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[bookmark: _Toc244513386]Context – Working Document
The Outline Business Case (OBC) is the second formal document to be completed by colleges for proposed infrastructure funding investment following on from the Strategic Outline Case (SOC)and develops the evidence needed to confirm the preferred option and how it could be delivered.
An OBC should normally be prepared once SFC has agreed that the project can progress beyond SOC stage, unless another proportionate next step has been agreed. This does not mean that the project has been prioritised or approved for funding. The OBC develops the Strategic, Economic, Commercial, Financial and Management Cases in enough detail to support a decision on the preferred option and the next stage of project development.
It builds on the accepted Statement of Need and the SOC, testing the indicative preferred way forward through more detailed options appraisal, cost, benefit, affordability, commercial and delivery analysis.
SFC will assess each OBC against the requirements for this stage, taking account of the project’s value, risk and complexity. Where these requirements are met, the project may progress to a Full Business Case or another agreed next step. Progression through SCIM does not mean that the preferred option or funding has been approved.
SCIM develops and appraises the business case in stages, with the level of detail increasing as the project develops. Decisions about project priorities, timing and funding are made separately, taking account of governance, affordability and wider investment plans.
The SCIM stages are:
Statement of Need (SoN).
Strategic Outline Case (SOC).
Outline Business Case (OBC) (this stage).
Full Business Case (FBC).
The Five Case Model is developed proportionately across the SCIM stages:
Strategic.
Economic.
Commercial.
Financial.
Management.
At OBC stage, particular emphasis is placed on emphasis is placed on the Commercial, Financial and Management Cases so that the preferred option, affordability and delivery arrangements can be tested before FBC stage.
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[bookmark: _Toc244513387]Instructions
Complete each section proportionately, focusing on the evidence and key issues required at OBC stage. Where a section is not applicable, explain why.
An OBC should only be completed once a successful Statement of Need has been confirmed and SOC completed and approved with SFC.
Responses that address the key issues and provide factual information and evidence linked to the curriculum, students and staff, and social, economic and environmental benefits to support the case will perform better and be ranked higher than others that do not.
Information and data provided consistently will support reliable comparisons between different cases on an objective basis.
The aim of the SCIM business case templates is to provide consistent cases that are compliant with best practices and relative comparisons for different cases.
The templates are not a one size fits all approach but can be used proportionately in relation to the proposed investment.
The OBC primarily focuses on the Commercial, Financial and Management cases and builds on a refreshed Strategic and Economic case from the SOC, in preparation for the Full Business Case (FBC).
The template provides guidance and suggest ways to present information, Colleges can use these or their own equivalent to present the same or modified information where it is appropriate.
Delete any content that is not appropriate of relevant to the proposed investment.


[bookmark: _Toc244513388]Outline Business Case – Executive Summary
Institutions should describe the thinking, evidence and document a clear and concise business case avoiding unnecessary repetition or issues already addressed.
With reference to the Five Case Model, summarise the identified need, the options considered, the preferred option, expected costs and benefits, key risks, affordability and delivery arrangements. Explain what approval is being sought at this stage, including the proposed next step.
The purpose of the OBC is to plan the project and to identify the preferred option and arrangements for procurement and the successful delivery of the project.
	 Update the information from the SOC and explain any material changes.

























[bookmark: _Toc244513389]1.0 Strategic Outline Case
The following sections should be described and will be evaluated.
[bookmark: _Toc244513390]1.1 Strategic Context
Complete the following sections with proportionate evidence. Each case will be assessed against the requirements of the OBC stage.
	Update the information from the SOC and explain any material changes.


 
 
 
 
 












[bookmark: _Toc243674090][bookmark: _Toc244513391]1.2 The Case for Change
Describe the case for change and desired outcomes.
	Update the information from the SOC and explain any material changes.













[bookmark: _Toc244513392]


1.3 Organisational Overview
Provide a brief overview of the college making the case for infrastructure investment.
	Update the information from the SOC and explain any material changes.
























[bookmark: _Toc244513393]1.4 Business Strategy and Aims
Explain how the investment supports the existing policies and strategies of the institution and other programmes and projects included in their Infrastructure Strategy.
	Update the information from the SOC and explain any material changes.


















