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24/25 M9 Financial Position – Overview

Delivering the 24/25 breakeven plan

• NCL ICS is currently behind the YTD plan. There are certain system wide financial risks and issues still to be resolved before 
the end of 24/25 in order for us to deliver a breakeven system plan. 

• For context, the graph below shows NCL actuals for 24/25 are tracking better than 23/24. The shape of the planned 
financial trajectory reflects the NCL phasing of the delivery of provider efficiency savings.

M9 Year to date M9 Forecast Outturn Straightline Run Rate

Organisation
YTD Plan 

(12th June 
submission)

YTD Actual YTD Variance
Annual Plan 
(12th June 

submission)

Forecast 
Outturn

FOT Variance M8 run rate M9 run rate Trajectory

£'000 £'000 £'000 £'000 £'000 £'000 £'000 £'000 £'000

Trust Total (30,411) (41,589) (11,178) (14,552) (14,552) 0 (46,266) (55,452) (9,187)

NCL ICB 10,716 10,716 - 14,552 14,552 0 14,157 14,288 131

System Total (19,695) (30,873) (11,178) - 0 0 (32,109) (41,164) (9,056)

M9 Financial Position Overview – Revenue

• NCL ICS reported a YTD deficit of £30.9m at M9 which is adverse 
to plan by £11.2m. 

• There is an overall deterioration in the straight-line run rate 
between M8 and M9 driven by ten organisations. 

• Of the £11.2m YTD adverse variance, £3.9m relates to the loss of 
elective income due to industrial action (IA) in June and July with 
£13.6m attributed to CIP shortfall and £1.5m to other pressures. 
This is offset by £7.9m of ERF overperformance excluding IA 
impact. 

• M9 has seen a deterioration of £2.8m in the overall variance 
between M8 and M9. 

• The deterioration is driven by CIP Shortfall of £6.5m offset by 
other benefits £3.3m & ERF overperformance of £0.3m.

NCL M8 – M9 YTD variance

M8 M9 Movement

£’000 £’000 £’000

System adverse variance (8,345) (11,178) (2,833)

Adverse variance explained by IA (3,903) (3,903) -

Comprised of: -

IA Costs (259) (259) -

ERF loss of income (3,644) (3,644) -

Adverse variance excluding IA (4,442) (7,275) (2,833)

Comprised of: -

ERF (excluding IA impact) 7,588 7,911 323

CIP shortfall (7,065) (13,613) (6,548)

Other (4,965) (1,572) 3,393
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Efficiency savings at M9

• As of M9, NCL were reporting YTD savings of £151.1m which represents delivery of 63% of the 
total savings requirement for 24/25. The ICS is forecasting an under delivery of savings totalling 
£7.6m. This is driven by a shortfall of £4.7m at the ICB and £3m at MEH. 

• While the YTD plan assumed c.86% of CIP to be delivered to be recurrent in nature, c.72.6% of 
actual CIP delivered to date is recurrent. Any under delivery of recurrent CIP in 24/25 has an 
adverse impact on the opening plan position for 25/26.

Capital position at M9

• The YTD capital position at M9 is underspent by £36.7m with the FOT in line with plan 
indicating the 24/25 capital allocation will be fully utilised. 

• The system reserve currently includes £3m of CDEL following the capital deep dive 
reforecasting exercise undertaken at M6. 

• We will be undertaking another deep dive exercise in February 25 to re-allocate any further 
capital slippages to be utilised before the end of 24/25.

IFRS16 position at M9

• The YTD IFRS 16 position is a favourable variance of £1.5m. The favourable variance is mainly 
driven by MEH due to the phasing of the plan with leases.

• There is a small favourable variance in the FOT driven by BEH early disposal of a lease. 

Agency at M9

• Agency spend is favourable against plan at M9 by £3.7m. As of M9, most providers are 
forecasting agency spend in line or better than plan with MEH who are forecasting an 
underspend of £1.9m, RFL forecasting an underspend of £1.6m & BEH/C&I forecasting a 
combined overspend of £2.3m. The FOT represents 98.7% of NCL’s agency cap. 

