
 

NHS England and NHS Improvement 

Implementation guidance for 
Patient-level information and 
costing systems (PLICS) Acute 
data set 
DCB2123 Amd 90/2019 
Implementation Guidance 



 

1  |  Contents 
 

Data Coordination Board 

This information standard (DCB2123) has been approved for publication by the 
Department of Health under section 250 of the Health and Social Care Act 2012.  

Assurance that this information standard meets the requirements of the Act and is 
appropriate for the use set out in the specification document has been provided by 
the Data Coordination Board (DCB), a sub-group of the Data Delivery Board. 

This information standard comprises the following documents: 

• Specification 

• Change Specification 

• Implementation guidance 
 

An information standard notice (DCB2123 Amd 90/2019) has been issued as a 
notification of use and implementation timescales. Please read this alongside the 
documents for the standard. 

The controlled versions of these documents can be found on the NHS Digital 
website. Any copies held outside of that area, in whatever format (e.g. paper, email 
attachment), are considered to have passed out of control and should be checked 
for currency and validity. 

Date of publication: 26 June 2020 

http://www.legislation.gov.uk/ukpga/2012/7/section/250
http://digital.nhs.uk/isce/publication/dcb2123
http://digital.nhs.uk/isce/publication/dcb2123
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Support 
1. All enquiries regarding implementation of the patient-level costing information 

standard or change requests should be directed to NHS England and NHS 
Improvement’s1 costing team by emailing costing@improvement.nhs.uk with 
the subject ‘Patient-level costing Information Standard’.  

2. Detailed instructions and guidance, including guidance on costing approaches 
and methodologies and submission information, will be updated annually as 
part of NHS England and NHS Improvement’s Approved Costing Guidance 
(ACG).  

 
1 From 1 April 2019, NHS England and NHS Improvement are working together as a new single 
organisation to better support the NHS to deliver improved care for patients and so this document 
will refer to the organisation responsible for the costing transformation programme as ‘NHS England 
and NHS Improvement.’ Some references will remain to ‘NHS Improvement’ however (for example 
for historical or legal purposes where it is still appropriate to use ‘NHS Improvement’). 

mailto:costing@improvement.nhs.uk
https://improvement.nhs.uk/resources/approved-costing-guidance
https://improvement.nhs.uk/resources/approved-costing-guidance
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Purpose and overview  
Purpose 

3. The purpose of this document is to provide guidance on how to implement the 
patient-level information and costing systems (PLICS) Information Standard, 
and any changes resulting from its release. It should be read in conjunction 
with the Specification2 for the Information Standard. This Implementation 
Guidance provides:  

• general guidance on how to implement patient-level costing 
• sector-specific guidance on:  

– the activity which could be costed at a patient level3  

– details of the trusts expected to report at a patient level.4 
 

4. It aims to provide clarity on particular aspects of the information standard, 
support new or amended processes and changes to human behaviour and 
systems to become embedded. Ultimately, its aim is to facilitate successful 
implementation and use of the Standard in all settings and by all organisations 
to which it applies. 

5. The target audience for the document is those staff implementing a patient-
level information and costing system (PLICS), including heads of information, 
senior officers such as directors of finance and medical directors, and key 
members of a trust’s own PLICS project team. 

6. The Approved Costing Guidance (ACG) provides detail about the introduction 
of patient-level costing, including support for implementing systems, guidance 

 
2 https://digital.nhs.uk/isce/publication/dcb2123 
3 For services covered by mandation – see  
https://improvement.nhs.uk/resources/costing-mandation-
project/?utm_campaign=2619031_Mid%20March%202020%20NHS%20Costing%20Newsletter&ut
m_medium=email&utm_source=Monitor&utm_orgtype=&dm_i=2J9J,1K4UV,9FF2HE,59T74,1 
4 Because of the breadth of services provided by organisations, NHS Improvement will be publishing 
details of which NHS organisations will be expected to submit patient-level costing under which 
sector. 

https://improvement.nhs.uk/resources/approved-costing-guidance/
https://digital.nhs.uk/isce/publication/dcb2123
https://improvement.nhs.uk/resources/costing-mandation-project/?utm_campaign=2619031_Mid%20March%202020%20NHS%20Costing%20Newsletter&utm_medium=email&utm_source=Monitor&utm_orgtype=&dm_i=2J9J,1K4UV,9FF2HE,59T74,1
https://improvement.nhs.uk/resources/costing-mandation-project/?utm_campaign=2619031_Mid%20March%202020%20NHS%20Costing%20Newsletter&utm_medium=email&utm_source=Monitor&utm_orgtype=&dm_i=2J9J,1K4UV,9FF2HE,59T74,1
https://improvement.nhs.uk/resources/costing-mandation-project/?utm_campaign=2619031_Mid%20March%202020%20NHS%20Costing%20Newsletter&utm_medium=email&utm_source=Monitor&utm_orgtype=&dm_i=2J9J,1K4UV,9FF2HE,59T74,1
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on implementing the Approved Costing Guidance - Standards (costing 
standards) and data quality tools.  

7. This Implementation Guidance will be updated annually, along with the 
specification guidance, as part of the annual update of the ACG.  

Overview 

8. Patient-level costing is being rolled out by sector, starting with acute services 
at acute trusts in 2018/19 and extending to mental health and 999 ambulance 
services from 2019/205.  This will allow NHS England and NHS Improvement 
to work with trusts in each sector and support providers as they implement the 
new costing processes.  

9. The first mandated collection of acute activity at designated acute trusts was 
in 2019 for financial year 2018/19.  

10. For 2018/19 there were just under half of trusts who were invited to resubmit 
their PLICS data in the resubmission window.  Out of those invited, the 
majority of Trusts did resubmit their PLICS data in the re-submission window.  
NHS England and NHS Improvement has worked to understand the reasons 
for re-submissions to factor into the guidance and the update to this standard. 

 

11.  Figure 1 shows the proposed timetable for the move to patient-level costing 
across all sectors. 

 
5  

https://improvement.nhs.uk/resources/approved-costing-guidance/
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Figure 1: Proposed timetable for move to patient-level costing by sector  

 

12. A proposed mandation timetable, subject to the completion of the required 
impact assessment and consultation (under the Health and Social Care Act 
2012) has been published on the NHS England and NHS Improvement  
website. This will be updated regularly as part of the costing mandation 
project. If you have any queries regarding this, please contact 
costing@improvement.nhs.uk.  