[bookmark: _Toc244513394]1.5 Other Relevant Strategies
Reference other relevant strategies where appropriate and how this investment aligns and support these other initiatives.
	Update the information from the SOC and explain any material changes.

















[bookmark: _Toc244513395]1.6 Spending Objectives
Specify the spending objectives for the project.  These should focus on the target outcomes for the intervention and be SMART.
	Update the information from the SOC and explain any material changes.
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1.7 Existing Arrangements
Provide a factual picture of the institutions current Business as Usual (BAU) approach to delivery and service that is the subject matter of the investment.
	Update the information from the SOC and explain any material changes.
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1.8 Business Needs – current and future
Specify the institutions business needs in terms of the service improvements required to achieve the agreed objectives and outcome and focus on “provision gap”.
	Update the information from the SOC and explain any material changes.















[bookmark: _Toc244513398]1.9 Scope of Requirements
Identify the potential project scope with a focus on outputs and key activities required to close the “provision gap” identified on a continuum of need from core (essential) to desirable and optional.
	Provide your response here:









Use following table or an equivalent format to present your analysis.
	Gap
	Description

	Core (essential)
	Update the information from the SOC and explain any material changes.








	Desirable 
	Update the information from the SOC and explain any material changes.








	Optional
	Update the information from the SOC and explain any material changes.














[bookmark: _Toc244513399]1.10 Main Benefits
Specify the main benefits associated with the achievements of the project’s spending objectives by category, beneficiary and class.  Distinguish benefits from outcomes.
	Provide your response here:









Use following table or an equivalent format to present your analysis.
	Beneficiary 
	Benefit
	Outcome

	Students
	
	

	Staff
	
	

	Management Team 
	
	

	Exec Team
	
	

	Funders
	
	

	Other 1
	
	

	Other 2
	
	

	Add rows as required.
	
	





[bookmark: _Toc244513400]1.11 Main Risks
Specify the main risks associated with the achievement of the project’s spending objectives and the proposed counter measures for avoidance, mitigation and management.
	Provide your response here:









Use following table or an equivalent format to present your analysis
	Main Risks
	Mitigation

	
	

	
	

	
	

	
	

	
	

	
	





[bookmark: _Toc244513401]1.12 Constraints
Specify any constraints that have been placed on the project. These should not be artificially imposed.
	Provide your response here:









Use following table or an equivalent format to present your analysis. 
	Constraint
	Implication

	
	

	
	

	
	

	
	

	
	

	
	

	
	





1.13 Dependencies
Specify any dependencies outside the scope of the project upon which the success of the project is dependent.
	Provide your response here:









Use following table or an equivalent format to present your analysis.
	Dependency
	Description

	
	

	
	

	
	

	
	

	
	

	
	

	
	





[bookmark: _Toc244513402]2.0 Economic Case 
Provide an introduction to exploring and identifying a preferred way forward and description of workshops and engagement with key stakeholders including Senior Responsible Officers (SROs).
Prepare the economic appraisals for the short list options.
These must be prepared in accordance with the HM Treasury Green Book guidance and summarised in the table provided.  The net present social value (NPSV), or net present social cost (NPSC), and a benefit cost ration (BCR) must be provided for each option in the short list.
All sources and assumptions and the evidence base must be recorded.
	Update the information from the SOC and explain any material changes.














[bookmark: _Toc244513403]2.1 Critical Success Factors
Agree critical success factors. Describe the success factor and include a definition of success.
	Provide your response here:









Use following table or an equivalent format to present your analysis.
	Critical Success Factor
	Description
	Definition of Success

	Strategic Fit
	
	

	Business Needs
	
	

	Value for Money
	
	

	Supply Capacity
	
	

	Achievability
	
	

	Add other rows
	
	





[bookmark: _Toc244513404]2.2 Long Listed Options 
Determine the long list options (a minimum of three), and undertake SWOT (strengths, weaknesses, opportunities, threats) analysis.
	Option
	1
	2
	3
	4
	5

	Description
	
	
	
	
	

	Strengths
	
	
	
	
	

	Weaknesses
	
	
	
	
	

	Opportunities 
	
	
	
	
	

	Threats 
	
	
	
	
	

	Advantages
	
	
	
	
	

	Disadvantages 
	
	
	
	
	

	Meets investment objectives?
	
