Business Case for Commissioning a Petals Service
Hospital / NHS Trust Template
Specialist counselling following pregnancy and baby loss
	Organisation
	(NHS Trust / ICB)

	Prepared by
	(Name / role)

	Date
	(Date)

	Proposed start date
	(Date)

	Proposed term
	(12 / 24 months)

	Funding requested
	£( )



Purpose of this template
This template is designed to support maternity, bereavement, neonatal and commissioning teams in developing a local business case to commission a Petals service. Sections in brackets and highlighted in yellow should be completed with relevant local information. The national evidence and information about the Petals service can be retained within the business case to support the case for commissioning the service.


1. Executive Summary
This business case proposes a formal paid partnership between (NHS Trust/ICB) and Petals, the Baby Loss Counselling Charity, to provide timely, specialist counselling for parents following pregnancy or baby loss, including miscarriage, stillbirth, neonatal death and termination for medical reasons (TFMR).

The proposed service would provide families with a clear referral pathway into specialist psychological support, complementing existing maternity, bereavement, perinatal mental health and community services. It responds to national maternity reviews and bereavement care standards which consistently highlight the importance of compassionate follow-up and timely access to appropriate emotional and psychological support following pregnancy and baby loss.

Approval sought: (Trust/ICB) is asked to approve funding of £(X) for an initial (12/24)-month partnership with Petals, supporting approximately (X) families per year. Service activity, outcomes and financial performance will be monitored and reviewed at agreed intervals.


2. Local Case for Investment
This section should be completed by the local team to set out the current provision, identified gaps and local need for specialist counselling following pregnancy and baby loss. This will help demonstrate how a Petals service would complement existing support and respond to the needs of families within the Trust/ICB.



	Pregnancy/baby losses in the Trust annually
	( )

	Current bereavement and psychological support
	(Describe existing provision)

	Current referral route(s)
	( )

	Current waiting time / access issues
	( )

	Identified gap in provision
	( )

	Estimated families requiring Petals annually
	( )

	Local strategic / quality priorities supported
	( )



Suggested local rationale
(Trust/ICB) has identified a gap in access to specialist counselling following pregnancy and baby loss. While existing services provide important clinical, bereavement and mental health support, (briefly describe the local gap – for example, limited access to specialist counselling, long waiting times, reliance on signposting to different services, or no dedicated pathway following baby loss).

Commissioning Petals would provide families with a clear referral pathway into timely, specialist counselling following pregnancy or baby loss, complementing the support already available within the Trust.


3. Proposed Petals Service
Petals provides specialist counselling for parents following pregnancy and baby loss, with a clear pathway from referral through to completion of counselling. The commissioned service includes:
· Initial contact within 48 hours of referral. 
· Triage assessment within 14 days. 
· Counselling commencing within six weeks. 
· A triage assessment and five counselling sessions within the standard commissioned package. 
· Counselling delivered by professionally accredited counsellors with specialist expertise in pregnancy and baby loss. 
· CORE-OM outcome measures to monitor psychological progress. 
· Support available to individuals and couples. 
· Remote access to counselling, with interpretation through LanguageLine and British Sign Language support available where required. 
· Ongoing partnership support, service monitoring and agreed reporting.

Proposed local model
	Eligible referrals
	(Define locally)

	Referral route
	(Health professional / self referral)

	Estimated annual cases
	( )

	Cost per standard case
	£600

	Estimated annual investment
	£( )


4. Why Specialist Counselling is Needed
Pregnancy and baby loss can have a significant and enduring psychological impact. Families may experience grief alongside trauma, anxiety, depression, loss of trust in healthcare and fear around future pregnancies. National reviews have repeatedly highlighted inconsistent follow-up, poor signposting and gaps in access to emotional and specialist psychological support.

Petals is designed to provide early specialist intervention for families who may not require, or meet thresholds for, secondary mental health services but who need more than information, signposting or routine bereavement support.