13. Specific details on submissions, including timetables and deadlines are 
published in the cost collections guidance. To keep up to date with proposals, 
it is recommended you sign up to our costing newsletters (email 
costing@improvement.nhs.uk to be added to the distribution list). Previous 
issues can be found here. 

14. NHS England and NHS Improvement has a robust process in place to update 
this guidance. This is driven by: 
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sector, undertaken as part of the costing mandation project. This includes 
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https://improvement.nhs.uk/documents/4970/190313_NHSI_Mandation_timeline_13-3-19.docx.xlsx
https://improvement.nhs.uk/resources/costing-mandation-project/
https://improvement.nhs.uk/resources/costing-mandation-project/
mailto:costing@improvement.nhs.uk
https://improvement.nhs.uk/documents/6512/2020_02_28_NCCG_for_2020_Coll_Year.zip
mailto:costing@improvement.nhs.uk
https://improvement.nhs.uk/news-alerts/?keywords=&articletype=costing-newsletter&after=&before=&ordering=last-updated-desc
https://improvement.nhs.uk/resources/costing-mandation-project/
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details of the estimated costs of implementing PLICS and benefits identified 
as part of the process 

• findings from previous voluntary and mandated collections  

• work on producing and approving the ACG, including results from 
consultations and feedback from various Technical Focus Groups. 

• consultation with NHS Digital on changes 
 

15. The ACG includes details to support the collection of data, including the 
timetable. As this may change, please keep up to date with changes on NHS 
England and NHS Improvement ’s website or contact 
costing@improvement.nhs.uk 

https://improvement.nhs.uk/resources/approved-costing-guidance/
mailto:costing@improvement.nhs.uk
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Implementing patient-level 
costing 
Overview of the planned roll-out of patient-level costing 
across all sectors 

16. As shown in Figure 1 above, NHS England and NHS Improvement  is 
planning to extend patient-level costing by service and sector.6 The process 
for approving the implementation of patient-level costing for acute services 
was completed in January 2018 and the NHS Improvement Board approved 
mandating patient-level costing from 2018/19 for designated acute providers. 
For details of which trusts are covered by this, dates and further information 
on what is covered by the mandation of patient level costing, see the ACG. 

Implementing or updating patient-level information and 
costing systems (PLICS) 

17. An implementation guide for acute providers7 was published by Healthcare 
Financial Management Association (HFMA) in 2014/15 to support trusts in 
preparing for PLC. NHS England and NHS Improvement  publish detailed 
information on changes to costing processes, methodologies and submission 
requirements in the NHS England and NHS Improvement open learning 
platform. This guide will be of most direct value to those providers who are in 
the process of implementing a PLICS. It may have specific relevance for 
organisations which are moving towards the end of their first clinical costing 
system contracts and are looking to renew or replace their existing system. 

18. The expected key steps for procuring a new PLICS system8 are set out in 
Table 1.  

 
6 Subject to Approval process – see Costing Mandation Project  
7 https://www.hfma.org.uk/docs/default-source/our-networks/healthcare-costing-for-value-
institute/approved-costing-guidance/acute-health-clinical-costing-implementation-guide-2014-15  
8 It is for individual trusts to determine exactly the processes they should have in place to 
successfully implement a PLICS.  

https://improvement.nhs.uk/resources/approved-costing-guidance/
https://www.openlearning.com/nhs/
https://www.openlearning.com/nhs/
https://improvement.nhs.uk/resources/costing-mandation-project/
https://www.hfma.org.uk/docs/default-source/our-networks/healthcare-costing-for-value-institute/approved-costing-guidance/acute-health-clinical-costing-implementation-guide-2014-15
https://www.hfma.org.uk/docs/default-source/our-networks/healthcare-costing-for-value-institute/approved-costing-guidance/acute-health-clinical-costing-implementation-guide-2014-15
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Table 1: High level steps to implement PLICS 

Step Action 

1 Confirm the proposed collection of data at patient level applies to 
your organisation and identify the current process and 
arrangements in place to produce costing data. 

2 Set up a project board to oversee implementation. The project board 
should include senior clinical personnel, the finance director and the 
trust information lead. This board will be primarily responsible for 
meeting milestones and final delivery, as well as identifying key 
stakeholders – usually medical directors, clinical leads, general 
managers and financial managers.  

The project board will identify how the stakeholders will be involved 
and their requirements for training. They will also identify their 
performance information requirements.  

3 Procure a costing system that is consistent with the minimum 
software requirements. When drafting a business case for new or 
upgraded systems, assess: 

• whether additional server capacity will be required 
• how the system will be used and interact with other trust 

systems 

• the requirements of other users (clinical and financial), 
engaging with them to get the information. 

4 Tender and select a system provider, consistent with the relevant 
contracting legislation in operation at the time of procurement. 

5 Implement the system, including:  

• creating an internal group to manage the implementation 
with the system supplier. 

• agreeing a timetable for implementation, managed by the 
project team. 

https://improvement.nhs.uk/resources/minimum-software-requirements/
https://improvement.nhs.uk/resources/minimum-software-requirements/
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• including time for testing and verifying accuracy of output 
with users of the data. 

6 Once the system is in place, undertake a post-implementation 
review to identify and evaluate implementation. 

 

19. Annex D shows the generalised approach to implementing a PLICS system 
and identifies the departments at a trust that should be involved in the various 
stages of the implementation.  

Software requirements 

20. As part of the move to patient-level costing, NHS England and NHS 
Improvement has worked closely with system suppliers and trusts to ensure 
that their PLICS systems can implement the costing standards. As part of this, 
minimum software requirements are updated and published annually. This 
supports:  

• trusts to procure and implement costing software, and review software 
updates, and 

• software suppliers to develop their software. 

21. The minimum software requirements will be updated annually as part of the 
ACG9. (This Information Standard will also be reviewed and updated each 
year). The minimum software requirements specify that your software should 
be able to produce the outputs listed on the collection file specification page.10 
The page includes several specification files under different headings: 

• File specification – this contains tabs for each submission system feed 
type, describing the file structure, fields required and their formats. Once 
generated as csv files, the files must be run through the Data Validation 
Tool (DVT) to convert these to XML before submitting to NHS Digital. It also 
includes information on which fields are mandatory and which are required. 

