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[bookmark: _Toc138949150]About this Document   
The purpose of this document is to provide a template for a council to draft an Outline Business Case (OBC). This template is based upon the HM Treasury Green Book Five Case Model[footnoteRef:2] and seeks to follow and build upon the Better Business Cases Guidance. [2:  The Green Book (2022) - GOV.UK (www.gov.uk)] 


Visit the Net Zero Go platform to find out more about business case development, the Five Case Model, the Outline Business Case (OBC), and tools for completing the activities in this document.

[bookmark: _Toc138949151]Guidance on document use

	Key
	

	[image: Lights On with solid fill]
	Blue text boxes with this icon are for information purposes and should be deleted once the Outline Business Case is complete.


	[image: Meeting with solid fill]
	Green boxes with this icon propose potential workshop activities that may facilitate the collation of information required. These can be deleted once the workshops have taken place.

	Italics and grey highlight
	This document includes suggested text and footnotes on aspects that can be considered as part of the overall text within each section, where they are relevant for the project. These are illustrative and should be replaced with project specific information.



· Where substantial suggested text is provided, it is not intended to be used in its entirety but to assist the user in compiling the most useful information relevant to the project. This information should be streamlined providing references for follow up, when possible, to further information.
· Graphs and tables are included for illustrative purposes on how these can be replicated with project specific data for the completion of the OBC. 
· In specific sections, there will be items to define. These items are identified in square brackets [  ]. Those areas that require further definition include: 
· Section 5.2 Strategic Context: clarity required regarding whether the overview relates to a local authority; council owned companies or ventures; project or programme.
· Section 5.3 Case for Change: clarity required regarding whether the objective is a strategic, spending or investment objective.
· The Commercial Case: clarity on whether the purpose of the commercial case is to deliver a procurement, agree a well structured deal between the public sector and its service providers or develop a commercial model for a new entity.
· Experience demonstrates that an OBC is best developed through a number of workshops, involving key stakeholders, at critical phases of a project’s development. This can facilitate the collation of information and add immeasurably to the robustness of the case and, consequently, to the approval and successful delivery of the project. The number of workshops required will depend on the complexity of the project and resources available to deploy. Green boxes within the guidance propose potential workshop activities that may facilitate the collation of information required. 

[bookmark: _Toc138949152]Green Book supplementary guidance

Various supplementary guidance documents have been published by HM Treasury which build upon the original guidance. Some of these should be considered in relation to all projects, for example:

· Accounting for the effects of climate change[footnoteRef:3]; and [3:  https://www.gov.uk/government/publications/green-book-supplementary-guidance-environment ] 

· Valuation of energy use and greenhouse gas emissions for appraisal[footnoteRef:4]. [4:  https://www.gov.uk/government/publications/valuation-of-energy-use-and-greenhouse-gas-emissions-for-appraisal ] 


Some of the guidance documents are for specific types of project, for example: transport, health, competition, crime, asset valuation, etc. The full range of supplementary guidance documents can be found on the Gov website.[footnoteRef:5] [5:  https://www.gov.uk/government/collections/the-green-book-and-accompanying-guidance-and-documents#supplementary-guidance ] 



[bookmark: _Toc138949153]Approval Sought

	
Outline the key decision(s), approval(s) and/or recommendation(s) which are documented within the business case.
	[image: Lights On with solid fill]


	· This should align with your internal decision-making process and delegated authority levels. 
· Approval may also require supplementary documentation which can support this Outline Business Case.
· The final approval list should be agreed with the project team who are seeking approvals from their senior decision makers.












[bookmark: _Toc138949154]Executive Summary
	
We recommend that this section is completed by a local authority Officer or someone with knowledge of how best to translate the more technical elements of the five cases into locally relevant strategies and benefits.

	



	
The Executive Summary should tie the 5 cases together, giving a clear introduction to what the project is trying to achieve and how it will do it.  It should briefly set out the case for change, what has to be done to make this change, and how it will be implemented. The Summary should introduce the narrative to the project and must clearly state the desired outputs. 

This section should be around 3-4 pages and should include:
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	A summary of the project in relation to local strategies, policies and programmes
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	A description of the project alongside a map or image (if relevant)
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	A summary of any previous activities in relation to the project
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	A summary of the five cases highlighting all key points. The summary must be consistent with the information contained within the OBC. This should at minimum include:
· Summary of the capital investment in the short and long-term
· Summary of the key benefits to the project sponsor over a 25- and 40-year time period (including NPC, Project IRR, Social NPC and carbon savings per annum)
· Summary of the key benefits (e.g. cost, carbon and tariff) to wider stakeholders
· Summary of key risks and issues alongside a high-level deliverability assessment
· Description of the commercial delivery model
· Summary of how the project will be funded and by whom
· Description of how the project will be managed


	[image: Checkbox Checked outline]
	Recommendations for further work (if applicable) and next steps.







[bookmark: _Toc138949155]Introduction  

[bookmark: _Toc138949156]Background

Project and/ or local authority specific. 


[bookmark: _Toc138949157][bookmark: _Hlk132631765]Outline Business Case 

The purpose of this document is to justify the selection of the preferred option for delivering compliance in the shortest possible time[, building on the evidence presented in the Strategic Outline Case (SOC)][delete if no SOC was drafted]. It should also set out the likely implementation plan, procurement route and it should demonstrate the affordability of [insert project name].

[At the outset of preparing the OBC, the principles set out in the SOC should be revisited and reviewed. The case for change and economic background must be reviewed, because it is likely to be a matter of weeks/months between when the SOC was approved and when the OBC is begun. Elements of the project are likely to have changed. Any material changes should be recorded in the opening section to the strategic and economic cases in the OBC.][delete if no SOC was drafted].

	
If the OBC is being developed as part of a wider funding application, you may wish to consider the following for inclusion:
	[image: Lights On with solid fill]


	The document will also be assessed by [insert funder name e.g. Defra / Triple Point for Heat Networks] to ensure that it delivers the necessary scheme compliance, is fair, cost effective and where possible delivers wider benefits. The document will only be approved by government, and thus considered appropriate for funding, if it can be shown that: [ ]




The approach adopted in rest of this document is structured is in accordance with the HM Treasury ‘Green Book’ Guidance for Business Cases, and therefore consists of five separate elements. The five elements are:

	Strategic Case
	Covering strategic context and ambitions for the proposed changes being considered.

	Economic Case
	Identifying and assessing the additional public value that could be generated by the proposed changes and quantifying as far as possible the monetary impact of those changes for the public purse.

