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Knowledge Platform: progress update and addendum to original business case
Purpose of paper
For approval
Board action required
The Board is asked to:
1. Receive a progress update on delivery of the Knowledge Platform, described in the original Business Case - Implementation of a platform to enable guidance content management and publication.
2. Approve an addendum to the original business case to enable completion of the additional component-level taxonomy and versioning capabilities required to realise the full strategic value of the AWS co-built Knowledge Platform at handover. 
3. Approve an increase of up to £850K (exc. VAT) in supplier build costs, through a variation to the existing contract and within the permitted 50% contract extension limit, subject to Professional Services Business Case (PSBC) and Digital and Technology spend control approval.
Brief summary
The Knowledge Platform is an enabler for transforming how NICE creates, manages, stores and publishes guidance content. It supports NICE’s transition from a document-based publishing model to a structured knowledge model, allowing content components to be reused, combined and delivered in more flexible ways to meet user needs. This will enable NICE guidance to be surfaced in systems, products and interfaces, both NICE-produced and through secondary reuse, to support users in making decisions.
The Knowledge Transformation programme, including discovery and development of the Knowledge Platform with AWS, is demonstrating that the approach described in the original business case is viable and capable of supporting the anticipated business benefits.
Delivery is on track against the agreed sprint priorities. As build completion approaches, and as NICE and AWS have developed a fuller understanding of knowledge graph technology, additional functionality has been identified that would fully enable the component-level taxonomy and versioning capabilities required to support future authoring, publishing and syndication. These capabilities are now understood to be essential foundations for realising the strategic value of the Knowledge Platform and business case benefits, enabling interoperability with recognised clinical coding and classification standards and systems.
While the additional work is still being estimated by AWS, Board approval is sought to extend potential supplier build costs by up to £850K (excluding VAT), within the permitted 50% contract extension limit. This remains within the scope of the original Invitation to Tender and the awarded three-year supplier contract. Request for additional Professional Services Business Case (PSBC) and Digital and Technology spend control approval has also been made, and any additional funding will be absorbed within the existing NICE budget.
Board sponsor
Clare Morgan, Director of Impact and Partnerships


Introduction 
The Knowledge Platform is an enabler for transforming how NICE creates, manages, stores and publishes guidance. It supports NICE’s transition from a document-based publishing model to a structured knowledge model, allowing content components to be reused, combined and delivered in more flexible ways to meet user needs.
Delivery of a platform and associated functionality, alongside business transformation, will deliver four of the six strategic aims of the usable guidance product strategy and associated business benefits (by 2027/28):
· Users find it easier to navigate to relevant guidance content
· Content is presented in a way that enables users to make decisions
· We provide content in a format that is easy for secondary users to access and re-use
· The content provided is complete, up to date and accurate
The strategic direction set out in the Usable Guidance Product Strategy, the original business case and the agile development of the Knowledge Platform with external expert partners is now beginning to be realised. Delivery to date has demonstrated that NICE’s approach to transforming guidance from static documents into structured, reusable knowledge remains correct. The ambition to realise the majority of business benefits by 2027/28 remains on track.
Progress update - Knowledge Platform delivery
The Knowledge Transformation programme, including discovery and development of the knowledge platform with Amazon Web Services (AWS), is demonstrating the approach described in the business case is viable and capable of supporting the anticipated business benefits.
The programme is currently in Sprint 10 of a 13-sprint agile delivery approach. Significant progress has been made in establishing the core foundations of the Knowledge Platform. Delivery to date includes platform infrastructure, semantic data models, a knowledge graph, foundations for API-enabled access and component-level search capability. A functional minimum viable product has now been delivered and validated, including semantic and keyword search, ingestion of guidance content into the knowledge graph, modelling of all agreed guidance component types and a working visualiser to support quality assurance of ingested content. Completion of a Content Creation Service discovery will inform NICE’s direction as we move into development.   
During discovery and delivery, NICE and AWS pivoted from the original approach of modelling recommendations alone to modelling all guidance component types in the knowledge graph. This represents a significant enhancement to the original design. It increases the long-term value of the platform by enabling a broader range of knowledge assets to be managed, connected and reused, and it establishes a stronger foundation for future knowledge-based products and services, including reuse by secondary users.
Current sprint activity is focused on knowledge transfer, documentation, environment stabilisation, defect remediation and handover planning, to ensure NICE can sustainably operate and develop the Knowledge Platform following completion of supplier-led delivery.
Additional deep-dive work is also underway to better understand the taxonomy and versioning capabilities required to support future authoring, knowledge mobilisation and syndication functionality.
As delivery has progressed, and understanding of the knowledge graph technology has matured, NICE and AWS have identified additional functionality relating to component-level taxonomy and content versioning that would further enable the strategic ambitions of the programme and maximise the value of the platform foundations delivered to date. We are working with the supplier to determine the estimated cost of delivery.
Why additional investment is required
During agile delivery of the knowledge platform, NICE and AWS have developed a deeper understanding of the opportunities provided by knowledge graph technology and of the requirements needed to support NICE’s future knowledge model.
As the platform foundations have matured, additional requirements have emerged relating to component-level taxonomy and versioning. These capabilities are now understood to be essential to support future authoring tools, publishing, syndication and reuse of structured content at scale. They will also provide the foundation for future alignment of NICE knowledge with recognised clinical coding and classification standards, improving interoperability with third-party systems such as electronic health records. This will increase the ability of NICE guidance to be consumed, referenced and reused within clinical workflows and digital services, such as the Single National Formulary. Without these capabilities, NICE would be less able to realise the strategic value of the platform foundations already delivered or achieve the longer-term transition to a knowledge-based operating model.
While this additional work is still being estimated by our partner, Board approval is therefore sought to extend potential supplier build costs by up to £850K (ex VAT), within the permitted 50% contract extension limit, to enable further development costs as required.
The proposed additional investment will enable NICE to complete these foundational capabilities while retaining the knowledge, expertise and momentum established through the existing supplier partnership. The work remains within the scope of the original business case, procurement and awarded three-year contract.
A request to extend the DHSC professional services spend control limits has also been made and any additional funding will be absorbed within the existing NICE budget.
The addendum and Board request reflect the programme’s progression from conceptual scope at business case approval to a validated, engineered solution following discovery and prototyping. The additional investment supports the transition from feasibility to production.
Financial implications
Original Business Case (May 2025)
The original business case approved supplier funding of £2.1M (inc VAT) for 2025-2027. 
Since then it has been determined that VAT is recoverable for this work.
	FINANCIAL SUMMARY