• Data checks for the Data Validation Tool (DVT) – provides details of the 
checks the DVT runs on files put into it and whether they result in a warning 
or submission failures. You should look through this document to 

 
9 https://improvement.nhs.uk/resources/minimum-software-requirements/  
10 https://improvement.nhs.uk/resources/plics-cost-collection-guidance-file-specifications/ 

https://improvement.nhs.uk/resources/minimum-software-requirements/
https://improvement.nhs.uk/resources/minimum-software-requirements/
https://improvement.nhs.uk/resources/plics-cost-collection-guidance-file-specifications/
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understand the checks the DVT carries out to help you identify data quality 
issues early and try to solve them. It includes information on permissible 
values where applicable and which fields can be left empty if needed. 

• Structure of XML files for submission to NHS Digital – should only be 
relevant to your supplier. Gives detail on the file structure for: 
–  the reconciliation (REC),  
– admitted patient care (APC),  
– non-admitted attendances (also known as outpatients) NAPC (OP)  
– Emergency Care (EC) - (Historically referred to as Accident & 

Emergency (A&E))11. 
– Specialist Ward Care (SWC) 
– Supplementary Information (SI) 

• Schema base elements – should only be relevant to your supplier. Gives 
more detail on the validation rules (i.e. provides a list of valid or permissible 
values) for XML files that will be used to validate the file both as part of the 
DVT and as part of a submission to NHS Digital. 

• Format and structure of the XML files – should only be relevant to your 
supplier. Files giving the format and structure of XML which must be used 
in the submission of data made to NHS Digital. 

22. If the costing system in place creates CSV files as the output, the DVT will 
create an XML file for submission to NHS Digital. To be accepted by the DVT, 
the CSV file will need to follow the approved format and structure of the CSV 
files – example files input for: 

- the reconciliation (REC) 
- Admitted Patient Care (APC)   
- Non Admitted Patient Care feed (NAPC) 
– Emergency Care (EC) - (Historically referred to as Accident & Emergency 
(A&E))  
– Specialist Ward Care (SWC) 
– Supplementary Information (SI) 

 
11 This information standard only covers acute services for FY 2019/20 and will be updated as more 
services move into PLICS.  
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each provides an example of an input file with dummy data to help you 
understand what the file might look like12. 

Successful implementation of a PLICS 

23. As part of the acute impact assessment, a number of processes have been 
identified that all trusts should put in place to ensure a PLICS is implemented 
effectively and is successfully embedded, regardless of the type of 
organisation. These processes include: 

• reviewing the output from the PLICS on a regular basis with stakeholders 
(clinicians and service managers) to ensure that the data recorded is 
complete and accurate 

• creating a costing group which manages and leads on embedding use and 
validation of costing data  

• using the tools provided (see ACG) to ensure the data being submitted is 
accurate 

• working with the system supplier to ensure that the costing system is 
updated and continues to meet the minimum software requirements 

• ensuring that changes to the costing standards are identified and 
appropriate actions taken to implement any changes required to collect 
information, and 

• using patient-level data as the primary source for internal planning, 
including cost improvement and savings plans, business cases and 
agreeing local prices. 
 

Data Quality 

24. While data quality is the responsibility of the organisation submitting data, the 
minimum software requirements include validation, both mandatory and non-
mandatory, that the trusts can use internally to validate the reasonableness of 
their planned submission. In addition, a number of tools have also been made 
available to support trusts in producing patient-level costs, for example the 
Data Validation Tool (DVT).  

 
12 This version (2.0) of the implementation guidance is only for acute services to be submitted by 
designated trusts. The information standard will be updated as more services are moved into PLICS.  

https://improvement.nhs.uk/resources/mandating-patient-level-costing/
https://improvement.nhs.uk/resources/approved-costing-guidance/
https://improvement.nhs.uk/resources/minimum-software-requirements/
https://improvement.nhs.uk/resources/minimum-software-requirements/
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25. The DVT carries out a number of checks on the data before trusts can 
produce files for NHS Digital. These checks result either in a submission 
failure (mandatory validation) or warning (non-mandatory validation). NHS 
Digital will validate the files (for mandatory validations).  All submission failure 
data quality issues must be corrected for the submission to be accepted by 
NHS Digital. Trusts should endeavour to also investigate and resolve 
warnings where necessary.  

26. As part of the submission process, NHS England and NHS Improvement  will 
review the data and may ask a Trust for a resubmission on a case-by-case 
basis or where there are clear data quality issues. Where requested, re-
submissions will need to be made by Trusts to NHS Digital in the 
communicated collection window. 

27. Submitted costing data will be made available to participating organisations 
via the National PLICS portal.13 This will enable trusts to benchmark their 
costs against other trusts and select peer groups for further analysis. NHS 
England and NHS Improvement will publish the indicative timetable for 
submission  and publishing data on the NHS England and NHS Improvement 
Website. 

28. NHS Digital will also undertake and publish analyses of PLICS data as per 
requirements of release of Official Statistics of which HES-PLCADS now falls 
within, following the completion of the voluntary collections. This will be 
published in a public facing manner and will be published at a trust level. It will 
be rolled out across services as PLICS is mandated. For more information see 
https://digital.nhs.uk/data-and-information/publications/statistical/mi-acute-
patient-level-activity-and-costing 

Information governance 

29. All data providers should be aware of their legal and professional obligations 
with regard to information governance as it applies to the mandated PLICS 
standard. Both the NHS and government publish a significant amount of 
guidance that can assist data providers to comply with their obligations. Some 
of this information is signposted on the NHS Digital Looking after information 

 
13 For mandated services all mandated trusts will be able to access the PLICS portal for the 
services. For those services collected under the voluntary programme, only those participating in the 
voluntary programme will be able to access that part of the PLICS portal. 

https://improvement.nhs.uk/events/new-national-plics-portal/
https://digital.nhs.uk/data-and-information/publications/statistical/mi-acute-patient-level-activity-and-costing
https://digital.nhs.uk/data-and-information/publications/statistical/mi-acute-patient-level-activity-and-costing
https://digital.nhs.uk/data-and-information/looking-after-information/data-security-and-information-governance/information-governance-alliance-iga/general-data-protection-regulation-gdpr-guidance


 

14  |  Implementing patient-level costing 
 

web pages, and further information is on the Information Commissioner’s 
Office website.  

