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(Note this template is for large scale non-business as usual expenditures– less detailed pro formas for lower-level expenditure can be found on the DoF Better Business Cases website)

BUSINESS CASE
(Five Case Model)




	SUMMARY INFORMATION

	Project Title:
	

	Department / Team:
	

	Project Type:
	

	Total Project Expenditure:
	£

	
	Capital: £
	Revenue: £

	Project Manager:
	
	BC Author:
	

	Project Approver:
	
	Grade:
	
	Date Approved:
	

	Does the Expenditure Require Approval from DoF?
(Check appropriate box.  Where the answer is “Yes” the DoF Business Case Submission Pro Forma will need to be completed before submission to DOF Supply).
	YES☐
	NO ☐



	
	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

	
	
	



· 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 by a trained project management practitioner, on the basis the project management arrangements are robust and the project will be managed in line with best practice guidance.

Blue Font Italics have been used in this template to inform/advise/instruct and should be removed before finalisation of the case.

A standard set of sub-headings is contained within the sections in this template, which are considered appropriate to most business cases of this scale.  However, other sub-headings may be inserted if relevant to the project.  The level of detail provided under individual headings will be influenced by the type of project and should be proportionate to the scale of expenditure being proposed.
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	Name (Reviewers)
	Role and Team

	The project’s key stakeholders should be included here.  

As well as policy/business area reviews, some examples of reviewers who should be included are:  Economists and the relevant Finance Business Partner. Procurement specialists (CPD or their equivalent) must be included in the case of procurement projects and IT specialists in the case of ICT-related projects.


	

	Name (Information Only)
	

	Other stakeholders may be included here, e.g., those less impacted by the project but who need to be kept informed of developments.  
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[bookmark: _Toc206665135]PREAMBLE AND PROJECT BACKGROUND

This Business Case outlines the justification for (Insert title of project here) and illustrates why it is recommended that it should proceed.  (Explain in a brief sentence or two the background to the project and what it is about)

The (insert appropriate authorisation body/name here) is asked to: 
· approve the preferred option which is Option (Insert number) to (Insert title of option); 
· approve funding of (Insert figure - this should be the funding amount for the preferred option that requires approval from the approving body/name with Optimism Bias applied, where appropriate, but without the discount factor applied.  The figure should be in nominal terms, i.e., accounting for inflation.) which covers the period up to (Insert date and year);
· note that the business case will also have to be submitted to DoF for expenditure approval; (Delete this bullet point if the business case does not need to be submitted to DoF).




[bookmark: _Toc206665136]CASE 1 - STRATEGIC CASE

Please refer to pages 31-36 of HMT’s Guidance on developing business cases for projects and programmes when completing this section.
[bookmark: _Toc206665137]STRATEGIC CONTEXT

In this section, briefly explain the strategic relevance and context of the proposed business change, i.e., why it is being considered and why it is important.  This section should link the business change with existing Departmental and other relevant policies/strategies/initiatives (e.g., Programme for Government, The Climate Change Act and Carbon Budget requirements etc.). The Strategic Context section should be very brief and focused and normally no more than 2-3 pages.  
Rationale for Intervention

Describe the proposed business change briefly and why the Department should provide or fund it.  If other organisations involved, include their mission statements/aims. 

Detail relationships with other bodies regarding the proposed change.
Strategic Aims and Objectives

Indicate the strategic importance of the proposed change and the planned method of implementing it.

Refer to any relevant strategies/initiatives.  Explain where/how the project links into/fits with Departmental and others’ strategies and policies.  Reference should also be made regarding any targets to which the proposed change will contribute, e.g., performance, PfG pirorities etc.




[bookmark: _Toc206665138]CASE FOR CHANGE

In this section, establish the need for expenditure by identifying the deficiencies in current service provision, identifying the drivers for change, analysing the expected demand for services, and explaining why the proposed change needs to be introduced.
Current Service Provision

Describe the current service provision i.e., what is being provided, how it is being provided and to whom. 
Deficiencies in Current Service Provision

Details should be given of deficiencies / inefficiencies in current services, or in the assets or other resources used to deliver them e.g., failure to meet performance targets; failure to deliver an adequate customer service; condition of assets.  
Drivers for Change

Identify and discuss the drivers for change.  These may be legislative, strategic, or other business drivers.  For example, the current contract for a certain service, though not necessarily deficient, may be approaching the end of its life and cannot be renewed or extended.  Outline the potential implications if the project does not go ahead.
Projections of Future Need or Demand

If applicable in relation to the proposed business change, include relevant projections of the future level and nature of demand for services over time, suitably quantified.  The projections should be set in context by providing historical evidence of the need e.g., figures for past number of years.  Details of supporting calculations and assumptions should be provided.

