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BUSINESS CASE PRO FORMA FOR MODERATE EXPENDITURE 

	PROJECT TITLE
	

	SPONSORING DEPARTMENT 
	

	AGENCY / ALB / NDPB (IF APPLICABLE)
	

	SENIOR RESPONSIBLE OWNER
	

	EST. CAPITAL COST (INCLUDING OB & INFLATION)
	

	EST. REVENUE COST (INCLUDING INFLATION)
	


		
	
	SIGNED 
	DATE

	PROJECT MANAGER
	
	

	APPROVING OFFICER / GRADE
	
	


		
	Case
	Sign-off Team
	Officer
 
	Date
	Explanation if no specialist advice sought.

	Strategic Case
	Economists/policy side

	
	
	

	Economic Case
	Economists

	
	
	

	Commercial Case
	Procurement (e.g. CPD/COPE)
	
	
	

	Financial Case
	Budget holders (e.g. Finance Division)
	
	
	

	Management Case
	Project manager/SRO

	
	
	



· This pro forma is designed for general projects with moderate expenditure. Other pro formas can be found here.
· If your expenditure decision exceeds £50M you must secure DoF approval to a Strategic Outline Case (SOC) before embarking on an OBC. In this case, DoFs Business Case template for major expenditure is likely to be more appropriate at OBC stage. You are advised to check whether your own Department has a lower internal delegated limit for SOC approval.
· Proportionate effort should be used throughout. The level of detail provided should be based on the judgement of the appraiser. 
· Text boxes can be expanded depending on the level of detail required.
· For detailed guidance on business cases and expenditure appraisal, consult the Better Business Case NI website or seek advice from relevant professionals within your department. 
· In terms of signoffs in the table above:
· Economist technical sign-off is provided on the basis the proposal offers value for money if implemented and delivered as described.
· Finance sign-off is provided on the basis the proposal is affordable and funding has been/will be secured.
· Procurement sign-off is provided on the basis that procurement arrangements are reasonable and comply with the relevant requirements.
· Project Manager/SRO sign-off is provided on the basis the project management arrangements are robust and the project will be managed in line with best practice guidance.

	
BACKGROUND TO THE PROJECT




Please summarise the background to the project, the purpose of the business case, and the expenditure for which approval is being sought. 

	Background

	






	

STRATEGIC CASE

Please refer to Pages 17-26 of the HMT Better Business Cases Guidance on developing business cases for projects and programmes when completing this section.




Ascertain the Strategic Fit and Agree the Strategic Context
Please provide details on:
The nature and work of the organisation within which this project is taking place if not central Government.
How the project links to existing policies / strategies including the Programme for Government, the Climate Change Act and draft Carbon Budget requirements.
Any notable changes since SOC (if applicable).

	Strategic Fit /Strategic Context

	








	Workshop 1 – Case for Change 

Please refer to page 36 of the HMT Guidance on developing business cases for projects and programmes. 










Case for Change 
Existing arrangements and Business Needs
Describe the existing arrangements that are in place (i.e., business as usual/ what is currently provided). This may include, but not be limited to throughput and turnover, existing costs, asset availability / utilisation and condition. 
Describe deficiencies associated with the current provision and the implications if the project does not proceed.
Include suitable quantification of the nature and level of future needs/demands – future projections should be supported by evidence of historical demand over the past 3-5 years.
Provide details around the service gap (i.e., the difference between current provision and where the business wants to be in line with the spending objectives of this proposal).

	Existing Arrangements and Business Needs

	









Determine potential business scope and key service requirements
Identify potential service improvements. When doing this, it is useful to classify needs / requirements based on the following hierarchy:
The ‘Essential’ requirements without which the project would not be judged to be a success.
The ‘Desirable’ requirements which the project may justify extra expenditure on a value for money basis.
The ‘Optional’ requirements, which the project may justify on a marginal low cost and affordability basis.

	Range
	Essential
	Desirable
	Optional

	Potential scope
	
	
	

	Key service requirements
	
	
	



Spending objectives for the project 
· Specify spending objectives for the project that focus on the rationale and drivers for further intervention and the key outcomes and benefits we are seeking to achieve in support of the organisation’s business strategy. See page 32 of HMTs guidance. This should focus on measuring improvement.

	#
	Objective
	 Linked Targets

	1.

	
	

	2.

	
	

	3.

	
	

	4.

	
	



Determine constraints and dependencies
Constraints
Specify any constraints that have been placed on the project. Constraints are the external conditions over which the project has little or no control. This may include, but not be limited to affordability; spatial; legislative; timing; legal, technological constraints etc.

