benefit	to	30	people	per	annum	
would result in potential savings of £40,620 
per	annum.	It	seems	reasonable	to	assume	
that	this	could	be	achieved	from	a	potential	
beneficiary	population	of	3,650	–	it	would	
require	just	0.8%	(30	out	of	3,650	people)	to	
stop using services for depression. 

The campaign might also encourage more 
LGB&T	people	to	enter	employment	
because	they	understand	their	rights	
better	and	therefore	feel	more	confident	
about	taking	up	work.	However	there	is	no	
research	available	to	indicate	the	extent	
of	this	problem	either,	so	no	estimate	of	
beneficiaries	has	been	made	in	this	case.
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Population Number Source

Population in employment in 
Northern	Ireland

821,000 Labour	Force	Survey,	DETI

LGB&T	population	in	
employment

49,260 (6% of 821,000) The	Rainbow	Project

LGB&T	population	in	
employment which has 

experienced harassment in work
13,300 (27% of 49,260 The	Rainbow	Project

LGB&T	population	in	
employment which has 

experienced harassment in 
work and is unaware of their 

employment rights

10,374 (78% of 13,300)
Equality Commission for 

Northern	Ireland

Number	of	LGB&T	people	who	
are currently receiving support 
for depression from health and 

social care services

3,650 (10,374 experiencing 
harassment, x proportion 
(51%) seeking advice, x 

proportion (69%) receiving 
health and social care support).

Table 8: Calculation of the Number of Beneficiaries

Saving Saving per 
beneficiary Source Number of 

Beneficiaries
Total 

Savings

Increase 
in Tax 

Revenues
£1,900

http://www.
moneysavingexpert.com/
tax-calculator/	based	on	

average salary of £19,000 
(2011,	NISRA)

Not	possible	to	
estimate

Health	
Cost 

Savings

e.g. £1,354 
(depression)

‘Paying the price: The cost 
of mental health care in 
England to 2026’, King’s 

Fund 2008

30
This is an illustrative 

figure to demonstrate 
the	potential	benefits	
out of a total potential 
beneficiary	population	

of 3,650

£40,620 
(£1,354 x 30)

TOTAL £40,620

Table 9: Savings for the LGB&T Rights Awareness Campaign  
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Presentation of the results is an important 
part of making the case for a particular 
proposal. By setting out your calculations 
you	can	demonstrate	that	you	have	been	

robust	and	allow	government	(and	others)	to	
check your assumptions and sources. 
It is recommended that the following three 
part	matrix	can	be	used.

STEP 6: PRESENT THE RESULTS

Part 1: Specification of proposal

The	first	part	deals	with	the	specification	of	the	proposal	as	set	out	in	Step	1	above	and	this	
provides	the	basis	for	the	costing	matrix	that	follows

Name	of	proposing	organisation

Background to organisation

Description	and	objectives	of	proposal

Strategic context

Summary of proposal

Main	beneficiaries

Number	of	beneficiaries	(on	an	annual	basis)

Potential impacts

Non-quantifiable	benefits

Assumptions and sources

Name of Policy/Programme/Project

There	should	be	a	clear	statement	of	all	the	assumptions	and	the	sources	of	information	
used in the proposal
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Part 2: Costs and savings of proposal

The	second	part	of	the	matrix	sets	out	the	costs	associated	with	the	proposal	as	described	
in	Steps	2	to	5	above.

Year 1 Year 2 Year 3 Year 4 
onwards

Capital costs

Staffing costs

Operating costs

Cost savings

Capital costs are one-off costs and will only normally occur in Year 1. On the other hand 
staffing and operating costs and cost savings will usually recur each year. Unless the 
proposal	is	a	particularly	complex	one	these	revenue	costs	and	savings	will	be	the	same	
each year.

Part 3: Summary

The summary draws together the information provided in Parts 1 and 2.  It should include a 
brief	summary	of	proposal,	its	objectives,	target	beneficiaries	along	with	a	comparison	of	the	
anticipated	costs	and	benefits.		The	Summary	should	be	concise,	consisting	of	one	or	two	
paragraphs, and it should convey the key messages relating to the proposal.  
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Name of Policy/
Programme/Project Transitional Support Programme

Name	of	proposing	
organisation

Include Youth

Background to 
organisation

Include Youth is an independent non-governmental organisation that actively promotes the 
rights,	best	interests	of	and	best	practice	with	disadvantaged	and	vulnerable	children	and	
young people.

Description and 
objectives	of	proposal

The	proposal	is	to	introduce	a	transitional	support	programme	for	vulnerable	young	people	
progressing	from	supported	employability	programmes	into	mainstream	education,	training	
or	employment.	The	objective	is	to	increase	the	proportion	of	young	people	who	remain	in	
mainstream programmes.

Strategic context
The	project	aligns	with	the	NI	ESF	Programme	managed	by	DEL	which	is	targeted	at	
increasing	the	employability	of	young	people.