30. When processing information about those receiving health and care services, 
providers must comply with: 

• the duty of confidentiality - if the information is confidential patient 
information as defined in the NHS Act 2006; and 

• the data protection legislation - if the information is personal data as defined 
in the General Data Protection Regulation (GDPR), supplemented by the 
Data Protection Act 2018. 

 
 

Confidentiality compliance 

31. Where information to be shared is regarded as confidential, the provider 
needs to evidence how they have complied with confidentiality requirements, 
which will require the sharing to be on the basis of one of the following: 

• consent of the individual that is owed a duty of confidentiality (note that this 
is not the data protection definition of consent) 

• required or permitted due to a legal obligation or statutory authority or 

• an overriding public interest that outweighs the interest in maintaining the 
duty of confidentiality to the individual and the broader public interest in 
maintaining a confidential service. 

32. For the collection of PLICS data, NHS Digital issue NHS acute service 
providers with a Data Provision Notice (DPN) under section 259 of the Health 
and Social Care Act 2012.  Providers are required to comply with the DPN, 
and by doing so they do not breach the duty of confidentiality. That is, the 
information is required due to a legal obligation (the DPN) placed on the 
providers. 

Data protection compliance  

33. All providers must demonstrate compliance with the General Data Protection 
Regulation (GDPR) as supplemented by the Data Protection Act 2018 (the 
data protection legislation). Demonstration of data protection compliance is in 

https://ico.org.uk/for-organisations/guide-to-data-protection/guide-to-the-general-data-protection-regulation-gdpr/
https://ico.org.uk/for-organisations/guide-to-data-protection/guide-to-the-general-data-protection-regulation-gdpr/
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addition to evidence that the activity would not breach the duty of 
confidentiality. 

34. As part of data protection compliance, providers must document the: 

• GDPR Article 6 lawful basis for processing personal data; and 

• GDPR Article 9 condition for processing special categories of personal data 
– supported by a Data Protection Act 2018 Schedule 1 condition for 

processing special categories of personal data. 

 

35. For example:  

• Processing personal data: the lawful basis for providers’ processing 
(sharing) personal data with NHS Digital is GDPR Article 6(1)(c) legal 
obligation - the Data Provision Notice. 

• Processing special categories of personal data: the condition for doing 
so may be GDPR Article 9(2)(h) – health or social care purposes. This is 
supplemented by: 
– Data Protection Act 2018 (DPA) Schedule 1 Part 1 para 2 – the 

processing is necessary for health or social care purposes - the 
management of health care systems, and  

– DPA 2018 section 11 - is carried out by or under responsibility of a health 
professional or by another person who in the circumstances owes a duty 
of confidentiality under an enactment or rule of law. 

 
36. All data providers must also ensure compliance with the transparency 

requirements of data protection legislation. To meet these requirements, data 
providers must make available information and guidance to patients and/or 
their legal guardians regarding the processing of their personal data (or their 
child’s personal data where applicable) for purposes beyond their individual 
health and care (such as service development analysis and national statistical 
research). Information must be provided in a concise, transparent, intelligible 
and easily accessible form and should include details such as the personal 
data in question, what it will be used for and the patient’s rights. Further 
details can be found in the IGA GDPR: implementation checklist under ‘7) 
Comply with more stringent transparency requirements.  NHS Digital is also 
required to provide a transparency information.  

https://digital.nhs.uk/data-and-information/looking-after-information/data-security-and-information-governance/information-governance-alliance-iga/general-data-protection-regulation-gdpr-guidance
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The National Data Opt-out  

37. The National Data Opt-out allows patients to opt-out of sharing their 
confidential patient information for research or planning purposes, but is 
subject to some caveats, for example when the information is legally required 
to be shared. This process replaces the previous ‘type 2’ opt-out which 
required NHS Digital to refrain from sharing a patient’s confidential patient 
information for purposes beyond their direct care. 

38. NHS Digital has been instructed to collect PLICS data by a Mandatory 
Request from NHS Improvement (Monitor) under section 255 of the Health 
and Social Care Act 2012. On receipt of a Mandatory Request (or a Direction 
under section 254), NHS Digital generally issues a Data Provision Notice 
(DPN) to those that hold the information that NHS Digital is legally required to 
collect. The DPN issued to acute service providers for PLICS is a legal 
obligation with which the providers must comply, and therefore the National 
Data Opt-out does not apply to the provision of PLICS data by the providers to 
NHS Digital. 

39. The National Data Opt-out is upheld by NHS Digital and is being rolled out 
across the NHS.  

40. In line with data protection compliance discussed above, providers must still 
inform patients how their information will be used, and providers should also 
highlight the availability of the National Data Opt-out as part of their 
transparency information. 

41. Further information about patient opt-outs is available on the 
https://digital.nhs.uk/services/national-data-opt-out section of the NHS Digital 
website which include resources for health and care staff to use when 
informing patients. 

Use of data by NHS England and NHS Improvement  

42. NHS England and NHS Improvement intends to use patient-level cost 
collection data primarily to establish comparative data for trusts to allow them 
to compare their costs and identify opportunities to improve service models 
and the quality of their costing. 

https://digital.nhs.uk/services/national-data-opt-out
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43. The information gathered from the patient-level cost collection will be used to 
enable NHS England and NHS Improvement to perform its pricing and 
licensing functions under the 2012 Health and Social Care Act more 
effectively. It will: 

• inform new methods of pricing NHS services 
• inform new approaches and other changes to the design of the currencies 

used to price NHS services 

• contribute to NHS England and NHS Improvement’s strategic objective of a 
single national cost collection” 

• inform the relationship between provider characteristics and cost 
• help trusts to maximise use of their resources and improve efficiencies, as 

required by the provider licence 

• identify the relationship between patient characteristics and cost, and 

• support an approach to benchmarking for regulatory purposes.  
 

44. NHS Digital may disseminate the PLICS data collected under the Mandatory 
Request, which may include dissemination to other organisations via the Data 
Access Request Service  process, which where relevant includes oversight by 
the Independent Group Advising on Data Release (IGARD). Details can be 
found via https://digital.nhs.uk/services/data-access-request-service-dars   

45. Both NHS England and NHS Improvement and NHS Digital will be subject to 
addressing ad-hoc queries, for example Freedom of Information requests and 
Parliamentary Questions in relation to the data.   

