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[bookmark: _Toc139380115]About this Document   
The purpose of this document is to provide a template for a council to draft a Strategic Outline Case (SOC). 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 Strategic Outline Case (SOC), and tools for completing the activities in this document.

[bookmark: _Toc139380116]Guidance on document use

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 Strategic Outline Case. 


	[image: Lights On with solid fill]
	Information and should be deleted once the Strategic Outline Case is complete.


	[image: Compass outline]
	Subject Specific information that outlines guidance and considerations for a particular project type

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

	[image: Statistics with solid fill]
	Information required that is project or organisation specific

	[image: Clipboard outline]
	Suggested additional to copy paste or delete as required 

	[image: Document outline]
	Highlights where a supporting document is available

	[image: Link outline]
	Highlights where a supporting link is available

	[ … ]
	In specific sections, there will be items to define. These items are identified in square brackets [  ]





[bookmark: _Toc139380117]Working with Stakeholders

Experience demonstrates that an SOC is best developed through 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: _Toc138925268][bookmark: _Toc139380118]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: _Toc134721131]Heat Network guidance and further reading 	Comment by Laura Penny: Further reading

Link to source pages rather than documents

	The Department of Energy Security and Net Zero (DESNZ), through the Heat Network Delivery Unit (HNDU) have developed some useful resources to support the development of a Heat Network project OBC.

Some of the references within these documents may be out of date and will need to be reviewed but the general principles may be of use to your SOC development.


	[image: Document outline] 


	Guidance on the Strategic and Commercial Case (July 2016):
[image: Link outline] Slide 1 (publishing.service.gov.uk)

Guidance on the Economic and Financial Case (July 2016):
[image: Link outline] Microsoft Word - Heat Networks - Economic and Financial Case Guidance.docx (publishing.service.gov.uk)

Guidance on Powers, Public Procurement and State Aid (Sept 2016):
[image: Link outline] Procurement_and_State_Aid_guidance.pdf (publishing.service.gov.uk)
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	Additional documents that may be useful:

Scottish Futures Trust publication Public Sector Delivery Structures for Low Carbon Investment:
[image: Link outline]SFT_Delivery_Structures_2013.pdf (scottishfuturestrust.org.uk)

[image: Link outline]UK subsidy control statutory guidance - GOV.UK (www.gov.uk) (Nov 2022)

Greater London Authority, London Heat Network Manual II: 
[image: Link outline]London Heat Network Manual II | London City Hall 

Heat Trust:
[image: Link outline]Resources (heattrust.org)




[bookmark: _Toc138925269][bookmark: _Toc139380120]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 Strategic Outline Case
· The final approval list should be agreed with the project team who are seeking approvals from their senior decision makers.





	[image: Clipboard outline]
	Example Approvals Table


	Decision Maker
	Approval required
	When

	Head of Service
	Strategic Case review and sign off
	

	Financial Director
	Commercial and Financial case review and Sign off
	

	Cabinet
	Complete Strategic Business Case Sign off
	

	
	
	

	
	
	



[bookmark: _Toc138925270][bookmark: _Toc139380121]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 five 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 must 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 2 pages and should include:

	[image: Lights On with solid fill]


	[image: Checkbox Checked outline]
	A high-level overview of the objectives, existing arrangements and business need.
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	A description of the project alongside a map or image (if relevant)


	[image: Checkbox Checked outline]
	A summary of any previous activities in relation to the project

	[image: Checkbox Checked outline]
	An overview of the options reviewed and the critical success factors (CSFs)


	[image: Checkbox Checked outline]
	Identify the preferred way forward for delivery of the scheme


	[image: Checkbox Checked outline]
	Recommend short-listed options for further review with indicative costs


	[image: Checkbox Checked outline]
	An overview of the commercial, financial and management arrangements for successful delivery of the project.






[bookmark: _Toc138925271][bookmark: _Toc139380122]Introduction 
[bookmark: _Toc138925272][bookmark: _Toc139380123] Background

[Local Authority/ Organisation/ Project] - Project and/ or local authority specific. 


[bookmark: _Toc138925273][bookmark: _Toc139380124][bookmark: _Hlk132631765]Strategic Outline Case

The purpose of the SOC is to establish the case for change and to provide a preferred way forward for senior management’s approval prior to going onto the more detailed planning stage. Completing the SOC includes: 

· making the case for change.
· agreeing the strategic context.
· determining the objectives, existing arrangements and business needs.
· determining the potential scope of the project;
· determining the project benefits, risks, constraints and dependencies.
· exploring the preferred way forward.
· agreeing the Critical Success Factors (CSF).
· determining and appraising the long list options.
· recommending a preferred way forward; and
· providing an overview of the commercial, financial and management.

This report represents an SOC assessment of proposals to develop [ … ].
 

	[image: Clipboard outline]
	The approach adopted 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.
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	[bookmark: _Toc134721137]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:6]; and [6:  https://www.gov.uk/government/publications/green-book-supplementary-guidance-environment ] 

· Valuation of energy use and greenhouse gas emissions for appraisal[footnoteRef:7]. [7:  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 here: https://www.gov.uk/government/collections/the-green-book-and-accompanying-guidance-and-documents#supplementary-guidance




[bookmark: _Toc138925274][bookmark: _Toc139380125]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. 

