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Executive Summary
The executive summary should be no more than 2 - 3 pages in length and is intended to summarize the key points contained within the document. This section should not include any details that are not also contained within other sections of the document. In order for the reader to have an understanding of the overall proposed IT investment, this section should be able to stand alone as the single source of overall purpose, goals, solutions requirements, proposed actions/alternatives, costs, benefits, risks, and practical recommendations (including consequences of failure to act).

Even though it appears at the start of the report, the Executive Summary should be the last section of the report to be written/completed.

Executive Summary Checklist

This section should answer the following questions by taking the information from the body of the business case. 

Does the Executive Summary…

· Describe the proposed IT investment and the problem(s) it solves?

· Identify the IT investment time period covered?

· Identify solution requirements

· Identify alternatives that are compared with the recommended action?

· Explain how the IT investment aligns with and supports agency strategic business objectives and business plans?

· Explain how the IT investment aligns with and supports

· The Governor’s goals, priorities and initiatives?

· The Enterprise Information Resources Management Strategy?

· Other IT-related statewide plans, initiatives, goals and objectives?

· Estimate total the cost and total cost of ownership (TCO) for IT investment?

· Recommend funding sources?

· Project whether or not the IT investment will break even or have a quantifiable return on investment (ROI)?

· Identify key assumptions, critical success factors and contingencies that must be managed in order to achieve desired results?
· Identify risks that must be watched:  IT risks, project risks, business risks, and service delivery risks?

· Present the important practical recommendations for project implementation?

· Describe the consequences of failure to act on the recommendation

 Purpose and Background
Identify what is being proposed and why it is being proposed — why the state should consider investing in the proposal, in business terms. Present important background information that reviewers need to know in order to evaluate the proposed investment.
Background

Provide a description of the current state and relevant history that will help the reviewer understand the problem or opportunity addressed in the next section. This section should answer questions such as:

· Describe the current state – how is work being performed today?  How effectively and efficiently is that work, and the information systems that support the work, being performed today? 

· Who are the stakeholders – Federal government, state government, local governments, citizen groups, businesses or certain constituencies – and what stakes do they have in the current way that this business is conducted?
· Which areas of the agency are affected? Are other agencies affected?
· Has this type of action been tried before, and what were the results of those efforts?

· Are there special political interests or political sensitivities that should be known and considered?

· Are there trends or changes (internal and external) that need to be anticipated and addressed (changes in population growth, case load, transaction volumes, environmental regulations, and so on….)?
Background Checklist

Does the Purpose and Background Section;

· Clearly describe how work is being performed today? 
· Identify the business objectives, mandatory requirements, solution requirements, or specific problems that are the reason for the proposed IT investment? 

· Describe important background information that reviewers need to know in order to understand the problems or opportunities that are developed more fully in the next section?

Problem or Opportunity Definition
Technology is used to support program or business functions. These functions are intended to meet the agency’s mission and goals.  The problem or opportunity should be defined in terms of agency program or mission goals and program requirements.  

Problem examples

· The agency is not meeting its statutory requirement of 5 business days to approve or deny an application because the current business process and its supporting automated systems do not enable processing to take place at field office locations.  Currently, applications are received and mailed to central office.  End-to-end processing currently takes 8 business days.

· New federal regulations require the agency to track all eligibility transactions and report quarterly or face loss of federal funding.  Current business processes and the information systems that support them do not allow the agency to fulfill these requirements.

Opportunity examples:

· Statutory changes now allow the agency to …..


If this course of action is pursued, grant funding will provide X % of the project funding.

· Two agencies can partner on this project and thus reduce the project cost to each agency.

· Information systems available today provide a new set of capabilities including…..

Problem or Opportunity Definition Checklist

Does the Problem or Opportunity Section;

· Present the problem or opportunity in terms of agency program or business terms?

· Link the problem or opportunity to agency mission, goals, or program requirements?
· Describe how the “current state” meets or does not meet agency program needs?  Why does the “current state” need to be changed?

· Identify relevant metrics or data that help define the scope of the problem or opportunity?