If appropriate, supporting data should be entered in an appendix.


[bookmark: _Toc206665139]SPENDING OBJECTIVES, CONSTRAINTS AND DEPENDENCIES
Definition of Spending Objectives

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. This should focus on measuring improvement. See page 32 of HMTs guidance.

The spending objectives must be “SMART” – Specific, Measurable, Achievable, Relevant and Time-dependent.  You may wish to present this information in the following framework.

	#
	Objective
	Baseline
	Target

	1.

	
	
	

	2.

	
	
	

	3.

	
	
	

	4.

	
	
	

	
	
	
	

	
	
	
	


Identification of Constraints

Constraints are definite/actual limitations which have been identified from the outset.

They may be categorised under headings, e.g., such as: financial, technical, legal, political, timing or location.

Identify measures to address constraints.

Constraints should not be confused with risks, which may occur and may impact adversely on the project at any time. These will be dealt with in the Economic Case.
Identification of Dependencies

Specify any dependencies outside the scope of the proposal upon which successful delivery is dependent (i.e., is the project dependent on another project/external environment to be successful?)
Scope of Project

Insert the scope of the project, i.e., so that all stakeholders will have a common view of what is included within the project - the boundaries.

The scope can be defined in terms of operational capabilities and service changes required to satisfy the identified business needs.  Business needs considered essential to meet should be defined as core needs, with others categorised as desirable or optional.  Defining scope involves identifying the Business Functions that the project deliverables will support; Users of the project deliverables; and Technology that will be acquired, e.g., hardware, software, telephony etc.

It can be important to also define what deficiencies/needs the project scope will not address, i.e., its limitations.


[bookmark: _Toc206665140]ENVIRONMENTAL AND CLIMATE SCREENING

Consider the potential environmental and climate impact of the project and complete 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. 

If, after completing part 1 the screening form overleaf, it is determined that the project is likely to have a notable impact on the environment and climate, 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. 




	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



If you have assumed there are no/minor environmental or climate impacts above, please explain why this is the case.
THIS IS THE END OF THE STRATEGIC CASE

[bookmark: _Toc206665141]CASE 2 - ECONOMIC CASE

The purpose of the Economic Case is to identify and appraise the options for the delivery of the project and to recommend the option that is most likely to offer best Value for Money (VFM).

Please refer to pages 37-54 of the HMT Guidance on developing business cases for projects and programmes when completing this section.
[bookmark: _Toc206665142]CRITICAL SUCCESS FACTORS (CSFs)

Identify and agree the CSFs for the project. These are the attributes essential for successful delivery of the project.  The CSFs 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 for a VFM outcome; 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.  
[bookmark: _Toc206665143]IDENTIFICATION & DESCRIPTION OF OPTIONS
Creation of Options – Long List

Identify and insert the full range of options that potentially could meet the CSFs and spending objectives, albeit to varying degrees.  This should involve consideration of a series of choices.  It is important that each choice is made in sequence, with each decision informing the next.  Choices to be considered include: Scope (what will the project cover); Service Solution (how will the ‘preferred’ scope for the project be met); Green Solution (if appropriate, what green credentials will be considered to meet the ‘preferred’ scope and service solution);  Delivery (who will deliver the preferred scope and service solution (and Green Solution if applicable)); Implementation (when can this be delivered by); and Funding.  This usually works best when presented in excel. A template for this can be found on the Better Business Cases website. If this is used the completed excel booklet can either be embedded into this section or referred to here.

It is important to provide a full description of each option and a rationale for inclusion/exclusion.
Options Sift – Short List

The information from the previous section should be used to filter the options considered at the long -list stage to generate the potential short-list for the project. This summary table can either be copied or referred to here. It is normal practice to short-list at least 4 options in projects of this scale. These usually include a business as usual, do minimum, preferred way forward[footnoteRef:1] and one or two other options which would be more/less ambitious.  [1:  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).] 

