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How to use this Template
This document provides a template for a Single Stage Business Case as part of the Better Business Cases guidance. This business case development process is organised around a five case structure designed to systematically ascertain that each investment proposal:
· is supported by a compelling case for change - the 'strategic case'

· optimises value for money - the 'economic case'

· is commercially viable - the 'commercial case'

· is financially affordable - the 'financial case', and 

· is achievable - the 'management case'.

The key purposes of the Single Stage Business Case are to: 

· confirm the strategic context of the organisation and how the proposed investment fits within that strategic context

· confirm the need to invest and the case for change 

· identify a wide range of potential options

· determine the preferred option which optimises value for money, by undertaking a detailed analysis of the costs, benefits and risks of the short-listed options 

· prepare the proposal for procurement

· plan the necessary funding and management arrangements for the successful delivery of the project, and

· inform a proposal to decision-makers to seek agreement to approach the market and finalise the arrangements for implementation of the project.

Please note that this template is for guidance purposes only and should be completed in accordance with the “Guide to Developing a Single Stage Business Case”. 

Text in italics provides commentary and guidance for drafting purposes and should be deleted when no longer required. The remaining standard text and tables can be retained to assist you in developing the draft Single Stage Business Case.
Executive Summary
The executive summary should meet the needs of multiple audiences by setting out the key aspects of the business case in a brief, concise and accessible form. It is useful to structure the summary to follow the five-case model. The executive summary can be used as the basis for subsequent papers to decision-makers, refocused to meet the information needs of different target audiences.

Introduction
It is useful to describe the investment proposal at the beginning in one to two sentences. State what decision-makers are being asked to consider or decide. 

This Single Stage Business Case seeks formal approval to…….

This business case follows the Treasury Better Business Cases guidance and is organised around the five case model…..

Strategic Case

The strategic case outlines the strategic context for the investment proposal and makes a robust and compelling case for change….

The strategic context

Summarise the strategic context for the proposed investment, with particular reference to supporting strategies, programmes and plans.

The strategic context for this investment is…..

The case for change

A robust and compelling case for change requires a thorough understanding of what the organisation is seeking to achieve (described by the investment objectives) and what is currently happening (existing arrangements). The difference between the two represents the business gap (or business needs) that this investment proposal is intended to address. 

Key stakeholders identified [xx] investment objectives for this investment proposal. 

Table 1: The case for change is summarised for each investment objective below.
	Investment Objective One
	………….

	Existing Arrangements
	

	Business Needs
	

	Potential Scope
	

	Potential Benefits
	

	Potential Risks
	

	Constraints and Dependencies
	


	Investment Objective Two
	………….

	Existing Arrangements
	

	Business Needs
	

	Potential Scope
	

	Potential Benefits
	

	Potential Risks
	

	Constraints and Dependencies
	


Economic Case

Set out the key findings of the detailed economic analysis and overall conclusions.

A wide range of options were identified and short-listed by stakeholders as part of a facilitated workshop process….. 
The following short-listed options were selected for more detailed economic analysis in this business case:

· Option one: Status quo (retained as a baseline comparator)

· Option two: …………………

· Option three: ……………….(the preferred way forward)

· Option four: ……………….. 

· Option five:…………………

This part of the economic case has undertaken more detailed options analysis to determine the preferred option likely to optimise the relative value for money…….

Table xx: Presenting the results of the options analysis
	
	Option 1: Do Nothing
	Option 2: Do Minimum
	Option 3: Intermediate
	Option 4: Aspirational

	Appraisal Period (years)
	
	
	
	

	Capital Costs
	
	
	
	

	Whole of life costs
	
	
	
	

	Cost-benefit analysis of monetary costs and benefits:

	Present Value of monetary benefits
	
	
	
	

	Present Value of costs
	
	
	
	

	Net present value
	
	
	
	

	Multi-criteria analysis of non-monetary benefits:

	Benefit criteria 1
	
	
	
	

	Benefit criteria 2
	
	
	
	

	Benefit criteria 3
	
	
	
	

	Preferred option
	
	
	
	


The options analysis is sensitive to significant drivers and the following [x] scenarios were tested: ……..

The preferred option is ….., because….. 

Commercial Case

Outline the deal. Summarise the procurement strategy, intended contractual arrangements, the products and services intended for procurement, the main risks associated with the project and the supporting arrangements for payment for the required products and services.

The procurement strategy is to……. This is for the provision of …. under a …. contract.

The required services are ……..

The service risks could be apportioned between the agency and the supplier as follows……… 

The proposed payment approach is to….

Specific contract terms include….

….

Financial Case

Summarise the overall capital and revenue affordability of the project over the life of the investment, including the additional funding requirements.

The financial analysis model and the associated methodology is ……..

The proposed funding arrangements are to……

The financial analysis of the preferred option demonstrates that it is affordable…... 

Appropriate contingencies have been made for risks and uncertainties…...

The proposed cost of the project is … over the expected lifespan of the contract.
Table xx: Financial costing table
	
	

	
	2013/14
	2014/15
	2015/16
	2016/17
	……..
	Total

	Capital expenditure
	
	
	
	
	
	

	Operating expenditure
	
	
	
	
	
	

	Total expenditure
	
	
	
	
	
	

	Revenue
	
	
	
	
	
	

	Capital required
	
	
	
	
	
	

	Operating required
	
	
	
	
	
	


Management Case

Summarise the project management, benefits and risk management and post project evaluation arrangements. Also refer to the Gateway Review process, if relevant.

In the event that this investment proposal receives formal approved, a project will be established to deliver the required services and will be managed using the ….. project management methodology. 

The relevant project management and governance arrangements are proposed to be as follows: ……

Figure xx: The ……….. project organisation chart 

[Include the project organisation chart here]

The strategy, framework and plan for dealing with change and associated contract management is as follows……

The strategy, framework and plan for dealing with the management and delivery of benefits are as follows……

The strategy, framework and plan for dealing with the management of risk are as follows……

The strategy, framework and plan for managing benefits are as follows……

The risk and benefits registers are attached to this business case.