	
	
	
	

	Meets CSF for Project?
	
	
	
	
	

	Option
	1

	Description
	

	Strengths
	

	Weaknesses
	

	Opportunities 
	

	Threats 
	

	Advantages
	

	Disadvantages 
	

	Meets investment objectives?
	

	Meets CSF for Project?
	


[bookmark: _Toc244513405]2.3 Preferred Way Forward
Describe and provide some narrative on option preference and process from previous section and conclusion of that process.  Outline the recommended preferred way forward (scope, solution, service delivery, implementation and funding) for the project.
	Criteria 
	Description

	Preferred Option
	





	Scope
	






	Solution
	






	Service Delivery 
	







	Implementation
	







	Funding 
	












[bookmark: _Toc244513406]2.4 Shortlisted Options 
Describe the short list to be examined in further detail at the Outline Business Case stage. 
	Option
	1
	2
	3
	4

	Description
	BAU
	Minimum
	Preferred
	Other

	Short list 1
	
	
	
	

	Other 1?
	
	
	
	





[bookmark: _Toc244513407]2.5 Benefits Appraisal
Benefits should be identified by beneficiary (recipient) and class (type) for the following categories:
Direct public sector benefits (to the college).
Indirect public sector benefits (to other public sector organisations).
Wider benefits to society (e.g. individuals, businesses).
The approach to benefits appraisal should be prudent, proportionate and evidence based.  All benefits should be recorded in the benefits register.
	Provide your response here:









Use following table or an equivalent format to present your analysis.
	Beneficiary
	Benefit Description
	Measure of Success

	College
	
	

	Other Public Sector
	
	

	Students 
	
	

	Staff
	
	

	Social
	
	





[bookmark: _Toc244513408]2.6 Economic Risk Assessment 
Allowances for optimism bias should be reduced and replaced by measured risk (£).  All risks should be recorded in the risk register.
	Provide your response here:






















[bookmark: _Toc244513409]2.7 Sensitivity Analysis
Select preferred option and undertake sensitivity analysis.
	Provide your response here:





















[bookmark: _Toc244513410]3 Commercial 
Preparing for the potential commercial agreement and contract.
[bookmark: _Toc244513411]3.1 Commercial Overview 
In the context of the Strategic and Economic Case developed provide an overview of the Commercial Case for investment.
	Provide your response here:

















[bookmark: _Toc244513412]3.2 Procurement Strategy and Route to Market
Determine procurement strategy.
Explain how the project’s key outputs and activities will be procured in accordance with relevant procurement rules and regulations.  Reference the college’s Infrastructure Strategy and Public Procurement Regulations, as required.
	Provide your response here:



















[bookmark: _Toc244513413]3.3. Service Requirements and Outputs 
Determine provision outcomes. Identify the investment outcomes and the scope and content of a potential agreement to be made between public and private sector service providers.  Attach a copy of the Contract Notice, if applicable.
	Provide your response here:

















[bookmark: _Toc244513414]3.4 Risk Allocation
Outline potential risk apportionment.  Identify how the service risks in the design, build, funding and operational phases of the project may be apportioned between the public and private sectors.
	Provide your response here:
















[bookmark: _Toc244513415]3.5 Commercial Model and Charging Mechanism
Outline potential payment mechanisms.  Identify the returns on the investment and income streams for the services provided over the expected lifespan of the contract(s) and minimise risks in the charging mechanism.
	Provide your response here:
















[bookmark: _Toc244513416]3.6 Key Contractual Arrangements 
Describe contractual issues and accountancy treatment.  Outline the contractual arrangements for the project, contract to be used, the key contractual issues for the contract and its accountancy and personnel implications (if any).
	Provide your response here:












[bookmark: _Toc244513417]3.7 Personnel Implications 
Identify and describe personnel implications for students, staff and other related personnel that the investment will have and approach to managing issues before, during and after the investment.
	Provide your response here:













[bookmark: _Toc244513418]4.0 Financial 
[bookmark: _Toc244513419]4.1 Financial Case
Prepare the financial model and appraisals considering affordability and funding requirement.
	Provide your response here:

 
















[bookmark: _Toc244513420]