At SOC stage, the following actions are required:
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	Agree the strategic context for the project by providing an overview of the sponsoring organisation and explaining how the project is strategically placed to contribute to the delivery of organisational goals.


	[image: Checkbox Checked outline]
	Provide a brief overview of the organisation, including the purpose of the organisation, its vision and mission statements, strategic goals, business aims and key stakeholders 


	[image: Checkbox Checked outline]
	Explain how the project supports the existing policies and strategies of the organisation and will assist in achieving the business goals, strategic aims and business plans of the organisation.


	[image: Checkbox Checked outline]
	Determine spending objectives, existing arrangements and business needs. A robust case for change requires a clear understanding of:
· what the organisation is seeking to achieve
· what is currently happening
· what is required to close the gap between where we are now (existing arrangements) and where we need to be in the future (business needs).
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	Determine potential business scope and key service requirements. Consider the range of business functions, areas and operations to be affected and the key services required to improve organisational capability on a continuum of need, where:
· the ‘core’ coverage and services required represent the ‘essential’ changes without which the project will not be judged a success.
· the ‘desirable’ coverage and services required represent the ‘additional’ changes which the project can potentially justify on a cost/benefit and thus Value for Money basis
· the ‘optional’ coverage and services required represent the ‘possible’ changes which the project can potentially justify on a marginal low cost and affordability basis.


	[bookmark: _Hlk138932166][image: Checkbox Checked outline]
	Determine benefits, risks, constraints and dependencies.



	Workshop 1: Determining the case for change
	[image: Meeting with solid fill]

	Aims and Objectives: 


	[image: Checkbox Checked outline]
	identify and agree objectives, existing arrangements, business needs, and potential scope for the project.

	[image: Checkbox Checked outline]
	identify the key service requirements for the project, related benefits and risks, constraints and inter-dependencies.

	
Key participants: 
Senior Responsible Owner, Board Members, Project Director, Project Manager and team members, external stakeholders and commissioners, customer and/or user representatives, technical adviser(s), financial adviser(s), facilitator.


	Outputs:
· SMART 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.



 
[bookmark: _Toc139380126]Purpose
The strategic case assesses strategic fit. 

This section sets out the objectives and identifies a range of opportunities and benefits that could be delivered as well as highlighting the main risks and constraints.

[bookmark: _Toc139380127]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.

	[image: Lights On with solid fill]
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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. 

The information below can be used to create an overview of the wider policy context. 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.
	[image: Lights On with solid fill]


	
	



National Context
The UK Government has committed to reducing carbon emissions to net zero by 2050, and over 80% of local authorities have now declared a climate emergency, and a similar proportion have a climate action plan , and set targets for reaching the position of net zero carbon. Many of those targets are to secure net zero by 2030 – less than seven years away Local government and the public sector generally, have an important role to play when it comes to achieving the net zero target and combating the climate emergency. 

The introduction of new Government policy and funding seeks to support national ambitions to decarbonise all sectors of the UK economy to meet the UK’s net zero target by 2050 including heat from heat networks. 

The following section provides a high-level overview of the national policy drivers and funding opportunities in relation to heat networks: 


	
	

	[image: Clipboard outline]
	The UK Government has committed to reducing carbon emissions to net zero by 2050, and over 80% of local authorities have now declared a climate emergency, and a similar proportion have a climate action plan, and set targets for reaching the position of net zero carbon. Many of those targets are to secure net zero by 2030 – less than seven years away Local government and the public sector generally, have an important role to play when it comes to achieving the net zero target and combating the climate emergency. 
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	UK Government: Net Zero Commitments

In 2019, the UK Government and the devolved administrations committed to a target of Net Zero emissions by 2050, as recommended by the Climate Change Committee (CCC).

Since October 2021 the UK Government have launched a suite of policies and proposals for decarbonising all sectors of the UK economy to meet the UK’s net zero target by 2050. These can be found in the following documents:

· Ten Point Plan for a Green Industrial Revolution
· Net Zero Strategy: Build Back Greener
· British Energy Security Strategy
· Future Energy Scenarios
· Mission Zero
· Powering Up Britain – Energy Security Plan

[image: Link outline] Progress-in-reducing-emissions-2022-Report-to-Parliament.pdf (theccc.org.uk)
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	The Ten Point Plan for a Green Industrial Revolution (November 2020)

In November 2020 the UK Government published their Ten Point Plan for a Green Industrial Revolution. It sought to support green jobs and accelerate the path to net zero. The plan is also part of the Government’s ‘levelling up’ agenda focused on the UK’s industrial heartlands, including the Northeast, Yorkshire and the Humber, West Midlands, Scotland, and Wales. 

The Ten Points include the development of further renewable energy capacity and utilising smart technology like energy storage. The Plan marks the beginning of the UK’s path to net zero.

[image: Link outline] The ten point plan for a green industrial revolution - GOV.UK (www.gov.uk)
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	Net Zero Strategy: Build Back Greener (October 2021)

In October 2021 the Government published the UK’s Net Zero Strategy: Build Back Greener to highlight the overarching strategy for net zero within the UK. The UK is committed to net zero greenhouse gas emissions by 2050, to contribute to the international effort agreed at COP26 in Glasgow to keep within 1.5o¬C of warming above pre-industrial levels. 