	Summary Finance
	2025-26
	2026-27
	2027-28
	Recurrent
	TOTAL

	
	£000
	£000
	£000
	£000
	£000

	Pay:
	0
	143
	143
	0
	286

	DDaT
	
	143
	143
	0
	286

	Indicative Running Costs: Support (*1)
	 
	225
	300
	301
	525

	Non Pay:
	1,010
	1,247
	132
	132
	2,389

	Professional Services (*2) inc. VAT
	715
	845
	
	 
	1,560

	Compute (Infrastructure) Semantic Search (*3)
	50
	100
	100
	100
	250

	Contingency (*4)
	245
	302
	32
	32
	579

	Total Cost 
	1,010
	1,390
	275
	132
	2,675


*1. Anticipated as in-house pay costs and is based on 20% of estimated build costs.  However, this may change to a non-pay maintenance/call-off contract. These costs are not included in the ask of this business case. 
*2. Professional services include collaborative design and build, capability building and handover by an external supplier.
*3. These recurrent infrastructure costs are in addition to the £400k per annum we currently spend. There are no license requirements and therefore no licensing costs are included.
*4. Contingency costs of 32% (non-pay costs) based on the middle of green book guidance to cover undetermined costs and expenses.



Proposed Business Case Addendum 
	FINANCIAL SUMMARY

	Summary Finance
	2025-26
	2026-27
	2027-28
	Recurrent
	TOTAL

	
	£000
	£000
	£000
	£000
	£000

	Professional Services Extension (*5) ex. VAT
	
	850
	
	
	850

	Total Cost 
	
	850
	
	
	850


*5. Professional services extension of up to £850K (ex VAT) to cover additional collaborative design and build, capability building and handover with an external supplier.
Proposed addendum
The proposed addendum seeks approval for a professional services extension of up to £850K, excluding VAT, to cover additional collaborative design and build, capability building and handover with the external supplier.
This paper seeks approval to extend potential supplier build costs by up to £850K (exc. VAT), within the permitted 50% contract extension limit. This would increase professional services supplier build costs to £2.55m (ex VAT).
The additional spend:
· Is within the scope of the original contract and allowable extensions
· Will be delivered via variation to the existing RM6100 contract
· Is permissible within the existing contractual route and does not require re-procurement.
Approval of this addendum is subject to:
· Additional Professional Services Business Case (PSBC) approval
· Additional Digital and Technology spend control approval
	Work is already underway to secure these approvals.
The proposal represents the most cost-effective route to completing the Phase One foundations and realising the full benefits outlined in the original business case.
Board action required
The Board is asked to:
1. Receive a progress update on delivery of the Knowledge Platform, described in the original Business Case - Implementation of a platform to enable guidance content management and publication
2. Approve an addendum to the original business case to enable completion of the additional component-level taxonomy and versioning capabilities required to realise the full strategic value of the AWS co-built Knowledge Platform at handover.
3. Approve an increase of up to £850K (exc. VAT) in supplier build costs, through a variation to the existing contract and within the permitted 50% contract extension limit, subject to Professional Services Business Case (PSBC) and Digital and Technology spend control approval.
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