	Commercial Case
	Exploring the business implications of the preferred option that emerges from the Economic Case in terms of legal process, HR, estates, ICT and third-party expenditure. 

	Financial Case
	Assessing whether the preferred option is affordable and the source of funding for any upfront investment costs required.

	Management Case
	Considering the ‘achievability’ of the preferred option and looking at the actions that would be required to ensure successful delivery in accordance with best practice.


[bookmark: _Toc138949158]Strategic Case  
	
The purpose of the strategic dimension of the business case is to make the 
case for change and to demonstrate how it provides strategic fit. 

Demonstrating that the scheme provides synergy and holistic fit with other projects and programmes within the strategic portfolio requires an up-to-date organisational business strategy that references all relevant local, regional, and national policies and targets. 
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	Making a robust case for change requires a clear understanding of the rationale, drivers and objectives for the spending proposal, which must be made SMART – Specific, Measurable, Achievable, Relevant and Time constrained – for the purposes of post-evaluation. 

Key to making a compelling case for intervention is a clear understanding of the existing arrangements: the Business As Usual (BAU), business needs (related problems and opportunities), potential scope (the required organisational capabilities) and the potential benefits, risks, constraints and dependencies associated with the proposal. 

The challenges are:

· to explain how further intervention and spend on key ‘inputs’ will deliver ‘outputs’ that improve the organisation’s capability to deliver better outcomes and benefits to stakeholders and customers, while recognising the associated risks.

· to ensure the organisation’s proposals focus on business needs that have been well researched and are supported by service demand and capacity planning.

· to ensure schemes are planned and delivered as part of an approved organisational strategy that has a well-defined portfolio of related programmes and projects.





	Workshop 1: Making the case for change.
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	NB – this workshop is only required at this stage if it was not carried out earlier, i.e. at SOC stage

Aims and Objectives: 
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	Review the current situation and identify the business needs
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	Agree the objectives
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	Identify the scope for the project and service requirements
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	Ascertain how the project will support national, regional, local and organisational policies, initiatives and targets (drivers for action)

	[image: Checkbox Checked outline]
	Determine high level project benefits, risks, constraints and 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 objectives.
· Business needs and potential scope for the project.
· Key benefits and risks, constraints and dependencies.


	This may need to be done over a series of workshops/ meetings depending on the number of options available and the time you have available from colleagues to engage with this content.
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Set out the purpose of this section and review and revisit the Strategic Case of the Strategic Outline Case (SOC), if applicable.
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The strategic case assesses strategic fit. 
This section sets out the investment objectives and identifies a range of opportunities and benefits that could be delivered as well as highlighting the main risks and constraints.


[bookmark: _Toc138949160]Strategic context

[Local Authority/ Organisation/ Project] overview: Business Strategy and aims

	
Provide a brief overview. This may include:

· the current range of services being provided;
· staffing and governance arrangements; and
· the existing financial position – funding streams / expenditure.
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	Determine how the project aligns with other projects and programmes within the business strategy and strategic portfolio. This should include consideration of local policies, initiatives, and projects.





Other relevant strategies 

	
Set out the strategic policy context and how this project supports the wider public sector’s objectives. 

This should include:
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	Relevant international, national, regional, sector policies and targets, funding etc.
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	Keep this succinct and only reference relevant projects. Footnotes are an effective way of linking to further information.

	
	




Funding Initiatives

	
Include information on funding opportunities which are linked to the project e.g. the Public Sector Decarbonisation Scheme/Green Heat Network Fund. Text should be cross referenced to the Financial Case.
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The Case for Change should provide a clear understanding of the spending objectives and target outcomes for the intervention, existing arrangements and future business needs. 
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[Strategic/Spending/Investment] objectives

	
Specify the objectives for the project and key drivers for intervention. 

The project’s spending objectives will typically address one or more of the 
following five generic drivers for intervention and spend. These are:

· To improve the quality of public services in terms of the delivery of agreed outcomes (effectiveness). 
· To improve the delivery of public services in terms of outputs (efficiency).
· To reduce the cost of public services in terms of the required inputs (economy).
· To meet statutory, regulatory or organisational requirements and accepted best practice (compliance). 
· To re-procure services in order to avert service failure (replacement). 
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Existing arrangement 

	
Provide a factual picture of the organisation’s current service model.  
This is the Business as Usual (BAU).
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Business needs – current and future.

	Specify the business needs required to achieve the agreed objectives. 
Focus on the “service gaps” from which to measure future improvements. 

This analysis should consider service demand and capacity planning.
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Potential scope and key service requirements. 


	
Identify the potential scope for the project in terms of the operational capabilities and service changes required.
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	Focus on the outputs and key activities required to close the “service gaps” identified on a continuum of need: core (essential); desirable and optional.




	Range 
	Core 
	Desirable 
	Optional 

	Potential scope 
	
	
	

	Key service requirements 
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	Specify the main benefits associated with the achievements of the objectives by category, beneficiary and class. Distinguish benefits from outcomes.

Outline expectations in reference to:
· Direct public sector benefits (to the originating organisation) 
· Indirect public sector benefits (to other public sector organisations)
· Wider societal benefits (householders, individuals and benefits)
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	Category
	Sub-category
	Benefit
	Beneficiary

	
	
	
	

	
	
	
	

	
	
	
	




Benefits

The table below summarises what wider benefits the project will deliver, notably for key stakeholders:

	Beneficiary
	Potential Delivery Output/Benefits

	
	

	
	

	
	

	
	

	
	




Risks


	Workshop 2: Risk Identification
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	Aims and Objectives: 

To identify the following categories of risk in relation to scope of the project:
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	Business risks: The risk that the organisation cannot meet its business imperatives
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	Service risks: The risk that the service is not fit for purpose
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	External risks: The risks that affect all society, and are not connected directly to the 

	
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.

	

	It is recommended that these risks are audited regularly through structure review meetings, audit interviews and/ or risk workshops.






	A risk register should be developed from the beginning of the project. It should be updated and reviewed on a regular basis and used as the source for:
· identifying the main business and service risks (in the strategic case section);
· quantifying and appraising the business and service risks (in the economic case section);
· apportioning and transferring service risks (in the commercial case section); and
· mitigating and managing risks over the entire life cycle of the scheme.
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	Specify the main risks associated with the achievement of the project’s spending objectives and the proposed counter measures for avoidance, mitigation and management

Strategic risks include changes to policies/ strategies, reputational risks to the Combined Authority or project promoter, any governance risks such as project or programme board not formed, project controls not yet established etc., high-level details of any financial risks and any market driver risks. Risks will be further explored in the commercial and management dimensions. It is recommended that the top five risks are stated in this section.