5. Petals Complements Rather Than Duplicates NHS Provision
Petals does not replace the role of bereavement midwives, maternity and neonatal teams, GPs, NHS Talking Therapies, Maternal Mental Health Services or specialist perinatal mental health services. It adds a distinct counselling pathway specifically focused on the psychological impact of pregnancy and baby loss.  This means:
Bereavement teams can continue to provide practical, clinical and compassionate bereavement care.
Specialist NHS mental health services remain the appropriate pathway for people whose presentation requires that level of assessment or treatment.
Petals provides a defined therapeutic pathway for appropriate mild-to-moderate psychological need following pregnancy or baby loss.
A commissioned pathway reduces reliance on ad-hoc signposting and gives staff a clear specialist referral option.


6. Outcomes, Quality and Accountability
Petals uses CORE-OM to measure psychological progress and provides partnership reporting to support transparency and service evaluation. The commissioned service can report agreed activity and outcome measures, including referral volumes, access times, counselling activity and clinical outcome data.

Petals will work with (Trust/ICB) to monitor the delivery, accessibility and impact of the commissioned service. Reporting can include:
Number of referrals and accepted cases
Time from referral to contact, triage and counselling
Counselling sessions delivered and completion rates
CORE-OM outcomes
Client feedback
Equality and access data where agreed
Financial/activity position against commissioned capacity


7. National Maternity and Neonatal Evidence
The case for timely, specialist psychological support following pregnancy and baby loss has been reinforced across successive national maternity reviews. The Shrewsbury and Telford Ockenden Review, the East Kent “Reading the Signals” investigation, the 2026 Nottingham Ockenden Review and the Independent National Maternity and Neonatal Investigation all reinforce recurring themes: families must be listened to, treated with compassion, supported following loss and harm, and able to access appropriate emotional and specialist psychological support when it is needed.

7.1 Earlier national maternity reviews
The 2022 final Ockenden Review into maternity services at Shrewsbury and Telford established immediate and essential actions for maternity services across England, including expectations around appropriate bereavement care, identification of psychological distress and pathways into emotional and specialist psychological support. The 2022 East Kent “Reading the Signals” investigation reinforced the need for compassion and kindness, listening and responding to families, effective teamwork and honest responses when things go wrong.


7.2 Nottingham Ockenden Review (2026) – Petals named directly
The Nottingham Ockenden Review, published in June 2026, highlighted the significant and lasting physical, emotional, psychological and financial impact that maternity harm can have on families. The Review identified concerns around bereavement support and after-death care, including inconsistent follow-up, poor signposting and families experiencing limited or fragmented access to counselling.

Of particular relevance, Petals is named directly within the Review. It records that funding for the dedicated Petals service was discontinued in Spring 2025 and that this had adversely affected the local pregnancy and baby loss community. Petals had been the sole specialised service available for referrals relating to pregnancy or baby loss, and the Review subsequently identified concerns around the capacity of alternative services and uncertainty amongst staff about appropriate referral options.

This provides important independent evidence of the value of having a clearly defined, specialist pathway for families following pregnancy or baby loss. It demonstrates the importance of ensuring that families can be referred directly to appropriate specialist psychological support, rather than relying on a range of alternative services with differing capacity and provision.


7.3 National Maternity and Neonatal Investigation (2026)
The Independent National Maternity and Neonatal Investigation led by Baroness Amos further strengthened the national focus on listening to women and families, compassionate responses following harm, tackling inequality and addressing the psychological impact of adverse maternity and neonatal experiences. A Petals pathway can sit alongside statutory maternity, neonatal, bereavement and mental health services as a practical route into specialist counselling following pregnancy and baby loss.


8. National Bereavement Care Pathway - Gold-Standard Bereavement Care
The National Bereavement Care Pathway (NBCP), led by Sands in collaboration with bereaved families, charities, Royal Colleges and professional bodies, is a nationally endorsed framework for high-quality and equitable NHS bereavement care. All 128 NHS England Trusts with a maternity unit have publicly committed to adopting its nine standards. The standards were refreshed in 2024.
The nine standards cover personalised care; appropriate and accessible bereavement spaces; opportunities to make memories; emotional and specialist psychological support; communication of a bereavement across services; learning from a baby’s death with families kept informed; appropriate staffing; training and resources; and support for healthcare staff.