Summary of approach
Transitional Support workers are assigned a case load of young people referred to them.  
They	build	relationships	with	both	the	young	people	and	the	providers	to	support	the	young	
person’s continued participation in education, training or economic activity

Main	beneficiaries
The	beneficiaries	are	young	people	aged	16	to	21	years	who	have	been	supported	and	who	
have difficulty in sustaining participation in mainstream education, training or employment. 

Number	of	beneficiaries	
(on	an	annual	basis)

50% of young people going through the ESF Programme which is                                     
equivalent to 2,000 per annum
Assumed that same targets as ESF programme are applied, ie 12% find permanent 
employment and 35% enter education or training

Potential impacts

Remain in education or training  
Gain a qualification
Gain employment  
Do	not	reappear	on	another	employability	programme
Are not associated with offending
Improved mental health

 

Increased	employability				
Better integration into society
Improved	wellbeing										 
Reduced dependency on family
Better lifestyle choices

Assumptions and 
sources 

Average staffing and operating costs of £1,400 per young person supported (Include Youth)
2,000	potential	participants	in	programme	(NI	ESF	Programme	and	Include	Youth	estimate						
that 50% require transitional support)
£582 in tax revenue per young person gaining employment (ACEVO 2012)
12%	of	participants	secure	employment	(NI	ESF	Programme)
£3,559 cost saving per young person in JSA as a result of finding employment (IFS 2012)
£1,354	cost	saving	for	an	individual	being	treated	for	depression	(Kings	Fund	2008)
£1,248	cost	saving	per	young	person	moving	out	of	the	offenders	system	(Home	Office/DOJ	2011)

Worked Examples 
Transitional Support Programme:  Part 1: Specification of proposal
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Part 2: Costs and savings of proposal

Year 1 Year 2 Year 3

Capital costs None

Staffing and 
operating costs 
(2,000 x £1,400)

£2,800,000 £2,800,000 £2,800,000

Cost savings
Increased tax 

revenues
£139,680 £279,360 £419,040

Reduced 
unemployment 

benefit
£722,400 £1,444,800 £2,167,200

Savings in mental 
health costs

£267,278 £534,556 £801,834

Reduced 
offending costs

£398,860 £797,720 £1,196,580

Savings for 
DEL	from	churn	
through other 

schemes

Unknown Unknown Unknown

Total cost 
savings £1,659,978 £3,319,956 £4,979,934
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Part 3: Summary

The	proposal	is	to	provide	transitional	support	to	vulnerable	young	people	moving	from	
supported	employability	programmes	into	mainstream	education,	training	or	employment	
and who currently have a high dropout rate. It is estimated that the cost of the scheme 
for	2,000	participants	would	be	£2.8m	per	annum,	savings	will	accrue	each	year,	reaching	
almost	£5m	in	year	three.	This	is	based	on	prudent	assumptions	of	the	savings	to	statutory	
mental	health	services	and	the	criminal	justice	system.	The	benefits	also	exclude	the	savings	
to	DEL	associated	with	reduced	‘churn’	of	young	people	through	their	programmes.

Name of Policy/
Programme/Project

Campaign to raise awareness among LGB&T people around changes in 
legislation and rights

Name	of	proposing	
organisation

The	Rainbow	Project

Background to 
organisation

The	Rainbow	Project	works	to	improve	the	physical,	mental	&	emotional	health	
of	gay,	lesbian,	bisexual	and/or	transgender	people	and	their	families	in	Northern	
Ireland.

Description and 
objectives	of	proposal

The	aim	of	the	proposal	is	to	develop	a	policy	with	the	objective	of	ensuring	that	the	
LGB&T	community	are	aware	of	their	rights	in	a	number	of	different	areas.		young	
people who remain in mainstream programmes.

Strategic context
This proposal comes from the Draft Sexual Orientation Strategy aimed at starting the 
process of developing a Sexual Orientation Strategy and Action Plan 

Summary of approach

Key actions include:

To	develop	of	a	campaign	to	raise	awareness	among	LGB&T	people	of	changes	in	
legislation over the last 15 years and how this impacts on their rights and lives 

To	develop	a	campaign	to	raise	awareness	among	LGB&T	people	of	changes	in	
legislation	relating	to	employment	rights	and	support	for	victims	of	homophobic	
harassment in the workplace

Main	beneficiaries The	beneficiaries	are	the	LGB&T	community		who	are	in	employment

SLGB&T Employment Rights Awareness Programme
Part 1: Specification of proposal
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Name of Policy/
Programme/Project

Campaign to raise awareness among LGB&T people around changes in 
legislation and rights

Number	of	
beneficiaries	

There	are	an	estimated	3,650	potential	beneficiaries	from	this	campaign

Potential Impacts

Improved	quality	of	life	among	the	LGB&T	community

Increased awareness of opportunities

Wider employment participation

Reduced	health	problems

Reduced hate crime

Reduced	work	place	bullying

Non-quantifiable	
benefits

Improved	quality	of	life	among	the	LGB&T	community

Increased awareness of opportunities

Reduced	work	place	bullying

Assumptions and 
sources

LGB&T	community	represents	6-10%	of	total	population	(Rainbow	Project)