46. As well as sharing the data with NHS England and NHS Improvement, NHS 
Digital may also share via the DARS process, suitably pseudonymised or 
aggregated PLICS data with other organisations such as the Department of 
Health and Social Care and higher education institutions (HEIs) to help them 
deliver any of the programmes of work listed above. NHS England and NHS 
Improvement and NHS Digital have appropriate data sharing arrangements for 
disclosing data to third parties.  

47. . The patient-level costing submission is a national return that providers 
should subject to the same scrutiny as their final audited accounts. An 



 

18  |  Implementing patient-level costing 
 

executive sponsor for patient-level costing should sign off the cost collection 
and ensure the following steps have been taken: 

• the cost return has been prepared in accordance with NHS England and 
NHS Improvement ’s ACG, which includes the costing standards and the 
national cost collection guide. 

• reconciliation sheets have been checked to ensure the correct activity and 
cost quantum have been used 

• data validations have been reviewed and any material14 errors corrected. 

• a self-assessment checklist has been completed and reviewed. 
 

NHS Data Model and Dictionary 

48. As part of patient-level costing a specific terminology for costing has been 
created. A costing glossary15, consistent with the Data Dictionary, is published 
as part of the ACG.   

 
14 As ascertained by NHS Improvement 
15 https://improvement.nhs.uk/documents/2627/Approved_Costing_Guidance_glossary.pdf  
  

https://improvement.nhs.uk/resources/approved-costing-guidance/
https://improvement.nhs.uk/resources/approved-costing-guidance/
https://improvement.nhs.uk/resources/approved-costing-guidance/
https://improvement.nhs.uk/documents/2627/Approved_Costing_Guidance_glossary.pdf
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Requirements of NHS 
Digital 
49. NHS Improvement (Monitor) has requested that NHS Digital establishes and 

operates a system to collect patient-level costing information under sections 
255 and 256(2) of the Health and Social Care Act 2012.  

50. The system to be established and operated under the request will need to 
have the following functionality:  

• data collection - ability for acute service providers to submit PLICS data 
direct to NHS Digital 

• the potential to link PLICS data with Hospital Episode Statistics (HES) (NIC- 
15814 - C6W9R) and other relevant activity and outcome data held by NHS 
Digital to be agreed between NHS Digital and NHS Improvement via data 
specifications 

• data quality and validation, and 

• data supply – the functionality to provide pseudonymised PLICS data to 
NHS Improvement for onward processing and analysis to be agreed 
between NHS Digital and NHS Improvement via data specifications. For 
more information see: 

– Patient-level costing information systems (PLICS) continued 
implementation (Acute) -  

– https://digital.nhs.uk/data-and-information/data-tools-and-services/data-
services/patient-level-information-and-costing-system-plics-data-
collections  

– Patient-level information and costing systems (PLICS) data provision 
notice Data Provision Notice – 
https://digital.nhs.uk/about-nhs-digital/corporate-information-and-
documents/directions-and-data-provision-notices 

 

https://digital.nhs.uk/data-and-information/data-tools-and-services/data-services/patient-level-information-and-costing-system-plics-data-collections
https://digital.nhs.uk/data-and-information/data-tools-and-services/data-services/patient-level-information-and-costing-system-plics-data-collections
https://digital.nhs.uk/data-and-information/data-tools-and-services/data-services/patient-level-information-and-costing-system-plics-data-collections
https://digital.nhs.uk/about-nhs-digital/corporate-information-and-documents/directions-and-data-provision-notices
https://digital.nhs.uk/about-nhs-digital/corporate-information-and-documents/directions-and-data-provision-notices
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Annex A: Glossary for 
patient-level costing 

Acronym Term Description 
A&E A&E 

attendances  
Attendances in all types of emergency department at 
trusts. Submitted as part of the national 
commissioning data sets.  

ACG Approved 
Costing 
Guidance  

NHS England and Improvement ’s main policy 
documents for costing healthcare services in 
England, which describes the process of producing 
and collecting costs, both patient-level and average 
(reference) costs. 
https://improvement.nhs.uk/resources/approved-costing-
guidance/ 
 

ACG Approved 
Costing 
Guidance - 
Standards 

The approved approaches and methodologies for 
calculating costs, published in the Approved Costing 
Guidance. 

APC Admitted patient 
care 
attendances 

An overarching term covering patients who have been 
admitted to a hospital: e.g. ordinary elective 
admissions; ordinary non-elective admissions; day 
cases; regular day admissions; regular night 
admissions. 

CAP Costing 
Assurance 
Programme  

This programme reviews and assesses the accuracy 
of the costing information produced by trusts. It also 
identifies trusts that need support and the outcome is 
used to improve the guidance available to trusts. 
https://improvement.nhs.uk/resources/costing-
assurance-programme/ 

CAT Costing 
Assessment 
Tool  

An improvement tool developed by NHS England and 
Improvement  to allow costing practitioners to record 
and measure their progress against the costing 
standards. Scores from the CAT will be included in 
the national PLICS portal for benchmarking as well as 
identifying productivity opportunities and the 
development of the national tariff. The CAT may also 
form the basis of providers assessment under the 
costing assurance programme. 

https://improvement.nhs.uk/resources/approved-costing-guidance/
https://improvement.nhs.uk/resources/approved-costing-guidance/
https://improvement.nhs.uk/resources/costing-assurance-programme/
https://improvement.nhs.uk/resources/costing-assurance-programme/
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Acronym Term Description 
CTP Costing 

transformation 
programme 

NHS England and NHS Improvement ’s programme 
to move from reference costs collection to patient-
level cost collection. This will improve the quality of 
costing information throughout the NHS and support 
providers to deliver more effective and efficient 
outcomes. For more background information see the 
NHS Improvement website - 
https://improvement.nhs.uk/resources/transforming-
patient-level-costing/. 

DARS Data Access 
Request Service 

A service managed by NHS Digital that allows 
clinicians, researchers and commissioners access to 
data required to help improve NHS services subject to 
meeting strict data governance standards. 

DPN Data Provision 
Notice  

This provides information on the data collection 
including the purpose, benefits, how NHS Digital 
intends to collect the data, form, manner, frequency 
and from which organisations. 

DSA Data Sharing 
Agreement 

A formal agreement for the routine sharing of data 
sets between organisations for an agreed purpose. 

DVT Data Validation 
Tool  
 

This tool is used to prepare Costing Transformation 
Programme (CTP) PLICS submission files. It 
assesses the data quality of the cost collection files to 
identify any areas that require attention, providing the 
opportunity to improve data accuracy before 
submission 

EC Emergency 
Care or A&E 
attendances  

Attendances in all types of emergency department at 
trusts. Submitted as part of the national 
commissioning data sets.  