The Strategy states the Government’s commitment to reducing emissions across the power generation industry; to deliver a decarbonised power system by 2035. The Strategy’s Key Policies highlight the need to:

· Move away from burning fossil fuels for power and heating and continue to grow and decarbonise the UK Heat Network market introducing sector regulation and new heat network zones by 2025 through the UK Energy Bill.
· Improve the energy efficiency of housing and non-domestic properties, ensuring that they require less energy to heat, making them cheaper to run and more comfortable to live and work in whilst reducing our dependence on imported energy.

The UK’s net zero target has recently been subject to an independent progress review (Mission Zero). The Government’s response to the recommendations of Mission Zero are likely to increase the scale and pace of solar PV deployment (see VI below).

[image: Link outline] Powering Up Britain - Joint Overview (publishing.service.gov.uk)
[image: Link outline]Mission Zero


	[image: Clipboard outline]
	Heat and Buildings Strategy (October 2021) 

The Heat and Buildings Strategy sets out the government’s plan to significantly cut carbon emissions from the UK’s 30 million homes and workplaces. Heating these buildings contributes to almost a quarter of all UK emissions. Addressing the carbon emissions produced in heating and powering our homes, workplaces and public buildings can help save money on energy bills and improve health and wellbeing of residents and businesses. 
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	British Energy Security Strategy (April 2022)

The British Energy Security Strategy published in April 2022 sets out the UK Government’s latest plans to provide secure, clean and affordable British energy for the long term. Energy independence has gained a renewed focus in light of the Ukraine crisis, and the Strategy sets out a clear ambition to take advantage of British renewable energy and the intention to work with industry to accelerate deployment. The Strategy sets out the ambition that by 2030, 95% of British electricity will be produced by low-carbon means, and by 2035 the Government aims to have a fully decarbonised electricity system.

In relation to solar power, the Government set out bold plans to ramp up deployment, for both ground and roof mounted scheme, with an ambitious target for a fivefold increase in deployment by 2035 amounting to up to 70GW. 
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	Mission Zero (January 2023)

Energy security is high on the political agenda and recently led to the creation of the Department for Energy Security and Net Zero (DESNZ). Furthermore, Mission Zero  (an independent review of the Government’s approach to delivering its net zero target) includes 129 recommendations aimed to help the UK secure net zero investments and meet its net zero target in an affordable manner – many of which relate to the production of carbon free electricity. Working towards gas free homes by 2035 is identified one of the 10 priority missions to harness public and private action. 

[image: Link outline]MISSION ZERO - Independent Review of Net Zero (publishing.service.gov.uk)
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	[bookmark: _Hlk134602779]Planning policy – Future Homes Standard and Future Buildings Standard

From 2025, the Future Homes Standard will require CO2 emissions produced by new homes to be 75-80% lower than those built to current standards. Homes will need to be ‘zero carbon ready’, with no retrofit work required to benefit from the decarbonisation of the electricity grid and the electrification of heating. Fossil fuel heating (such as gas boilers) will be banned in new homes, with an expected shift to reliance on heat pumps and heat networks.

The Future Buildings Standard has similar aims and a full technical specification for both standards will be consulted on in 2023, ahead of full implementation in 2025
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	Green Heat Network Fund (GHNF)

The Green Heat Network Fund (GHNF) is a three year, £288m capital grant fund that opened to applicants in March 2022. The capital grant is available for the development of new and existing low and zero-carbon heat networks. The aim for the fund is to incentivise heat network market transition to low carbon heat sources via targeted financial support, that will help stimulate the increased deployment of low carbon technologies at scale. The GHNF also provides streamlined access to the UK Infrastructure Bank’s £4 billion local authority lending product for councils undergoing the application process. 

The Powering Up Britain – Energy Security Plan outlines that capital support through the GHNF will be extended to 2028 to facilitate the continued growth of low-carbon heat networks.

[image: Link outline] Green Heat Network Fund
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	Heat Network Efficiency Scheme (HNES)

The Heat Network Efficiency Scheme (HNES)[footnoteRef:8], launched in February 2023, is a £32m support programme spanning 2023-23 and 2023-24. The fund will provide funding to public, private and third sector applicants in England and Wales to support improvements to existing district heating or communal heating projects that are operating sub-optimally and resulting in poor outcomes for customers and operators. [8:  GHNF scheme is to incentivise heat network market transition to low carbon heat sources via targeted financial support, that will help stimulate the increased deployment of low carbon technologies at scale.] 
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	The District Heat market 

There is an established District Heating market in the UK with approximately 480,000 heat network customers in the UK, including 446,517 homes, being serviced by 14,000 heat networks[footnoteRef:9]. This technology meets around 2% of current total heat demand for the UK. Almost all use a fossil fuel-based primary fuel source. [9:  Energy Security Bill factsheet: Heat networks regulation and zoning (updated 20 March 2023) - GOV.UK (www.gov.uk)] 


This is set to grow rapidly over the coming years in response to the market drivers described above and against the backdrop of the gas price increases, low-carbon heat networks also represent a means of addressing affordability issues by supplying energy cost-effectively. 




