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Effective business cases have at least one element for each section.  The business case should be clearly written and easy to understand.  Use minimal jargon and spell out all acronyms.

Executive Summary

Introduction
Provide a brief background leading up to the need for the project. Define what the project is about and why it is being sought. This may be a summary of the opportunity and/or the purpose of the project.
Objectives

Describe what it is that is being sought.  Project objectives (a.k.a. standards, goals, etc.) are statements that describe the condition(s) that will exist (quantitatively and/or qualitatively) when a project is completed.  Objectives should be Specific, Measurable, Agreed-upon, Realistic, and Time-Bound (SMART) and should reflect key areas of importance and value (e.g., revenue, profitability, customer satisfaction, etc.)
Summary of Benefits

Provide a summary of all expected benefits, whether or not specifically mentioned within this business case, that County citizens and departments can expect to receive.

Conclusion and Recommendations

Recommend specific actions based on the information presented in this business case.

Justification (Rationales)

Provide a narrative of the fundamental reason or logical basis for the project.  Explain why it is necessary to proceed with the project.
Use this section to describe the urgency for the project.  Optionally, discuss the penalties or risks if the project is not funded and/or completed.  You should be able to explain and identify how the proposed capability will meet the needs of the customers that will derive the benefits.
Project rationales should help frame the need for the project and relate it to Customer and/or County priorities and strategies.  You should identify the major decision drivers and how they influence the need for the project.

Strategic Fit (relationship to County priorities)

Describe how the project is consistent with the County RBDM goals.  If appropriate, provide the project’s relationship to the County’s Information Technology Strategic plan.  Consider items such as:

· Strategic Importance
· Support of Business Unit Plans

· Impact on Value Drivers

· County Image

· Regulatory Compliance

Business Drivers

Provide the business drivers that justify investing the time and money in the project. Business drivers are things that effect customers and employees. Some categories to explore include:
· Relation to customer high value need(s)

· Affects on customer satisfaction, retention, and loyalty

· Identification of which customers will benefit and how this will positively contribute to organizational strategic goals

· Relationship to and/or effects on organizational strategic and operational priorities

· Discuss how the project will improve/enhance organizational product (goods & services) offerings

· Provide evidence of how the project will positively effect employee moral, skills, and succession planning
· Explain how the project will strengthen partner relationships (customers, vendors, suppliers, distributors, users, etc.)

Market Drivers
Provide narrative on how the project will effect those involved in the organizations value network. Some things to consider include:

· Effects on competitors, suppliers, distributors, and other partners

· Show how the project will help with improving relationships with market segments
· Indicate and describe demands being made from markets served

· Provide information on regulatory requirements that support the need for the project

Technological Drivers

Identify and describe how the technology provided by the project will improve and support business strategies and operational goals. The actual quantified amounts can be provided in the financial section, but this section can be used to describe (narrate) the business benefits related to the proposed technology changes.
· Explain how the project will improve mission critical dependability
· List areas of significant reduction in information technology costs such as:

· Initial and ongoing hardware/software investment

· Decrease integration expenses (self-tuning)

· Lower ongoing administration and maintenance costs

· Lower training and personnel costs

· Discuss how the project will integrate information silos and processes across departments and functional organizations
· Provide narrative on how product (goods and services) quality will be improved
· Discuss how accuracy of data will be improved and how that data will be turned into meaningful information that management can use to make more intelligent strategic and operational decisions
Methods, Assumptions, and Facts
Methods

To deliver business case results that others can understand and use with confidence, you must include a “methods” section. Readers need to know how the information and data contained within the business case were obtained and analyzed in order to judge for themselves whether the results mean what you say they mean. This section is used to provide answers to questions such as:

1. Whose benefits are included in the case; in other words, who are the customers?

2. Whose costs were used in the calculations?

3. What cost assumptions were used? For instance which job classes and did labor costs include all or partial benefits. Was hardware and software at retail or at discounted prices?

4. What was the time frame within which the analysis was performed?

5. Which technology categories are covered? For instance, hardware but not software or software but no professional services. Or, all categories are covered such as hardware, software, installation, training, consulting, conversion, etc.
Facts

List and describe that which is proven to exist that will have either a positive or negative impact on the project.