4.2 Capital and Revenue Requirements 
The financial appraisal for the preferred option must be prepared in accordance with the guidance provided in the HM Treasury Green Book.  Whole life costs are required. Note: the economic and financial appraisals are treated differently.
	Provide your response here:

















[bookmark: _Toc244513421]4.3 Net Effects 
The implications for any prices that the institution charges for its services must be considered and explained.
	Provide your response here:






















[bookmark: _Toc244513422]4.4 Balance Sheet Treatment
The impact on the institutions balance sheet must be explained. This includes depreciation, impairment, and any contingent liabilities or capital changes.
	Provide your response here:

















[bookmark: _Toc244513423]4.5 Income and Expenditure 
The impact of the college’s income and expenditure account must be explained, if applicable.
	Provide your response here:





















[bookmark: _Toc244513424]4.6 Overall Affordability and Funding
A summary of the overall affordability and funding of the project must be provided, together with an assessment of how any shortfalls in available funding will be covered.
	Provide your response here:




















[bookmark: _Toc244513425]4.7 Stakeholder Support 
This must be provided where other public sector organisations are funding the project’s outputs and services.
	Provide your response here:


















[bookmark: _Toc244513426]5 Management 
[bookmark: _Toc244513427]5.1 Management Overview
In the context of the Strategic and Economic Case developed provide an overview of the Management Case for investment to be developed further to the Outline Business Case.
	Provide your response here:














5.2 [bookmark: _Toc244513428]Governance Arrangements
Describe the proposed project-management approach, including the main plans, controls and reporting arrangements.
Record the project’s risk profile assessment (RPA) and identify the Senior Responsible Owner (SRO) for the project.
Set out the governance arrangements, including key roles and responsibilities.
Provide an outline of the project plan, including key milestones.
	Provide your response here:
















[bookmark: _Toc244513429]5.3 Specialist Advisers 
Identify any external legal, technical, commercial or business support required, including when it will be needed and how it will be procured.
	Provide your response here:










[bookmark: _Toc244513430]5.4 Change and Contract Management Arrangements
Explain how organisational change and contract management will be handled, including responsibilities, controls and decision-making arrangements.
	Provide your response here:















[bookmark: _Toc244513431]5.5 Benefits Realisation Arrangements
Explain how benefits will be measured, owned, monitored and reported. Attach a benefits register and describe how it will be kept under review through project governance.
	Provide your response here:











[bookmark: _Toc244513432] 5.6 Risk Management Arrangements
Explain how risks will be identified, assessed, owned, managed and reported. Attach the current risk register and describe how it will be kept under review through project governance. 
	Provide your response here:














[bookmark: _Toc244513433]5.7 Project Assurance
Set out the proposed assurance and post-project evaluation arrangements, proportionate to the project’s value, risk and complexity.
Describe the planned assurance reviews and how technical, financial, commercial, programme and quality assurance will be provided. Include Gateway Reviews where these are appropriate to the project.
	Provide your answer here:

























[bookmark: _Toc244513434]5.8 Contingency Arrangements
Describe the contingency arrangements for delays, cost pressures or disruption to services, including the triggers, responsibilities and actions that would apply.
	Provide your response here:




















[bookmark: _Toc244513435]Appendix A OBC Checklist
Before submitting the OBC, institutions should check the content against the following list.
The checklist supports consistent, proportionate preparation and appraisal at OBC stage. It does not determine project priority or funding.
	Case
	Section
	Description
	Check

	Strategic 
	Strategic Alignment 
	Strategic connect updates since SOC
	

	
	
	Alignment with organisational strategy business spend and infrastructure strategy
	

	
	
	Alignment with National Planning Frameworks, Just Transitions, Public Body Climate Change Duties and Scottish National Adaptation Plan and Fair Work First.
	

	
	
	SFC and regional skills needs.
	

	
	
	Clear links to statutory duties and regulatory requirements.
	

	
	Case for Change 
	Case for change – problems statement – refreshed and updated form SOC
	

	
	
	Evidence refreshed and  updated from SOC
	

	
	
	Updated options including “Do Nothing” and other options generated at SOC stage.
	

	
	
	What change is required is fully explained.
	

	
	Objective and Outcomes
	SMART objectives are identified and confirmed.
	