• NHSE set the 24/25 agency cap at £101.9m. This represents 3% of the system’s total planned 
pay bill for 24/25. Staying within the 24/25 cap will ensure NCL meets one of the its plan 
commitments of reducing agency to a maximum of 3% of the total pay bill across 24/25.

IFRS16 at M9

YTD Plan YTD Actual
YTD 

Variance
Control Total FOT Variance

£'000 £'000 £'000 £'000 £'000 £'000

IFRS16 Position 17,583 16,102 1,481 44,041 43,137 904

ICS Capital Programme at M9

YTD Plan YTD Actual
YTD 

Variance
Control Total FOT Variance

£'000 £'000 £'000 £'000 £'000 £'000

ICS Capital Programme 121,417 84,639 36,778 226,335 226,436 (101)

Agency at M9

YTD Plan YTD Actual
YTD 

Variance
Agency Cap FOT Variance

£'000 £'000 £'000 £'000 £'000 £'000

Agency 76,695 72,955 3,740 101,830 100,575 1,255

Efficiency savings at M9

YTD Plan YTD Actual
YTD 

Variance
Annual Plan FOT Variance

£'000 £'000 £'000 £'000 £'000 £'000

System Total 167,653 151,052 (16,601) 238,708 231,088 (7,620)

Recurrent Only 144,795 109,624 (35,171) 205,642 173,331 (32,312)

24/25 M9 Financial Position - Overview
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Month 9 Summary Position

Month 9 Summary Position

Background 
The System submitted a 2024/25 balanced plan on 12th June 2024. As 

part of this, the ICB submitted a surplus plan of £14.6m. 

The ICB plan includes a number of efficiencies required to deliver to the 

surplus position. These include a CIP target of £26.2m, running cost 

reductions of £4.8m, and the requirement to deliver in-year non-recurrent 

measures of £14.6m. The running cost reductions have already been 

realised as part of the financial planning process.

The plan also assumes full mitigation of in-year risks, currently £16.3m as 

at Month 9 (risk adjusted).

Month 9 (December 2024) 
For Month 9 (Dec’24) the ICB reports a forecast break-even position 

against plan. Within this however, Acute reports an adverse variance of 

£14.7m driven by High-Cost Drugs and Devices and Unbundled 

Diagnostics (£12.3m) and pressures within Independent Sector (£2.3m). 

Non-Acute reports a forecast adverse variance of £16.6m mainly due to 

pressures reported within Continuing Healthcare (£20.1m), offset in part by 

underspends of £3.7m reported within Community mainly due to delays in 

programme expenditure linked to the Community Services Review (CSR).

The remainder has been offset by a £3.1m pay underspends and the 

release of recurrent and non-recurrent benefits, enabling the ICB to report 

a breakeven position.



Month 9 Summary Position (cont.)
Month 9 Summary Position

Pay

The below table summarises the Month 9 pay position split between Programme and Running Cost. The YTD position is £2.8m favourable to 

budget. 

Pay is forecasting a total favourable variance of £3.1m, which is mainly driven by vacancies. Running cost pay is forecasting a favourable variance 

of £2.2m. Non-RCA (Programme) pay costs are forecasting a favourable variance of £0.9m. The forecast includes double running, transition, and 

at-risk costs (£2.0m), excluding these costs the ICB would be reporting an overall favourable variance of c£5.0m.

The pay budget outlined above includes the 2024/25 pay award. Prior to the award, the pay budget was £56.9m. For the 2023/24 financial year, 

the pay budget was £62.3m, leading to a realised pay saving of £5.4m as a result of the Change Programme.



Month 9 Summary Position (cont.)
Month 9 Summary Position

Use of Non-Recurrent Funds  
During 2024/25 planning the ICB committed the use of c£14.6m of non-recurrent funding to deliver a planned surplus of £14.6m (as per final 

submitted plan on 12th June) to achieve a System breakeven position. The ICB has initiated an in-year recovery programme to ensure this target 

is met, noting that use of non-recurrent measures to support recurrent expenditure adversely affects the ICBs underlying position. The underlying 

position will continue to be monitored and reported throughout the financial year.