	Constraints

	





Dependencies
Identify any dependencies outside the scope of the project upon which the ultimate success of the project is dependent, including inter-dependencies between other programmes and projects and external dependencies outside the project environment.

	Dependencies

	





Environmental Screening Process
[bookmark: _Hlk193984176][bookmark: _Hlk193983604]Consider the potential environmental and climate impact of the project by completing the screening form overleaf. For more information on each of the screening questions and how to complete this form, see Incorporating Environmental and Climate Considerations into Business Cases. 

[bookmark: _Hlk193983631]If, after completing part 1 of the screening form overleaf, it is determined that the project is not likely to have a notable impact, you should explain why this is the case and move on - there is no need to complete Part 2.

If, however, the project is likely to have a notable impact on the environment and climate, you should complete part 2 of the form and apply the remainder of the Guidance as appropriate.

23

	ENVIRONMENTAL AND CLIMATE SCREENING FORM

	Environmental and Climate Consideration
	PART 1
What is the likely level of impact expected?
(None/Minor or Notable)
	PART 2:
If a notable impact is expected, is this likely to be Positive or Negative?
	If the impact is notable, indicate how this will be appraised in the business case in the relevant boxes below.

	
	· 
	
	Monetisable
	Quantifiable
	Qualitative
	Risk

	A change in land use or management
	
	
	
	
	
	

	GHG Emissions and Climate Change Mitigation
	
	
	
	
	
	

	Climate Change Adaptation
	
	
	
	
	
	

	Air Quality

	
	
	
	
	
	

	Water body and water quality
	
	
	
	
	
	

	Wildlife, wild vegetation and/or soil quality
	
	
	
	
	
	

	The supply of raw materials
	
	
	
	
	
	

	Green Jobs

	
	
	
	
	
	

	Outdoor recreation

	

	
	
	
	
	

	Relevant section of the Economic Case
	Monetary Appraisal
	Non-monetary analysis
	Risk Appraisal



THE STRATEGIC CASE SECTION OF THE OBC HAS BEEN COMPLETED AND MUST BE KEPT UNDER REVIEW

	

ECONOMIC CASE

Please refer to Pages 37-54 of the HMT Guidance for developing business cases for projects and programmes when completing this section.




	Workshop 2 – Identifying and Assessing the Options

Please refer to page 46 of the HMT Guidance on developing business cases for projects and programmes.




Agree Critical Success Factors (CSFs) 
Identify and agree the CSFs for the project - These are the attributes essential for successful delivery of the project.
The critical success factors for the project must be crucial, not merely desirable, and not set at a level that could exclude important options at an early stage of identification and appraisal.
Five basic CSFs which should be considered for all proposals are: strategic fit and business needs; potential VFM; supplier capacity and capability; potential affordability and potential achievability. 
In some cases one or two more may be added, but if a proposal’s objectives, constraints and dependencies are correctly understood this is rarely the case. At most the number should not exceed seven.  

	Critical Success Factors

	





















Determine the long-list of options 
Identify a wide range of possible options for achieving the project’s business needs, potential scope and service requirements, and undertake an assessment of how well each option meets the spending objectives and critical success factors agreed for the project.
Use the Options Framework template on the Better Business Cases NI website  to identify the long-list of options – key dimensions include Scope (What?), Service Solution (How?), Green Solution (How Green, if applicable), Service Delivery (Who?), Service Implementation (When?) and Funding. It is important that these key dimensions are considered in sequence, as this prevents the long-list becoming unmanageable with a large combination of options which is not necessary.
The long-list must include the Business As Usual and a realistic Do Minimum
Pages 40-45 of the HMT Better Business Case Guide will provide further information on the options framework.

Recommend a preferred way forward
Use the completed options framework template from above to arrive at an options shortlist. 
There must be at least 4 short-listed options – BAU, Do Minimum, the recommended preferred way forward and one or two other options which would be more or less ambitious than the recommended option.  
Note the preferred way forward at this stage will not necessarily be the preferred option, which is identified later from appraisal of shortlisted options (in terms of costs, benefits, risks).

	Shortlisting Options

	





	Workshop 3 – Assessing the Short-listed Options

Please refer to pages 54 of the HMT Guidance on developing business cases for projects and programmes.

Note: Given the nature of the workshop and stakeholders involved, it may also be useful to include discussions around the financial model and appraisals as part of this workshop.










