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BUSINESS CASE PRO FORMA
STRATEGIC OUTLINE CASE

	PROJECT TITLE	
	

	SPONSORING DEPARTMENT 
	

	AGENCY / NDPB (IF APPLICABLE)
	

	SENIOR RESPONSIBLE OWNER
	

	EST. CAPITAL COST (INCLUDING OB & INFLATION)
	

	EST. REVENUE COST (INCLUDING INFLATION)
	


		
	
	SIGNED 
	DATE

	PROJECT MANAGER
	
	

	APPROVING OFFICER / GRADE
	
	


		
FUNDING
	A
	DEPARTMENTAL CONTRIBUTION
	£

	B
	OTHER GOVERNMENT BODIES CONTRIBUTION
	£

	C
	OTHER CONTRIBUTIONS (IF ANY)
	£

	
	TOTAL FUNDING (A+B+C)
	£


	
	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

	
	
	




PROPORTIONATE EFFORT, ADVICE & GUIDANCE
· The business case template is based on HM Treasury Better Business Cases guidance and follows the Five Case Model for preparing business cases. 
· An SOC should generally cover Actions 1-9 of the Better Business Case guide, and Workshops 1 and 2 are recommended. 
· However, 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 guidance or seek advice from relevant professionals within your department.
· DoF approval is required for SOCs proposing to spend more than £50M 
· 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

MAKING THE CASE FOR CHANGE




Actions 1 & 2 – 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 how the project links to existing policies / strategies (internal and external; national, regional and local). How the project links to existing policies / strategies including Programme for Government, the Climate Change Act and draft Carbon Budget requirements.

If necessary, consider holding a workshop with SRO, key stakeholders, senior management team and other relevant personnel to establish the strategic context. This could be done as part of Workshop 1 – the Case for Change (see below).

	Strategic Fit/Strategic Context

	






	
	Workshop 1 – Case for Change 



At least one workshop is recommended for the completion of this section of the Project Business Case, so that the key stakeholders are engaged earlier on, and can challenge and assist in shaping the direction of the project. This may comprise more than one actual workshop depending on need.

The purpose, objectives, key participants and outputs of this workshop are as follows:

	Workshop 1
	Determining the Case for Change

	Objectives
	· To identify and agree spending objectives, existing arrangements, business needs, and potential scope for the project.
· To identify the key service requirements for the project, related benefits and risks, constraints and inter-dependencies.

	Key Participants
	· Senior Responsible Owner
· Board Members
· Project Director
· Project Manager and team members
· External stakeholders and commissioners
· Customer and/or user representatives
· Technical adviser(s)
· Financial adviser(s)
· Facilitator

	Outputs
	· SMART spending objectives
· Business needs and potential scope for the project
· Key benefits and risks, constraints and dependencies



Please append the report for Workshop 1 to the SOC.




Action 3 – Determine spending objectives, existing arrangements and business needs


Existing arrangements (i.e. business as usual/the status quo) 
· The organisation’s current service model and existing arrangements to provide an evidential base against which to challenge current perceptions of what the difficulties are, and the baseline from which to measure future improvements. This may include, but not be limited to throughput, costs, asset availability / utilisation and condition.  

	Existing Arrangements

	






Business needs 
· 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

	Business Needs

	






Spending objectives for the project 
· Explain the rationale for government intervention and key outcomes and benefits that will provide the basis for post evaluation. Remember – objectives should be SMART (Specific, Measurable, Achievable, Realistic and Timebound).

	Spending Objectives

	






Constraints
· Document the constraints that have been placed on the investment proposal which are a set of parameters within which the project must be delivered. This may include, but not be limited to affordability; spatial; legislative; timing; legal constraints etc.

	Constraints

	






Action 4 – Determine potential business scope and key service requirements

· Identify the potential scope of the project in terms of the operational capabilities and service changes required to satisfy the identified business needs.

