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Note: update the table of contents after completing the business case
1. Executive Summary
Updated from Brief

Overall summary of project. What are the key objectives? What problem(s) will it solve? What type of project is it: compliance / essential / transformational / improvement (and why)? If it fits more than one category, be specific about which aspects of the project fit each category and give an estimate of the extent. For example “The project is both essential and improvement. The essential aspect of the project is objectives A and B, and the improvement part is objectives C-F. A and B represent about 25% of the effort and 20% of the cost.”
Compliance is if it has to be done to meet an external mandatory obligation such as HEFCE requirements. Essential is if it has to be done to maintain key business operations such as providing an admission service. It is important to note that where an enhancement to an existing service is being proposed, this does not automatically make it essential. For example if there is an existing admissions service that is working OK and the proposed project is to make admissions more cost-effective, this is not essential ; however if the existing admission service has become untenable such that we will suffer significantly if we don’t change it, then the proposal would be classed as essential.

Transformational is where the scope of change is going to have significant impact across the whole university, for example the recent Campus Consolidation programme and the EQAL programme.

Improvement is where the project will deliver better outcomes in one or more areas, but they are not required (compliance/essential) or at such a scale as could be seen to be transformational. For example e-HR.

2. Project Vision
Updated from Brief to take account of option appraisal.
Describe what the outcome will look like from a business and user perspective 

This section might include one or more scenarios that describe the expected outcomes as if they have been achieved. Note that the vision is about “what it will be like” once the changes have been achieved, not the outputs (the changes).

As an example a vision description might read “Students will be able to see all relevant information about their studies in one place, and will be able to drill down to get more details on any aspect. This will enable them to manage their studies much more effectively”; as opposed to “The project will provide an integrated portal for students with feeds from different back-end systems.”

3. Benefits and Benefit Realisation
Describe how the University will benefit from this project. 

3.1 Benefits to be Achieved

Provide an outline of the benefits the project will deliver (derived from the objectives). 
· List the University strategic themes that will benefit from this project and state how the project will support them (NB refer to the PIP Process for strategic themes and level of support).

· Describe any operations that will benefit from this project and state how the project will support them (NB refer to the PIP Process for operational descriptors). 

Please make sure you do not “double count” operational and strategic factors. For example the project may support Student Experience (strategic) by delivering something that improves student experience in a certain area. However if there is no real change in what processes and resources we use to deliver the services there is little or no operational impact. Fundamentally strategic impact is about what outcomes the project will deliver and operational impact is about how we deliver them. 
· List the benefits in the following table and whose work will be improved as a consequence.
Think about:
· what are we planning to deliver?

· tangible and intangible;

· how will this provide benefits?
· does it support one or more strategic theme(s)? If so, how?

Then populate the table with the benefits identified. Note that what the customer expects the project to deliver should be included here, using non-technical language. 

Benefits should be worded in terms of positive change, for example “Reduced travel time” rather than “New bus route established” (the latter is the product, or the enabler, that allows the benefit to be achieved). They should also be as specific as possible, e.g. “Reduced travel time” rather than “Better travel”.

	Benefit
	Description

	
	What is going to improve as a result of this benefit, e.g. lower cost, faster service?

	
	

	
	


3.2 Benefit Realisation

This section should identify how each of the benefits listed above will be tracked both during and after the project. It should also indicate how the benefits link to key objectives within the department and/or University as a whole. 
For more complex projects, a full benefits realisation management process should be considered. Advice on how to do this is available from the Business Improvement Team.

4. Key Roles

The purpose of this section is to describe who will be involved in running the new solution once the project delivery is complete. The main roles will have been considered in the Brief so here you need you consider whether any further detail can be added, and also whether the additional (optional) roles of Data Manager and Process Owner are required. 

In the table below enter the name of the Job Role and Person under Who Fulfils and the relevant business or IS/IT details under Comments. For example a Service Owner might be “Director of LRIS, Phil Range” and the Comments section might note: “Has overall budget and service delivery responsibility for the MMU Print service”. The document Key Information System Roles can be used to help with this section (available on project management web site in the toolkits area).
	Role
	Who fulfils
	Comments

	Service Owner
	Typically a senior manager in the business area concerned. The Service Owner is also a candidate for being Project Sponsor.
	Has overall responsibility and budget control for the business area relating to the identified objectives. This includes everything that is required to deliver that service not just the IS+T systems.