A post implementation review is planned on [dd mmm yyyy] to …..

Project evaluation reviews are planned at regular ….. intervals, commencing [dd mmm yyyy], to …….. 

A Gateway 2 (Delivery Strategy) has been undertaken on the proposed project and further reviews are planned as follows: …… 

....

Next Steps

This Single Stage business case seeks formal approval from …………… to approach the market for services and progress the implementation of the preferred option…..
Introduction

It is useful to describe the investment proposal at the beginning in one to two sentences. State what decision-makers are being asked to consider or decide. 

This Single Stage Business Case seeks formal approval to invest up to $[xxx] million in [20yy/yy] to ……….....

The business case process is organised around a five case structure designed to systematically ascertain that the investment proposal:

· is supported by a compelling case for change - the 'strategic case'

· optimises value for money - the 'economic case'

· is commercially viable - the 'commercial case'

· is financially affordable - the 'financial case', and 

· is achievable - the 'management case'. 

The purpose of this Single Stage Business Case is to:

· confirm the strategic context of the organisation and how the proposed investment fits within that strategic context

· confirm the need to invest and the case for change 

· identify a wide range of potential options

· determine the preferred option which optimises value for money, by undertaking a detailed analysis of the costs, benefits and risks of the short-listed options 

· prepare the proposal for procurement

· plan the necessary funding and management arrangements for the successful delivery of the project, and

· inform a proposal to …….. to seek agreement to approach the market with a [request for proposal] and finalise the arrangements for implementation of the project.
The Strategic Case – Making the Case for Change

This part of the strategic case confirms the strategic context for the investment proposal and makes a compelling case for change.

Strategic Context

Summarise the strategic context for the proposed investment, with particular reference to supporting strategies, programmes and plans. Use the strategic context developed in the previous Strategic Assessment and update for any changes.
The strategic context provides an overview of the organisation and the outcomes that it is seeking to achieve, or contribute to, through its operations.

……

Organisational overview

Provide a snapshot of the organisation, of what it is seeking to achieve, current activities, available resources and the environment in which it operates. Current planning documents should also be referenced wherever possible.
The summary of the operating environment should consider what externally driven factors are driving the need to invest. These could be threats or opportunities, either existing or expected. External factors can be political, economic, social/ demographic, technological, legislative, environmental, and/or commercial. 

The key aims of the organisation are to.....

The core activities of the organisation are…

The organisation employs … full-time equivalent staff, has annual expenditure of $…..  and manages the following assets and …

Analysis of the current and expected operating environments has identified the following key factors for the organisation …. 

Alignment to existing strategies

Demonstrate how the proposal aligns to relevant national, regional, sector and organisational strategies. Where the proposal is part of a larger portfolio of related programmes or projects, these inter-dependencies should also be outlined.

Outline how the proposal will help to achieve the business goals, strategic aims and plans of the organisation. The proposed investment should contribute to, and be consistent with strategic business planning.

Relevant [Government/sectoral/ regional/organisational policies, strategies and goals] are ….

The investment proposal aligns to the …...

Investment Objectives, Existing Arrangements and Business Needs

A robust and compelling case for change requires a thorough understanding of what the organisation is seeking to achieve (described by the investment objectives) and what is currently happening (existing arrangements). Any difference between the two represents the business gap (or business needs) that this investment proposal is intended to address. This gap analysis assists in providing a compelling case for change.

.……

Investment Objectives

Investment objectives define the desired outcomes for the proposed investment and need to be SMART (specific, measureable, achievable, relevant and time-bound). 

There is no restriction on the number of investment objectives, but five or less is suggested to make the analysis manageable and focussed (ie, on the vital few). The objectives are crucial for making a compelling case for change. A useful test is to ask “is this objective really why we are considering this investment proposal?” If not, the objective may actually be better classified as a critical success factor or business need. 

A facilitated case for change workshop process is recommended to ensure that key stakeholders are engaged early and have the ability to challenge and shape the direction of the investment proposal.

A facilitated case for change workshop was held with key stakeholders on [dd mmm yyyy] to identify the investment objectives and gain a better understanding of the business needs. The key stakeholders identified and agreed the following key investment objectives:

· Investment objective one:….

· Investment objective two:….

……

Existing Arrangements and Business Needs

For each objective, provide a snapshot of the current state. For example where an existing service is being replaced, this could include current costs and measures of the existing services. Including metrics provide a base to help measure the distance of travel from the status quo. 

For each objective, provide a detailed account of the business gap between the existing arrangements and the desired future state(s). This should describe the problems, difficulties and service gaps associated with the existing arrangements that the proposed investment is intended to address. A continuum of future states may be possible depending on the scope of the investment.

Table xx: Summary of the existing arrangements and business needs

	Investment Objective One
	………….

	Existing Arrangements
	

	Business Needs
	

	Investment Objective One
	………….

	Existing Arrangements
	

	Business Needs
	

	Investment Objective One
	………….

	Existing Arrangements
	

	Business Needs
	


Potential Business Scope and Key Service Requirements 

Where the investment objectives describe the direction of travel from the status quo, the purpose of this section is to describe the degree or scale of change required for the project to be considered successful. Three different levels of investment are typically considered and only those options within this range are assessed further in the economic case: 

· The minimum scope required to deliver the essential or core service requirements (the must haves)
· The intermediate scope required to deliver essential and desirable service requirements, and

· The maximum scope required to deliver the essential, desirable and aspirational service requirements.

Desirable requirements may typically be considered if they represent good marginal value for money. The aspirational requirements (or “nice to haves”) are generally only considered further if they are affordable.

The potential business scope defines the boundaries of the investment proposal (or aspects that are considered to be out-of-scope). These boundaries should be narrow enough to avoid scope creep, but broad enough to encourage consideration of innovative options or solutions.