FCE Finished 
Consultant 
Episode 

This is the total time a patient spends under the care 
of an individual consultant. 

Grouper Healthcare 
Resource 
Grouper 

Software that groups patient events that have been 
judged to consume a similar level of resource into a 
healthcare resource group.  

HES Hospital 
Episode 
Statistics  

This is a database containing details of all 
admissions, A&E attendances and outpatient 
appointments at NHS hospitals in England 

HES-
PLCADS 

Hospital 
Episode 
Statistics 
PLCADS 

This is the data set created by merging the costing 
information and Hospital Episode Statistics. This is 
created by NHS Digital, pseudonymised and then 
shared with NHS England and NHS Improvement. It 
provides detailed information based on the actual 
interactions and events related to individual patients 
and their associated costs 
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Acronym Term Description 
HFMA Healthcare 

Financial 
Management 
Association 

A charity for healthcare financial management 
executives, which works in partnership with NHS 
England and NHS Improvement  to improve the 
accuracy of costing and financial management in the 
NHS. 

HSCA The 2012 Act  The Health and Social Care Act 2012. 
www.legislation.gov.uk/ukpga/2012/7/contents 

IGARD Independent 
Group Advising 
on the Release 
of Data 

Group that considers all requests for dissemination of 
confidential information, as defined in Section 263 of 
the Health & Social Care Act, through the Data 
Access Request Service (DARS). Also makes general 
recommendations or observations to NHS Digital 
about their processes, policies and procedures, 
including transparency measures such as registers. 

NCC guide National Cost 
Collection 
guidance  

Guidance, updated annually, which describes the 
requirements for the national cost collection. It covers 
the mandatory cost collection for all NHS providers 
and is part of the Approved Costing Guidance  
https://improvement.nhs.uk/documents/6512/2020_02
_28_NCCG_for_2020_Coll_Year.zip  . 

NHS E & 
NHS I 

NHS England 
and NHS 
Improvement  

Refers to NHS England and NHS Improvement, 
which since 1 April 2019 has been working together 
as a new single organisation to better support the 
NHS to deliver improved care for patients. As local 
health systems work more closely together, the same 
needs to happen at a national level. Our new single 
operating model has been designed to support 
delivery of the NHS Long Term Plan.  

NAPC Non-admitted 
patient care 
attendances 

Term for the data set for outpatients (OP), including 
ward attenders; also includes outpatient procedures.  

OP Outpatient 
Attendances 

An Out-Patient Attendance Consultant is an 
attendance at which a patient is seen by or has 
contact with (face to face or via 
telephone/telemedicine) a consultant or relevant 
member of the consultant’s organisation.  

PLC Patient-level 
costing  

Calculating and collecting data at an individual 
patient-level.  

PLICS Patient-level 
information and 
costing system  

The system used to record and report the patient 
pathway and costs at an individual patient-level.  

PLCADS Patient Level 
Costing (Acute) 
Data Set 

The data set containing unit costs for inpatient 
admissions, A&E, and outpatient attendances for 
NHS providers in England. 

https://digital.nhs.uk/data-and-information/data-tools-and-services/data-services/patient-level-information-and-costing-system-plics-data-collections
https://digital.nhs.uk/data-and-information/data-tools-and-services/data-services/patient-level-information-and-costing-system-plics-data-collections
https://digital.nhs.uk/data-and-information/data-tools-and-services/data-services/patient-level-information-and-costing-system-plics-data-collections
https://improvement.nhs.uk/documents/6512/2020_02_28_NCCG_for_2020_Coll_Year.zip
https://improvement.nhs.uk/documents/6512/2020_02_28_NCCG_for_2020_Coll_Year.zip
https://improvement.nhs.uk/resources/nhs-long-term-plan/
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Acronym Term Description 
RC Reference costs The average unit cost to the NHS of providing 

secondary healthcare to NHS patients. 
SEFT Secure 

Electronic File 
Transfer 

The system that allows the transfer files securely into 
and out of NHS Digital, providing data security during 
transmission using a 256-bit AES encryption 
mechanism. The data are held in secure containers at 
NHS Digital and only people who are authorised to 
process the data are allowed access. 

SI Supplementary 
Information  

A new extract requirement to collect high cost drugs, 
high cost devices and diagnostic imaging at a patient 
level for 2020 

SWC Specialist Ward 
Care 

A new extract requirement to collect adult critical care 
at a patient level for 2020 

XML Extensible 
Mark-up 
Language  

A computer language that defines a set of rules for 
encoding documents in a format that is both human-
readable and machine-readable.  
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Annex B: Supporting and 
linked information 
1. NHS England and NHS Improvement produce a number of documents and 

other sources of data to support trusts in implementing and operating their 
PLICS system.  

2. The following is a list of other supporting information and guidance available to 
trusts and other users of patient level costing. 

Item Doc / 
Tool 

Link Description 

Approved 
Costing 
Guidance 
(ACG) 

Doc https://improvement.nhs.
uk/resources/approved-
costing-guidance/ 

The Approved Costing Guidance forms 
a co-ordinated approach to patient-
level costing, the reference costs 
collection and the costing assurance 
programme. 
Compliance with the ACG is mandated 
as part of the NHS Provider Licence 

Approved 
Costing 
Guidance - 
Standards 

Doc https://improvement.nhs.
uk/resources/approved-
costing-guidance/  

Part of the ACG, the Approved Costing 
Guidance - Standards describe the 
costing approach we ask you to adopt. 
There are different versions of the 
standards for acute, ambulance, 
mental health and community services. 

Collection 
guidance 

Doc https://improvement.nhs.
uk/resources/approved-
costing-guidance/  

Part of the ACG, collection guidance 
includes dates, requirements and 
formats, of costing information to be 
submitted by designated providers. 

Costing 
Assessment 
Tool (CAT) 

Tool https://improvement.nhs.
uk/documents/4874/Intro
_to_ACG_19.pdf 

Provides an objective assessment of 
the quality of an organisation's costing. 