Local Policy context
The Council’s climate emergency declaration and climate action plan sets the organisation’s mandate to reduce its own operational carbon emissions to reach net zero by [ … ]. Key strategy aims and priority goals for the Council teams to work towards are as follows: [ … ]

	Information required
	[image: Statistics with solid fill]
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	Council Climate Declaration
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	Council Climate Action Plan
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	Sustainability Plan
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	Growth and Supporting Infrastructure

	[image: Checkbox Checked outline]
	Planning Information


[bookmark: _Toc139380128]The Case for Change

The Case for Change provides a clear understanding of the spending objectives and target outcomes for the intervention, existing arrangements and future business needs

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:

1. To improve the quality of public services in terms of the delivery of agreed outcomes (effectiveness). 
2. To improve the delivery of public services in terms of outputs (efficiency).
3. To reduce the cost of public services in terms of the required inputs (economy).
4. To meet statutory, regulatory or organisational requirements and accepted best practice (compliance). 
5. To re-procure services to avert service failure (replacement). 
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	Example objectives:

· The Council’s strategic objective is to accelerate the decarbonisation of buildings within [insert local area] and determine the technical and commercial viability of a heat network/ an area wide Heat Network to deliver this objective.
· To decarbonise the existing heat network through access to a low carbon heat source.



Existing arrangement 
	
Provide a factual picture of the organisation’s current service model.  
This is the Business as Usual (BAU).
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	Describe the existing infrastructure

	[image: Checkbox Checked outline]
	Identify and describe any existing similar projects in the area

	[image: Checkbox Checked outline]
	Provide any information on existing initiatives provided by the council/ partners available to local residents and businesses
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	Examples: 

· Describe the existing infrastructure – how properties are heated within the local area and the proportion of properties connected to the gas network
· Identify and describe any existing heat networks within the local area 
· Provide any information on existing heat decarbonisation initiatives provided by the council/ partners available to local residents and businesses



Business needs – current and future.
According to the Committee on Climate Change (CCC), local authorities have power or influence over approximately one third of greenhouse gas emissions in their geographic areas, the challenge for them is that their sphere of direct influence is limited to their own buildings, services, and contracts.

	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
	[image: Lights On with solid fill]
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	The biggest barrier to achieving the Government’s Net Zero ambition are the emissions currently produced by public sector estates and buildings. Heating these buildings contributes to almost a quarter of all UK emissions.

From 2025, the Future Homes Standard will require CO2 emissions produced by new homes to be 75-80% lower than those built to current standards. Homes will need to be ‘zero carbon ready’, with no retrofit work required to benefit from the decarbonisation of the electricity grid and the electrification of heating. Fossil fuel heating (such as gas boilers) will be banned in new homes, with an expected shift to reliance on heat pumps and heat networks. The Future Buildings Standard has similar aims. 

According to the Committee on Climate Change (CCC), local authorities have power or influence over approximately one third of greenhouse gas emissions in their geographic areas, the challenge for them is that their sphere of direct influence is limited to their own buildings, services and contracts. Controlling carbon emissions from existing homes will be a particular challenge; domestic properties account for 30% of energy use and around 19% of greenhouse gas emissions in the UK, yet less than 7% of homes are owned by local authorities and over 80% are privately owned by either owner occupiers or private landlords. 

A 2021 parliamentary Environmental Audit Committee Report identified that over 10 million owner occupied homes and over three million private rented homes in England will need upgrading to a minimum Energy Performance Certificate (EPC) C rating by 2035 to hit Government targets.
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	The options available for the decarbonisation of heat include: 

· Heat pumps: A refrigerator in reverse. Water source, air-source and ground-source. They extract warmth from the water air or ground to heat water or air and are powered by electricity. Hybrid systems are also an option. UK Govt target: 600,000 a year by 2028.

· Hydrogen boilers/ Solar water: Similar functionality to gas boilers. “Hydrogen-ready” boilers and solar water heating already available. Hydrogen gas production almost inexistent. Hybrid systems (hydrogen/solar + heat pumps) are also an option.

· District Heating/ Heat Networks: Communal heating systems to numerous homes and buildings via highly insulated pipes. Heat generated from a single, local low carbon energy source. UK Government target of 17% of heat met by District heating by 2030.

There are some hydrogen ready boilers but hydrogen is an emerging low carbon solution and at present the cost is high and there are complexities with their deployment which mean that it won’t be appropriate for mass rollout across the UK. This means that currently, the two main options available to decarbonise heat at an individual building level are either via heat pump or connection to a low/ zero carbon heat network.