The potential business scope and key service requirements were identified and assessed by stakeholders at the facilitated case for change workshop held on [dd mmm yyyy] …. 

Table xx: Potential business scope and key service requirements
	Service Requirements (in decreasing order of relevance compared to the investment objectives)
	Scope Assessment

	
	Minimum Scope
	Intermediate Scope
	Maximum Scope
	Out of Scope

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


Main Benefits 

Potential benefits from the investment proposal represent intended (and sometimes unintended) gains to stakeholders, whether the organisation, the wider state sector, industry or the general public. Benefits may either have a direct or indirect impact on the stakeholder. The impacts will likely vary depending on the scope of the proposal (minimum, intermediate and maximum).

Benefits may be measureable in either monetary terms (financial or cash-releasing, such as avoided costs or efficiency savings) or non-monetary terms (either quantifiable, such as reduced customer complaints, or qualitative, such as improved health outcomes). Qualitative benefits may be observable but not easily measured. Dis-benefits have negative impacts on beneficiaries. Some benefits may be uncertain or contingent on other events, and should be classified with risks. 

This analysis is concerned with describing the main benefits only and builds upon the initial analysis in the Strategic Assessment. The benefits need to be comprehensive (to avoid significant under-statement of the impacts) and be mutually exclusive (to avoid double-counting impacts).
Stakeholders identified the following benefits at the facilitated workshop on [dd mmm yyyy] ….

Table xx: Analysis of potential benefits that can be expressed in monetary terms
	Main Benefits
	Who Benefits?
	Direct or Indirect?
	Description

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Table xx: Analysis of potential benefits that cannot be reliably expressed in monetary terms
	Main Benefits
	Who Benefits?
	Direct or Indirect?
	Quantitative or Qualitative?
	Description and Possible Measures

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


Main Risks

The emphasis in the strategic case is to identify the top 20% of risk events which could account for 80% of the total potential risk of the proposal. More detailed risk management is undertaken later.

Risks result from uncertain events that either improve or undermine the achievement of benefits. The main risks that might create, enhance, prevent, degrade, accelerate or delay the achievement of the investment objectives are identified and analysed below….

Table xx: Initial risk analysis
	Main Risks
	Consequence (H/M/L)
	Likelihood (H/M/L)
	Comments and Risk Management Strategies

	
	
	
	

	
	
	
	

	
	
	
	


A risk register has been developed and will be progressively updated as more detailed analysis is undertaken…..

Optimism bias

There is a demonstrated, systematic, tendency to exhibit optimism bias when preparing spending proposals. The most familiar forms of risk to outcomes are that the estimated future costs arising from the given proposal are overly conservative, or the benefits are overly optimistic, or both. The analysis may not fully reflect the possibility of cost-overruns, changing business drivers or implementation timing delays.

Refer to the Better Business Cases guidance for optimism bias adjustments by project type and phase of the process.
Based on the nature of the investment proposal, the expected net benefits should be reduced by [xx]% to reflect the effects of optimism bias. This loading will be progressively reduced as the accuracy of the estimates for proposal costs and benefits improves…..

Key Constraints and Dependencies

Constraints are limitations imposed on the investment proposal from the outset. These can include constraints on available resources. Dependencies are external influences on the success of the project, where project success is contingent on the future actions of others.

The proposal is subject to the following constraints and dependencies…..These dependencies will be carefully monitored during the project….

Table xx: Key constraints and dependencies
	Constraints
	Notes

	
	

	
	

	
	

	Dependencies
	Notes and Management Strategies

	
	

	
	

	
	


The Economic Case – Exploring the Preferred Way Forward

The purpose of the economic case is to identify the investment option that optimises value for money. Having determined the strategic context for the investment proposal and established a robust case for change, this part of the economic case:

· identifies critical success factors

· identifies a wide range of options available for delivering the required services

· initially assesses these options to determine a short-list

· undertakes cost benefit analysis of the short-listed options

· assesses any intangible benefits and costs, and

· assesses risk and uncertainty. 

Critical Success Factors

The following critical success factors were identified by stakeholders at the facilitated options workshop held on [dd mmm yyyy]. Stakeholders agreed the generic descriptions [subject to further proposal-specific amendments]….

Table xx: Critical Success Factors
	Generic Critical Success Factors
	Broad Description
	Proposal-Specific Critical Success Factors 

	Strategic fit and business needs
	How well the option meets the agreed investment objectives, related business needs and service requirements, and integrates with other strategies, programmes and projects.
	

	Potential value for money
	How well the option optimises value for money (ie, the optimal mix of potential benefits, costs and risks).
	

	Supplier capacity and capability
	How well the option matches the ability of potential suppliers to deliver the required services, and is likely to result in a sustainable arrangement that optimises value for money.
	

	Potential affordability
	How well the option can be met from likely available funding, and matches other funding constraints.
	

	Potential achievability
	How well the option is likely to be delivered given the organisations ability to respond to the changes required, and matches the level of available skills required for successful delivery.
	


Critical success factors are attributes essential to successful delivery of the proposal, against which identified long-list options can be assessed. These can differ depending on the nature of the proposal, both in content and relative importance. The key point is that they are crucial, not desirable, and are set at a level which does not preclude important options at an early stage of the analysis.

Long-List Options and Initial Options Assessment

The purpose of this section is to identify and assess a wide as possible range of options that achieve the investment objectives and service requirements, yet lie within the boundaries of the scope parameters and critical success factors identified above.

A wide range of options was generated by stakeholders at the facilitated options workshop held on [dd mmm yyyy] …. 
Options identification

Workshop participants should systematically consider all the possible ways in which the investment proposal could be delivered under each of five dimensions or categories of choice:

· Scoping options - In relation to the proposal, what levels of coverage are possible? This can include options for the scale of organisational operations, the level of services provided or the size or spread of the target population. A key consideration is what is in/out of scope and the scope options (status quo, minimum scope, intermediate scope or maximum scope).