Development of [insert project type] projects carries a number of risks which need to be managed and mitigated. Key areas of risk and ways to mitigate these risks are set out in Appendix [  ]. 



Constraints

	Specify any constraints that have been placed on the project. These should not be artificially imposed and restricted to items, generally resources and time constraints, that have been agreed.

Constraints could include funding timeframes and funding stream specifications, limitations or restrictions to scheme scope, any set timeframes, defined quality specifications to be delivered, and resource constraints (equipment, materials, staff etc.). Details should also be provided on how the constraints will be managed.
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Constraints are external conditions and agreed parameters within which a project must be delivered where the Council has little or no control. These include:
· Local Authority Powers
· UK and international agreements, including subsidy control rules.
· Add to list as appropriate (timescales, funding etc.)

Dependencies

	Specify any dependencies outside the scope of the project upon which the ultimate success of the project is dependent. This should include interdependencies between programmes and projects and external dependencies.
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Dependencies are outside the scope of [insert council name] but affect its ultimate success – they include inter-dependencies with other service portfolios and external dependencies: 
· Impact of Government policies and programmes that interact with (insert topic area)
· (Any) changes to planning guidance (in respect of public estate/ renewable energy/ heat networks).
· Treasury balance sheet constraints and availability of funding 
· Add to list as appropriate (timescales, funding etc.).

[bookmark: _Toc138949163]Benefits, risks, constraints and dependencies 

	A strategic assessment should provide key stakeholders with the opportunity to influence the direction, scope and key aspects of the project.

A summary of stakeholders and a summary their engagement will have been provided at the SOC stage. It will be important to consider which key stakeholders should be included in any follow-on discussions at OBC stage to provide challenge to the project and ensure that the direction of the project is still in line with their expectations.

A list of key stakeholders and a summary of their interaction at OBC stage will be required.
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	Stakeholder name and job title
	Stakeholder organisation
	Summary of interaction
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	Summarise key points from the Strategic Case.

	[image: Lights On with solid fill]
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	The purpose of the economic dimension of the business case is to identify the proposal that delivers best public value to society, including wider social and environmental effects
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	Demonstrating public value requires a wide range of realistic options to be appraised (the long-list), in terms of how well they meet the objectives and critical success factors for the scheme; and then a reduced number of possible options (the short-list) to be examined in further detail. 

This section should set out a clear description of the methodology used to assess the short list of options, an economic appraisal of short list of options focusing on expected benefits and costs leading up to an understanding of the Value for Money position and finally identifying the preferred option based on both strength of the VfM and the strategic needs (demonstrated in Strategic Case).

The short-list usually includes the BAU, a realistic and achievable ‘do minimum’ that meets essential requirements, the preferred way forward (if this is different) and any other options that have been carried forward. These options are subjected to cost benefit analysis (CBA) or cost effectiveness analysis (CEA), where more appropriate, to identify the option that offers best public value to society. 

The challenges are:
· To begin by selecting the ‘right’ options for scope, solution, service delivery, implementation and funding, otherwise options will represent sub-optimal Value for Money (VfM) from the outset.
· To justify higher cost options in relation to BAU and the ‘do minimum’. 
· To measure and monetise the benefits and risks.

The techno-economic appraisal is normally undertaken with the assistance of technical advisors working alongside the council and relevant members of the internal project team. This should be considered where the necessary skills and resources are not available in-house. 




	Workshop 3: Exploring the Preferred Way Forward
NB – this workshop is only required at this stage is it was not carried out earlier, i.e. at SOC stage
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	The Green Book advises that at least one workshop takes place, to ensure that the key stakeholders are engaged earlier on, can challenge, and assist to shape the direction of the project.

Aims and Objectives: 


	[image: Checkbox Checked outline]
	agree the critical success factors
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	determine the long list options for each of the five key dimensions (identified below)
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	appraise the long list options – SWOT/advantages vs disadvantages
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	provide an overall RAG rating for each option in relation to how well the option meets the objective and critical success factors (CSFs)
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	discount unviable options
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	carry forward possible options
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	recommend a preferred way forward
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	provide an initial appraisal of the short-listed options

	
Key participants: 
External stakeholders or commissioners, Director of Finance, Commercial Director, economic adviser, customer and/or user representatives, project manager, facilitator. 


	This may need to be done over a series of workshops/ meetings depending on the number of options available and the time you have available from colleagues to engage with this content.






[bookmark: _Toc138949166][bookmark: _Toc417057864]Purpose

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 to society, including wider social and environmental effects as well as economic value.

[bookmark: _Toc138949167]Introduction

The aims and objectives of [insert project name] can be delivered in different ways.
[bookmark: _Hlk115464255]The Economic Case is based on four steps:
· Identifying and agreeing the critical success factors (CSFs) against which to appraise options, alongside their ability to meet the aims and objectives;
· Identifying a ‘long list’ of possible options for satisfying [insert project name] potential scope, and appraising how well each option meets the strategic objectives and CSFs agreed so as to identify the Preferred Way Forward (PWF) based on consideration of the strengths, weaknesses, opportunities and threats of each option;
· Developing a ‘short-list’ of options for further appraisal including business as usual (BAU) – the benchmark for value for money – a ‘Do minimum’ option – a realistic way forward that acts as a further benchmark for value for money – and ‘recommended’ PWF; and
· Undertaking the value for money analysis based on an economic appraisal of the ‘short-list’ of options to assess their costs and benefits and the associated risks to identify the preferred option. 


[bookmark: _Toc138949168]Identifying and Short-listing options 

[Strategic/ spending/ investment] objective 

The [strategic/ spending/ investment] objective is to [ ].


Critical Success Factors 

	Agree and formalise a set of critical success factors (CSFs). These are the attributes essential for successful delivery of the project, against which the assessment of the options for the delivery of the project will be appraised, alongside the spending objectives.
	[image: Lights On with solid fill]




Critical success factors are the evaluation criteria for high level appraisal of long list options to determine which options to take forward.

The evaluation criteria below, were agreed by XXX on the XXX at XXXX.

	Key critical success factors 
	Description

	Strategic case
	How well does the option provide strategic fit and business need?

	Economic case
	How well is the option likely to deliver public value? 

	Commercial case
	How well does the option match the ability of suppliers to deliver the required services? How attractive is the option?

	Financial case
	How affordable is the option? 

	Management case
	How achievable is the option? (Time, resources etc)





Identifying and appraising the long-listed options 

	Identify a wide range of possible options for achieving the project’s business needs, potential scope and service requirements, and undertake an assessment of how well each option meets the objectives and critical success factors agreed for the project.