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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	Describe any physical components of your project and location(s).
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	Describe components of a heat network required and location(s)
· Fuel/power Supply
· Energy Centre
· Heat storage
· Heat distribution network (primary pipe network)
· Local heat distribution (secondary pipe networks)
· Customer heat interface units

	
	




	Range 
	Core 
	Desirable 
	Optional 

	Potential scope 
	
	
	

	Key service requirements 
	
	
	




[bookmark: _Toc139380129]Benefits, risks, constraints and dependencies 

	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)

	[image: Lights On with solid fill]




Some potential examples highlighted below:

	Category
	Sub-category
	Benefit
	Beneficiary

	Financial 
	Direct
	Low cost energy bills ((compared to market alternatives) – scheme offtaker 
	Council 

	Financial 
	Direct
	Revenue generation
	Council 

	Socio-economic value
	Indirect 
	Supply chain development 
	Council

	Socio-economic value
	Indirect 
	Jobs and GVA
	Council

	Carbon/ Environmental
	Indirect
	Area wide emissions reduction
	Council

	Carbon/ Environmental
	Direct 
	Emissions reduction – scheme offtaker 
	Council

	Carbon/ Environmental
	Direct
	Contribution towards Net Zero/ Sustainability targets
	Council

	Carbon/ Environmental
	Indirect
	Air quality improvements
	Council/ Community

	Systems
	Direct
	More resilient grid infrastructure
	National Grid/ Council

	Systems
	Direct
	Demand reduction
	National Grid 

	Systems
	
	System costs 
	Developers

	Community 
	Indirect
	Improved infrastructure 
	Residents/ Businesses

	Community 
	Indirect
	Health and wellbeing
	Residents/ Businesses

	Community 
	Direct
	Low cost energy bills ((compared to market alternatives) – scheme offtaker
	Residents/ Businesses

	Community
	Direct
	Emissions reduction – scheme offtaker
	Residents/ Businesses

	Regulation
	Direct
	Ability to meet current/ future regulation/ policy – scheme offtaker
	Council/ Developers/ Businesses

	Financial
	Indirect
	Reduced ongoing management conditions
	Developers 



Risks
	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



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 [  ]. 

Risks to which the Council are exposed to can be grouped into three broad categories:

Business risks will remain with Council and cannot be transferred. Key risks include:
· Loss of support for the project or change in risk appetite with change of administration between political cycles.
· Reputational damage to the Council if the project fails to deliver.

Service risks are associated with the design, build, financing and operational phases of the project and may be shared with parties outside of the Council. Key risks include:
· Ability to access finance/ grant funding.
· Ability to reduce / manage development risk.
· Local opposition. 
· Delays in securing necessary permissions (e.g. planning).
· Lack of customer connections 
· Cost and timescales for securing grid connections
· Weaknesses in supply chain to deliver scheme.
· Availability of workforce with required skills (in supply chain).
· Capacity and performance of (any) partners to deliver optimal operation and maintenance.
· Ability to control procurement process.

External risks affect all society, are not connected directly with the project and are inherently unpredictable. Key risks include:
· Changes in (wholesale) gas/ electricity prices.
· Access to and increasing costs of labour and materials. 
· Political commitment
· Progress of grid decarbonisation
· Unknowns on district heat route i.e buried utilities, ground contamination.

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.
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	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.



Constraints are external conditions and agreed parameters within which a project must be delivered where the Council has little or no control. These include:

· UK and international agreements, including subsidy control rules .
· Lack of a nationwide coordinated approach to domestic retrofit.
· Limited stock and household data to develop fit for purpose and deliverable retrofit pathways to Net Zero.
· Insufficient knowledge and aligned funding strategies to support growth of the ‘PAS2035’.


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 Heat Networks – Heat Network Zoning/ Heat Network Regulation/ Future Homes and Buildings Strategy.
· (Any) changes to planning guidance (in respect of public estate/ renewable energy/ heat networks).
· Availability of specified grant funding (GHNF, HNES, PSDS)
· Grant funding eligibility requirements 
· Treasury balance sheet constraints and availability of funding 
· Energy pricing
· Future cost inflation
· Investors and developers target rates of return
· The impact – if any – of technological developments
· Impact of any changes in political administration (local and national)
· [Add to list as appropriate (timescales, funding etc)]


Conclusion
	Summarise key points from the Strategic Case.
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[bookmark: _Toc139380130]Economic Case 

	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
	[image: Lights On with solid fill]


	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. The Preferred Way Forward (PWF) emerges from the appraisal of the long-list, and the Preferred Option from the appraisal of the short-list.

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.




	Workshop 2: Exploring the Preferred Way Forward
	[image: Meeting with solid fill]

	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: 
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	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

	[image: Checkbox Checked outline]
	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: _Toc139380131][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: _Toc139380132]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:
1. Identifying and agreeing the critical success factors (CSFs) against which to appraise options, alongside their ability to meet the aims and objectives;
2. 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;
3. 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
4. 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: _Toc139380133]Identifying and Short-listing options 
[Strategic/ spending/ investment] objective 
	Economic Case - Identifying and Short-listing options
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	There are a number of starting points in relation to the development and delivery of a Heat Network. This could include some of the following examples:

· The decarbonisation of an existing heat network
· The expansion of an existing heat network
· The expansion and decarbonisation of an existing heat network
· The development of a heat network and assessment of heat sources
· The viability of a heat network using an identified heat source
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	Example objective

The Council’s strategic objectives for this project is to determine whether it is technically and commercially viable to develop a Heat Network/ an area wide Heat Network to accelerate the decarbonisation of buildings within [insert local area]. 