Description of Short-Listed Options

Describe each short-listed option to give a clear view of what each will entail, the changes involved and the impact on the business area.

Option 1 - Business as Usual / Do Nothing Option

Always include and describe this option (even though perhaps unrealistic) as a baseline against which the other options can be assessed. 

Option 2 – Do Minimum 

DoF recommend that consideration is given to include a ‘Do Minimum’ option, which should be the minimum necessary to meet the core needs/requirements only.  

Describe the option.

Option 3 - State title of option

Describe the option.	

Option 4 - State title of option

Describe the option.	

Insert and describe any further shortlisted options, as appropriate. 
[bookmark: _Toc206665144]MONETARY COSTS & BENEFITS OF OPTIONS

The information gathered for this section will be used later to calculate Net Present Social Value’s/Net Present Social Costs (NPCVs/NPSCs) for the shortlisted options, as well as to determine what factors to consider in any sensitivity assessment on the NPSVs/NPSCs.
Identification and Quantification of Monetary Costs	

Project costs and the assumptions behind them should be set out clearly.  Depending on preference, this can be done here, in an appendix or in an assumptions sheet(s) in the NPSV/C template available on the Better Business Cases website.  In more complex cases it is usually easier to include assumptions sheets in the Workbook and link the information in them to the relevant NSPV/C sheets.  In any case, the cost items should be briefly described here.

Projects must not be split into separate components or phases to bring them below delegated limits.  Mutually dependent expenditures must be appraised together.  Where several expenditures or activities are linked and the costs or benefits are mutually dependent, the proposal must be appraised as a whole.  

Costs should generally be valued on an opportunity cost (or economic cost) basis.  The opportunity cost of using a resource is its value in its next best alternative use (that is, its most valuable use other than as proposed in the project).  An emphasis on opportunities foregone is central to the way of thinking that underpins the costings in an economic assessment.  Current market prices should generally be used to measure opportunity costs, because they reflect what other entities are willing to pay to draw resources into the next best alternative use.  Resources should be costed even if they are already owned by the Department; they have an opportunity cost because they could be sold or put to another use.

Costs and benefits should be measured by reference to a common baseline, to enable fair comparison of options.  This helps to clarify the differences between the options and to ensure that all the resources used in the project are accounted for.  The approach that addresses both aims best is to include the total resource consequences of all options, including the “business as usual” baseline option.  However, the project boundary should be sensibly defined and large blocks of cost that are common to all options do not need to be appraised in detail, although they should generally be indicated.

When costing project team staff to deliver an option, you should use the appropriate Ready Reckoners for the relevant grades.  

Projects for the procurement of professional services (including external consultants) should not be appraised on this template but should employ the specific business case pro forma on the Better Business Cases website for this type of expenditure.
Identification and Quantification of Monetary Benefits

Follow the same presentational approach as for monetary costs.  

It is important to note that what is included as a monetary cost in one option cannot be included as a monetary benefit in another as this would serve to double-count the gap between two options (i.e. when total costs are used for all options including the baseline option, cost savings are automatically accounted for in the differences in cost between the baseline option and the alternative options.)

Insert details of each monetary benefit that has been identified (if any), together with assumptions and calculations relating to each benefit.  For completeness, include all anticipated monetary benefits in this section of the business case.  However, only those benefits which are measurable and clearly attributable to the project should be claimed. 

If savings are being claimed, clearly distinguish between cash-releasing and non-cash-releasing savings (e.g., re-deployment).

Where staff reductions are projected, a detailed analysis of them should be included separately.  This should show the numbers and organisation of staff by grade prior to implementation (which should generally be the same as that assumed at the commencement of the baseline option); and how the numbers and organisation of staff by grade are expected to change year by year over the term of the appraisal under the preferred option.  Where it is assumed that staff time savings will be taken up by extra output, or reallocation to other duties, justification must be provided. 


