	Business Case and Alternatives Analysis (BCAA)  (Form)  / Telephony Replacement with VOIP  (Item)  / Today  
	Primavera Portfolio Management

	
	


 

	GENERAL INFORMATION
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	BUSINESS PROBLEM


 

	Business Problem 


	The Business Problem is a question, issue, or situation, pertaining to the business, which needs to be answered or resolved. State in specific terms the problem or issue this project will resolve. Often, the Business Problem is reflected as a critical business issue or initiative in the Agency’s Strategic Plan or Information Technology Strategic Plan.


	Be specific about agency business problem.


	SCOPE


 

	Project Scope Statement 


	The Project Scope defines all of the products and services provided by a project, and identifies the limits of the project. The Project Scope establishes the boundaries of a project and addresses the who, what, where, when, and why of a project.


	State specific products and/or services to be provided by project.


	PROJ PURPOSE


 

	1
	Project Business Objectives 


	Define the specific Business Objectives of the project that correlate to the strategic initiatives or issues identified in the Commonwealth or Agency Strategic Plan. Every Business Objective must relate to at least one strategic initiative or issue and every initiative or issue cited must relate to at least one Project Business Objective


	
	Note:  Here are some examples of business objects.  Must align with agency IT strategic plan.
	

	
	Commonwealth Strategic Plan – Critical Issues
	Project Business Objectives
	

	
	Improved Service Delivery
	Improve the services we provide to our customers
	

	
	Improved Internal & Interagency communications
	The entire Agency will employ a solution that aids interoperability of communications.
	

	
	More effective public communication
	Agency Customer Service Representatives will be more productive and more educated thus providing a better service
	

	
	Incorporate best practices from private sector
	Private Sector adopted solution 3 to 5 years ago
	

	
	VA Government IT Security
	System will allow agency to encrypt  communications and encrypt the storage of retained documentation.
	

	
	Improve planning methods
	Allow agency to  forecast for strategic planning
	

	
	A skilled, productive workforce
	New system will enable team leaders and managers to identify training opportunities for staff
	

	
	Meet increasing service demands with fewer resources
	By appropriately forecasting and staffing the call center the Agency should be able to provide the same service levels with less resources
	

	
	Good Stewardship & Accountability in use of public funds
	The project has less than a X year total return on investment.
	

	


 

	2
	Constraints 


	Constraints are items that by their nature restrict choice. Identify Constraints that will influence the selection of a solution to resolve the Business Problem. Constraints can include but are not limited to: time, funding, personnel, facilities, and management limitations.


	Example:  Funding is limited to general funds.  Implementation dates are restricted to the following timeframe.


	QUESTIONS/POCS


 

	1
	Answer the following questions by marking Yes or No and provide a brief response as appropriate. 


	1) Is this an updated Project Proposal Document? If yes, what is the reason for this update?
	


	1a) What is the reason for this update?
	 End of life


	2) Is this a follow-on to a previous project?
	


	3) Will the project deliverable(s) replace a current asset or group of assets?
	


	3a) What is being replaced?
	Name of application or system being replaced or implemented.


	4) Is the Project Initiation Phase effort funded?
	


	4a) What is the amount of funding?
	


	5) Is the Project Planning Phase effort funded?
	


	5a) What is the amount of funding?
	


 

	2
	Points of Contact 


	List the principal individuals who may be contacted for information regarding the project.


	Position
	Title /Name/Organization
	Phone
	E-mail

	Project Sponsor
	
	
	

	Program Manager
	
	
	

	Project Manager
	
	
	

	Proponent Cabinet Secretariat
	
	
	

	Proponent Agency Head
	
	
	

	Customer (User) Representative
	
	
	

	Customer (User) Representative
	
	
	

	Customer (User) Representative
	 
	 
	 

	Other
	
	
	


	BUS ALIGNMT - SERVICE AREAS


 

	Align Investment to Service Areas 


	Select Service Areas this investment supports by clicking on the "Add" button (below right). From the pop-up box, choose from the list of your agency service areas. Ensure you click 'OK' at the bottom of the pop-up list box. After the Service Areas have been added, indicate the Primary Service Area by double clicking on the cell in the "Weight" column. Describe how the investment supports the Service Area by clicking on the Service Area name and then press the "Edit" button; enter the description in the "Annotation" box. If the service area is identified in the Governor's Performance Goals, type "Governor's Performance Goals" in the annotation box also. Note: Higher Education institutions do not have Service Areas


	
	Service Areas Supported - Direction: Supports, Type: Service Area
	


	
	
	

	
	
	Dependency Properties
	Item Properties
	

	
	#
	I/P
	Name
	Weight
	Description
	

	
	1
	Item
	
	Primary
	
	

	
	
	
	
	Annotation: This project will support this service area by ….
	