	[image: Lights On with solid fill]


	The options will need to range from ‘Business as Usual (BAU), through to the ‘do minimum’ and ‘do maximum’ and any intermediate options considered.
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	Provide an assessment of each option in terms of how well it meets the spending objectives and critical success factors agreed for the project. This can be done via an assessment of its Strengths, Weaknesses, Opportunities and Threats (SWOT analysis) or in a more simplified manner by assessing the advantages and disadvantages of each option and how well it meets the agreed objectives and critical success factors (CSFs).
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	Discount any unrealistic options and carry forward any possible options for further consideration.
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	Identify the preferred way forward (PWF). This is the option that is considered the most plausible to optimise public value.




An options framework filter was used to identify and develop the long list of options for [insert project name]. This was then reduced to a short-list for more detailed appraisal. 
The option filter framework provides a structured approach to identifying and filtering a broad range of options for delivering policies, strategies, programme and projects based upon five key dimensions: 
· service scope (what is covered); 
· service solution (how - interventions and projects considered); 
· service delivery (who - organisation and operating model considered); 
· implementation (when - phasing and timing);
·  and funding (spend).
The key dimensions align to the Five Case Model. For each dimension, the aim is to identify the PWF, discounting and carrying forward other possible options to the short-list of options for more detailed appraisal in the value for money analysis. 
In order to progress to a short-list of options, the advantages and disadvantages of individual choices have been considered, together with how well they are likely to meet the strategic objective and critical success factors agreed for the delivery of (insert project/ programme name). These are available in Appendix XXX.

Scoping Options:

	Below are illustrative options for presentation of the Options Framework Filter.
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	For each of the 5 key dimensions, you will need to identify:
· Discounted options
· Options being taken forward for further consideration
· The preferred way forward 

Please note: Dimensions may have a varying number of options available. The table below is illustrative only. 

Consider numbering and/ or colour coding the results for ease of use/ interpretation. A RAG rating can be an effective method of identifying the different outcomes for each option and can help to provide a single page summary of the options considered.
 
If using a RAG rating, you should only have one green (PWF) for each dimension. You can have multiple red (discounted options) and amber (options for further investigation).




The following options were considered across the five dimensions:

	Dimension 

	BAU
	Do Minimum 
	Intermediate 1
	Intermediate 2
	Maximum

	1. Service scope (what)
	
	
	
	
	





	Dimension 

	BAU
	Do Minimum 
	Intermediate 1
	Intermediate 2
	Maximum

	2. Service Solution (how)
	
	
	
	
	





	Dimension 

	BAU
	Do Minimum 
	Intermediate 1
	Intermediate 2
	Maximum

	3. Service Delivery (who)
	
	
	
	
	




	Dimension 

	BAU
	Do Minimum 
	Intermediate 1
	Intermediate 2
	Maximum

	4. Project Implementation (when)

	
	
	
	
	




	Dimension 

	BAU
	Do Minimum 
	Intermediate 1
	Intermediate 2
	Maximum

	5. Project Funding
	
	
	
	
	




Summary of outputs

The table below captures possible combinations of options for delivery of XXX from which the short-list options have been drawn. 


The [steering group/ relevant Board or working group] agreed that the PWF was XXXX. 

Other viable short-listed options include:
 

	Options 
	BAU
	Do Minimum 
	Intermediate 1
	Intermediate 2
	Maximum

	Project scope 
	
	
	
	
	

	Project solution
	
	
	
	
	

	Service Delivery 
	
	
	
	
	

	Project Implementation
	
	
	
	
	

	Project Funding 
	
	
	
	
	





Preferred way forward

	Identify the preferred way forward for the project against each of the five key dimensions.

Note: the preferred way forward is NOT the preferred option at this stage. The preferred option is identified from the appraisal of the short-listed options.
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	The Project Business Case should identify a minimum of four short-listed options for further appraisal. 

These could include:
· Business As Usual (BAU) – the benchmark for Value for Money
· ‘Do minimum’ – a realistic way forward that also acts as a further benchmark for Value for Money, in terms of cost justifying further intervention
· The preferred way forward at this stage
· One or more other possible options 

Care must be taken to avoid ‘rigging’ and ‘retro-fitting’ options that have been pre-determined
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The options workshop(s) generated the following short-list of options for further consideration and appraisal:

[bookmark: _Toc138949170]Economic appraisal of short-listed options

	The economic appraisal of short-listed options is normally undertaken by a technical consultant appointed to work on the project, working alongside the council and relevant members of the internal project team. 

Calculate the discounted costs and benefits for the short-listed options and record the 
discounted values and Benefit/Cost Ratios (BCRs) for each option.

Economic appraisals focus on public value from the perspective of society and take into account all social, economic, environmental costs and all effects on public welfare. 

Financial appraisals focus on affordability from the perspective of the public purse, often expressed in terms of the public funding the project.

Relevant costs for an economic appraisal include:
· Public sector costs – Direct and Indirect
· Wider Social Costs – those falling to other sectors.
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Benefits appraisal

	The purpose of valuing benefits is to ascertain whether an option’s benefits are worth its costs, and to allow alternative options to be compared in terms of their net social value.

The main aim is to identify that the benefits of different options are quantifiable and can be expressed in monetary equivalent terms and to avoid defining benefits that cannot be measured, assessed or evaluated in any realistic way because there is no established evidence base.

If benefits cannot be expressed in monetary terms then it may be acceptable to express a benefit in qualitative terms but even then it should be possible to provide evidence on the likely order of magnitude of the benefit. 

For example, the Green Book provides a supplementary guidance on quantifying and monetising wellbeing aspect but in practice, it may be challenging to derive a monetised value for all wellbeing benefits and costs. 

The quantifiable (non-monetised) and qualitative benefits must be recorded in a Benefits Register with their sources and assumptions.
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Risk assessment

	Identify and quantify the risks associated with the options contained in the economic appraisals for the project’s short-listed options.
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Sensitivity analysis

	As a minimum, undertake sensitivity analysis on the preferred option, thereby testing its robustness in relation to switching values and different scenarios for costs and the delivery of benefits. Where alternative options are significantly different in some key respects and realistically need to be considered, then they too should undergo sensitivity analysis.
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	Workshop 4: Assessing the short-listed options
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Aims and Objectives: 
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	To validate the findings of the cost benefit analysis (CBA)/ Cost Effectiveness Analysis (CEA)
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	To review and appraise the qualitative benefits and risks
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	To identify the preferred option for the project

	
Key participants: 
External stakeholders or commissioners, Director of Finance, Commercial Director, economic adviser, customer and/or user representatives, project manager, facilitator. 