	System Manager
	Typically a manager in the business area concerned, usually at an operational level. The System Manager is also a candidate for being Project Sponsor.
	Is responsible for decisions on availability including the need to take systems out of service for planned or emergency maintenance. Has overall responsibility for prioritising business as usual improvements to the identified system, and ensuring business processes are appropriate.

	Data Owner
	(Optional: delete this row if not required by System Manager)
This will be someone in the business side who is familiar with the information requirements and flows related to the system and related processes.
	Ensures data and access rules are in place to meet requirements set by System Manager. 

	Process Owner
	(Optional: delete this row if not required by System Manager)
This will be someone in the business side who is familiar with the business processes related to the system
	Ensures process are appropriate documented and people understand them.

	Application Manager
	This will be someone in the technology part of the business but this will vary according to the business purpose of the system, i.e. finance and HR will be handled by the IT team within Finance, timetabling by the Timetabling team within SAS, web development by the Web Team within Marketing and Communications, and everything else by LRT within LRIS.
	Responsible for overall design, configuration, management, testing and support throughout their lifecycle of an allocated set of systems. 

	Technology Manager
	This will be someone in the technology part of the business but this will vary according to the business purpose of the system, i.e. finance and HR will be handled by the IT team within Finance, timetabling by the Timetabling team within SAS, web development by the Web Team within Marketing and Communications, and everything else by ITS within LRIS.
	Responsible for the design, provision, management and support of IT infrastructure (hardware, operating systems, software platforms etc.).


5. Project Scope

Updated from Brief

Explain what will be done within the project to deliver the project benefits. 
5.1 Project Objectives

How does the purpose of the project break down into specific objectives? 

The objectives should be phrased such that they can be used to measure completeness and success at the end of the project. Note that objectives are not the same as benefits – for example an objective might be to introduce a new IT system and one of the benefits might be to provide a better service as a result.

Under the “Area” column insert at least one of: 
· Information systems, 
· Information technology, 
· Process changes, 
· Organisation Structure changes, 
· User Training 
as appropriate. 
Under the approach heading, include comments about in-house versus external (for example under IT, servers might be in-house or externally hosted). 
[NB: you may wish to include the table below on a landscape layout page- use section breaks to enable you to put landscape pages within a portrait orientation overall report]
	Objective
	Specific, measurable results
	Area
	Approach

	
	
	
	

	
	
	
	

	
	
	
	


The purpose of this is to help the reader understand what has to change to make the project successful. Just delivering the products that the project produces does not guarantee success: usually there needs to be changes in the way we work and this may include changes the procedures we use, and sometimes in job roles and responsibilities. It should be closely related to the vision (section 2).

The flow chart at the end of the document (Figure 1) should always be consulted – small projects may not need to do something for each area listed in the flowchart, but you should always check whether or not you need to. The following list is extracted from the flow chart – use it as a checklist for project approach. Having checked through the flow chart, delete any of the bullets below that are not relevant and then write a brief statement for each of the remaining ones. For example, if the project is likely to have some impact on staffing, HR should be engaged, so part of the approach will be to include HR at the appropriate time, so the business case should have an entry under the “Effect on staff” item below outlining when HR need to be engaged and what they will need to do. This section will help with the complexity analysis in section 9.1.
· Strategic and faculty/Department alignment

· Check for similar activity

· Check procurement issues

· Effect  on staffing

· Effect on buildings and accommodation

· ICT impacts

· Library impacts

· Insurance implications

· Legal implications

· Public relations impacts

· Impacts with any other MMU or partner groups

5.2 Exclusions
Be clear about:

· the boundary between this project and other projects and programmes – this helps prevent gaps or overlaps in all the work that is necessary to achieve higher-level corporate or programme objectives

· what it is specifically excluded from doing 

5.3 Acceptance Criteria

Acceptance criteria tell us how to assess whether the project has been accepted by the sponsor and the users. If there is more than one group of customers, the expectations of the different groups should be included. For example a service user might have criteria around ease of use whilst a manager might be interested in cost reduction and efficiency.

5.3.1 Qualitative factors

These are things that cannot be directly counted or measured, for example include details of service level agreements required, whether skills transfer will occur (and how this will happen), key break-points or decision points during the project (e.g. we may have phased delivery, with each phase dependent on successful delivery and sign-off of previous phase).

5.3.3 Quantitative factors
These are things that can be counted or measured. Include estimates of how quantitative factors may change, e.g. numbers of physical documents transferred into electronic format, storage space freed-up, etc.