Assumptions

Assumptions are something taken to be true with no documented proof. List and describe the assumptions used as basis for believing the project can be successfully completed. Assumptions should not be issues that will make or break the project; rather they are items you are pretty sure of and can work with for the time being until they can be verified and turned into facts.
Requirements Analysis

Functional (Business) Requirements

Functional requirements have to do with changes in work activities and work practices, usually including the introduction of new information systems and/or services, to help the organization achieve its aims and objectives. They will often require new or radically updated workspaces. Ideas for finding and listing functional (business) requirements are: 

· Describe what needs to change in order to achieve the objectives. For instance identify the significant work processes that will be affected and may need to change to achieve the objectives.

· List the information needed (reports, data, documentation) to support the organization’s business activities and to measure its performance 

· Identify interoperability requirements related to technical and physical integration of the systems, processes, and people

· Define the requirements for organizational change such as change management, policies, processes, or personnel
· Define task performance requirements in terms of speed and accuracy

· Define process requirements derived from the work flow or business process that must be followed

If the organization is planning for new ways of working, such as electronic service delivery, you will almost certainly be working with others across organizational boundaries. You need to be able to think creatively about new ways for how the business could deliver its services rather than just aiming to improve existing arrangements. You also need to consider the challenges of modernizing Government. 
A future business model will probably involve the redesign or elimination of current processes, or a change in direction and the introduction of new processes. Analysis of business processes will enable you to position the business for the future through development of new business architecture - the processes that will enable you to achieve your business objectives; the people, the technology and organizational structures to make it happen. 

Technical (Features) Requirements

Provide a brief narrative of the features expectations followed by a features matrix. The narrative may include a statement such as, “It is expected that the new system will replace in an automated fashion all existing systems features with at least 20% more features than currently available in existing systems. The following table provides a listing of features requirements and notes those features that are must haves in any system acquired or built in order for the project to be successful.” 

Technical (features) requirements are those things that the new system must have to support the functional (business) requirement and user work flows. The table below is a good template to use for listing technical requirements in a matrix format.
The verify method column contains the words test, demo, inspect, or sample; these are the methods that will be used to make sure the feature exists after the solution is implemented. They are the methods by which the feature will be validated as part of the solution acceptance criteria.
	Code
	Requirement Title
	Requirement Description
	Must
Have
	Verify
Method

	1.00
	Access and Security
	 
	 
	 

	1.10
	Industry Standard Security
	Adopts industry standard security measures, including protection against Cross-Site Scripting (XSS), Structured Query Language (SQL) injection, and directory traversal attacks.
	Y
	Test

	1.20
	Individual & Group Security
	Security must be implemented at both individual and group levels (role based).
	Y
	Demo

	1.30
	Distribution Content Management
	Able to distribute content management to multiple authors for different sections of the same page, with each author having her/his own level of authorization and workflow (object level security). Objects may include page sections, pages, or entire sites.
	Y
	Test

	1.35
	Remote Access
	Authorized users shall be able to log into the system from any computer, anywhere, on any device.
	N
	Test

	2.00
	Content Management
	 
	 
	 

	2.01
	Meets World Wide Web Consortium (W3C) Publishing Guidelines
	System must be capable of rendering and/or creating content that meets the World Wide Web Consortium (W3C) publishing guidelines: such as, Extensible HyperText Markup Language (xHTML), and Web Accessiblity Initiative
	Y
	Test

	2.05
	Section 508 Compliant
	System must be capable of rendering and/or creating content that achieves compliance with Section 508 of the Rehabilitation Act.
	Y
	Test

	3.00
	Publishing Capabilities
	 
	 
	 

	3.01
	Multiple Concurrent Authoring
	The system must allow for multiple authoring (concurrency).
	Y
	Test

	3.02
	Online Forms
	Ability to create online forms--no coding.
	Y
	Demo

	3.03
	Extensible Presentation Layer
	The system must have an extensible presentation layer which allows for growing the functionality of the solution through Web Service for Remote Portlets (WSRP).
	N
	Demo


Resource Requirements

Time Estimate

Provide an estimate of when the project may begin, and when it is anticipated to end.  Note the time relationship and boundary related to the fiscal year and budget process. 