Outputs:
· Identification of the preferred option for the delivery of the project.





Conclusion: Preferred option

	Summarise key points
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[bookmark: _Toc138949171]Commercial Case 
	The purpose of the commercial dimension of the business case is to demonstrate that the preferred option will result in:
1. a viable procurement
2. a well-structured deal between the public sector and its service providers; and/or
3. a commercial model for a new entity.
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Completing the commercial case may require undertaking the following actions for the preferred option identified in the economic case:
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	Determine the procurement strategy
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	Determine the service streams and required outputs
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	Outline potential risk apportionment
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	Outline potential payment mechanisms
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	Identify the contract(s) to be used and the key contractual issues
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	Identify any personnel implications

	
Demonstrating a viable procurement requires an understanding of the market place, knowledge of what is realistically achievable by the supply side and research into the procurement routes that will deliver best value to both parties.
 
Putting in place a well-structured deal requires a clear understanding of the services, outputs and milestones required to be achieved and of how the potential risks in the Design, Build, Funding and Operational (DBFO) phases of the scheme can best be allocated between the public and private sectors and reflected in the charging mechanism and contractual arrangements. 

The challenge for the public sector is to be an ‘intelligent customer’ and to anticipate from the outset how best public value can continue to be secured during the contract phase in the face of inevitable changes to business, organisational and operational requirements.

The commercial appraisal is normally undertaken with the assistance of a mixture of commercial, procurement and legal advisors working alongside the council and relevant members of the internal project team. This should be considered where the necessary skills and resources are not available in-house. 





	Workshop 5: Developing your commercial strategy
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Aims and Objectives: 
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	To identify the services and required outputs for the project (the service specification)
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	If a tender process is required, to identify an appropriate route to market and the extent to which early market testing/ supplier engagement is required
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	If a commercial model to create a new entity is required, to discuss the potential options
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	Implementation timescales for potential projects

	[image: Checkbox Checked outline]
	To apportion service risks
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	To explore and identify the charging/ payment mechanism
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	The contract(s) to be used and the key contractual issues 

	
Key participants: 
External stakeholders or commissioners, Director of Finance, Commercial Director, economic adviser, customer and/or user representatives, project manager, facilitator. 

This may need to be done over a series of workshops/ meetings depending on the number of options available and the time you have available from colleagues to engage with this content. 






[bookmark: _Toc138949172]Purpose

The purpose of the commercial dimension of the business case is to demonstrate that the preferred option will either:
1. result in a viable procurement and a well-structured Deal between the public sector and its service providers.  The procurement arrangements for the projects key outputs and activities should be set out clearly (see sections 7.2 – 7.8 below); or
2. set out the options for the delivery of a new commercial model to create a new entity (see section 7.9 below, noting that some of the information in 7.2 – 7.8 will still be relevant).


[bookmark: _Toc138949173]Determine procurement strategy/strategies

	Determine the procurement strategy (or strategies if there are different elements to the project requiring different approaches).

Consider possible procurement routes for the projects key outputs and activities. This requires considering how the required services, supplies or works can best be procured in accordance with established rules and regulations and the commercial strategy of the organisation.

Key considerations are:
· the choice of procurement method and the degree to which early consultation with the supply side is required, and
· the extent to which the organisation should be acting as a single procurement entity or procuring more collaboratively with other public bodies in order to secure economies of scale and improved public value.
· Previous experience (if any) the council has in procurement for the type of scheme.

The organisation should consider procurement law, and consult legal advisers to ensure that what is being planned is compliant with the Public Contracts Regulations 2015 and the new procurement regime in the UK post-Brexit.
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[bookmark: _Toc138949174]Service requirements and outputs

	The scope of the procurement should be provided. Details should also be provided in relation to both requirements and outputs of the procurement, how the tenders will be assessed (price/ quality) and whether any incentives will be provided to the contractor to ensure they comply with the quality and timeframes. Key activities of the procurement and timeframes should be added to the table provided. Any procurement risks should also be stated.

Consideration should be given to the following:
· The business areas affected by the procurement;
· The business environment and related activities;
· The business objectives relevant to the procurement;
· The scope of the procurement;
· The required service streams;
· The required outputs;
· Stakeholders and customers for the outputs;
· The options for variation in the existing and future scope of services; and
· The potential developments and further phases that might be required.

A copy of the procurement notice for publication should be attached to the OBC.

The project plan for the procurement of its key outputs and activities should be summarised in the Commercial Case and the Management Case, and a full copy of the project plan should be included as an appendix to the Management Case of the OBC.
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[bookmark: _Toc138949175]Risk allocation

	The business case should set out key risks in the Design, Build, Funding and Operational phases of the project and potential proposals for risk apportionment i.e. risk transfer, between the public and private sectors. It is helpful to provide a risk transfer matrix. 

The main aim is to ensure that specific risks should be allocated to the party best able to manage it, subject to the risk premium. The intention is to optimise the allocation and sharing of risk rather than to maximise the number of risks to be transferred to potential service providers for delivery of the project.

If this is unknown at this stage, please set out initial thoughts around how risks will be transferred and confirm that these will be fully defined at FBC.
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The following risk allocation table should be completed, allocating risks to each party in terms of percentages if possible (e.g. Design risk: 50% public sector, 50% private sector).

	Risk category
	Public
	Private

	1. Design risk
	
	

	2. Construction and development risk
	
	

	3. Transition and implementation risk
	
	

	4. Availability and performance risk
	
	

	5. Operating risk
	
	

	6. Variability of revenue risks
	
	

	7. Termination risks
	
	

	8. Technology and obsolescence risks
	
	

	9. Control risks
	
	

	10. Residual value risks
	
	

	11. Financing risks
	
	

	12. Legislative risks
	
	

	13. Other project risks
	
	





[bookmark: _Toc138949176]Charging mechanism

	Identify how the project intends to make payment for its key services and outputs over the expected lifespan of the contract(s).

Consider how to incentivise the service provider to provide VfM, and to deliver services in accordance with the business imperatives of the public sector. Think about when payments will be made during the life of the project, and key milestones that must be achieved before payment is made.

The payment mechanism must reflect the optimum balance between risk and return in the contract.
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[bookmark: _Toc138949177]Key contractual arrangements

	Legal advice should be sought in relation to this aspect of the Commercial Case.

Outline the contractual arrangements for the project, including the use of a particular contract, the key contractual issues for the deal and its accountancy treatment and personnel implications (if any).  