	
	2
	Item
	
	Secondary
	
	

	
	3
	Item
	
	Secondary
	
	

	
	
	
	
	Annotation: This project will support this service by improving…
	

	
	4
	Item
	
	Secondary
	
	

	
	
	
	
	Annotation: This project will support this service area by reducing the complexity of the…..
	

	


	SOLUTION - 1


 

	Description of Solution 


	Provide an identifier and a brief title of the potential solution. The description should include enough detail to provide a clear understanding of the solution and should differentiate it from the other potential solutions. Also, describe how the solution will resolve the Business Problem.


	Implement an enterprise wide solution that…


 

	Intangible Benefits (from CBA tool) 


	List of intangible benefits. Quantify as much as possible.


	


 

	Project Description 


	Provide a description of the project approach, the customer(s) served, and expected benefits. The approach is the overall strategy for solving the business problem. (This description establishes the framework for identifying potential solutions.) 


	State project approach


 

	Business Process Impact 


	Describe how the potential solution will impact current Business Processes and the degree of organizational change and stakeholder resistance anticipated.


	Potential solution will impact…


 

	Technical Feasibility 


	Describe any special technical considerations that would be required to implement the potential solution, such as technical experience required for project team members. Also, describe the level of technical complexity of the solution.


	The technical complexity of this solution is because.


 

	Maturity of Solution 


	Describe the level of technical maturity for the potential solution. The description should address questions such as “Is the potential solution technically proven or a recent innovation? Has the technology solution being proposed fully matured? Is it nearing obsolescence? Are services and expertise required to support the potential technical solution readily available?


	This is a mature solution that has been deployed …..


 

	Resource Estimate  


	 
	Estimate all the resources required to implement the solution. Resources include funding, personnel, facilities, customer support, equipment, and any other resources needed to implement the solution.


	Funding:
	


	Project Team:
	


	Customer Support:
	


	Facilities:
	


	Equipment:
	


	Software Tools:
	


	Other:
	 


 

	Constraints 


	Constraints are items that by their nature restrict choice. Identify constraints that will influence the selection 


	Restricted to specific software and general funding.  Scope, schedule, budget

This solution cannot be implemented in the Contact Center during the Individual filing season. 
.


 

	Constraints Impact 


	Describe how the solution fits within the constraints identified in the solution analysis. Specifically address any time or schedule constraints. 


	Scope,  schedule, budget


 

	Cost Benefit Analysis Summary 


	Summarize the results of the Cost Benefit Analysis for this solution. Use the Cost Benefit Analysis tool to derive the information. 


	Once implemented this solution will save the Agency approximately $ XXX,XXX.XX annually. 


 

	Return on Investment (ROI) Summary 


	Summarize the estimated return achieved as a result of the investment made and explain the ROI method used. There are several ways to calculate ROI. Any method is acceptable but the same method must be used for each solution analyzed. See Project Initiation (Section 2) of the Commonwealth Project Management Guideline for instructions on Return on Investment Calculations.


	Five years after the initiation of this project investment will be entirely recovered.


	SOLUTION - 2


 

	Description of Solution 


	Provide an identifier and a brief title of the potential solution. The description should include enough detail to provide a clear understanding of the solution and should differentiate it from the other potential solutions. Also, describe how the solution will resolve the Business Problem defined in Section B of this document. 


	


 

	Intangible Benefits (from CBA tool) 


	List of intangible benefits


	


 

	Project Description 


	Provide a description of the project approach, the customer(s) served, and expected benefits. The approach is the overall strategy for solving the business problem. (This description establishes the framework for identifying potential solutions.) 


	


 

	Business Process Impact 


	Describe how the potential solution will impact current Business Processes and the degree of organizational change and stakeholder resistance anticipated.


	


 

	Technical Feasibility 


	Describe any special technical considerations that would be required to implement the potential solution, such as technical experience required for project team members. Also, describe the level of technical complexity of the solution.


	


 

	Maturity of Solution 


	Describe the level of technical maturity for the potential solution. The description should address questions such as “Is the potential solution technically proven or a recent innovation? Has the technology solution being proposed fully matured? Is it nearing obsolescence? Are services and expertise required to support the potential technical solution readily available?


	


 

	Resource Estimate  


	 
	Estimate all the resources required to implement the solution. Resources include funding, personnel, facilities, customer support, equipment, and any other resources needed to implement the solution.


	Funding:
	


	Project Team:
	


	Customer Support:
	


	Facilities:
	


	Equipment:
	


	Software Tools:
	


	Other:
	 


 

	Constraints 


	Constraints are items that by their nature restrict choice. Identify constraints that will influence the selection 


	Constraints that restrict choices/business decisions.


 

	Constraints Impact 


	Describe how the solution fits within the constraints identified in Section B. Specifically address any time or schedule constraints. 