Complex Individualised Commissioning (CIC) and Continuing Health Care (CHC) 
At Month 9 the ICB is reporting a position for Complex Care, Complex Individualised Commissioning (CIC) and Continuing Healthcare (CHC), of 

£174.8m (£16.3m adverse) YTD and FOT of £231.5m (£20.1m adverse). 

The £20.1m FOT adverse variance is driven by CHC and is driven by pressures within CHC Fully Funded (£15.2m) of which (£4.2m) is CIP 

slippage and (£11.0m) a combination of price and activity. There are further adverse variances in FNC (£2.8m), Discharge (£1.6m) and Children 

(£0.4m) largely activity driven.

Acute Services
At Month 9 the Acute position is reporting an adverse variance to plan of £14.7m, driven by spend within High-Cost Drugs and Devices (HCDD) 

£12.3m and increased spend with Independent Sector providers (£2.3m).

Other Programme & Running Costs
Other Programme & Running Costs report a favourable YTD and forecast position of £20.3m and £31.3m respectively. This is mainly driven by the 

release of both recurrent and non-recurrent measures to offset pressures reported within Continuing Care, Acute Services and Primary Care 

Prescribing.



Month 9 Summary Position (cont.)
Month 9 Summary Position

Underlying Position (ULP)
For Month 9 the ICB reports a ULP deficit of c£39.2m. The position is driven by recurrent in-year pressures (namely within Continuing Healthcare 

and Acute) that have been covered via recurrent and non-recurrent measures, owing to an overall recurrent underlying pressure.

Risks & Mitigations
The ICB reports a risk adjusted position of c£16.3m, mitigated to £7.0m (net risks). Within the net risk position, £8.9m is reported in CHC and CIC 

driven by CIP delivery and the risk of activity and price increases.

At Month 9 all risks have been mitigated by in-year recurrent and non-recurrent measures. Any emerging risks will be covered via a financial 

recovery plan.

To note that the use of non-recurrent mitigations to cover recurrent risks will impact on the ICB’s underlying financial position.

Cost Improvement Programme (CIP)
The Month 9 CIP performance reports an adverse variance of £4.7m against the Month 9 plan of £26.2m. This adverse variance is primarily driven 

by slippage and unidentified CIP in Complex Care (£4.2m) and unidentified CIP in Prescribing (£0.5m).

Against the £26.2m target, the ICB has identified £18.3m in recurrent schemes, £4.0m in non-recurrent schemes, with £3.9m currently 

unidentified.



ICB Month 9 Year to Date Financial Performance
The table below provides commentary on variances by service area



ICB Forecast Outturn Financial Performance
The table below provides commentary on variances by service area



Month 9 Risks & Mitigations

Month 9 Risk Position

For Month 9, the total identified risks amount to £28.6m. These risks have been evaluated and categorised using a RAG (Red, Amber, Green) rating system, which 

assesses the likelihood of each risk materialising. The total risk adjusted position for Month 9 is £16.3m.

The overall opportunity position reported within both Community and Primary Care (£1.4m and £2.5m respectively) relate to potential non-recurrent benefits that could be 

released into the financial position linked mainly do Investment & Impact Fund (Primary Care) and Ageing Well (Community). The opportunity position reported within 

Finance (£2.2m) relate to additional non-recurrent measures identified to help mitigate the overall risk position for 2024/25.

Mitigations 

The ICB reports a fully mitigated risk position for Month 9. Identified mitigations are currently £9.3m (risk adjusted), the ICB therefore requires additional mitigations of £7.0m 

to fully cover the risk position at Month 9. These additional mitigations are expected to be achieved through an in-year financial recovery programme, noting that the use of 

non-recurrent mitigations to cover recurrent risks will impact on the ICB’s underlying financial position.
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Appendix 1: Income & Expenditure Statement



Appendix 2: Cashflow Statement



Appendix 3: Block Contracts



Appendix 3: Block Contracts (cont.)
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