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 objectives.
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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
	Examples 

	Strategic case
	How well does the option provide strategic fit and business need?
	· Ability to achieve [the objective]

	Economic case
	How well is the option likely to deliver public value? 
	· Ability to deliver wider benefits beyond heat decarbonisation
· i.e skills development, reducing energy system costs, fuel bills, health and wellbeing

	Commercial case
	How well does the option match the ability of suppliers to deliver the required services? How attractive is the option?
	· Willingness of potential suppliers to bid for and deliver work?
· Capacity and capability of the Council/ local suppliers etc


	Financial case
	How affordable is the option? 
	· Ability to attract finance/ funding
· Willingness/ Ability to self-fund
· Ability to access grant


	Management case
	How achievable is the option? (Time, resources etc)
	· Ability to deliver within timescales
· Ability to access required resources
· Appropriate governance structure etc



Identifying and appraising the long-listed options
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. 
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].

	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.
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	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.



 
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)
	
	
	
	
	



	The service scope may wish to consider (depending on long list of potential projects):
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	· Council building
· Leisure facilities
· Provision of heat and/ or power
· Low carbon or zero carbon heat and power 






	Dimension 

	BAU
	Do Minimum 
	Intermediate 1
	Intermediate 2
	Maximum

	2. Service Solution (how)
	
	
	
	
	



	Identify solar PV technology options. This could include:
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	· BAU – existing baseline
· Heat Networks
· Different technological solutions – ie. Individual air source heat pumps/ hydrogen boilers etc




The Council has been investigating options for increasing renewable heat generation as part of its Climate Emergency Action Plan, as well as reducing Council revenue expenditure, carbon emissions and assist other organisations/businesses within [insert area name] on their journey to net zero emissions. The Council has assessed [x] potential sites including existing Council-owned buildings and car parks.


	Dimension 

	BAU
	Do Minimum 
	Intermediate 1
	Intermediate 2
	Maximum

	3. Service Delivery (who)
	
	
	
	
	



	Identify potential delivery options. This could include.

· Self-delivery
· Private sector partnership
· Private sector
· Existing provider
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	Dimension 

	BAU
	Do Minimum 
	Intermediate 1
	Intermediate 2
	Maximum

	4. Project Implementation (when)

	
	
	
	
	



	Identify options. This could include
· any critical timescales identified by the council
· developer/ investor determined
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	Dimension 

	BAU
	Do Minimum 
	Intermediate 1
	Intermediate 2
	Maximum

	5. Project Funding
	
	
	
	
	



	Identify potential funding options. This could include: 

· Council funding (capital budgets/ PWLB etc)
· Grant funding 
· Finance (Funding providers/ ESCOs/ UK Infrastructure Bank)
· Mortgage finance
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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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[bookmark: _Toc139380134]Short-listed options 

The options workshop(s) generated the following short-list of options for further consideration and appraisal:

	The Project Business Case at SOC stage should identify a minimum of four short-listed options for further appraisal at OBC stage. 

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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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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	Summarise key points
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[bookmark: _Toc139380135]Commercial Case 
The purpose of the commercial dimension of the business case is to demonstrate that the preferred option will result in a [viable procurement/ a well-structured deal between the public sector and its service providers/ commercial model for a new entity.

	The purpose of the commercial dimension of the business case is to demonstrate that the preferred option will result in a [viable procurement/ a well-structured deal between the public sector and its service providers/ commercial model for a new entity.
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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, at OBC stage, 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. 

At SOC, the commercial case will provide information, where available, on the commercial strategy and an overview of delivery options available. When considering the commercial strategy, early consideration of the following issues is helpful:

· Physical elements of the project
· The roles performed in the project and consideration of parties involved
· The contracts and agreements which typically arise for the project


	When considering the commercial strategy, early consideration of the following issues is helpful:

•	Physical elements of a heat network
•	The roles performed in a heat network and consideration of parties involved
•	The main types of heat network delivery vehicle
•	The contracts and agreements which typically arise for heat networks

Detailed guidance has been produced on this topic by DESNZ  and the key points are summarised below.

	
Some of this information may be available from the strategic and economic case and can be referenced in this section alongside next steps.

The SOC should also set out what further analysis will be provided as part of the OBC. Information in this section is limited in comparison to both the Strategic and Economic Case.

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



[bookmark: _Toc139380136]Purpose
The purpose of the commercial dimension of the business case is to demonstrate that the preferred option will result in and viable procurement resulting in a well-structured deal between the public sector and its service providers.

[bookmark: _Toc138909272][bookmark: _Toc139380137]Commercial Strategy and Delivery Options 
Heat Network requirements
	
Consider any initial solutions that have been considered, and how they might be delivered.
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	Consider the technical solution identified in the Economic Case and what will be required for the Heat Network:
· Heat Generation Plant Heat generation plant
· Energy Centre
· Primary Network 
· Secondary Network
· Tertiary Network 
· Heat Substations and Heat Interface Units 
· Fuel (input)
· Electricity (output)



Roles and responsibilities	
There are many ways in which a heat network can be set up, from a wholly private sector solution with no public sector involvement to an entirely public sector funded, owned and operated scheme.

Agreeing the parties to undertake the roles will help determine this commercial setup. The process of allocating parties to roles is inherently iterative; needing to be aligned with the workable contract structures and procurement routes.

Assigning parties to undertake the roles achieves two key outcomes:

1.	Managing and assigning opportunity and risk
2.	Defining procurement routes for delivery and operation of the Network

Once roles have been assigned it should be clear which roles need to be procured.