		Range	
	Core
	Desirable
	Optional

	Potential scope

	
	
	

	Key service requirements
	
	
	






Action 5 – Determine benefits, risks and dependencies

Benefits
· Please provide details on the main benefits of the project – direct, indirect, wider benefits to society, cash-releasing, non-cash releasing, quantitative and qualitative. 
· An early draft of the benefits realisation plan should be developed at this stage focusing on the key benefits identified so far.

	Benefits

	






Risks
· Please provide details on the main risks to achieving the project’s outcomes along with mitigation measures and plans for risk management. 
· A proportionate risk register should be developed at this stage and expanded upon as the project moves through the business case stages.

	Risks

	










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: _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 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.
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	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 SOC HAS BEEN COMPLETED AND MUST BE KEPT UNDER REVIEW
	

ECONOMIC CASE

EXPLORING THE PREFERRED WAY FORWARD




	
Workshop 2 – Identifying and Assessing the Options

At least one workshop is recommended for the completion of Economic Case, to ensure that the key stakeholders are engaged earlier on, and can challenge and assist to shape the direction of the project.

The purpose, objectives, key participants and outputs of this workshop stage are as follows:

	Workshop 2
	Identifying and Assessing the Options

	Objectives
	· To identify the CSFs
· To identify and appraise the long-list options
· To identify and provide initial appraisal of the short-listed options
· To identify the potential costs, benefits and risks associated with the short-listed options

	Key Participants
	· Project Manager and team members
· External stakeholders and commissioners
· Customer and/or user representatives
· Technical adviser(s)
· Finance Director
· Economic adviser
· Facilitator

	Outputs
	· Appraisal of the long-list
· Short-listed options with preliminary assessment
· Information and data for economic appraisal of the short-listed options



Please append the report from Workshop 2 to the SOC.







Action 6 – 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.
· Possible CSFs to consider – strategic fit and business needs; potential VFM; supplier capacity and capability; potential affordability and potential achievability. 

	Critical Success Factors

	





Action 7 – Determine the long-list of options and undertake SWOT analysis
· 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.
· Consider the use of the Options Framework to identify the long-list of options – key dimensions include scope (What?), service solution (How?) green solution (if applicable, how green?), service delivery (Who?), service implementation (When?) and funding. 
· The long-list must include the Business As Usual and a realistic Do Minimum
· Provide a full description of each option, and a conclusion in terms of how well it meets the spending objectives and critical success factors agreed for the project.
 (p40-46 of the HMT Better Business Case Guide will provide further information on the options framework).

	Long-list of Options

	






Action 8 – Recommend a preferred way forward
· Use the options framework, CSFs and spending objectives 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.  
· Indicative costs and benefits for each short-listed option should be provided to test the affordability of the project at this early stage. 
· Optimism bias and any costs needed to manage risks (for example condition surveys, asbestos surveys etc) must be considered and included as appropriate
· Note the preferred way forward at this stage will not necessarily be the preferred option, which is concluded upon at OBC stage.

	Preferred Way Forward

	






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



REFERENCING THE COMMERCIAL, FINANCIAL AND MANAGEMENT CASES


Action 9 – Make an initial consideration of the proposal’s commercial, financial and management arrangements
COMMERCIAL CASE
In consultation with procurement advisers please provide details on:
· an assessment of the ability of the market place to provide the required goods and services;
· the attractiveness of any future Deal to potential service providers, including some analysis of risk apportionment and supporting charging mechanisms; and
· reference to the commercial strategy of the organisation for maximising public value through economies of scale and collaborative procurements.

	Commercial Case

	








FINANCIAL CASE
In consultation with financial advisers please provide details on:
· resources available for the project, including assessment of the resource holder’s ability to provide support
· any capital and revenue constraints
· statements of support, in principle, from the stakeholders.

	Financial Case

	








MANAGEMENT CASE
The SRO/Project Team is responsible for providing the following details at this stage:
· who is involved in the project, both inside and outside of the organisation, including users, commissioners and other key stakeholders
· achievability of the project, taking into account the organisation’s readiness and resources
· how the project is to be managed
· nature of work needed to develop management proposals.

	Management Case
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