Information Technology Department (ITD) Resources Requirements
Describe, and where possible quantify, the ITD resource requirements and the impact the project will have on central ITD resources and other existing IT projects.

Other Department Resource Requirements

Describe, recommend, and where possible quantify, other resource requirements.  Identify sponsor, stakeholder, and external resource requirements.  Estimate the need for new resource requirements such as additional human resources (new hires or employee back fills), computing systems, policies and/or procedures, etc.

Interdepartmental Impacts (other agency involvement)

List all departments, agencies, advisory groups, commissions, or committees that are involved or are affected by the recommended solution.  Provide a brief explanation regarding their involvement or impact and whether they are in concurrence with the recommended solution.

Solution Opportunity Analysis

Preliminary Products (Vendors) Analysis
Describe the findings related to a solution search.  Provide an analysis of the number of, quality of, and cost of commercially available solutions.  If appropriate, provide a vendor listing by tier one, tier two, and tier three groupings.
Buy versus Build Analysis

Discuss the viability and risk associated with building a solution versus buying a solution. Provide cost and time estimates related to custom development versus the cost and time to acquire and implement an off-the-shelf solution.
Financial Considerations

Budget Estimate and Funding Sources
This section should contain the financial implications of the recommendation.  If appropriate list the anticipated source of funding and provide budget estimates using a high side and conservative estimate.  The primary concern is how this recommendation will be accommodated by the budget and if additional funding is needed, clearly identify the source of funds by agency/department, general fund, CIP funding, grant funding, etc.  Remember to include one-time and annual recurring cost estimates.
· Total acquisition and implementation cost estimate (one-time costs)

· Operational cost estimates over time (annual recurring costs to maintain solution)

Financial Benefit Estimates
Financial benefits result from cost savings, cost avoidance, and increased income. Provide estimates for savings, avoidance, and income if possible. Include as many of the following metrics as possible. 

· Payback period (break-even-analysis) – the length of time required to recover the cost of the investment usually measured in years. The better investment is the one with the shorter payback period. 
· Cost savings may involve labor savings over time as compared to project cost of acquisition and maintenance.
· Cost avoidance may involve avoiding having to purchase certain ongoing services or products. The total avoidance of costs can be compared to the new system acquisition and maintenance cost.

· Increased income involves identifying where the solution will provide additional revenue streams or increase existing revenue streams. The increase in revenue over time can be compared to the new system acquisition and maintenance cost.
· Return on Investment – this means different things to different people. A good definition might simply be Return on Incremental gain from an action, divided by the cost of that action. A formula for consideration is [Net project benefits (quantified project benefits - total project costs) divided by total project costs X 100].
· Note – when ROI is requested, it is prudent to ask specifically how that is to be calculated. Find out how both the “return” and the “investment” are to be derived and within what time period. Investment cost typically come early, while returns may come years later; thus the time value of money may need to enter the ROI equation.

· Cost per metrics (current cost per metric compared with expected cost per metric). Metrics may include:
· Cost per user, transaction, order, day, mile, seat, message, customer, year, and  vehicle.

· Cash flow analysis 

· Net Cash Flow = Cash Inflows – Cash Outflows year over year.

· Discounted Cash Flow (DCF) is a cash flow summary adjusted to reflect the time value of money. It makes use of the Present Value of money concept.

· Internal Rate of Return (IRR) is a cash flow summary that has been adjusted to reflect the time value of money from an investment view point; money will be paid out in order to bring in gains. The higher and investment’s IRR, the better the investment’s return relative to its cost.

· Note - these cash flow analysis techniques may not be applicable to information technology projects because information technology project typically do not generate cash inflows; rather they reduce cost, avoid costs, or increase labor efficiencies.
· Total cost of ownership – this refers to the cost of acquiring, installing, using, maintaining, changing, and getting rid of something across an extended period of time (most or all of its useful life).
· Cost of solution over 3 to 5 years compared to cost of hiring enough staff to maintain same service level as expected from new solution.
· Cost comparison (existing versus new over 3 – 5 yrs)

Results (Success Criteria)
Describe how project success will be determined. Indicate what will be measured and specify the metrics used to determine success or failure. Often, the objectives are listed here with the metrics used to measure the successful achievement for each objective.
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