[bookmark: _Toc206665145]ASSESSMENT OF RISKS & ADJUSTMENT FOR OPTIMISM BIAS 
Identification and Analysis of Risks[footnoteRef:2] [2:  Populate a Risk Register with details of the risks to achievement of the project objectives and include as an appendix.  ] 


Carry out a risk scoring exercise to calculate the risk levels of the shortlisted options to aid with option comparison (this should not be a direct lift of the project risk register as this will be specific to the preferred option and not a general risk analysis of the different options).  Risks can be business risks (those that are retained in the organisation), service risks (those that may be shared with suppliers) or external.  Examples might include:
· Project is delayed.
· Procurement exercise fails to secure a supplier.
· Costs are incorrectly calculated/Anticipated savings will not be achieved.
· Etc

Different methodologies are employed for option risk comparison purposes ranging from a simple High/Medium/Low or numerical approach as used in many small expenditure cases to more sophisticated techniques.  The “Impact x Likelihood” approach is considered generally appropriate for expenditures of this scale.  A simple Excel template for this risk impact assessment is available on the Better Business Cases website and the completed table could be pasted into this section or simply refer to it here.
Management of Risks

State how the project proposes to manage and report on risks throughout the project lifecycle. DoF’s supplementary guidance on Inflation provides advice for dealing with inflation risk in the economic case.
Optimism Bias (OB) Adjustment

Optimism Bias refers to the systematic tendency for appraisers to be overly optimistic in terms of project costs and benefits and can vary across options.  Where there is uncertainty regarding specific costs or benefit estimates, it will be necessary to apply Optimism Bias adjustments in line with the DoF recommendations.  If this applies, give details here.

When attempting to establish Optimism Bias, projects should consider consulting earlier, similar projects to make use of their experience in this regard.

If empirical evidence is not available, an OB calculator can be used. A template for this can be found on the Better Business Cases website.  Calculators are provided for the following project types – Equipment/Development and Outsourcing; Civil Engineering; and Buildings.  Select the calculator appropriate to your project type.  

Include assumptions/reasons for all mitigation percentages applied in the calculator. 

Set out the results of the OB exercise for each option.

Optimism Bias should be reviewed periodically during the course of the project and should be adjusted, as appropriate.
[bookmark: _Toc206665146]NON-MONETARY COSTS & BENEFITS OF OPTIONS 
Identification of Non-Monetary Costs and Benefits

Enter details of the non-monetary costs or benefits identified.  These should be used to reflect important impacts that are not captured in the monetary analysis and should be consistent with the achievement of project objectives.
Scoring Method and Results

Several methods can be used for assessing non-monetary costs and benefits, generally referred to as multi-criteria analysis.  The two most common approaches are a simple impact statement which lists the non-monetary criteria and scores each option using either numerical values or simple high, medium, or low markers.  In either case these can be positive or negative depending on whether the impact is positive or negative.  A more sophisticated technique attempts to reflect the relative importance of the benefits/costs in achieving project objectives and outcomes, usually referred to as the weighting and scoring method.  This tends to be the common approach for expenditures of the scale covered by this template.

[bookmark: _Hlk153267144]A template for the weighting and scoring framework is available on the Better Business Cases website and can assist with this exercise.  If this is used the completed table can either be pasted into this section or referred to here.

It is important in such exercises to explain both the rationale for the relative weights being used for each criterion and how each option scores against each criterion.  

Some proposals may give rise to distributional effects, e.g., between people of different incomes, ages, gender, religions, ethnic groups, health states, skills, or locations.  Significant distributional effects should be identified and, as far as possible, be quantified in business cases.  How the options differ regarding these effects should be analysed in much the same way as for other non-monetary factors.
[bookmark: _Toc206665147]CALCULATION OF NET PRESENT SOCIAL COSTS/VALUES & ASSESSMENT OF UNCERTAINTIES
Calculation of NPSC/NPSV

NPSC/NPSV spreadsheets should be populated for each of the shortlisted options.  Discount calculations should be shown in detail.  Calculations should show a breakdown of the main cost/benefit items covered, and how their incidence is distributed over time.  A NPSC/NPSV calculator can be found on the Better Business Cases website for this purpose.  Instructions for completion is provided in the Workbook.

The Net Present Social Cost is the sum of the discounted costs of an option less the sum of its discounted benefits (an NPSV calculator reverses the approach, i.e., nets costs from benefits), all discounted to the same base date.  Where the sum of discounted costs exceeds that of the discounted benefits, the net figure may be referred to as the Net Present Social Cost (NPSC). Alternatively, the term 'negative NPSV' may be used.  The NPSV/C not only takes account of social time preference through discounting, but also, by combining capital and recurrent cost and benefits in a single present day value indicator, enables direct comparison of options with different patterns of costs and benefits over time. 