	
	
	Outcomes aligned to SG, SFC and college business plan priorities.
	

	
	
	Benefits and beneficiaries updated from SOC
	

	
	
	Updated Benefits Register 
	

	
	Preferred Way Forward (PWF)
	Confirm PWF
	

	
	
	Changes and updated since SOC highlighted and justified.
	

	
	
	Dependencies and constraints updated
	

	
	Stakeholders
	Stakeholder engagement plan updated
	

	
	
	Evidence of engagement since SOC stage e.g. Workshops
	

	
	
	Stakeholder needs and expectations defined and incorporated
	

	Economic
	Shortlist Appraisal
	Shortlist confirmed
	

	
	
	Deleted options and reasons for removal explained and also any options added since SOC.
	

	
	
	Full economic appraisal for shortlisted options. 
	

	
	Economic Appraisal
	Full cost benefit analysis (CBA)
	

	
	
	Present value (PV) of costs and benefits provided
	

	
	
	Net Present Social Value (NPSV)
	

	
	
	Benefit Cost Ratio (BCR)
	

	
	
	Distributional Impacts (if relevant)
	

	
	Risk and Uncertainty
	Updated Optimism Bias (OB) assessment 
	

	
	
	Sensitivity Analysis
	

	
	
	Switching costs
	

	
	
	Risk adjusted costs
	

	
	Preferred Option
	Clear rationale and justification for preferred option.
	

	
	
	Demonstrable Value for money presented
	

	
	
	Links to strategic outcomes and benefits
	

	Commercial
	Procurement Strategy
	Procurement route selected (Procedure, Framework etc.)
	

	
	
	Compliance with Scottish Procurement Policy Notes (SSPNs)
	

	
	
	Market engagement completed and summarised.
	

	
	
	Procurement timetable provided.
	

	
	Contract approach
	Form of contract defined reflects the investment theme and risk and complexity of the project.
	

	
	
	Payment mechanisms
	

	
	
	Performance management framework (KPIs, SLAs.)
	

	
	
	Defined contract management arrangements
	

	
	Risk Allocation
	Commercial Risk Register
	

	
	
	Risks are allocated (Risk Matrix)
	

	
	
	Inflation accounted for?
	

	
	
	Supply chain risks
	

	
	
	Insurance, warranties ad liabilities
	

	
	Commercial Viability 
	Market capacity
	

	
	
	Contractor / supplier interests confirmed
	

	
	
	Commercial dependencies agreed
	

	Financial Case 
	Affordability 
	Updated Capital Cost plan
	

	
	
	Lifecycle and operational costs 
	

	
	
	Funding sources identified (SFC, college contributions, grants)
	

	
	
	Funding sources agreed?
	

	
	
	Cash flow model developed
	

	
	
	VAT treatment confirmed
	

	
	Financial Assessment 
	Whole lifecycle cost model completed
	

	
	
	Sensitivity analysis
	

	
	
	Contingency and Optimism Bias applied correctly
	

	
	
	Inflation assumptions validated
	

	
	Funding and Approvals
	Funding agreement in progress or agreed 
	

	
	
	Financial governance arrangements defined
	

	
	
	Long term affordability described and demonstrated.
	

	Management Case 
	Delivery Plan
	Detailed delivery plan with milestones
	

	
	
	Critical path analysis 
	

	
	
	Construction and commissioning plan 
	

	
	
	Operational readiness
	

	
	Governance and Assurance
	Governance structure confirmed
	

	
	
	Roles and responsibilities defined 
	

	
	
	Assurance Plan including Reviews, Audit and SFC appraisal.
	

	
	
	Change control process defined
	

	
	Risk Management 
	OBC Level risk register 
	

	
	
	Mitigations for Risks 
	

	
	
	Residual Risk assessments
	

	
	
	Links to contingency and Optimism Bias
	

	
	Benefits Realisation
	Benefit Realisation Plan (before and after)
	

	
	
	Baselines and benefit KPIs defined 
	

	
	
	Benefit owners assigned
	

	
	
	Monitoring and Reporting arrangements
	

	
	Contract and Supplier Management
	Contract Management Plan
	

	
	
	Performance Monitoring arrangements
	

	
	
	Dispute resolution process
	

	
	
	Handover and transition arrangements 
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