NHS Provider 
Licence 

Doc https://www.gov.uk/gover
nment/publications/the-
nhs-provider-licence 

The licence contains conditions for 
providers of NHS services, including 
NHS foundation trusts and other 
providers. This includes conditions 
relating to recording and reporting cost 
information.  

https://improvement.nhs.uk/resources/approved-costing-guidance/
https://improvement.nhs.uk/resources/approved-costing-guidance/
https://improvement.nhs.uk/resources/approved-costing-guidance/
https://improvement.nhs.uk/resources/approved-costing-guidance/
https://improvement.nhs.uk/resources/approved-costing-guidance/
https://improvement.nhs.uk/resources/approved-costing-guidance/
https://improvement.nhs.uk/resources/approved-costing-guidance/
https://improvement.nhs.uk/resources/approved-costing-guidance/
https://improvement.nhs.uk/resources/approved-costing-guidance/
https://improvement.nhs.uk/documents/4874/Intro_to_ACG_19.pdf
https://improvement.nhs.uk/documents/4874/Intro_to_ACG_19.pdf
https://improvement.nhs.uk/documents/4874/Intro_to_ACG_19.pdf
https://www.gov.uk/government/publications/the-nhs-provider-licence
https://www.gov.uk/government/publications/the-nhs-provider-licence
https://www.gov.uk/government/publications/the-nhs-provider-licence
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Item Doc / 
Tool 

Link Description 

PLICS cost 
collection 
guidance file 
specifications 

Doc https://improvement.nhs.uk/
resources/approved-
costing-guidance-2020/ 
 

Templates for software suppliers of 
healthcare costing systems and 
costing practitioners who are 
submitting PLICS cost collections. 

Data checks 
for data 
validation tool 
(DVT) 

Tool https://improvement.nhs.
uk/documents/1396/Data
_Validation_Acute_20171
8-_v10.xlsx  

Contains the checks performed in the 
NHS England and NHS Improvement 
data validation tool. 

Costing 
assurance 
programme 

Doc https://improvement.nhs.
uk/resources/costing-
assurance-programme/ 

Our annual programme monitors 
providers' costing information. It 
identifies providers that need support, 
those delivering best practice. We also 
share results from the programme and 
high-level findings. 

Costing for 
clinicians 

Doc https://improvement.nhs.
uk/resources/costing-for-
clinicians/  

A collection of resources is designed 
for clinicians wanting to find out more 
about costing, and for costing teams 
wanting to work more closely with 
clinicians.  

Costing 
mandation 
project 

Doc https://improvement.nhs.
uk/resources/costing-
mandation-
project/?utm_campaign=
2619031_Mid%20March
%202020%20NHS%20C
osting%20Newsletter&ut
m_medium=email&utm_s
ource=Monitor&utm_orgt
ype=&dm_i=2J9J,1K4UV,
9FF2HE,59T74,1 

Details of progress in mandating 
patient level costing by service and 
sector 

Costing 
mandation 
timetable 

Doc https://improvement.nhs.
uk/documents/2947/Prop
osed_mandation_timetabl
e.xlsx  

Expected details of when services will 
be covered by patient level costing – 
by provider 

Costing 
newsletters 

Doc https://improvement.nhs.
uk/resources/transformin
g-patient-level-
costing/#newsletter  

How to sign up for costing newsletters, 
which provide updates on progress 
and information on collections and 
consultations around costing.  

Costing 
webinars 

Doc https://improvement.nhs.
uk/resources/transformin
g-patient-level-costing/ 

Lists details of webinars held and 
provides details for future webinars  

https://improvement.nhs.uk/resources/approved-costing-guidance-2020/
https://improvement.nhs.uk/resources/approved-costing-guidance-2020/
https://improvement.nhs.uk/resources/approved-costing-guidance-2020/
https://improvement.nhs.uk/documents/1396/Data_Validation_Acute_201718-_v10.xlsx
https://improvement.nhs.uk/documents/1396/Data_Validation_Acute_201718-_v10.xlsx
https://improvement.nhs.uk/documents/1396/Data_Validation_Acute_201718-_v10.xlsx
https://improvement.nhs.uk/documents/1396/Data_Validation_Acute_201718-_v10.xlsx
https://improvement.nhs.uk/resources/costing-assurance-programme/
https://improvement.nhs.uk/resources/costing-assurance-programme/
https://improvement.nhs.uk/resources/costing-assurance-programme/
https://improvement.nhs.uk/resources/costing-for-clinicians/
https://improvement.nhs.uk/resources/costing-for-clinicians/
https://improvement.nhs.uk/resources/costing-for-clinicians/
https://improvement.nhs.uk/documents/2947/Proposed_mandation_timetable.xlsx
https://improvement.nhs.uk/documents/2947/Proposed_mandation_timetable.xlsx
https://improvement.nhs.uk/documents/2947/Proposed_mandation_timetable.xlsx
https://improvement.nhs.uk/documents/2947/Proposed_mandation_timetable.xlsx
https://improvement.nhs.uk/resources/transforming-patient-level-costing/#newsletter
https://improvement.nhs.uk/resources/transforming-patient-level-costing/#newsletter
https://improvement.nhs.uk/resources/transforming-patient-level-costing/#newsletter
https://improvement.nhs.uk/resources/transforming-patient-level-costing/#newsletter
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Item Doc / 
Tool 

Link Description 

Open Learning 
Platform 

Tool https://www.openlearning
.com/nhs/courses/costing
-improvement/HomePage 

Training and support for staff 
completing patient level and reference 
cost submissions.  

Transforming 
patient-level 
costing in the 
NHS 

Doc https://improvement.nhs.
uk/resources/transformin
g-patient-level-costing/ 

Background to the costing 
transformation programme. This will 
improve the quality of costing 
information in the NHS, with patient-
level costing and a single annual cost 
collection. It will support providers to 
deliver better, more efficient outcomes. 
This page also includes updates on 
progress of the project. 