The time horizon for NPSC/NPSV calculations should reflect the economic life of the services being appraised, or the useful life of relevant key assets, or the expected term of a contract, and should be sufficiently distant to cover all the important cost and benefit differences between options. 

The discount rate used in calculating NPSVs and NPSCs is a real terms discount rate[footnoteRef:3], and therefore the input figures should be in constant prices at a set point in time.  Therefore, it is important to set out the price basis of the figures used in the calculations (e.g. 2021/22 prices).  Generally, it is not appropriate to adjust prices for the projection years unless it is considered a particular cost or benefits item’s prices are expected to vary by a different rate than general inflation (usually measured by the GDP deflator).  This may be the case for example when projecting staff costs where an adjustment may need to be made for progression up a pay scale that would lead to such costs increasing in real terms over time (i.e., by more than general inflation).  If adjustments are to be made to reflect real terms changes it would be advisable to discuss with an Economist in the first instance. [3:  The discount rate defines how rapidly the value today of a future real pound declines through time, just as a real rate of interest determines how fast the value of a pound invested now will increase over time. The standard discount rate is 3.5% per annum in real terms.
] 


As well as setting out the price basis for the NPSC calculations it is also important to define the base year for discounting (Year 0).  This may well be the same year as the price basis, although it can differ, for example if prices are not available in the current year.

The optimism bias adjustments (%s) calculated in Section 6 should be applied to the appropriate cost items in the NPSC spreadsheets.  These will not apply to all costs, e.g., they may only apply to construction costs in some cases and should be included as a separate row in the spreadsheets for transparency.

A summary table of the OB-adjusted NPSCs should be provided in this section.
Assessment of Uncertainties – Sensitivity Analysis

Whereas OB adjustment is primarily about ensuring NPSV/Cs are based on best estimates, assessment of uncertainty is chiefly about testing the robustness of the appraisal conclusions but also indicates the absolute impact on these if such scenarios were to arise.  Sensitivity analysis is the key technique for this purpose and is the process of examining how the balance of advantage among options is affected by reasonable variations in key assumptions.  The need for sensitivity analysis should always be considered.  It is always potentially useful but is particularly valuable when the NPSVs of options are relatively close to each other.

Sensitivity analysis can be done by copying the base NPSC sheet for an option and applying a percentage adjustment to one of the cost or benefit items.  This should be repeated for each option that cost or benefit item applies to and each sensitivity test.  It is usually appropriate to carry out 2-3 tests.

A summary of the impact of these tests on NPSC/Vs should be presented here.
[bookmark: _Toc206665148]ASSESSMENT OF THE BALANCE OF ADVANTAGE BETWEEN OPTIONS, AND PRESENTATION OF APPRAISAL RESULTS & RECOMMENDATION 
Assessment of Options and Recommendation

Summarise the major strands of the appraisal (monetary/non-monetary costs and benefits, and risks).  Consider using the following framework.

	Results
	Summary of Main Findings and Conclusions

	
	Option 1
BAU/Do Nothing
	Option?
Do Minimum
	Option?

	Option?


	OB-adjusted NPSC/NPSV (£ 000s)
	
	
	
	

	Rank
	
	
	
	

	Non-Monetary Costs and Benefits
	
	
	
	

	Rank
	
	
	
	

	Risks and Uncertainties
	
	
	
	

	Rank
	
	
	
	

	Other Relevant Information (e.g., Departmental funding implication)
	
	
	
	

	Overall Option Ranking
	
	
	
	



The choice of preferred option should be clearly explained by way of reference to the information in the table above. 

THIS IS THE END OF THE ECONOMIC CASE

The remaining three cases consider the commercial, financial and management aspects associated with the preferred option identified in this case.

[bookmark: _Toc206665149]CASE 3 - COMMERCIAL CASE

The Commercial Case should provide an outline of the proposed procurement for the preferred option – i.e., what will be procured and how.  It may be necessary to consult CPD or your relevant procurement expert for further advice.