· Service solution options - How can services be provided? What alternative ways could the services be delivered? What alternative processes (including technology and business process engineering) could be utilised?

· Service delivery options - Who can deliver the services? Who are the alternative service providers? In-house or out-source? Public or private provision? Or combinations of the above? All state sector proposals requiring Cabinet approval that have whole of life costs in excess of $25 million must consider non-traditional procurement options for service delivery, including public private partnership (PPP) 

· Implementation options - When can services be delivered? Immediate or deferred? Big-bang or phased delivery of services? 

· Funding options - How can it be funded? Crown or third party? Capital or revenue? Existing or new? Equity or debt? Some options can be limited by existing statutory requirements, such as borrowing restrictions for departments.

In some cases, it may be necessary to redefine these ‘categories of choice’ in order to meet the specific needs of the investment. 

A wide range of possible solutions should be considered under each of the five dimensions. There is no set limit on the number of composite options that may be generated. However, impractical options can be discarded as part of the workshop process to avoid undue analysis effort.

Under the five dimensions, stakeholders have identified a comprehensive long list of in-scope options as follows.

Table xx: Possible long-list options classified by the five dimensions of choice
	Dimension
	Description
	Options within each Dimension

	Scale, scope and location
	In relation to the proposal, what levels of coverage are possible? 
	· ….

· ….

· ….

	Service solution
	How can services be provided?
	· ….

· ….

….

	Service delivery
	Who can deliver the services?
	· ….

· ….

….

	Implementation
	When can services be delivered?
	· ….

· ….

….

	Funding
	How can it be funded?
	· ….

· ….

….


Long-list options assessment

Decision-making relies on robust analysis of the trade-offs between scarce resources and the extent to which investment objectives and key service requirements of the investment proposal can be achieved. Essentially this requires an initial assessment of the potential advantages and disadvantages of each identified option. This can include an analysis of relative benefits, costs and risks, where these assessments can be made by the panel. 
Under each dimension of choice, each long list option is assessed as fully meeting, partially meeting, or not meeting each investment objective and critical success factor. Any option that fails to meet any of the critical success factors is automatically discounted and is not carried forward. 

The potential long-list options in each of the five dimensions were assessed against the investment objectives and critical success factors. 

The following assessment methodology was used ….  

The summary assessment of the long-list options is included below. A more detailed analysis is included in the appendices …..

The status quo or do nothing option

A base case option must be included and is used as a baseline for comparing marginal costs and benefits of alternative investment options or courses of action. It provides the benchmark for determining the relative marginal value for money added by the other short-listed options under consideration. 

Usually this is the "status quo" or “do nothing” option. In some cases, maintaining the current level of services is not a viable option going forward. In the case of significant change or service delivery failure, some restorative action may need to be assumed to be taken and the baseline costs and benefits adjusted accordingly.
Description

This option….

Advantages

The main advantages are….

Disadvantages

The main disadvantages are that….

Conclusion

This option would ….…

Long list option #

Description

This option….

Advantages

The main advantages are….

Disadvantages

The main disadvantages are that….

Conclusion

This option would ….…

Table xx: Format for the stakeholder assessment of scale, scope and location choices. This process is repeated for each of the five dimensions of choice.
	Assessment criteria
	Assessment Scores for Choices within the [Scale, Scope and Location] Dimension

	
	Status Quo
	…..
	…..
	…..
	…..

	Investment objectives:

	· ………………..
	
	
	
	
	

	· ………………..
	
	
	
	
	

	· ………………..
	
	
	
	
	

	Critical Success Factors:

	· Strategic fit and business needs 
	
	
	
	
	

	· Potential value for money
	
	
	
	
	

	· Supplier capacity and capability
	
	
	
	
	

	· Potential affordability
	
	
	
	
	

	· Potential achievability
	
	
	
	
	

	Advantages and Disadvantages:
	
	
	
	
	

	Overall Assessment
	Carry forward to short-list
	
	
	
	


By repeating the above analysis of long-list options and scoring against the investment objectives and critical success factors, determine a short-list of options for further assessment. The short-list is constructed from the preferred options under each of the five dimensions.
The status quo or do nothing option

A base case option must be included and is used as a baseline for comparing marginal costs and benefits of alternative investment options or courses of action. It provides the benchmark for determining the relative marginal value for money added by the other short-listed options under consideration. 

Usually this is the "status quo" or “do nothing” option. In some cases, maintaining the current level of services is not a viable option going forward. In the case of significant change or service delivery failure, some restorative action may need to be assumed to be taken and the baseline costs and benefits adjusted accordingly.
The Short-listed Options

Generally three to five options are constructed and carried forward to the short-list, including the status quo or do nothing option, less ambitious and more ambitious options.

On the basis of this analysis, the recommended short-list for further assessment is as follows:

· Option 1: Status quo option (retained as a baseline comparator)

· Option 2: …. (do minimum option)

· Option 3: …. (the preferred way forward)

· Option 4: ….

· Option 5:….  (more ambitious option).

Economic Assessment of the Short-Listed Options

The nature and scope of the analysis should be agreed with the monitoring agency in advance and documented in the Scoping Document.

The process for each of the short-listed options is to:

· establish the assumptions and scope underlying the analysis

· decide an appropriate period for the analysis

· identify all significant benefits and costs

· assign monetary values to the benefits and costs, wherever possible

· discount the benefits and costs to present values (in today’s dollar equivalents)
· consider the effect of any intangible costs and benefits that cannot be reliably assigned monetary values

· assess risk and uncertainty, and

· identify the preferred option and test robustness using sensitivity analysis.

The purpose of this analysis is to ensure that decision-makers are well-informed about the implications and trade-offs of using economic resources and are provided with a consistent basis for assessing and ranking competing options.

The assessment methodology used is economic cost benefit analysis….

….

Assumptions

For the purposes of the cost benefit analysis the following assumptions have been made….
Assessment period

The start date for valuation purposes is assumed to be [dd mmm yyyy].