Prepare the economic appraisals for shortlisted options
It is good practice to do the following when calculating the monetary costs and benefits for the short-listed options:
Include all monetary costs/benefits arising from the project (inclusive of public, private and third sectors)
Include tables that show a detailed breakdown of total monetary costs/benefits by individual cost/benefit line.
Provide a clear explanation of assumptions. For example, what calculations did you make for each cost/benefit line and why? What evidence did you use to come up with these assumptions?
Calculate the Net Present Social Value/Cost (NPSV/NPSC) (an excel template for this can be found here). Formula should be used to show the derivation of the cost estimates, and these should be easily reconciled with the assumptions summary tab. Excel sheets should accompany this pro forma. 
Optimism Bias (OB) should be included where appropriate in NPSV/NPSC calculations. Use OB calculators if required and follow guidance.  
The effects of general inflation must be excluded from the NPSVs/NPSCs i.e., prices should be in real terms. 
The appraisal period must be based on the useful life of the asset or the duration of the level of service to be provided. 

	Monetary Impacts Summary Table 

	Option
	Total Capital Cost 
	Total Operating Cost
	Total Monetary Benefits
	NPSV/NPSC

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	



Undertake non-monetary impacts appraisal
Undertake an appraisal of the quantifiable and qualitative impacts and explain why these are important enough to affect the decision for the ranking of the options. A template for this can be found on the Better Business Cases website.
Where possible, avoid defining impacts that cannot be measured, assessed, or evaluated in any realistic way because there is no established evidence base. Both the quantifiable and qualitative impacts must be recorded in the Benefits Realisation Plan. 

	Non-Monetary Impact Appraisal

	









Undertake risk appraisal
Identify and quantify the risks and mitigations associated with the short-listed options. The probability of each risk occurring and its likely impact should be assessed, along with an overall risk rating. A template for this can be found on the Better Business Cases website. 
Project managers should ensure a risk register is developed from the beginning of the project, this should be updated and reviewed on a regular basis.

	Risk Appraisal

	





Undertake sensitivity analysis
Sensitivity Analysis
Sensitivity analysis is used to test the vulnerability of options to future uncertainties. It involves testing the ranking of the options by changing some of the key assumptions, for example switching values/scenarios for costs and the delivery of benefits.
Sensitivity analysis may not change the preferred option. However, if small changes in the assumptions alter the ranking, it is an indication that the investment process should proceed cautiously, because it has non-robust elements in it.
This analysis should be undertaken in two stages, switching values and then scenario analysis looking at best and worst possible outcomes. See HMT guidance, (page 52) for information on both and an explanation about interpreting results.  

	Sensitivity Analysis

	







Identifying the preferred option
Conclusions should be drawn on each of the different options, considered in terms of cost, benefit, risk and its ability to meet the spending objectives – a summary table like the one below may be useful.
Preferred option should be identified and justified.

	
	Option 1
	Option 2
	Option 3
	Option 4

	Description
	
	
	
	

	Net Present Social Cost/Net Present Social Value
	
	
	
	

	Monetised Benefit-Cost Ratio[footnoteRef:1] (if applicable) [1:  A BCR should only be calculated for monetised costs and benefits (I.e., it is not appropriate to include non-monetary impacts in this calculation).] 

	
	
	
	

	NPSC/NPSV Options Rank
	
	
	
	

	Non-Monetary Impacts Score
	
	
	
	

	Non-Monetary Impacts Options Rank
	
	
	
	

	Risks Score
	
	
	
	

	Risk Assessment Options Rank
	
	
	
	

	Overall Rank/Conclusion
	
	
	
	




	Identifying the Preferred Option

	




THE ECONOMIC CASE SECTION OF THE OBC HAS BEEN COMPLETED AND MUST BE KEPT UNDER REVIEW.

	

COMMERCIAL CASE

Please refer to Pages 55-62 of the HMT Guidance for developing business cases for projects and programmes when completing this section.




	Workshop 4 – Developing the Deals

For further details on the purpose, objectives, key participants and outputs of workshop 4, please refer to page 62 of the HMT Better Business Case Guidance on developing business cases for projects and programmes. 




Determine procurement strategy
Determine the procurement strategy and possible procurement routes for the project’s key outputs and activities.
Key considerations are the choice of procurement method and the degree to which early consultation with the supply side is required; and the extent to which the organisation should be acting as a single procurement entity or procuring more collaboratively with other public bodies.
Please outline or append the procurement strategy.
Note, there is no need to complete if no procurement exercise is required.

	Procurement Strategy

	






Determine service streams and required outputs
Identify and summarise the project’s required services and outputs and the potential implementation timescales required.
The project plan for the procurement of its key outputs and activities should be outlined and/or attached to the Project Business Case.