Petals has a particularly direct role in supporting Standard Four: bereaved parents and families should be informed about and, where needed, referred for emotional support and specialist psychological support. A formal Petals partnership turns that expectation into a defined commissioned pathway, giving staff a clear specialist referral option and families timely access to counselling focused on pregnancy and baby loss.


9. Equity and Accessibility
A formal partnership with Petals can help ensure families have consistent access to specialist counselling across the Trust/ICB area. Petals provides counselling remotely, with interpretation through LanguageLine and British Sign Language support available where needed, helping to reduce barriers relating to language, communication and location.

Local context:
Use this section to describe any local inequalities in access, underserved communities or specific equality priorities that the proposed Petals service could help to address.


10. Cost and Value
The standard Petals commissioned case is £600 for a triage assessment and five counselling sessions. Quarterly finance reports and six-month outcome reports are included; any partnership management fee is based on contract size.

	Item
	Assumption
	Annual value

	Estimated cases
	(X) cases
	

	Standard case cost
	£600
	

	Case funding
	(X) x £600
	£( )

	Partnership management fee
	(if applicable)
	£( )



When considering value for money, the cost of the service should be considered alongside the wider benefits of having a clear, specialist referral pathway for families. This includes timely access to appropriate support, measurable outcomes, less reliance on ad-hoc referral arrangements and a practical way for the Trust to respond to national recommendations and standards for maternity and bereavement care.

11. Implementation, Governance and Reporting
Once funding has been agreed, Petals will work with the Trust/ICB to establish the service and ensure there is a clear and straightforward pathway for families. This will include:
Agreeing the eligibility criteria and referral pathway.
Identifying key contacts within Petals and the Trust/ICB.
Putting the necessary contractual and information governance arrangements in place.
Ensuring relevant maternity, neonatal, bereavement and mental health teams understand the service and how to refer families.
Supporting the launch of the service with appropriate information and communications.
Providing regular reporting on referrals, activity, outcomes, access and the financial position of the partnership.
Reviewing the service together at agreed intervals, including a formal review ahead of the end of the initial contract period.


12. Risks and Mitigations

	Risk
	Potential impact
	Mitigation

	Demand exceeds commissioned capacity
	Waiting / budget pressure
	Monitor activity and agree escalation or additional funding process.

	Low awareness of pathway
	Under-utilisation
	Launch communications and brief relevant teams.

	Duplication with existing services
	Confusion for staff/families
	Define eligibility, interfaces and referral criteria before launch.

	Funding is non-recurrent
	Loss of established pathway
	Review outcomes and future funding well before contract end.




13. Recommendation and Approval Requested

Recommendation: (Trust/ICB) approves funding of £(X) for an initial (12/24)-month partnership with Petals to provide specialist counselling for approximately (X) families affected by pregnancy and baby loss, with activity, outcomes and financial performance reviewed at agreed intervals.
The proposed partnership would provide a clear, specialist and measurable counselling pathway; support delivery of the National Bereavement Care Pathway; and provide a practical local response to the recurring findings of national maternity investigations, including the 2026 Nottingham Review in which Petals is specifically identified.




Appendix A - Evidence and sources
Final Ockenden Review: Maternity Services at the Shrewsbury and Telford Hospital NHS Trust (2022).
Reading the Signals: Maternity and neonatal services in East Kent (2022).
Ockenden Review into maternity services at Nottingham University Hospitals NHS Trust - Final Report (24 June 2026).
Independent National Maternity and Neonatal Investigation (2026).
National Bereavement Care Pathway (England), led by Sands - nine bereavement care standards, refreshed 2024.

Appendix B - Local information to attach where available
Local loss/referral activity data
Current pathway map
Relevant patient experience or feedback
Local maternity/neonatal quality priorities
Equality impact information
Proposed financial approval route / cost centre
Petals service specification or proposed SLA
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