Tools for 
costing 

Tool https://improvement.nhs.
uk/resources/tools-for-
using-costing-data/ 
 

A number of tools are also available to 
support trusts to ensure the quality of 
the data submitted. These include the 
following tools available: 

- PLICS Portal 
- PLICS data quality tool 
- PLICS cost pool benchmarking tool 
Reference cost benchmarking tool 

Provides details about a selection of 
tools to help analyse patient-level 
costing information (often referred to 
as PLICS) and reference cost data - 
and how to access them 

NHS Digital 
PLICS web 
pages 

Doc https://digital.nhs.uk/data-
and-information/data-
tools-and-services/data-
services/patient-level-
information-and-costing-
system-plics-data-
collections 
 

Information about PLICS and the role 
of NHS Digital in the collection 

NHS Digital 
DPN and 
Directions web 
page 

Doc https://digital.nhs.uk/abou
t-nhs-digital/corporate-
information-and-
documents/directions-

Information on Data Provision Notices 
(DPNs) and Directions 

https://www.openlearning.com/nhs/courses/costing-improvement/HomePage
https://www.openlearning.com/nhs/courses/costing-improvement/HomePage
https://www.openlearning.com/nhs/courses/costing-improvement/HomePage
https://improvement.nhs.uk/resources/transforming-patient-level-costing/
https://improvement.nhs.uk/resources/transforming-patient-level-costing/
https://improvement.nhs.uk/resources/transforming-patient-level-costing/
https://improvement.nhs.uk/resources/tools-for-using-costing-data/
https://improvement.nhs.uk/resources/tools-for-using-costing-data/
https://improvement.nhs.uk/resources/tools-for-using-costing-data/
https://digital.nhs.uk/data-and-information/data-tools-and-services/data-services/patient-level-information-and-costing-system-plics-data-collections
https://digital.nhs.uk/data-and-information/data-tools-and-services/data-services/patient-level-information-and-costing-system-plics-data-collections
https://digital.nhs.uk/data-and-information/data-tools-and-services/data-services/patient-level-information-and-costing-system-plics-data-collections
https://digital.nhs.uk/data-and-information/data-tools-and-services/data-services/patient-level-information-and-costing-system-plics-data-collections
https://digital.nhs.uk/data-and-information/data-tools-and-services/data-services/patient-level-information-and-costing-system-plics-data-collections
https://digital.nhs.uk/data-and-information/data-tools-and-services/data-services/patient-level-information-and-costing-system-plics-data-collections
https://digital.nhs.uk/data-and-information/data-tools-and-services/data-services/patient-level-information-and-costing-system-plics-data-collections
https://digital.nhs.uk/about-nhs-digital/corporate-information-and-documents/directions-and-data-provision-notices
https://digital.nhs.uk/about-nhs-digital/corporate-information-and-documents/directions-and-data-provision-notices
https://digital.nhs.uk/about-nhs-digital/corporate-information-and-documents/directions-and-data-provision-notices
https://digital.nhs.uk/about-nhs-digital/corporate-information-and-documents/directions-and-data-provision-notices
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Item Doc / 
Tool 

Link Description 

and-data-provision-
notices 
 

NHS Digital 
PLICS GDPR 
web page 

Doc https://digital.nhs.uk/abou
t-nhs-digital/our-
work/keeping-patient-
data-safe/gdpr/gdpr-
register/patient-level-
information-costings-
system-plics 
 

PLICS GDPR Information  

https://digital.nhs.uk/about-nhs-digital/corporate-information-and-documents/directions-and-data-provision-notices
https://digital.nhs.uk/about-nhs-digital/corporate-information-and-documents/directions-and-data-provision-notices
https://digital.nhs.uk/about-nhs-digital/our-work/keeping-patient-data-safe/gdpr/gdpr-register/patient-level-information-costings-system-plics
https://digital.nhs.uk/about-nhs-digital/our-work/keeping-patient-data-safe/gdpr/gdpr-register/patient-level-information-costings-system-plics
https://digital.nhs.uk/about-nhs-digital/our-work/keeping-patient-data-safe/gdpr/gdpr-register/patient-level-information-costings-system-plics
https://digital.nhs.uk/about-nhs-digital/our-work/keeping-patient-data-safe/gdpr/gdpr-register/patient-level-information-costings-system-plics
https://digital.nhs.uk/about-nhs-digital/our-work/keeping-patient-data-safe/gdpr/gdpr-register/patient-level-information-costings-system-plics
https://digital.nhs.uk/about-nhs-digital/our-work/keeping-patient-data-safe/gdpr/gdpr-register/patient-level-information-costings-system-plics
https://digital.nhs.uk/about-nhs-digital/our-work/keeping-patient-data-safe/gdpr/gdpr-register/patient-level-information-costings-system-plics
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Annex C: Standards gap 
analysis 
1. NHS England and NHS Improvement also publish guidance on how trusts 

should assure themselves of the accuracy of their costing as part of the 
healthcare costing standards (CP6: Assurance of cost data). This is designed 
to support trusts in implementing arrangements to ensure the accuracy of their 
patient-level costing submissions.  

2. To support trusts implementing and producing PLICS, NHS England and NHS 
Improvement used the findings from NHS England and NHS Improvement  
early implementer pilot work in 2016/17 and 2017/18, to produce documents, 
webinars and training to support the successful implementation of patient-level 
costing. NHS England and NHS Improvement Approved Costing Guidance is 
split by sector, with copies of the tools and guidance available for each 
specific sector. Examples of the tools and guidance available include16: 

• an open learning portal which includes exercises, instructional videos and 
moderated forums.  

• webinars on how to implement the costing standards 
• a log of all enquiries relating to PLICS 

• the costing bulletin helping trusts keep up to date on costing changes and 
issues 

• the results and findings from the Costing Assurance Programme 
3. NHS England and NHS Improvement also run Costing Regional Forums with 

the Kings Fund (https://www.kingsfund.org.uk/), bringing together trusts to 
share good practice in using costing information to support decisions. For 
more information or to register see Costing Regional Forums.   

  
 
16 See Annex B for links 

https://improvement.nhs.uk/uploads/documents/Standards_gap_analysis_template_acute_HSmX644.xlsx
https://improvement.nhs.uk/uploads/documents/Standards_gap_analysis_template_acute_HSmX644.xlsx
https://improvement.nhs.uk/documents/2335/Healthcare_costing_standards_-_acute_IRs_and_CPs2.pdf
https://improvement.nhs.uk/resources/tools-for-using-costing-data/
https://improvement.nhs.uk/resources/costing-assurance-programme/
https://www.hfma.org.uk/our-work/costing/costing-regional-forums
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Annex D: Generalised approach to implementing/replacing a 
PLICS system 

 

 



 

 

 
 
Contact us: 
 
costing@improvement.nhs.uk 
 
NHS England and NHS Improvement 
Wellington House 
133-155 Waterloo Road 
London 
SE1 8UG 
 
 
This publication can be made available in a number of other formats on request. 
 
 
This publication can be made available in a number of other formats on request. 
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