The economic life of the proposed assets is assumed to be [xx] years and this is the period over which costs and benefits are assessed.

Discount and inflation assumptions

As a risk-adjusted real discount rate is typically used, no further explicit allowances are necessary for price or wage inflation over the assessment period. Similarly, optimism bias is no longer included in the cost estimates as this could potentially double-count the risk adjustments included in the discount rate.

The Public Sector Discount Rate specified by the Treasury for projects of this type is [xx.x]% per annum. As this is a real discount rate, all costs and benefits are expressed in today's dollar terms.

Estimated costs

Depreciation, capital charges, interest and other financing costs are excluded from the analysis.

The following costs were estimated by …..

Taxation

All dollar figures are expressed in GST exclusive terms.

Estimating monetary benefits

Benefits may be measureable in either monetary terms (financial or cash-releasing, such as avoided costs or efficiency savings) or non-monetary terms (quantifiable, such as reduced customer complaints). Qualitative benefits may be observable but not easily measured. Dis-benefits have negative impacts on stakeholders.

The expectation is that further analysis is undertaken to assign monetary values to benefits wherever feasible. The level of effort on any analysis should be agreed with the monitoring agency to ensure it is fit for purpose. All benefits and costs that can reasonably be quantified in monetary terms should be included and subject to cost benefit analysis. 

Stakeholders identified the following benefits at the facilitated workshop on [dd mmm yyyy]…..

Further analysis has been undertaken to estimate monetary values by…..

Table xx: Estimated monetary benefits from ….
	Monetary Benefits
	Estimates and Timing
	Description 

	
	
	

	
	
	

	
	
	

	
	
	


A cost benefit analysis was undertaken and the results are provided in the appendices…...

….

Non-monetary Benefits and Costs

Some benefits could not be reliably quantified in monetary terms and are described below……
Table xx: Non-monetary benefits (and costs, if any) from the investment proposal
	Non-monetary  Benefits
	Description

	
	

	
	

	
	

	
	


The non-monetary benefits for each short-listed option were assessed using multi-criteria analysis as part of a facilitated workshop of stakeholders on [dd mmm yyyy]. Participants were asked to:

· agree on a set of [xx] mutually exclusive benefit criteria…..

· agree and assign percentage weights to each of the criteria…..

· score each option out of 10 against each of the criteria. Individual scores were tested for consistency and averaged to obtain overall scores out of 10 for each option and criteria.

The methodology used and assumptions are……. 

The detailed results of the multi-criteria analysis are attached to this business case.

…… 

Risk and Uncertainty

Risk identification and measurement

The key risks have been revisited and assessed for each of the short-listed options
…. 

Risk assessment

At the facilitated workshop on [dd mmm yyyy], stakeholders identified and evaluated the key risks that might create, enhance, prevent, degrade, accelerate or delay the achievement of the investment objectives. The results of this assessment are detailed below.
Table xx: Risk assessment and risk management strategies
	Risk
	Consequence (H/M/L)
	Likelihood (H/M/L)
	Comments and Risk Management Strategies

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


This risk analysis was also used to inform the development of the risk register, attached to this business case.

Quantitative risk analysis

Quantitative risk analysis is mandatory for high risk and large scale State sector agency capital investment proposals. While the use of quantitative risk analysis is recommended, the level of effort on any proposed analysis should be agreed with the monitoring agency to ensure it is fit for purpose for the decision being sought.

The methodological approach used to quantify and model risks was….

The results of the quantitative risk analysis are provided in the appendices and summarised below…..

Testing the Preferred Option and Sensitivity Analysis

The purpose of this section is to identify the preferred option, test the robustness of this option using sensitivity analysis and present the overall results of the options analysis.

Identifying the preferred option

To the extent that all costs, benefits and risks have been quantified and valued robustly, the preferred option is typically the one with the highest, risk adjusted, net present value (NPV).Where an option has significant intangible benefits, these can out-weigh the difference in NPV between this and alternative options. This can alter the choice of the preferred option and these trade-offs need to be clarified for decision-makers. Where an option has an NPV which is subject to significant uncertainty, it can be difficult to distinguish from alternatives. A low risk, low NPV option may be preferred to an alternative with higher and more uncertain net benefits.

Table xx below presents the results of the cost benefit analysis using core assumptions…...
Table xx: Presenting the results of the options analysis
	
	Option 1: Do Nothing
	Option 2: Do Minimum
	Option 3: Intermediate
	Option 4: Aspirational

	Appraisal Period (years)
	
	
	
	

	Capital Costs
	
	
	
	

	Whole of life costs
	
	
	
	

	Cost-benefit analysis of monetary costs and benefits:

	Present Value of monetary benefits
	
	
	
	

	Present Value of costs
	
	
	
	

	Net present value
	
	
	
	

	Multi-criteria analysis of non-monetary benefits:

	Benefit criteria 1
	
	
	
	

	Benefit criteria 2
	
	
	
	

	Benefit criteria 3
	
	
	
	

	Preferred option
	
	
	
	


Testing the robustness of the options analysis

Sensitivity analysis is a form of quantitative analysis that examines how net present values, benefits, costs or other outcomes vary as individual assumptions or variables are changed. This approach is used to test the robustness of the options analysis.

Sensitivity analysis can address two key questions.

· Would the preferred option still be worthwhile pursuing if some of the key assumptions do not eventuate?

· What actions can be taken to manage the risks before accepting a particular option?

It is also possible to determine switching values. That is, how much would a given significant variable (for example an exchange rate or revenue forecast) have to change before an alternative option displaces the preferred option?

The options analysis is sensitive to the following significant drivers: …….

The following [xx] scenarios were tested: ……..

Scenario one assumes that [variable] increases by x%, with all other variables constant.

The impacts on the options analysis of Scenario One is demonstrated in the table below.
Table xx: Sensitivity testing results - Scenario One: ………………………….
	
