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1 Template  Introduction 

The purpose of this PPP Business Case Template is to provide a step-by-step guide to building a business case for a public – private partnership project.

The Template will offer an organized methodology for assessing and presenting a PPP business case.  

The business case is an instrument that proposes the use of resources to pursue a business initiative. It is used to obtain approval for a proposed project.  As such, it is the most important document in the project review and approval process.

A business case has three primary objectives:

· To present decision-makers with key information about a business proposal in a consistent, balanced format that facilitates the evaluation, comparison and prioritization of competing initiatives.

· To guide teams in developing their vision and plans to prepare for an upcoming project.

· To ensure that resources are allocated based on a sound business rationale and consistent with the priorities of the sponsor organization.

This PPP Business Case Template is designed to provide a common starting point for PPP projects.  However, no two projects are the same, and no two business cases are the same.  The business case for any project must present the key details and considerations for that project.
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2 Executive Summary 

< Write this section of the template to provide a concise summary of the key highlights of the business case.  The reader should be able to understand what the project is about, the role of the project in the department’s strategy and business plan, and the business justification of the project.  The reader should understand how the project improves the overall efficiency and/or effectiveness of the e-government services that will be offered. 

The characteristics of the Executive Summary are: 

· The Executive Summary should not be more than 2 pages in length.

· Should not contain information that is not contained in the body of the Business Case.

· The Executive Summary should be treated as a standalone document.>

3 Business Need and Current Situation 

<Describe in this section the business need, problem, or opportunity that the suggested project will address. This section should also provide a description of the current situation and how it affects the effectiveness and efficiency of the sponsor agency. Also providing an historical background that led to the current situation can be helpful. 

The characteristics of this section are:

· The business need should be clearly defined

· Statistical data is very helpful to state the current situation and the business need.>

Examples of Business needs, problems, or opportunities are:

· Not meeting service level expectations

· Escalating service costs

· Change in business requirements

· Change in legislation or regulations affecting a service

<The Current Situation sub-section will describe what is happening currently with the services involved, what has led to the current situation, and what is likely to happen if the current situation remains unchanged..>
4 Project Overview

< Write this section to provide the reader with a clear definition of what the project will accomplish (objectives), what the project will and will not include (scope), what are the expected results (deliverables), who are the players (stakeholders), and what is needed from the government (resources).>
objectives

< Write this section to outline what the project will accomplish, in clear and measurable terms within a specified time frame.  These objectives can be used in a post-implementation review to review and assess the success of the project. Objectives should be focused on outcomes, not operations, and on outputs, not processes.>

Examples of objectives include:
· Reduce processing time from 1 hour to 30 minutes, by March 2008.

· Reduce administration costs from 1.2 SAR to 1.1 SAR million for 2008 fiscal year.

· Make services accessible 24/7 online. 

scope and out of scope

<Write this section to specify what and what is not included in the scope of the project. >

deliverables
< Write this section to itemize specific and measurable deliverables of the project.  Each deliverable includes an estimated time frame of when the deliverable will be completed, in terms of elapsed time from project start.>

stakeholders
<List all interested parties that may be impacted (positively or negatively) by the project.  Categorize the parties between internal (a party within government) / external (party outside of government) and primary (directly impacted and involved in the project) / secondary (impacted but is not directly involved in the project).  For each party include an overview of their business requirements for the project.>

Example of Stakeholders requirements analysis is shown in Table 1 below:

	Stakeholders
	Overview of Business Requirements

	Primary – Internal
	

	Stakeholder 1
	Requirement 1,Requirement 2 …

	Stakeholder 2
	Requirement 1,Requirement 2 …

	Primary – External
	

	Stakeholder 1
	Requirement 1,Requirement 2 …

	Stakeholder 2
	Requirement 1,Requirement 2 …

	Secondary – Internal
	

	Stakeholder 1
	Requirement 1,Requirement 2 …

	Stakeholder 2
	Requirement 1,Requirement 2 …

	Secondary – External
	

	Stakeholder 1
	Requirement 1,Requirement 2 …

	Stakeholder 2
	Requirement 1,Requirement 2 …


Table 1:Stakeholders Requirements Analysis
Resources

<Write this section to detail the resources needed from the sponsor agency or any other related government agency to fulfill the requirements of the project. This section should address the following:

· Saudization requirements and any other sponsoring agency requirements in terms of skills and transfer of knowledge

· Assessment of the human resources needed to design, deploy, and manage the project, including plans for securing them internally or externally. 

· Training needed to handle the project requirements.>

5 strategic alignment

<Describe in this section how this project is aligned to the overall goals and directions of the sponsor agency with regard to e-Government. 

This section should outline:

· How the project supports the goals and directions of the sponsor agency.

· How the project supports the goals and directions of the sponsor agency’s e-Government efforts.

· How the project supports and aligns to the Kingdom's e-Government initiatives.

· How the project supports the goals and directions of key stakeholders.>

6 Environmental Analysis

<Write this section to provide the reader with an understanding of what other organizations (internal and external) have done or are doing to address similar types of problems or deliver similar or related services.  The reader can use this section to compare the proposed business case direction to that of other agencies in the Kingdom or globally. 

 When conducting the environmental analysis, care should be given to the following points:

· Are the agencies studied internally or externally representative of your current situation in terms of size, scope, and complexity of services to be delivered?

· Are the sources of information reliable and verified?> 

Examples of information that the environmental analysis will reveal:

· Length of other projects

· Specific project outcomes

· Critical success factors

· PPP models and delivery channels used

· Project Cost

· Benefits achieved

· Lessons learned (e.g., what other organizations would have done differently)

7 Market readiness

<Write this section to provide the reader with an overview about the readiness of the partner from the private sector to deliver the project and services. 