Please refer to pages 55-62 of the HMT Guidance on developing business cases for projects and programmes when completing this section.
[bookmark: _Toc206665150]PROCUREMENT STRATEGY & ROUTE
Key outputs/activities. 

Explain how the project’s key outputs and activities will be procured in accordance with relevant procurement rules and regulations and how it achieves Value for Money.

The relevant procurement experts will deal with the relevant procurement routes and how this process meets existing rules and regulations and delivers value for money, e.g., by publishing out tenders to the market.  The delivery of VFM should be addressed in a statement from Procurement.
Approach/Route to Procurement. 

Set out the approach/route to procurement (the strategy to undertake it) the source of procurement advice and how it fits with marketplace conditions. 

Options should be discussed with the relevant procurement experts in accordance with standing orders, Northern Ireland Public Procurement Policy (NIPPP) and Public Contracts Regulations (PCRs); the strategy may evolve as the project progresses from identification of need to tender stage.  Final procurement strategy will need to be agreed prior to issue of tender. 



Market Knowledge.  

Demonstrate whether there has been any supplier engagement, any assessment of viability of concept, the market risks, and the number of potential bidders.  This section should be completed in conjunction with the relevant procurement experts.
[bookmark: _Toc206665151]SERVICE REQUIREMENT AND OUTPUTS
Description of Outputs. 

Describe the outputs in terms of goods/services and works that will be procured in relation to the preferred option.  This element will be completed primarily by the client.  The specification should be at an advanced stage to enable the client to provide the detail around the requirement and outputs from the procurement.
Procurement Plan. 

The project plan for procurement of the key outputs/objectives should be outlined or attached as an appendix.  This should be completed in consultation with the relevant procurement experts.
[bookmark: _Toc206665152]RISK ALLOCATION
Identification of Risks (including where appropriate risk apportionment). 

Identify and explain any associated mitigation, or reduction, of procurement risks.  CPD or their equivalent will document any lotting strategies or decision to award through frameworks as mitigation against procurement risks.
[bookmark: _Toc206665153]CHARGING MECHANISM
Payment for services/outputs. 

Identify how the project intends to make payment for its key services and outputs over the expected lifespan of the contract(s) and to tie down risks in the charging mechanism. Outline how the goods, services and works will be paid for e.g., payment against milestones, payment against delivery of services, performance related pay (e.g., KPIs) availability or usage, the pricing strategy objectives.  This should be completed in consultation with CPD or their equivalent.
[bookmark: _Toc206665154]KEY CONTRACTUAL ISSUES, ACCOUNTANCY TREATMENT AND PERSONNEL IMPLICATIONS.
Key contractual issues and arrangements. 

Contract Management Arrangements and key contractual issues should be considered e.g., duration of contract, roles and responsibilities, payment/charging mechanism, change control, resolution of disputes/disagreements, agreed allocation of risk etc.
Accountancy Treatment. 

Provide details of the intended accountancy treatment by stating on whose balance sheet – public, private sector, or both – the assets underpinning the service will be accounted for; and the relevant accountancy standard(s).  Consult your Finance Business Partner if advice is required.
Personnel Implications. 

Identify any personnel implications for the project and how they will be managed.  Public sector organisations are obliged to involve their staff and their representatives in a process of continuous dialogue during significant projects involving considerable internal change.  Consequently, any personnel implications of the project should be recorded e.g., TUPE, comparable pensions transfer, Trade Union recognition, codes of practice for staff well-being etc.

THIS IS THE END OF THE COMMERCIAL CASE



[bookmark: _Toc206665155]CASE 4 - FINANCIAL CASE

Please refer to pages 63-67 of the HMT Guidance on developing business cases for projects and programmes when completing this section.
[bookmark: _Toc206665156]AFFORDABILITY, FUNDING AND CASH FLOWS

Present the financial implications and sources of funding for the preferred option (inclusive of inflation[footnoteRef:4], VAT[footnoteRef:5], optimism bias, depreciation etc. as appropriate.) using the affordability template on DOFs website. The completed table can either be pasted into this section or referred to here. [4:  In a dynamic inflation environment, it may be prudent also to consider a financial contingency measure on top of any adjustments made in the Economic Case. See DoF’s supplementary guidance on Inflation for further advice.]  [5:  Only include VAT if it is not recoverable.] 