State the form of contract to be used. In the case of a standard form contract, state the title of the model contract to be used, e.g. JCT or NEC. Which options will be selected? How has this decision been taken? In the case of a bespoke contract, state why this is more advantageous than using a standard contract.
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	Key areas to be covered include:
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	the duration of the contract(s) and any break clauses;
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	roles and responsibilities of the parties;
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	the payment mechanism, including prices, tariffs, incentive payments etc.;
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	change control;
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	remedies in the event of failure on the part of the service provider to deliver the contracted services;
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	the treatment of intellectual property rights;
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	compliance with appropriate regulations etc.;
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	operational and administration elements;
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	a dispute resolution procedure;
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	the agreed allocation of risk; and
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	any options at the end of the contract.




[bookmark: _Toc138949178]Personnel implications

	Identify any personnel implications for the project, in particular:

· whether the Transfer of Undertakings (Protection of Employment) Regulations 1981 (TUPE) will apply, directly or indirectly
· details of any terms regarding subsequent transfers at market testing intervals (if these apply)
· descriptions of terms regarding Trade Union recognition (if these apply)
· details of requirements for broadly comparable pensions for staff upon transfer (if these apply)
· that codes of practice are in place for the well-being and management of staff.
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[bookmark: _Toc138949179]Accountancy treatment

	Provide details of the intended accountancy treatment for the potential deal by stating on whose balance sheet – public or private sector, or both – the assets underpinning the service will be accounted for; and the relevant accountancy standard(s).

A letter supporting the balance sheet conclusion should be provided by the Finance Director or by an external auditor.
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[bookmark: _Toc138949180]Considerations for a new commercial model


	If a new entity is being considered, what are the options for the new commercial model / Target Operating Model required to set this up?

Will a Special Purpose Vehicle (SPV) be set up? What will the corporate structure be for this entity, e.g. company limited by shares / company limited by guarantee?

What balance between public and private sector ownership is being considered? Will one private sector partner be selected, or could there be a number of partners?

What type of external expertise will be required to assist in setting up the delivery model? How will these services be procured?

How will the model develop during the life of the project? For example, if the new entity is being created to deliver new infrastructure, what will the entity be required to do during 1) the construction phase, 2) the operational phase, and 3) if the infrastructure is sold at any point, will a minority stake be retained?

The delivery model could be described through different views:
· A functional view – setting out what the entity will do;
· An organisational view – demonstrating how that entity will be staffed and how services will be delivered collaboratively between the new entity and the existing organisations;
· A structural view – setting out the proposed corporate structure to be deployed for the entity, the key legal and financial relationships between the entity and its stakeholders and the outline governance model proposed.

Are there any subsidy control implications?

	[image: Lights On with solid fill]


	




[bookmark: _Toc138949181]Conclusion

	Summarise key points from the Strategic Case.
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[bookmark: _Toc138949182]Financial Case 
	The purpose of the financial dimension of the business case is to demonstrate the affordability and funding of the preferred option, including the support of stakeholders and customers, as required. 
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	Demonstrating the affordability and fundability of the preferred option requires a complete understanding of the capital, revenue and whole life costs of the scheme and of how the Deal will impact upon the balance sheet, income and expenditure and pricing arrangements (if any) of the organisation. 

The challenge is to identify and resolve any potential funding gaps during the lifespan of the scheme.

Completing the financial case requires preparation of the financial model and the financial appraisals.


	The following financial statements are required for the project spend:
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	Budget statement – which should be based on Resource Accounting and Budgeting (RAB) principles and shows the resource costs over the lifespan of the project. For strategic initiatives, the budget will often comprise the forecast RAB financial statements of the whole organisation over a number of years.


	[image: Checkbox Checked outline]
	Cash flow statement – which should show the cash which will be spent on the lead option, if it goes ahead. The existing spend (if any) and the additional spend should be shown separately
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	Funding statement – which should show which internal departments, partners and external organisations will provide the resources required. Where external funding is required, a written statement of support from the project’s stakeholders or commissioners is needed.

	
The above should include the contingencies (in £s) necessary to ensure that there is sufficient financial cover for risks and uncertainties.

Building the model may require specialist advice from accountants and financial advisers from outside of the organisation. In these circumstances, the organisation’s Director of Finance and the Project’s Senior Responsible Owner must play a lead role in vetting and maintaining the integrity of the model, since responsibility for its use as a decision making tool ultimately falls to the organisation.







[bookmark: _Toc138949183]Purpose

The purpose of the financial case is to ascertain the affordability and funding requirements of the preferred option and to demonstrate that the recommended project is affordable.




[bookmark: _Toc138949184]Capital and revenue requirements

	A statement showing the capital and revenue requirements for the recommended project should be prepared. 

This should set out:
· the capital and revenue consequences of the preferred option for the project over the lifespan of the service and/or contract period
· how this compares with the original capital ceiling for the scheme (if any)
· any shortfall in capital and revenue requirements (the ‘funding gap’).
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	A minium requirement is as follows:
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[bookmark: _Toc138949185]Net effect on prices (if any)

	It may also be necessary to assess the impact of the proposed Deal on any contract prices that the organisation charges for its services. Costs should be covered by income, year by year, and the organisation must be confident that existing customers will continue to contract for services, or that new purchasers will secure additional contracts.

The impact on prices of capital charges must also be considered, if applicable.
	[image: Lights On with solid fill]


	




[bookmark: _Toc138949186]Impact on balance sheet

	The impact of the project on the organisation’s balance sheet must be assessed. Both the current position and the likely outcome should be recorded in the OBC by a qualified accountant who understands the project and the organisation’s business.
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[bookmark: _Toc138949187]Impact on income and expenditure account

	The impact of the project on the organisation’s income and expenditure should be assessed. A qualified accountant who understands the project and the organisation’s business, and supported by the Organisation’s Director of Finance should record both the current position and the likely outcome in the OBC.
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[bookmark: _Toc138949188]Overall affordability and funding

	Outline any potential sources of funding that are available to support the business case. Include key requirements/ funding deadlines etc.

Assess affordability to ensure:
1. the balance sheet has been correctly organised and properly accounts for current 
1. assets, current liabilities, long-term liabilities and capital
2. the balance sheet of the organisation is in a healthy state
3. the organisation is solvent
4. the organisation is not over-trading
5. the cash flow of the organisation is sound
6. the necessary allowance has been made for risks.
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[bookmark: _Toc138949189]Confirmation of stakeholder support

	The source of funding, and the amount over time, must be confirmed and the project shown to be affordable throughout its life. 
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	Agreement, in principle, must be obtained for the project from the funders of the scheme. The s.151 Officer / Commissioner / CEO of an organisation should confirm the financial aspects of a project. This confirmation should be in written form and included in an annex to the OBC.