	Where possible, summarise early consideration of whom would perform key roles and responsibilities. These roles include:

1. Promotion
2. Customer
3. Governance
4. Regulation 
5. Funding 
6. Asset Ownership
7. Development of Property
8. Land Ownership
9. Landlordship
10. Installation
11. Operation 
12. Sale of heat
13. Supplier of last resort





Contracts

The delivery and operation of heat networks are governed by a series of contracts and other forms of agreement between the parties involved. Some agreements are widely used in many other contexts, while others are unique, or uniquely applied to a heat network situation. It may be beneficial to outline the types of contracts that will need to be considered. 

It is unlikely that contract forms will need to be determined at this stage but local authorities may find it useful to reference contracts that may be required further down the line. A full list of documents is referenced in the Heat Network Detailed Project Development Resource: Guidance on Strategic and Commercial Case linked previously.

Potential Delivery Options
	Where possible, summarise the suitable delivery vehicle(s) and commercial model(s) for delivering the critical success factors outlined in the economic case. You may wish to discount or identify a preference for delivery options based upon shortlisting within the Economic Case.

Whilst there are many potential combinations of parties fulfilling the various roles, there are four main types of delivery model can be identified, depending on the parties undertaking the different roles:

· Private sector led 
· Public-private shared leadership
· Local Authority/ Housing Association led
· Community Company

The Outline Business Case will investigate and refine the following options so it is not necessary to do this in the Strategic Business Case:

· Physical elements of a heat network required
· How will the functions of [design, build, operation and maintenance of heat production and network assets] be delivered and by whom?
· Who are potential counterparties, contractors, concessionaires, and partners
· The delivery vehicles that will be considered 
· The contracts and agreements which will be required
· What types of Customers will there be, and what are their property interests and the applicable supply arrangements for each?
· What is the approach to procurement? 






[bookmark: _Toc139380138]Procurement

	Procurement is one of the most important parts of the development process culminating in the appointment of a contractor to design, build and operate the asset
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	Procurement officers need to be involved from the outset and be a key part of the council team. Specialist support may also be required in this area to navigate public procurement options and processes.

The procurement activity (market engagement, tendering, contracting, and contract / supplier management) will reside with the Council. Possible procurement routes include:

•	Running a bespoke invitation to tender process(es)
•	Delivery using existing Framework Agreements for goods, services or works.
•	Contracting with a non-local authority organisations for arrangements not covered by existing Frameworks. 

The Council’s procurement arrangements will take into account thorough good due diligence and building in cost and delivery-time contingency. At any one time, there are a range of public frameworks which the Council could access for solar PV technologies along with the supporting technical design and associate works.

There may also be benefit to the Council through seeking out collaborative arrangements to maximise public value through economies of scale and finding partners who are better placed to take on part of the risk associated with project development, delivery, and ongoing management.




[bookmark: _Toc139380139]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. 

	[image: Lights On with solid fill]


	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 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.

At SOC, the financial case will provide information, where available, on potential capital and revenue requirements, potential funding options that could be considered.

The SOC should also set out what further analysis will be provided as part of the OBC. Information in this section is limited in comparison to both the Strategic and Economic Case.


	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.
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	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.



[bookmark: _Toc139380140]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.

Capital and Revenue Requirements
	
Provide any information on indicative/ comparative costs available
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	Information required
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	Comparative market costing
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	Costs from similar projects 


[bookmark: _Toc139380141]Funding statement

	In some projects there may be multiple funders.  There might be several public funding pots available, and private finance might be accessible. The options should be explored in this section.
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	Potential Funding and Revenue sources
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	The Local Government Association and Local Partnerships have produced a green finance guide to provide both practical guidance and examples of good practice to support councils in England to find the most appropriate and affordable ways to finance their green ambition.

[image: Link outline]Financing Green Ambitions | Local Government Association
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	Public Sector Decarbonisation Fund (PSDS)

PSDS provides grants for public sector bodies to fund heat decarbonisation and energy efficiency measures. Phase 3 of PSDS will provide £1.425 billion of grant funding over the financial years 2022-2023 to 2024-2025, through multiple application windows. Category 1 measures are as follows:

· Air Source Heat Pump (air to water)
· Ground Source Heat Pump
· Water Source Heat Pump
· Connect to existing district heating
· Heating - electric heating

It is recognised that, following the closure of Salix funding schemes, which were dedicated to enabling public sector organisations to reduce carbon emissions further rounds of funding, principally via PSDS, now represents the main source of funding available to public sector bodies to deliver on retrofit projects to improve energy efficiency and decarbonise heating in buildings.
[image: Link outline] Public Sector Decarbonisation Scheme
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	Green Heat Network Fund (GHNF)

GHNF is a three year, £288m capital grant fund that opened to applicants in March 2022. The capital grant is available for the development of new and existing low and zero-carbon heat networks. The aim for the fund is to incentivise heat network market transition to low carbon heat sources via targeted financial support, that will help stimulate the increased deployment of low carbon technologies at scale. The GHNF also provides streamlined access to the UK Infrastructure Bank’s £4 billion local authority lending product for councils undergoing the application process. 