LGB&T	is	proportionately	represented	in	the	workforce	ie	they	represent	6-10%	of	
the workforce

27%	of	LGB&T	community	in	employment	suffer	from	harassment	
(Rainbow	Project)

78% of those suffering from harassment at work are unaware of their employment 
rights	(Rainbow	Project)

51%	of	the	LGB&T	community	have	accessed	support	for	issues	of	emotional	health	
&	wellbeing	and	69%	have	used	support	from	health	&social	care	services	
(Rainbow	Project)

£1,354	cost	saving	for	an	individual	being	treated	for	depression	(Kings	Fund	2008)
The costs of a 6 month promotional campaign in relation to employment rights and 
support	for	victims	of	homophobic	harassment	in	the	workplace	is	£34-39,000	(local	
communications agency)

SLGB&T Employment Rights Awareness Programme continued
Part 1: Specification of proposal



45

Part 2: Costs and savings of proposal

Year 1 Year 2 Year 3 Year 4 
onwards

Capital costs None

Costs of 
campaign

£34-39,000

Cost savings for 
30 individuals 

per annum
£40,620 £40,620 £40,620 £40,620

Part 3: Summary

The purpose of this proposal is to develop a promotional campaign for ensuring that the 
LGB&T	community	in	the	workforce	is	aware	of	their	rights.	The	potential	savings	in	mental	
health costs arising from such a campaign easily outweigh the estimated costs of the 
campaign.
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It is important that the toolkit fits within the 
Green Book methodology for appraisal and 
evaluation	in	the	public	sector,	as	set	out	in	
the	Northern	Ireland	Guide	to	Expenditure	
Appraisal	and	Evaluation	(NIGEAE)13. All 
proposals	that	involve	public	spending	
must	be	supported	by	a	business	case	
undertaken in line with this guidance.

“The principles of appraisal apply to 
all decisions and proposals involving 
expenditure or resources. They apply equally 
to policies, programmes and projects. 
DFP requires the principles of economic 
appraisal to be applied, with appropriate 
and proportionate effort, to all decisions 
and proposals for spending or saving public 
money, including EU funds, and any other 
decisions or proposals that involve changes 
in the use of public resources” 

(Source:	NIGEAE)

ANNEX A: GUIDANCE ON BUSINESS CASES IN GOVERNMENT

The	Guide	sets	out	and	describes	the	ten	steps	involved	in	undertaking	an	economic	
appraisal which are as follows:

13Department of Finance & Personnel, Northern Ireland Guide to Expenditure Appraisal and Evaluation (NIGEAE) www.dfpni.gov.uk/index/finance/eag.htm 

Step 1 Explain the Strategic Content

Step 2 Establish	the	Need	for	Government	Intervention

Step 3 Define	the	Objectives	and	Constraints

Step 4 Identify	and	Describe	the	Options

Step 5 Identify and Quantify the Monetary Costs and Benefits of Options

Step 6 Assess	Risks	and	Adjust	for	Optimism	Bias

Step 7 Weigh	Up	Non-Monetary	Costs	and	Benefits	
(including	Equality,	Sustainability	and	Lifetime	Opportunities)

Step 8 Calculate	Net	Present	Values	and	Assess	Uncertainties

Step 9
Assess	Affordability	and	record	proposed	arrangements	for	Funding,	

Management, Marketing, Procurement, Benefits Realisation, 
Monitoring and Evaluation

Step 10 Assess	the	Balance	of	Advantage	between	the	Options	and	Present	the	
Appraisal Results and Conclusions
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This Toolkit addresses primarily Step 
Five: Identify and Quantify the Monetary 
Costs and Benefits of the Options. It 
also	focuses	on	the	costs	and	benefits	in	
terms	of	public	expenditure,	unlike	the	full	
economic appraisal which considers the full 
economic and social costs of any proposals. 

Although the Toolkit does not deal with 
all stages of the appraisal process, it is 
important that proposed new policies and 
programmes coming through from the VCS 
should	bear	this	framework	in	mind	as	it	is	
the framework within which government 
considers any changes.
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The	care	of	the	patient	must	come	before	all	
other considerations. 

Always work with patients and service 
users to achieve their healthcare goals as 
well as taking account, in a holistic way, 
of their non-medical needs. At all times, 
exercise	professional	judgment	and	do	so	
in a way that gives priority to the patient or 
service	user’s	best	interests.		Even	if	not	in	
direct contact with patients, your decisions 
and	behaviour	can	still	affect	their	care	and	
safety.

Take	responsibility	for	all	acts	or	omissions	
and	be	professionally	accountable	for	the	
decisions that you make.

Any	concern	about	patient	safety	must	be	
raised in an appropriate manner. Should 
something go wrong with treatment or 
care, patients and service users must feel 
supported	and	protected	and	be	offered	
guidance in seeking an appropriate remedy.

PRINCIPLE 1: ALWAYS PUT THE PATIENT FIRST



 