Details should be provided to confirm if the funding is secured / applied for, or what stage negotiations may be at.

Assumptions surrounding revenue generation should be explained and justified where possible. 

An assessment of viability should be made. 

If a business plan has been completed as part of the project documentation, please append this to the Business Case.

Explain any impacts on the balance sheet (e.g., increases in assets / liabilities) of the organisation and how these will be dealt with.

Please consult your Finance Business Partner for advice on completing the Financial Case.

THIS IS THE END OF THE FINANCIAL CASE


[bookmark: _Toc206665157]CASE 5 - MANAGEMENT CASE

Please refer to pages 66-75 of the HMT Guidance on developing business cases for projects and programmes when completing this section.
[bookmark: _Toc206665158]MANAGEMENT, BENEFITS REALISATION, MONITORING AND EVALUATION
Key Stakeholder Analysis

State what action has been taken to identify key stakeholders and to carry out an analysis of their potential influence on the project and of the impact of the project on their business areas.
Project Management

Include:
-  Names of key project personnel;
-  Proposed project management methodology;
-  Timetable for implementation/project plan for delivery;
-  Risk and Issues management plan showing allocation and sharing or risk to those best placed to manage them and how issues are managed. (may be sufficient to refer to the risk register)
· Communication Strategy to outline how communication with stakeholders will be managed
· Configuration Management Strategy detailing how the project’s configuration items will be managed, including the approach to change control 
· Quality Management Strategy describing how quality will be managed on the project, including the establishment of a Quality Assurance Group as appropriate 
· Change Management Strategy outlining how the change that will be delivered by the project will be managed (this may include a contract management strategy) 
-  Procurement approach and a broad contract management plan (if applicable);
-  Accommodation needs/issues (if any);
-  Staffing and Trade Union Side (TUS) issues (if any);
-  ICT specific issues (if any); and
-  Any other important management issues.

It may be useful to present some of the above as a diagram showing roles, responsibilities, and reporting lines and how the governance structure works.

There should be assurance that adequate project governance is in place, such as PRINCE2.
Protecting Personal Data, Managing Information Risk and Data Protection Impact Assessments

In this section, the project should state what action it is taking/has taken regarding Protection of Personal Data, Managing Information Risk and Data Protection Impact Assessments.  If no action is being taken in relation to these subjects, the project must state the reasons as to why it is not considered necessary. 	
Benefits Management and Realisation Plan/Profile

Include details of what the project has done to date and proposes to do regarding:  
-  identifying and structuring benefits;
-  planning benefits realisation; 
-  realising and tracking benefits; and
-  evaluation. 

Complete a Benefit Realisation Plan or Profile.  Depending on the project, a simple Benefits Realisation Plan may suffice.  For more complex and larger projects a Benefits Realisation Profile should be completed for each benefit.  At this stage, projects may not have all the information available to fully complete each BRP.  However, each BRP should be completed as fully as possible.  Versions (with explanatory notes) of both types are available on the Better Business Cases website.  

Project Assurance 

As the project value exceeds £1m there will be a requirement to engage with the Northern Ireland Integrated Assurance Process as stipulated in DAO (DoF) 02/20 ‘Revised Policy and Guidance on Best Practice in Project Delivery and Engagement with the Gateway™/Assurance Review Process.  

A Risk Potential Assessment (RPA) must be completed to establish the level of risk for the project (low/medium/high).  If the risk is medium or high, there will be a requirement to conduct an external review.  The RPA should be updated throughout the project lifecycle to ensure that risk level continues to be assessed and appropriate assurance reviews actioned. 
Monitoring and Evaluation Plan

State what the project proposes to do in terms of monitoring and evaluating how well the project was managed, and how it has performed including reporting on lessons learned.

Confirm which programme board the project will report to. 

Regarding post project evaluation state:
· Who will be responsible for completing the PPE;
· When it will be completed; and 
· What will be evaluated and how widely lessons learned will be disseminated

The PPE should evaluate if the project was delivered to time, cost and specifications whilst assessing the delivery of benefits / outcomes achieved, risk management and the overall management of the project.

A specific date for completion of the PPE will need to be stated.

THIS IS THE END OF THE MANAGEMENT CASE AND COMPLETES THE ‘FIVE CASE MODEL’ BUSINESS CASE
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