	Option 1: Do Nothing
	Option 2: Do Minimum
	Option 3: Intermediate
	Option 4: Aspirational

	Appraisal Period (years)
	
	
	
	

	Capital Costs
	
	
	
	

	Whole of life costs
	
	
	
	

	Cost-benefit analysis of monetary costs and benefits

	Present Value of monetary benefits
	
	
	
	

	Present Value of costs
	
	
	
	

	Net present value
	
	
	
	

	Multi-criteria analysis of non-monetary benefits

	Benefit criteria 1
	
	
	
	

	Benefit criteria 2
	
	
	
	

	Benefit criteria 3
	
	
	
	

	Preferred option
	
	
	
	


The preferred option

This part of the business case needs to tell a compelling and evidence-based story that fully informs decision-makers of the trade-offs they are making between different options and of the robustness of the preferred solution.

The preferred option is ….., because….. 

Commercial Case - Preparing for the Potential Deal

At this stage, the commercial case considers:

· the procurement strategy and any Government requirements

· procurement plan and timetables

· service requirements

· risk sharing arrangements

· payment mechanisms, and

· any other contractual or accounting issues.

This section outlines the proposed deal in relation to the preferred option outlined in the economic case. A commercial case is not needed if there is no significant procurement, for example if services are provided in-house.

Government departments must follow the Government Rules of Sourcing published by the Ministry of Business, Innovation and Employment. State Services are expected to follow the Rules. Refer to “Mastering Procurement – A Structured Approach to Strategic Procurement” and the associated MBIE guidance.
 Where a detailed procurement plan has been completed to meet MBIE assurance requirements, it can be attached to this case for reference and summarised below.
The Procurement Strategy

The procurement strategy focuses on how best to approach the market and procure the required services, subject to any prevailing rules and regulations.
 
The procurement strategy is to take the following position and approach to take to the market:……. 

In developing the business case and analysing the market, the agency engaged with suppliers by…

The recommended approach to market is a [one-step open competitive tender / two-step open competitive tender / one-step closed competitive tender / two-step closed competitive tender]. The reason for this recommendation is…

[This approach to market fits with the agency’s procurement policies, the Government Rules of Sourcing and the Government Principles of Procurement – if relevant].

The Procurement Plan

The procurement plan provides details of how the agency will approach the market, evaluate bids and decide on the preferred supplier. The purpose of the procurement plan is to:

· provide detailed planning for the approach to the market, evaluation of offers and identification of the preferred supplier

· ensure the best supplier is selected for right reasons and at a price that represents value for money over the life of the contract

· assign roles and responsibilities in the cross-functional tender team, and

· set realistic timelines that ensure that suppliers have sufficient time to develop meaningful responses.

The proposed approach to the market, evaluation of offers and identification of the preferred supplier are as follows:……

Table xx: The following cross-functional team will be involved in the evaluation of bids and recommending the preferred supplier.

	Role
	Membership
	Name
	Organisation

	Chair of evaluation panel
	Non-voting
	
	

	Official liaison officer
	Non-voting
	
	

	Financial analyst
	Non-voting
	
	

	Legal advisor
	Non-voting
	
	

	Probity auditor
	Non-voting
	
	

	Business group / owner
	Voting
	
	

	User group / beneficiary
	Voting
	
	

	Subject matter expert
	Voting
	
	


The proposed timeline for the procurement is as follows: ……

Table xx: Indicative timeline - this example timeline is based on a one-step open tender
	Procurement Milestone
	Indicative Date

	Pre-procurement

	Procurement Plan approved
	

	Tender documents developed
	

	Tender documents approved
	

	Pre-procurement market engagement
	

	Advance notice published on GETS
	

	Tender

	Tender advertised on GETS
	

	Supplier briefing/s
	

	Last date for supplier questions
	

	Last date for agency to answer questions
	

	Tender closing date
	

	Evaluation

	Panel confidentiality & conflict of interest declarations signed
	

	Evaluation panel meets
	

	Interview short listed suppliers
	

	Supplier site visits / product testing
	

	Panel minutes and recommendation
	

	Recommendation accepted / denied
	

	Post-evaluation

	Advise bidders of outcome
	

	Debrief unsuccessful suppliers
	

	Due diligence & contract negotiation
	

	Contract Award Notice published on GETS
	

	Contract start date
	


The evaluation model that will be used is [lowest price conforming / simple score / weighted attribute (weighted score) / target price / Brook’s Law]…….

Each supplier must meet the all of the following pre-conditions before its bid will be considered for evaluation on the merits…..

Having met all of the preconditions qualifying bids will be evaluated on the merits using the following evaluation criteria and weightings…….

Specify Requirements

As far as possible, requirements must be clearly specified in terms of the desired outcomes and outputs, rather than focussing on the processes which produce them or the inputs and technologies required. Specify the quality attributes of the goods and services required and the performance measures against which they will be assessed. 

The deal must allow scope for the prospective suppliers to suggest innovative ways of meeting the requirements, including proposals which may require rethinking current business processes.

Good requirements should ensure the right quality, right quantity, right place, right time and right price. Stage 3 of the Ministry of Business, Innovation and Employment guide “Mastering Procurement: A Structured Approach to Strategic Procurement” (2011) provides useful tools for articulating clear requirements.

The required goods/services are: ……..

These requirements have been endorsed by key stakeholders using the following approach ..…

Potential Risk Allocation

The key principle is that risk should be allocated to the party best able to manage it. The objective is the optimal allocation of risk to the party best placed to manage it, rather than maximising risk transfer. 

Key procurement risks have been identified, evaluated and recorded in the risk register, attached to this business case…

The procurement risks are proposed to be apportioned between the parties as outlined in the following table ….