	A commissioner’s letter should:
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	demonstrate that the main commissioner and other commissioners have been involved in developing the project throughout the key stages;
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	confirm acceptance of the strategic aims and spending objectives of the project, including its functional content, size and services;
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	confirm that the financial costs of the scheme can be contained within the agreed and available budget and a willingness and ability to pay for the services at the specified price level;

	[image: Checkbox Checked outline]
	state the margins of leeway beyond which support must be re-validated;
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	demonstrate that suitable contingency arrangements are in place to work with the provider to address any current or unforeseen affordability pressures; and
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	be provided by the appropriate individual(s) within the organisation – usually the chief executive officer.




[bookmark: _Toc138949190]Conclusion


	Summarise key points from the Strategic Case.
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[bookmark: _Toc138949191]Management Case 
	The purpose of the management dimension of the business case is to demonstrate that robust arrangements are in place for the delivery, monitoring and evaluation of the scheme, including feedback into the organisation’s strategic planning cycle.
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This includes:
· Programme management governance arrangements (roles, responsibilities, plans etc.)
· Project management governance arrangements
· Use of specialist advisers
· Change and contract management arrangements
· Benefits realisation arrangements (including plans and register)
· Risk management arrangements (including plans and register)
· Post-implementation and evaluation arrangements
· Contingency arrangements and plans

Demonstrating that the preferred option can be successfully delivered requires evidencing that the scheme is being managed in accordance with best practice, subjected to independent assurance and that the necessary arrangements are in place for change and contract management, benefits realisation and risk management. 

The challenges are:

· To manage the risks in the design, build, funding and operational phases of the scheme and put in place contingency plans.
· To deal with inevitable business and service change in a controlled environment.
· To ensure that objectives are met, anticipated outcomes delivered, and benefits evaluated.


	



	Workshop 6: Successful delivery arrangements
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Aims and Objectives: 

To develop strategies, framework and plans for:
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	Project management and the project delivery plan
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	Change and contract management 
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	Benefits realisation and risk management 
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	Project assurance and evaluation arrangements 

	
Key participants: 
External stakeholders or commissioners, Director of Finance, Commercial Director, economic adviser, customer and/or user representatives, project manager, facilitator. 






[bookmark: _Toc138949192]Purpose

The purpose of the management case is to put in place the arrangements for the successful delivery of the project. This includes: 

· project management – putting in place a strategy, framework and plans for successful project delivery using a proven methodology for guiding investments through a controlled, well managed and visible set of activities to achieve the desired results and benefits.

· change management – change will always occur during the life of a project, and it needs to be managed effectively. This requires a change management strategy (linked to benefits realisation), a change management framework (to manage anticipated and unexpected change) and a plan (to explain what will be delivered by whom and when in terms of underlying activities).

· benefits realisation – a strategy to set out the arrangements for the identification of potential benefits, their planning, modelling and tracking. Also a framework that assigns responsibilities for the actual realisation of those benefits throughout the key phases of the project.

· risk management – a structured approach to identifying, assessing and controlling risks that emerge during the course of the project lifecycle. Its purpose is to support better decision making through understanding the risks inherent in a proposal and their likely impact. 

· project assurance and post-project evaluation – independent and impartial assessment that the project’s spending objectives can be delivered successfully and improves the prospects of achieving intended outcomes and benefits, e.g. Gateway Reviews.
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	Identify governance arrangements for the project, including identification of a Senior Responsible Officer (SRO).

The SRO is accountable for the project, and for ensuring that it meets its objectives and deliver the expected benefits.  The individual who fulfils this role should be able to lead and champion the project and must be empowered to direct the project and take decisions; for example, whether to delay or stop any part of the project. The SRO must have sufficient seniority and authority to provide leadership to the project and take on accountability for delivery.

Organograms should be included showing the key individuals involved in the project, preferably with names and job titles provided.

The use of advisers should be set out, including whether they are internal or external, and estimated hours/days that they will spend on the project. They should be split into financial, legal, technical, programme / project management, etc.
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[bookmark: _Toc138949194]Project management processes

	The most up-to-date version of the project plan should be summarised and attached to the OBC.  This is the detailed analysis of how identified targets, milestones, deliverables and products will be delivered to timescales, to cost estimates, and to the required quality standards.  

This project plan is about the “how, when, and by whom?”, and should typically include:
the deliverables or products to be produced;
· the activities required to deliver them;
· the activities required to validate the quality of the deliverables;
· the resources and time needed for all activities and any need for people with specific capabilities and competencies;
· the dependencies between activities and associated constraints;
· when activities will occur;
· the points at which progress will be monitored, controlled and reviewed, including delivery and approval of the business case and undertaking Gateway Reviews/Health Checks etc.

Put in place a change management plan, if required, to set out any communication and deliverables, such as training, that might be required during the implementation phase.
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[bookmark: _Toc138949195]Risk management

	Put in place arrangements for managing and mitigating risks during the key phases of the project.

All projects must capture risks within a risk register. This register should indicate how those risks are to be mitigated and managed, and by whom.  For an example template for a risk register, see the Appendices.

The risk register should be updated and reviewed continuously throughout the course of the project. All the risks identified in the strategic case and economic case sections of the OBC must be accounted for within the risk register. This includes the economic appraisal for the preferred option.
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[bookmark: _Toc138949196]Benefits realisation

	All projects must capture benefits within benefits register. This register should also indicate how those benefits are to be realised.

All the benefits identified in the strategic case and economic case sections of the OBC must be accounted for within the benefits register. This includes the economic appraisal for the preferred option.

See the Appendices for an example template for completion.
	[image: Lights On with solid fill]


	





[bookmark: _Toc138949197]Project assurance, monitoring and evaluation

	Project assurance provides independent and impartial assessment that the project’s spending objectives can be delivered successfully and improves the prospects of achieving intended outcomes and benefits. 

The necessary arrangements for project assurance, monitoring and evaluation should be set out.
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	Summarise key points from the Outline Business Case.
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[bookmark: _Toc138949199]Appendix 1 - Glossary

	Additionality
	Is a real increase in social value that would not have occurred in the absence of the intervention being appraised.

	Affordability
	Is an assessment of the costs of an intervention to the public sector taking into account current and expected future budgets.

	Appraisal
	Is the process of defining objectives, examining options and weighing up the relevant costs, benefits, risks and uncertainties before a decision is made.

	Assessment
	May refer to either an appraisal or an evaluation.