Also include models for how things may change over time, e.g. increases in IT storage capacity, numbers of transactions, increases in users, etc.

6. Options considered

This section should describe both the preferred and the other options that were considered (including “do nothing”) and give reasons why the current proposed option has been selected. The “do nothing” option should explain what would happen if the project does not go ahead. The rest of the business case is written on the assumption that the preferred option is to be adopted.

Each option should include a statement about approach (e.g. in-house versus hosted).

7. Costs and Resources
7.1 Detailed cost profile

This section should cover:

· what is the likely cost involved?

· capital & revenue elements;
· when do we have to deliver it?
Small and medium projects may only need to show outline costs and timescales. Larger projects should include a cost-benefits analysis (see cost-benefits toolkit) and detailed plans.

	
	Y1
	Y2
	Y3
	Y4
	Y5

	System costs
	 
	 
	 
	 
	 

	Core software/system one off payment 
	 
	 
	 
	 
	 

	Licencing costs* 
	 
	 
	 
	 
	 

	▪ End users
	 
	 
	 
	 
	 

	▪ Administrators
	 
	 
	 
	 
	 

	▪ Devices (i.e. laptops, iPads, smartphones)
	 
	 
	 
	 
	 

	Implementation 
	 
	 
	 
	 
	 

	Training
	 
	 
	 
	 
	 

	Supplier Project Manager and project team
	 
	 
	 
	 
	 

	Consultancy
	 
	 
	 
	 
	 

	System support
	 
	 
	 
	 
	 

	Ongoing support and maintenance 
	 
	 
	 
	 
	 

	Version upgrade costs 
	 
	 
	 
	 
	 

	Account management
	 
	 
	 
	 
	 

	Change requests
	 
	 
	 
	 
	 

	IT related costs
	 
	 
	 
	 
	 

	Hardware costs
	 
	 
	 
	 
	 

	Other software licencing costs, e.g. SQL 
	 
	 
	 
	 
	 

	Hosting 
	 
	 
	 
	 
	 

	Network connectivity
	 
	 
	 
	 
	 

	Web hosting
	 
	 
	 
	 
	 

	URL costs
	 
	 
	 
	 
	 

	Web security certificate
	 
	 
	 
	 
	 

	Back up
	 
	 
	 
	 
	 

	Link to Active Directory for single sign on
	 
	 
	 
	 
	 

	Internal staff costs
	 
	 
	 
	 
	 

	Existing internal staff - costs for implementation
	 
	 
	 
	 
	 

	Existing internal staff- costs for ongoing support
	 
	 
	 
	 
	 

	Internal staff - costs for backfill
	 
	 
	 
	 
	 

	Additional internal staff – costs for new posts
	
	
	
	
	

	HR related costs
	 
	 
	 
	 
	 

	Staff redeployment/re-structuring costs (if applicable)
	 
	 
	 
	 
	 

	Other
	 
	 
	 
	 
	 

	Data migration
	 
	 
	 
	 
	 

	Integration/links to MMU systems, e.g. SAP Finance, Planon
	 
	 
	 
	 
	 

	Bespoke development  (day rate: £000.00)
	 
	 
	 
	 
	 

	Interface development (day rate: £000.00)
	 
	 
	 
	 
	 

	Consultant support (day rate: £000.00)
	 
	 
	 
	 
	 

	Total costs
	
	
	
	
	

	Return on Investment
	 
	 
	 
	 
	 

	Possible savings achieved as a consequence of  this project
	
	
	
	
	

	Possible new income as a consequence of  this project
	
	
	
	
	


*Note Confirm licencing model, e.g. per connection, per user, enterprise, site
7.2 Funding sources
This section should cover:

· how will the investment be funded?
· are there any budgetary constraints, e.g. must not exceed a given amount or must provide a given level of income/saving?
· appraisal of the overall investment, ideally provided by a finance officer.
7.3 Project Personnel
This section should cover:

· who will be involved (our staff – which departments, external staff)?

· what other types of resource are needed?

· are they available (i.e. resource constraints and assumptions)?
The preceding section will help to establish some of the resources required. You do not need to list here resources that are not engaged on a significant basis. For example if your checklist shows that you need to talk to procurement about how to tender for a system and you think it’s going to be quite low cost (below £50,000) they will not need to be engaged other than to confirm the procurement approach and need not be mentioned here. However if it’s a major procurement requiring European Union procurement route, then they will need to be listed here as their input will be significant.