Table xx: Risk allocation table – for an example where the service risks (design, build, funding and operational) are proposed to be apportioned between the parties
	
	Potential Risk Allocation

	Risk Category
	Organisation
	Supplier
	Shared

	Design risk
	xx%
	xx%
	(

	Construction and development risk
	
	
	

	Transition and implementation risk
	
	
	

	Availability and performance risk
	
	
	

	Operating risk
	
	
	

	Variability of revenue risks
	
	
	

	Termination risks
	
	
	

	Technology and obsolescence risks
	
	
	

	Control risks
	
	
	

	Residual value risks
	
	
	

	Financing risks
	
	
	

	Legislative risks
	
	
	

	Other project risks
	
	
	


Potential Payment Mechanisms

The payment mechanism is the formula against which payment for the contracted services will be made. The underlying aim of the payment mechanism and pricing structure is to reflect the optimum balance between risk and return in each contract. As a general principle, the approach should be to relate the payment to the delivery of service outputs and the performance of the supplier.

The proposed payment approach is to….

Contractual and Other Issues

Type of contract

The short listed supplier will be offered a contract for services / supply agreement…

The proposed contract term is [xx] years with options to extend for…..

The quality standards / key performance indicators for measuring the supplier’s performance are…

The timeframes for delivery are…

Specific reporting requirements are…

Payment will be based on the supplier’s successful completion of milestones as detailed in the contract.

New intellectual property arising as a result of the contract will be the property of…

The proposed contract terms and conditions are attached to this business case….

In addition to the agency’s standard terms and conditions the following additional clause/s is required to manage specific risk...

Variations to contract will be in writing and signed by both parties. Variations involving an increase in price must only be made within the limit of the financial delegated authority.

The strategy for exiting the contract at the end of its term is…

Contract management

The responsibility for managing delivery under the contract as well as supplier relationship management will pass to [name, title, business unit] on the signing of the contract. This person will develop a contract and relationship management plan in consultation with the successful supplier.

The supplier’s performance will be reviewed…

Personnel implications

The personnel implications are as follows: ……

Accountancy treatment 

It is envisaged that the assets underpinning delivery of the services [will/will not] be on the balance sheet of the organisation…..…..

Financial Case - Affordability and Funding Requirements

The purpose of the financial case is to determine the funding requirements of the preferred option and to demonstrate that the recommended deal is affordable.

The Financial Costing Model

Financial costing approach

The financial case focuses on the affordability of the short-listed options evaluated in the economic case, with particular emphasis on the preferred option. The financial costing should takes into account any impacts on the financial accounts of the organisation of implementing the preferred option, including sunk costs, depreciation, interest and any other financing charges. 

The capital and operating requirements for the preferred option are detailed separately in the financial analysis, including:

· the capital and operating consequences of the preferred option over the life-span of the service and/or contract period, including any third party revenue

· any contingencies (in monetary terms and consistent with previous quantitative risk analysis) necessary to ensure that there is sufficient financial cover for risks and uncertainties

· how this compares with any constraints applied to the proposal, and

· any shortfall in capital and operating requirements (i.e. funding sought by this business case). 

The financial analysis model and the associated methodology used is ……..

The key assumptions in the model are …..

The proposed funding arrangements are to……

Impacts on the financial statements

The financial impacts of the project over the intended analysis period are shown below…..
Table xx: Financial costing model
	
	

	
	2013/14
	2014/15
	2015/16
	2016/17
	……..
	Total

	Capital expenditure:

· item 1

· item 2

· ……
	
	
	
	
	
	

	Operating expenditure:

· item 1

· item 2

· ……
	
	
	
	
	
	

	Total expenditure
	
	
	
	
	
	

	Revenue
	
	
	
	
	
	

	Capital required
	
	
	
	
	
	

	Operating required
	
	
	
	
	
	


The term of the financial analysis is usually the period to stable costs. Sensitivity analysis may be necessary to model the uncertainty of key variables and justify contingencies.

The financial analysis should be updated as the project proceeds and the impacts on the financial statements of the organisation are known with greater accuracy, particularly once the preferred supplier offer is known. Decision-makers should expect to receive on-going assurances that the proposal continues to be affordable and optimises value for money.

The impacts of the proposed deal on user charges in respect of services provided have been assessed and the revenue projections are robust…...

The impacts of the proposal on the operating statements and balance sheet have been assessed by a qualified accountant as …..

Appropriate contingencies have been made for risks and uncertainties…...

Overall affordability

The proposed cost of the project is … over the expected lifespan of the contract.

Management Case: Planning for Successful Delivery

The management case confirms that the proposal is achievable and details the arrangements needed to both ensure successful delivery and to manage project risks.

Project Management Planning 

Programme management arrangements

This section is needed if the proposed project for capital investment and the delivery of the services is managed within the context of a wider programme management process.

The proposed investment project is an integral part of the …… programme, which comprises a portfolio of projects for the delivery of…… These are set out in the Programme Business Case agreed on [dd mmm yyyy].

The relevant programme management arrangements are as follows: ……

Project management arrangements

In the event that this investment proposal receives formal approved, a project will be established to deliver the required services. 

The project will be managed using the ….. project management methodology. 

The relevant project management arrangements are proposed to be as follows: ……

….

Proposed governance arrangements

At this stage it is useful to include a diagram of the project organisation structure. Where these have already been appointed include named individuals. Where the positions are vacant, outline the proposed recruitment processes and role descriptions. The intent is to provide assurance that the project will be well organised and delivered by capable personnel. Include profiles and track records of any key personnel in the appendices.

The proposed governance structure and the reporting arrangements for the project are as follows: ……

….

Figure xx: The ……….. project organisation chart 

Include a diagram of the project organisation structure.

Project roles and responsibilities

These are as follows……

Where capability does not exist in-house, some roles may be filled by external contractors. This could include nationally contracted companies as well as other specialists for advice and planning on specialist services. Early planning should signal how and when external contractors are likely to be used and factor in any additional project costs.

Project plan and milestones

A summary of the project plan should be included. This should address the key deliverables, the activities and key resources required to deliver them, inter-dependencies,  constraints and critical paths and key points for monitoring (including any Gateway reviews).Inclusion of GANTT charts may be useful. 