	Business As Usual
	Is the continuation of current arrangements as if the intervention under consideration were not to happen. This serves as a benchmark to compare alternative interventions.

	Business case
	A management tool that records the current state of evidence and thinking concerning the development approval and implementation of proposal. It supports the processes of scoping, analysis, appraisal, planning, monitoring, evaluating, approval and implementation a proposal and is the repository for the evidence base.

	Business Justification Case (BJC)
	A single stage business case, using the Five Case Model, for the delivery of relatively low level spend for which firm prices are available.

	Capital expenditure
	Expenditure on durable assets such as land, buildings and equipment.

	Contingency provision
	Should reflect the sum of measured risk (costs of risks avoided, shared and mitigated on an expected likelihood basis) and optimism bias adjustment estimated in nominal prices.

	Critical Success Factors (CSFs)
	A management term for an element that is necessary for an organisation or project to achieve its mission.

	Discounting
	A method used to convert future values occurring over different periods of time to a present value so that alternative future values can be compared on the same basis.

	Discounted Cash Flow (DCF)
	A technique for appraising investments. It reflects the principle that the value to an investor of a sum of money depends on when it is received.

	Discount rate
	The annual percentage rate at which the present value of a £, or other unit of account, is reduced over time. This is applied to values that are at constant prices and has nothing to do with currency inflation.

	Do minimum option
	Refers to the minimum intervention required to deliver core objectives only.

	Effectiveness
	Is the systematic assessment of an intervention’s design, implementation and outcomes.

	Efficiency
	A measure of the extent to which a project, programme or policy’s associated throughputs are increased.

	Evaluation
	Evaluation is the systematic assessment of an intervention, its design, implementation and resulting outcomes both during implementation and most importantly afterwards.

	Expected value
	The weighted average of all possible values of a variable, where the weights are the probabilities.

	Five case model
	A systematic framework for the development and presentation of the business case, comprised of the strategic, economic, commercial, financial and management dimensions of the Case.

	Full Business Case (FBC)
	The completed business case and third stage in the development of a business case for a significant project, which identifies the most economically advantageous offer following procurement, confirms affordability and puts in place the detailed arrangements for successful delivery.

	Market value
	The price at which a commodity can be bought or sold, determined by the interaction of buyers and sellers in a market.

	Monte Carlo analysis
	Is a simulation-based risk modelling technique that produces expected values and confidence intervals as a result of many simulations that model the collective impact of a number of uncertainties.

	Net Present Social Value (NPSV)
	Is the present value of a stream of future costs and benefits to UK society (that are already in real prices) that have been discounted over the life of a proposal by the social time preference rate.

	Opportunity cost
	Is the value which reflects the best alternative use a good or service could be put to.

	Optimism bias
	Is the proven tendency for appraisers to be over-optimistic about key project parameters, including capital costs, operating costs, project duration and benefits delivery.

	Option appraisal
	The process of defining objectives, examining options and weighing up the costs, benefits, risks and uncertainties of those options before a decision is made.

	Options Framework filter
	A systematic framework for the generation of a wide range of possible options (the ‘long-list’) and the filtering of a few possible options for a shortlist and identification of the preferred way forward (Flanagan, JC (2006).

	Outline Business Case (OBC)
	The ‘intermediate’ business case and second stage in the development of a project business case, which identifies the option offering best public value, confirms the Deal and affordability, and puts in place the arrangements for successful delivery prior to taking a procurement to the market.

	Outcome
	Refers to the consequences to society of a change in service or policy. For example, improved life expectancy of the population.

	Output
	Refers to the change in the level or quality of a service delivered. For example, more cardiovascular operations carried out.

	PPP
	Refers to a Public Private Partnership. This includes PFI, or Private Finance Initiative, which involves the private sector in the design, creation (or construction), operation and initial financing of a publicly provided service. PF2 is a specific form of Private Finance Initiative.

	Public Sector Comparator
	Is an option for direct public provision with the same output and maintenance assumption as a Public Private Partnership option with which it is to be compared, allowances for risk and tax are also included to create a level playing field for comparison. This comparison provides an initial value test in praising possible partnership options.

	Qualitative benefits
	Benefits that may not be readily measurable or monetisable.

	Required rate of return
	A target average rate of return for a public sector trading body, usually expressed as a return on the current cost value of total capital employed.

	Risk
	The likelihood (measured by its probability) that a particular event will occur.

	Sensitivity analysis
	Analysis of the effects on an appraisal of varying the projected values of important variables.

	Social Cost Benefit Analysis (CBA)
	Analysis which compares the costs and benefits of alternative options from the standpoint of society, including social values derived according to the principles of welfare economics.

	Social Cost Effectiveness Analysis (SCEA)
	Analysis of the costs of alternative options where the social output that results effectively remains the same.

	Spending objectives
	The ‘targeted’ outcomes for the scheme, which reflect the rationale for the intervention and must be made SMART for the purposes of evaluation. Occasionally referred to as the investment objectives for the scheme.

	Strategic Outline Case (SOC)
	The ‘early’ first stage in the development of a project business case for a significant project, which makes the case for change and appraises the available long list to produce a short list of options.

	Strategy
	The strategic context for the project, which demonstrates how the project aligns with other projects within the strategic portfolio to deliver the mission and vision of the organisation in the longer term.

	Switching value
	Refers to the value a key input variable would need to take for a proposed intervention to switch from a recommended option to another option, or a proposal not to receive funding approval.

	Transfer payment
	A payment for which no goods or services are received in return.

	Uncertainty
	Is unmeasured risk where known risks are not yet well enough understood to be estimated in terms of probability or impact and where not all risks may be identified and quantified.
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[bookmark: _Toc138949200]Appendix 2 - Template Risk Assessment 

Project templates and other tools are available to view on the Net Zero Go platform.

	Risk number
	Risk description
	Category

	Risk owner
	Likelihood (1 to 4)
	Impact     (1 to 4)
	Risk score
	Date last reviewed
	Mitigating measures

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	











[bookmark: _Toc138949201]Appendix 3 - Benefits Realisation Register Template 

	Benefit number and class
	Categories e.g. public sector benefits (direct/indirect), wider social benefits. Classes such as: cash/non cash releasing, quantitative/qualitative etc.

	Description
	Including enabling programme, project or activity

	Service feature
	What aspect of the proposal will give rise to the benefit – to facilitate monitoring

	Potential costs
	Incurred during delivery

	Activities required
	To secure benefit

	Responsible officer
	SRO for project

	Performance measure
	KPIs and relationship to SMART objectives

	Target improvement
	Expected level of change

	Full-year value
	Value of benefits

	Timescale
	Years
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