7.3.1 Project Organisation
Fill in the table below. There can be only one sponsor. Try to ensure there are no more than two senior suppliers and three senior users. If more people are needed, consider having a user group, chaired by the senior user. Job roles for each of these are described in the Project Roles toolkit. The project manager should ensure that the sponsor is aware of the roles and clearly communicates them to the other members of the project board.
	Role
	Name
	Department

	Sponsor
	
	

	Senior User
	
	

	Senior Supplier
	
	

	Project Manager
	
	

	Project Team
	
	

	User Group (if required)


	
	


7.3.2 Other Personnel

Provide a list of the people required to “do” the project – e.g. the development of software, the installation of hardware, the redesign of processes. You should include both internal and external resources. The cost profile in section 7.1 will have identified most of these already.

	Role
	Person or Team
	Department / Company
	Brief description of the work they will do

	
	
	
	

	
	
	
	

	
	
	
	


8. Timescale
Provide an initial project plan from start to completion: at least the first phase should be planned in some detail. 
Does it have to be completed by a particular date? If so state this explicitly as a constraint and describe what the consequence will be if not met. 
Are there any specific times that need to be avoided, e.g. due to operational peaks in workload such as confirmation and clearing: these are also time-related constraints and need to be labelled as such.

9. Complexity and Risk

9.1 Complexity
Updated from project Brief. This section is required for the PIP process. Consider the following aspects:

· Timescale (less than 6 months, 6-12 months, 12-18 months, more than 18 months).
· Stakeholders (Internal and within single business area, Internal across more than one business area, Mainly external, Internal and external).
· Operational change (Very minimal; Some new business processes and possible some re-training; Significant re-structure of processes and work areas; Major change e.g. large scale restructure; outsourcing).
· Contract complexity (No new contracts required; Single contract with known supplier; Multiple contracts with known suppliers; Contract(s) with new suppliers(s)).
· In-house expertise (Have done this before many times; Have done this before once or twice; Have done similar before, but not the same; Have not done anything like this before).
· Dependencies (Very minimal links with other projects; Links with other projects but little impact; Links with other projects upon which this project depends;  Other projects depend upon this project).
In each case, select the appropriate level of complexity using the criteria listed. 
9.2 Risk

Normally the risk log will be maintained as a separate document with risks being added and updated throughout the life of the project – however the initial key risks identified should be included within the Business Case. 
All projects should maintain a risk log, though for small projects this can be a simple high-medium-low risk analysis. Medium and major projects should maintain a more thorough risk log (see separate Risk template and toolkit).

Avoid risks that are too imprecise (e.g. “not enough resource”) or related to external factors that might happen for any project (e.g. “flooding”) unless there is a specific reason why they are relevant to this project (e.g. if you are building in an area known to be prone to flooding, then the flooding risk is appropriate).

If you have identified benefits (section 5.1) this will help identify risk because you should consider what might stop the benefit from being achieved.

If the project will require any contractual arrangement, ensure that you have considered contractual risk.
9.3 Dependencies
 This section should describe the dependencies between this project and other projects, i.e.

· What projects is this project dependent upon?

· What projects are dependent on this project.

The table below can be used for this purpose

	Project
	Type of dependency
	Brief summary of linkages

	Project A
	Dependent on this
	Requires delivery of products x, y and z from this project

	Project B
	This project depends
	Requires project B to deliver products a, b and c


10. Stakeholder Analysis and Communication Plan

10.1 Communication Plan

Provide an explanation of how the project will engage with and maintain communication with internal and external stakeholders.
For each type of communication the plan will identify the purpose, message, timing, source, recipient(s), content, response required and method of communication.

A Stakeholder analysis should be conducted for all major projects and considered for medium and small projects. Refer to Stakeholder toolkit. Once the Stakeholder analysis has been completed, the grid below should be filled in.

	Stakeholder
	Expected communications
	Frequency
	Media

	
	
	
	

	
	
	
	


You must also complete the Equality Impact section in the Appendix 
Updates to the Business Case
	The Business Case is a dynamic document and will need to be revised and updated as the project progresses.
· Check whether recent external events have affected any of the benefits quoted in the Business Case.

· Check whether the programme, corporate or strategic objectives that this project is expected to address are still likely to be achievable in light of the information gained so far.

· Re-quantify the benefits and identify and disadvantages that might arise from the project’s completion.

· Establish whether any additional business benefits have become apparent.