The project is run over [xx stages and is estimated to take approximately [yy] years. ……

A more detailed summary of the project plan is included in the appendices….

Table xx: Project plan timetable
	Key Project Milestone
	Approximate Date

	
	

	
	

	
	

	
	

	
	


Change Management Planning

The potential impact of the proposed change on the culture, systems, processes and people needs to be assessed as part of the project. Outline the change management plan, together with underlying communications and staff development strategies. 

The strategy, framework and plan for dealing with change and associated contract management is as follows……

Benefits Management Planning

The strategy, framework and plan for dealing with the management and delivery of benefits are as follows……

Benefit register

The following register details the significant expected benefits and indicates how the benefits are to be realised. 

Table xx: Benefit register

	Benefit ID
	Benefit Title
	KPI
	Target Value
	Date
	Achievement level
	Date
	Achievement level
	Date
	Achievement level
	Date

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	


Risk Management Planning

The strategy, framework and plan for dealing with the management of risk are as follows……

A risk management plan is attached in the appendices.

Risk register

The register lists all the identified risks and the results of their analysis and evaluation. Information on the status of the risk is also included. The risk register is intended to be continuously updated and reviewed throughout the course of a project. 

Table xx: Risk register

Attach the risk register and insert a summary
Post-Project Evaluation Planning

A post implementation review evaluates the project from business case development to delivery. This is typically undertaken within the first six months after delivery, to confirm that the new facilities are operating as intended and delivering the services proposed in the business case. 

Project evaluation or benefit realisation reviews determine if the project delivers its anticipated improvements and benefits. These reviews are undertaken regularly during the life of the asset. 

A post implementation review is planned on [dd mmm yyyy] to …..

Project evaluation reviews are planned at regular ….. intervals, commencing [dd mmm yyyy], to …….. 

Gateway Reviews

This section only applies for high risk projects subject to Gateway review.

A Gateway 2 (Delivery strategy) has been undertaken on the project as part of the development of this Single Stage business case. The review recommendations have resulted in the following actions……

Further Gateway reviews are planned as follows: …… 

Next Steps

This Single Stage business case seeks formal approval from …………… to approach the market for services and progress the implementation of the preferred option…..

 

Appendix One: Commissioner’s Letter

This template is the basis for developing the letter and may be customised and individualised to meet the requirements or to address proposal-specific issues.   

[date]

[To whom it may concern]

…………….. Single Stage Business Case

This Single Stage Business case is a significant deliverable of a strategic project by the  ……….. to investigate value for money options to meet its future ………………………. requirements. 

I confirm that:

· I have been actively involved in the development of the attached investment proposal through its various stages

· I accept the strategic aims and investment objectives of the investment proposal, its functional content, size and services

· the indicative cost and benefit estimates of the proposal are sound and based on best available information 

· the financial costs of the proposal can be contained within the agreed and available budget

· the organisation has the ability to pay for the services at the specified price level, and

· suitable contingency arrangements are in place to address any current or unforeseen affordability pressures.

This letter fulfils the requirements of the current Better Business Cases guidance. Should either these requirements or the key assumptions on which this case is based change significantly, revalidation of this letter of support should be sought.

Yours sincerely

……..

Annex: Summary Presentation of the Long-list Options Assessment
	
	Scope 
Options
	Service Solution Options
	Service Delivery Options
	Implementation Options
	Funding 
Options

	Description of Option:
	
	……….
	
	
	………
	
	………
	
	………
	
	……..

	Investment Objectives:

	Objective 1
	No
	
	
	
	
	
	
	
	
	
	

	Objective 2
	Partial
	
	
	
	
	
	
	
	
	
	

	Objective 3
	Yes
	
	
	
	
	
	
	
	
	
	

	Critical Success Factors:

	Strategic fit and business needs 
	
	
	
	
	
	
	
	
	
	
	

	Potential value for money
	
	
	
	
	
	
	
	
	
	
	

	Supplier capacity and capability
	
	
	
	
	
	
	
	
	
	
	

	Potential affordability
	
	
	
	
	
	
	
	
	
	
	

	Potential achievability
	
	
	
	
	
	
	
	
	
	
	

	Summary of Advantages and Disadvantages:

	
	
	
	
	
	
	
	
	
	
	
	

	Overall Assessment:
	Continued for VFM
	Possible
	Preferred
	Discount
	
	
	
	
	
	
	

	Short-listed options:

	Status Quo option
	
	
	
	
	

	Do Minimum Option
	
	
	
	
	

	Less Ambitious
	
	
	
	
	

	Preferred 
	
	
	
	
	

	More Ambitious
	
	
	
	
	


� 	Refer to the Treasury web-site at � HYPERLINK "http://www.infrastructure.govt.nz/publications/betterbusinesscases" �http://www.infrastructure.govt.nz/publications/betterbusinesscases�


� 	Refer to � HYPERLINK "http://www.mindtools.com/index.html" ��http://www.mindtools.com/index.html� for more detail on how to use the PESTLE(C) and SWOT analysis tools.


� 	Refer to the Government Rules of Sourcing (October 2013), Mastering Procurement: A Structured Approach to Strategic Procurement (March 2011) and other related guidance and templates available at the Ministry of Business, Innovation and Employment (MBIE) website at � HYPERLINK "http://www.business.govt.nz/procurement" ��http://www.business.govt.nz/procurement�


� 	Refer to the Supply Positioning model outlined in Mastering Procurement – A Structured Approach to Strategic Procurement at � HYPERLINK "http://www.business.govt.nz/procurement" ��http://www.business.govt.nz/procurement�


� 	For further detail, refer to the Government Rules of Sourcing (October 2013), Mastering Procurement: A Structured Approach to Strategic Procurement (March 2011) and other related guidance and templates available at the Ministry of Business, Innovation and Employment (MBIE) website at � HYPERLINK "http://www.business.govt.nz/procurement" ��http://www.business.govt.nz/procurement�
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