The following issues should be reflected in this section to judge the readiness of the private partner :

· The capability of the private partner to deliver the public services.

· The attractiveness of the project as a business opportunity to the private partner .

· The willingness and motivation of the private partner to go into a PPP relationship with the government.

Ministry of Finance (MoF) can be a good resource when writing the market readiness section as MoF has experience about various PPP projects in different agencies.>

Asking the following questions will help extract the information needed for this section:

· Can the private partner deliver the requested services within any constraints set by the sponsoring agency?

· Does the private partner have the demonstrated competencies, resources, and expertise to deliver the project and its services?

· Does the private partner have a proven track record of delivery these types of services?

· Will service delivery by the private partner be reliable and what assurances can be provided?

· Can the private partner manage the risks and risk mitigation accompanying the delivery of the intended public services?

8 Alternatives (business, technical, and procurement)

<Describe in this section the possible options for the delivery of the scoped services in Section ‎4.2  Project Overview – Scope and Out of Scope.  Options should be identified as “viable” or “not viable” with reasons provided.

The possible options are categorized in terms of business, technical, and procurement aspects.>

This section is important to sponsor agency decision-makers and stakeholders since it explains the various options for structuring the project and delivering the service(s). 

Options can vary in three different categories:

· Business Models: Various business models can be specified for the delivery of the service. As an example, the agency may choose centralized vs. decentralized service delivery models and packaged vs. individual service delivery models. The advantages and disadvantages of each model should be clearly stated and assessed.

· Technical Models: Various technical models can be specified for the delivery of services. As an example, are new assets needed or can existing assets be leveraged to deliver what is needed? The advantages and disadvantages of each model should be clearly stated and assessed.

· Procurement Models: The applicable PPP types as explained in the Inception stage in the PPP Manual should be carefully examined. Different PPP types involve different procurement models. The advantages and disadvantages of each model should be clearly stated and assessed.

9 Business and Operational Impacts

< Write this section to provide the reader with a list of a project’s business and operational impacts on each stakeholder.  Each impact is described and analyzed for each viable alternative.

>

For each stakeholder (outlined in Section ‎4.4) identify all business (strategic, longer term focused) and operational (procedural, detailed focused) impacts that may arise from the project.  

Examples of business impacts are:

· Change in service and/or products being provided

· Change in focus or direction of the department

· Changes that affect users of a service (e.g., access to services, cost, etc.)

Examples of operational impacts are:

· Staff training required

· Reduction of staff resources

For each impact, identify the magnitude of impact (high, medium, low, or none) for each alternative using the following guidelines as shown in Table 2:

· High indicates that the magnitude of impact is significant and stakeholder support and preparation is critical to the alternative’s success

· Medium indicates that there is a manageable impact on the stakeholder

· Low indicates the alternative will have a minor impact on the stakeholder

· None indicates that the stakeholder will not be impacted by the alternative

	Impact and Description
	Alternative 1
	Alternative 2
	Alternative 3

	Stakeholder 1 
	
	
	

	Impact 1 – description 
	High 
	Medium
	High

	Impact 1 – description 
	Medium
	Medium
	Medium

	……..
	
	
	

	Stakeholder 2 
	
	
	

	……..
	
	
	


Table 2: Business and Operational Impacts
10 Risk Assessment and analysis

<Use this section to help decision-makers and stakeholders make informed decisions about the project and whether to proceed with a PPP or not.

The input in this section should be taken from the Risk Assessment Template, which is presented as a separate template because of the level of detail needed.

Risk Assessment and Analysis is considered a major input into the Feasibility Analysis of this Business Case Template in Section ‎11 below.>

11 Feasibility assessment and analysis

<Write this section to demonstrate the value for money that using a PPP model for delivering the project will bring to the sponsor agency.

Refer to the Feasibility Assessment and Analysis Template to fill in this section.> 

12 Implementation Strategy

<Write this section to ensure that those approving the business case understand the resources (people, cost, time) to complete the whole project. A projected timetable should be presented, including estimates of when key milestones and key services are expected to be delivered.>

The following should be included in the Implementation Strategy section:

· Major project phases

· High-level work plan, deliverables and target dates for completion

· Costs  required to carry out the implementation plan

· Personnel (departments, roles) required

· Proposed project structure

· Proposed project management

13 Contract Management processes and tools

<Write this section to ensure proper management of contracts in the suggested PPP project. Contract management can be complex for PPP projects, and each project has its own special management needs>

This section should include:

· A detailed process for the management of contracts as described in the Contract Management Chapter of the PPP Manual.

· Assignment of a team to handle the Contract Management process.

· Recommended Contract Management tools to facilitate the management of the process. 

14 project Review and Approval Process

<Write this section to make sure that the review and approval process is properly consolidated. Reviewing the progress of the project and the approval process of milestones will keep the project on track.>

This section should identify:

· Who is going to review the progress of the project and report on any mismatches

· Who must give approvals for the project. 

15 Recommendations

<Write this section to identify (and justify) the chosen option for delivering the services in scope of the project based upon an overall evaluation of impacts, risks and feasibility.  Specific recommendations for moving the project forward are also included.

Recommendations may range from recommending approval of a full project implementation using a specific PPP model to recommending further due diligence be done to validate some key business case elements.>

16 Business case signoff

<The last section of the Business Case is where the decision-maker from the sponsor agency indicates whether the business case is approved or not.  Conditions for approval can also be identified here.  If not approved, reasons for the decision should be documented.>
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