· Refine the cost element, based on the Project Plan, and the latest information regarding the likely operational and maintenance costs.

· Establish how the achievement of each claimed benefit will be measured and record this under Benefit Realisation.

· Answer the questions: Is this project still needed? Can the project still succeed?
NB: delete this section once the Business Case has been completed
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Appendix: Equality Impact Assessment
	Name & job title of person completing this checklist:
	

	Date of completion:
	

	Name & job title of authorised person:

(i.e. Head of Department/Director/Dean)
	

	Date of authorisation:
	

	Date sent to Equality and Diversity Team: 
	


Indicate which of the groups below will be impacted by the project 

[Delete the tick or cross as appropriate, then delete this line:]

	Students:
	( (
	Employees:
	( (
	Employers:
	( (

	Parents/Guardians:
	( (
	Contractors:
	( (
	Other:
	( (


The General Duties under the Equality Act 2010

The EIA process entails an evidence-based approach. When gathering information about a project the EIA requirement means that it should be analysed to show impact on minority groups (which may reveal that there is no impact).  

	To eliminate discrimination, harassment and victimisation and all other prohibited conduct
	To advance equality of opportunity and foster good relations between people from different groups

	Based on the evidence you have analysed, describe any actual or likely adverse impacts that may arise as a result of the policy and tick the box ‘Negative Impact’ in the table below then give details under ‘Reason/comment’. 

You should also state what actions will be taken to mitigate that negative impact, i.e. what can the University do to minimise the negative consequences of its decision/action.
	Can the project help to advance equality of opportunity or foster good relations in any way?  

This involves tackling prejudice and promoting understanding between people from different groups. If yes, please tick ‘Positive Impact’ and provide details explaining how in the table below. 

	If there are neither positive nor negative implications for any one group of people compared to others, please tick ‘Neutral’.


[Delete the tick or cross as appropriate, then delete this line:]

	PROTECTED CHARACTERISTIC 
	POSITIVE IMPACT
	NEGATIVE IMPACT
	NEUTRAL
	UNSURE
	REASON / COMMENT

	Age
	( (
	( (
	( (
	( (
	Consider impact on different ages: young people, older people etc.

Click here to enter text.

	Disability
	( (
	( (
	( (
	( (
	Consider infrastructural, social and attitudinal barriers

Click here to enter text.

	Gender Reassignment
	( (
	( (
	( (
	( (
	People thinking about, undergoing or who have undergone gender reassignment including bullying/harassment issues, not ensuring privacy of data to avoid disclosure of gender identity etc.

Click here to enter text.

	Marriage & Civil Partnership
	N/A
	( (
	( (
	( (
	The specific duties also apply to marriage and civil partnership, but only in respect of the requirement to have due regard to the need to eliminate unlawful discrimination in employment.

Click here to enter text.

	Pregnancy and Maternity
	( (
	( (
	( (
	( (
	Consider pregnant women, women who are breastfeeding, fathers on paternity etc.

Click here to enter text.

	Race
	( (
	( (
	( (
	( (
	Consider potential impact on people from different ethnic groups, nationalities, travellers, languages etc.

 Click here to enter text.

	Religion or Belief
	( (
	( (
	( (
	( (
	Consider people with different religious/faith beliefs or those with none.

 Click here to enter text.

	Sex / Gender
	( (
	( (
	( (
	( (
	Consider men and women with different working arrangements e.g. PT, shift working, with dependents/carer responsibilities etc.

Click here to enter text.

	Sexual Orientation
	( (
	( (
	( (
	( (
	Consider bisexual, gay, heterosexual or lesbian people.

Click here to enter text.


What to do next
Negative impact

If there are any negative impacts (or you are unsure) please contact the Equality & Diversity Team ASAP: equalities@mmu.ac.uk  

In the case of negative impacts you should carry out a consultation. For further help on consultation see the ‘POLICY FRAMEWORK AND EQUALITY IMPACT ASSESSMENT (EIA) GUIDANCE’ Appendix 5.

Positive impact

If there are any positive impacts you should complete a case study at the appropriate time (usually at the end of the project, as part of the closure report).  Case studies should be sent to the Equality & Diversity Team: equalities@mmu.ac.uk
Neutral impact

There is no need for further action apart from sending this business case to the Equality & Diversity Team: equalities@mmu.ac.uk.

You should also be aware that things can change. If there are changes to the project scope the Business Case should be reviewed, including the EIA.  


 Business Case template v8 [updated January 2015] 