The Powering Up Britain – Energy Security Plan outlines that capital support through the GHNF will be extended to 2028 to facilitate the continued growth of low-carbon heat networks. 

The GHNF will fund up to, but not including 50% of a project’s total combined commercialisation and construction costs.

[image: Link outline]Green Heat Network Fund (GHNF)
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	Heat Network Efficiency Fund (HNES) [footnoteRef:10] [10: ] 


HNES, launched in February 2023, is a £32m support programme spanning 2023-23 and 2023-24. The fund will provide funding to public, private and third sector applicants in England and Wales to support improvements to existing district heating or communal heating projects that are operating sub-optimally and resulting in poor outcomes for customers and operators.
HNES provides revenue and capital grant funding. Applicants can apply for up to, but not including 50% of the total estimated eligible capital costs and 100% of the estimated eligible external costs of heat network Optimisation Studies (where ‘eligible external costs’ means the money paid by the successful grant funding applicant to third parties to deliver the heat network Optimisation Study).

 [image: Link outline]Heat Network Efficiency Scheme (HNES): guidance for applicants (publishing.service.gov.uk)
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	Heat Network Delivery Unit (HNDU)  

HNDU provides grant funding and guidance to local authorities in England and Wales for heat network project development.

HNDU grant funding can provide up to 67% of the estimated eligible external costs of heat network development studies (where ‘eligible external costs’ means the money paid by the Applicant to third parties to deliver the heat network development stages). The Applicant will need to demonstrate in their application that it has secured at least the balance of funding required in match funding. 

HNDU grant funding can also provide up to 100% of the cost of estimated externally procured project management support for public sector applicants and registered social landlords only. Applicants will need to demonstrate that they have a need for this resource and source indicative quotes from the market.

[image: Link outline]Heat Networks Delivery Unit - GOV.UK (www.gov.uk)



[bookmark: _Toc139380142]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.

At SOC, the management case will provide information, where available, on resource requirements and costs, governance structures and any transition arrangements that may need to be considered.

The SOC should also set out what further analysis will be provided as part of the OBC. Information in this section is limited in comparison to both the Strategic and Economic Case.

	



[bookmark: _Toc139380143]Purpose

The purpose of the management case is to put in place the arrangements for the successful delivery of the project. This includes: 
· Plan project management – strategy, framework and plans
· Plan project management – strategy, framework and plans
· Plan benefits realisation – strategy, framework and plans
· Plan risk management – strategy, framework and plans
· Plan project assurance and Post-Project Evaluation – strategy, framework and plans

[bookmark: _Toc126236865][bookmark: _Toc139380144]Resource requirements

	Resource requirements will naturally be affected by the breadth and speed of implementation. The core roles fall into the following groups:

1. Category specialists 
These are experts in the relevant category with knowledge of the requirements and market. To support the development of [the business case, contract negotiations, etc] the following skillsets will be required:

[Examples below]
•	District Heat specialists
•	contract management 
•	legal support
•	commercial support 
•	financial support 
•	technical support
•	programme/ project management

Most of these resources will be external consultants in the short-medium term with a medium to high cost due to the specialist nature. There may be an opportunity to find suitable internal resources in the medium/ long term.

2. Programme management/ Contract management 

In order to establish and manage the programme there will need to be some element of programme management required, whether this is discreet resourcing or within an existing organisation. Set-up and management of the implementation plan is likely to need senior sponsorship and engagement. The programme/ contract management team will need to ensure the plans have been developed, have strong support, are properly resourced, and successfully implemented.

The level of resourcing in this role type will depend on the option selected and the speed of implementation.
	[image: Compass outline]

	



[bookmark: _Toc134794270][bookmark: _Toc139380145]Key activities in developing the Strategic Outline Case

Development of the five cases:

· Strategic case
· View on models through wider engagement to enable more detailed development of the approach and working practice
· Explanation of how different categories would be dealt with under each model in terms of category management activities undertaken and at what level (national or local/regional).

· Economic case 
· Review and update of assumptions
· Identification of relevant costs and benefits
· Detailed analysis of the options

· Commercial case 
· Identification of any required services
· Procurement strategy, including performance requirements / risk transfer, for any identified external requirements to support implementation and management

· Financial case 
· Expected financial profile of the options along with the impact and outcomes
· Funding options identified

· Management case 
· Outline arrangements for successful delivery, including benefits realisation approach and risk management strategy
· Governance approach
· Timelines and resourcing for each option

[bookmark: _Toc514150033][bookmark: _Toc126236867][bookmark: _Toc139380146]Governance 

It is proposed that a Project Steering Group is established for this project to provide strategic leadership for the overall programme. 

Its role would include:  
· Agreeing the scope of the programme
· Appointing programme resources 
· Providing decisions and steers as required on the scope and strategic issues
· Monitoring progress on delivery
· Managing risks 
· Coordinating engagement with stakeholders 

Useful skills within the project steering group would include property management, legal, finance and potentially planning.

The Project Steering Group will consist of the following members:

	Name
	Job title
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	Provide any high-level information on what costs may need to be included to support the management of the project:
· Dedicated resources
· Procurement costs 
· Specialist consultancy etc
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	Activity 
	Indicative Timings 
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