	Service streams and required outputs

	











Outline potential risk apportionment
Identify how the service risks in the Design, Build, Funding and Operational (DBFO) phases of the project may be apportioned between the public and private sectors.
The intention is to optimise the allocation and sharing of risk. Specific risks should be allocated to the party best able to manage it.

	Risk Apportionment

	






Outline potential payment mechanisms
Identify how the project intends to make payment for its key services and outputs over the expected lifespan of the contract(s).
Payment mechanisms should incentivise the service provider to provide Value for Money over the lifespan of the project.
Payment mechanisms for the: pre-delivery phase; operational phase; and extension phase are discussed in more detail on page 60 of the HMT Better Business Cases Guide. 

	Payment Mechanisms

	





Ascertain contractual issues and accountancy treatment
Outline the contractual arrangements for the project, including the use of a particular contract, the key contractual issues for the Deal and its accountancy treatment and personnel implications.

	Contractual issues and accountancy treatment

	






THE COMMERCIAL CASE SECTION OF THE OBC HAS BEEN COMPLETED AND MUST BE KEPT UNDER REVIEW.

	

FINANCIAL CASE

Please refer to Pages 63-67 of the    HMT Guidance on developing business cases for projects and programmes. when completing this section.




	Workshop 

Please note that there is no specific requirement for a further workshop to take place under the financial case. Nevertheless, given the nature and stakeholders involved in Workshop 3, discussions around the financial model and appraisals could take place at that stage.
 



Prepare financial model and financial appraisals
Ascertain the affordability and funding requirements of the preferred option and demonstrate that the recommended project is affordable.
The financial appraisals focus on the affordability and fundability of the project. The costs and benefits appraised in the financial case reflect an accountancy-based perspective.
A Budget statement; Cash flow statement; and Funding statement should be included as part of this appraisal.
The financial appraisal should result in a clear understanding of:
· the capital and revenue implications of the project;
· any financial contingencies (for example, for inflation) on top of any adjustments made in the Economic Case; the impact on the income and expenditure account and the organisation’s charges for services (if applicable);
· the impact on the budget, other sources of available funding and any shortfalls;
· the impact of the project on the organisation’s balance sheet; and
· evidence of commissioner and stakeholder support (if required).
An affordability template is available on the BBC NI website.

	Financial Model and Appraisal

	





THE FINANCIAL CASE SECTION OF THE OBC HAS BEEN COMPLETED AND MUST BE KEPT UNDER REVIEW.

	

MANAGEMENT CASE

Please refer to Pages 68-75 of the HMT Better Business Cases Guidance for developing business cases for projects and programmes when completing this section.



	Workshop 5 – Successful Delivery Arrangements

For further details on the purpose, objectives, key participants and outputs of this workshop, please refer to page 75 of the HMT Guidance on developing business cases for projects and projects.




Plan project management
Put in place the strategy, framework and plans for successful project delivery through the development of the Project Framework and Project Plan.
The appointment of the Senior Responsible Owner as well as the use of any specialist advisers should also be discussed.

	Project Management

	








Plan change management
Put in place the strategy, framework and plans required for managing change.
This should include a change management strategy (linked to benefits realisation), a change management framework (to manage anticipated and unexpected change) and a change management plan (to explain what will be delivered by whom and when in terms of underlying activities).

	Managing Change

	












Plan benefits realisation
Put in place the management arrangements required to ensure that the project delivers its anticipated benefits, including: Benefits realisation strategy; Benefits realisation framework; and Benefits register/Benefits Realisation Plan (BRP).
All the benefits identified in the strategic case and economic case sections of the OBC must be accounted for within the benefits register/BRP.
The benefits register should be updated and reviewed continuously throughout the course of the project.
A benefit profile template can be found on the Better Business Cases NI website.

	Benefits Realisation

	





Plan risk management
Put in place arrangements for managing and mitigating risks during the key phases of the project.
A risk management framework should be established, within which risks are identified, mitigated and managed.
All the risks identified in the strategic case and economic case sections of the OBC must be accounted for within the risk register/log.
The risk register/log should be updated and reviewed continuously throughout the course of the project.
A risk register/log template can be found on the DoF website.

	Risk Management

	





Plan Post-Project Evaluation
Put in place the necessary arrangements for Project Assurance (for example Gateway Reviews), Monitoring and Evaluation.
To ensure an independent and objective approach, evaluations should be led by individuals or teams who have had no responsibility for or involvement in the management or implementation of the proposal under consideration.

	Project Assurance and Evaluation Arrangements

	






THE MANAGEMENT CASE SECTION OF THE OBC HAS BEEN COMPLETED AND MUST BE KEPT UNDER REVIEW.
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