	


 

	Cost Benefit Analysis Summary 


	Summarize the results of the Cost Benefit Analysis for this solution. Use the Cost Benefit Analysis tool to derive the information.


	


 

	Return on Investment (ROI) Summary 


	Summarize the estimated return achieved as a result of the investment made and explain the ROI method used. There are several ways to calculate ROI. Any method is acceptable but the same method must be used for each solution analyzed. See Project Initiation (Section 2) of the Commonwealth Project Management Guideline for instructions on Return on Investment Calculations.


	


	SOLUTION - 3


 

	Description of Solution 


	Provide an identifier and a brief title of the potential solution. The description should include enough detail to provide a clear understanding of the solution and should differentiate it from the other potential solutions. Also, describe how the solution will resolve the Business Problem.


	


 

	Intangible Benefits (from CBA tool) 


	List of intangible benefits.


	


 

	Project Description 


	Provide a description of the project approach, the customer(s) served, and expected benefits. The approach is the overall strategy for solving the business problem. (This description establishes the framework for identifying potential solutions.) 


	


 

	Business Process Impact 


	Describe how the potential solution will impact current Business Processes and the degree of organizational change and stakeholder resistance anticipated.


	


 

	Technical Feasibility 


	Describe any special technical considerations that would be required to implement the potential solution, such as technical experience required for project team members. Also, describe the level of technical complexity of the solution.


	


 

	Maturity of Solution 


	Describe the level of technical maturity for the potential solution. The description should address questions such as “Is the potential solution technically proven or a recent innovation? Has the technology solution being proposed fully matured? Is it nearing obsolescence? Are services and expertise required to support the potential technical solution readily available?


	


 

	Resource Estimate  


	 
	Estimate all the resources required to implement the solution. Resources include funding, personnel, facilities, customer support, equipment, and any other resources needed to implement the solution.


	Funding:
	


	Project Team:
	


	Customer Support:
	


	Facilities:
	


	Equipment:
	


	Software Tools:
	


	Other:
	


 

	Constraints 


	Constraints are items that by their nature restrict choice. Identify constraints that will influence the selection 


	


 

	Constraints Impact 


	Describe how the solution fits within the constraints identified in Section B. Specifically address any time or schedule constraints. 


	


 

	Cost Benefit Analysis Summary 


	Summarize the results of the Cost Benefit Analysis for this solution. Use the Cost Benefit Analysis tool to derive the information.


	


 

	Return on Investment (ROI) Summary 


	Summarize the estimated return achieved as a result of the investment made and explain the ROI method used. There are several ways to calculate ROI. Any method is acceptable but the same method must be used for each solution analyzed. See Project Initiation (Section 2) of the Commonwealth Project Management Guideline for instructions on Return on Investment Calculations.


	


	SOLUTION COMPARISON


 

	Solution Choice 


	Choose Solution:
	Solution 1
	Complete comparisons, then select a Solution


 

	Comparison of Solutions 


	Based on the analysis performed, rate how each solution measured up against each decision criterion. A recommended Rating Scale is: 1 = Very Poor, 2 = Poor, 3 = Fair, 4 = Good, 5 = Very Good. Compare the rating results to determine which solution to recommend. Enter in the Solution Identifier in Boxes that are shaded.


	
	Project Analysis - Solution Comparison
	


	
	
	

	
	Decision Criteria
	Solution 1
	Solution 2
	Solution 3
	

	
	Business Process Impact
	Very Good
	Very Good
	Fair
	

	
	Technical Feasibility
	Very Good
	Good
	Fair
	

	
	Maturity of Solution
	Very Good
	Fair
	Good
	

	
	Resources Required
	Good
	Good
	Good
	

	
	Constraints Impact
	Good
	Good
	Fair
	

	
	Cost Benefit Analysis
	Very Good
	Good
	Very Poor
	

	
	Return on Investment
	Very Good
	Good
	Very Poor
	

	
	Other
	Very Good
	Fair
	Very Poor
	

	
	Total
	Very Good
	Good
	Poor
	

	


 

	Comparison of Solutions (Info from CBA tool) 


	
	CBA ROI Summary - Solution 1
	


	
	
	

	
	 
	2011
	2012
	2013
	2014
	2015
	2016
	2017
	2018
	

	
	Cost Benefit Analysis
	 
	 
	 
	 
	 
	 
	 
	 
	

	
	Revenue
	
	
	
	
	
	
	
	
	

	
	Operational Costs
	
	
	
	
	
	
	
	
	

	
	Total Project Cost
	
	
	
	
	
	
	
	
	

	
	Year to year Staffing Change
	
	
	
	
	
	
	
	
	

	
	ROI Analysis
	
	
	
	
	
	
	
	
	

	
	Net Benefit
	
	
	
	
	
	
	
	
	

	


	
	CBA ROI Summary - Solution 1 (2)
	


	
	
	

	
	 
	2019
	2020
	2021
	2022
	2023
	2024
	2025
	Total
	

	
	Cost Benefit Analysis
	 
	 
	 
	 
	 
	 
	 
	 
	

	
	Revenue
	 
	 
	 
	 
	 
	 
	 
	2,652,572.00
	

	
	Operational Costs
	 
	 
	 
	 
	 
	 
	 
	 
	

	
	Total Project Cost
	 
	 
	 
	 
	 
	 
	 
	 
	

	
	Year to year Staffing Change
	 
	 
	 
	 
	 
	 
	 
	How long it will take to break even on the project investment
	

	
	ROI Analysis
	
	Payback
	 
	 
	 
	 
	 
	This is the year in which the project's investment costs are recovered.
	

	
	Net Benefit
	
	No NPV
	 
	 
	 
	 
	 
	NPV accounts for the time value of money. It is more appropriate for long projects
	

	
	Payback Period (yrs)
	
	ROI
	 
	 
	 
	 
	 
	 
	

	
	Breakeven Fiscal Year
	
	ROI
	 
	 
	 
	 
	 
	 
	

	
	Net Present Value (NPV)
	
	ROI
	 
	 
	 
	 
	 
	 
	

	
	Return on Investment (ROI) %
	
	ROI
	 
	 
	 
	 
	 
	 
	

	


	
	CBA ROI Summary - Solution 2
	


	
	
	

	
	 
	2011
	2012
	2013
	2014
	2015
	2016
	2017
	2018
	

	
	Cost Benefit Analysis
	 
	 
	 
	 
	 
	 
	 
	 
	

	
	Revenue
	
	
	
	
	
	
	
	
	

	
	Operational Costs
	
	
	
	
	
	
	
	
	

	
	Total Project Cost
	
	
	
	
	
	
	
	
	

	
	Year to year Staffing Change
	
	
	
	
	
	
	
	
	

	
	ROI Analysis
	
	
	
	
	
	
	
	
	

	
	Net Benefit
	
	
	
	
	
	
	
	
	

	


	
	CBA ROI Summary - Solution 2 (2)
	


	
	
	

	
	 
	2019
	2020
	2021
	2022
	2023
	2024
	2025
	Total
	

	
	Cost Benefit Analysis
	 
	 
	 
	 
	 
	 
	 
	 
	

	
	Revenue
	 
	 
	 
	 
	 
	 
	 
	How long it will take to break even on the project investment
	

	
	Operational Costs
	
	Payback
	 
	 
	 
	 
	 
	This is the year in which the project's investment costs are recovered.
	

	
	Total Project Cost
	
	No NPV
	 
	 
	 
	 
	 
	This is the year in which the project's investment costs are recovered.
	

	
	Year to year Staffing Change
	
	ROI
	 
	 
	 
	 
	 
	 
	

	
	ROI Analysis
	 
	 
	 
	 
	 
	 
	 
	 
	

	
	Net Benefit
	
	
	
	
	
	
	
	
	

	
	Payback Period (yrs)
	
	
	
	
	
	
	
	
	

	
	Breakeven Fiscal Year
	
	
	
	
	
	
	
	
	

	
	Net Present Value (NPV)
	
	
	
	
	
	
	
	
	

	
	Return on Investment (ROI) %
	
	
	
	
	
	
	
	
	

	


	
	CBA ROI Summary - Solution 3
	


	
	
	

	
	 
	2011
	2012
	2013
	2014
	2015
	2016
	2017
	2018
	

	
	Cost Benefit Analysis
	 
	 
	 
	 
	 
	 
	 
	 
	

	
	Payback Period (yrs)
	
	
	 
	 
	 
	 
	 
	How long it will take to break even on the project investment
	

	
	Breakeven Fiscal Year
	
	
	 
	 
	 
	 
	 
	This is the year in which the project's investment costs are recovered.
	

	
	Net Present Value (NPV)
	
	
	 
	 
	 
	 
	 
	This is the year in which the project's investment costs are recovered.
	

	
	Return on Investment (ROI) %
	
	
	 
	 
	 
	 
	 
	 
	

	


 

	Recommended Solution & Justification 


	Intangible Weighting Justification of Solution (from CBA tool)


	 


	Specify the Recommended Solution selected as a result of the analysis.


	Solution 1: 


	Explain why the Recommended Solution was chosen over the other solutions considered. 


	Solution-1:


	APPROVAL


 

	 


	Based on decision criteria, is the potential solution a viable solution?
	


	Document the project sponsor’s or designated agency manager’s decision regarding the Recommended Solution. If the Recommended Solution is accepted, a Project Proposal is developed.
	Accept


	Project Sponsor Name:
	


	Approval Date:
	