Alternatives Analysis 
The Alternatives Analysis Section should:

· Provide a set of assumptions that will guide the identification of alternatives, outline constraints, and create a framework for assessing each alterntative against a set of solution criteria that will include a cost, beneft, risk analysis as well as an assessment of each alternative’s ability to meet functional and non-functional solution requirements.

Assumptions 

Discuss and provide assumptions.  At a minimum, the assumptions should identify the time period within which the alternatives will be analyzed (such as a proposed IT system’s lifecycle) so that each alternative’s costs and benefits can be examined against each other over a common timeframe.

Assumption Examples:

· Constraints on the program or project (e.g. Statutory or Policy requirements; Timelines for project implementation; Available budget; How well an alternative meets solution requirements; Risk tolerance of agency leadership; Skills and experience of agency staff; etc.)

· The time period being analyzed: How many years from project start into the future will the analysis consider? 

· The technology and technology support services involved

· The environmental trends related to affected program areas, stakeholders, citizens (e.g. changes in population growth, case load, transaction volumes, environmental regulations, and so on….)
· Location(s) impacted, such as the State Data Center (SDC), all field offices, etc.

· Which alternative solutions, including not taking action, are likely to be available for addressing the problem?
Selection Criteria and Alternatives Ranking 

Use this section to identify the high level selection criteria.  Apply the selection criteria to each of the considered alternatives to determine the recommended alternative.
Solution Requirements 
All alternatives must at a minimum be evaluated against a set of solution requirements that address the problem statement and meet the functional requirements of the proposed IT investment.  This section should identify such items as:
· High level functional requirements such as inputs, outputs, or specific functionality that describes what a technology solution should/must accomplish
· High level non-functional requirements such as quality, performance, fit within the technology environment (hardware, software, staff skills/expertise, etc.) of the agency, security or cost.
Alternatives Identification
Business case decisions should be made relative to all alternatives that were considered.  There should be a minimum of two alternatives in a business case – the current state or “status quo” alternative and a proposed alternative – but better business cases consider more than two. Decision makers will feel more confident in supporting a proposal if they see that multiple alternatives have been compared to the current state.  In some situations, contrasting the alternative of building a system versus buying or transferring in a system will be compared with the current state. 

The business case must provide the major assumptions: cost and benefit estimates, and risk assessments for all the alternatives, including the current state or “status quo.”
Alternatives Analysis
The current state or “status quo” alternative should be quantified first in terms of the current costs, benefits, and risks.  This portion of the analysis must document how the functional and non-functional requirements of the agency or program are being met today (e.g. through manual and/or automated processing). All other alternatives must be compared with the current state as well as each other in order to assess the alternative that best meets the selection criteria.

There are a number of financial tables and spreadsheets to assist in building a cost model, cash flow projections and non-financial costs and benefits for determining financial and non-financial impacts and metrics for each alternative.  These spreadsheets can be accessed at:  http://www.oregon.gov/DAS/CIO/pages/business_case.aspx#templates.  For additional assistance with this section contact:

Department of Administrative Services

Chief Information Office
IT Investment & Planning Section
Email: IT_Investment.Review@das.state.or.us

Phone: 503-378-2242
Summarize the results of the cost and benefit analysis of the alternatives that the agency considered here, and include the full analysis as an Appendix.

Cost

Summarize the cost model and cash flow projections in this section and include the full work in the Appendix section of the document.

Benefit

Summarize the financial and non-financial benefits in this section and include the full work in the Appendix section of the document.

Risk

Summarize the risk assessment in this section and include the full risk assessment in the Appendix section of the document.
Alternatives Analysis Checklist

Does the Alternatives Analysis Section…
· Document the current state – how is work being performed today?  How are manual and/or automated processes meeting and addressing agency or program requirements?

· Present assumptions and constraints that are credible, based on best available information, and solid rationale? Present assumptions that are not overly optimistic, pessimistic, or biased?  

· Clearly identify the alternatives to be compared? (e.g., Alternative 1, Alternative 2, and “Status Quo” or “Business as Usual”)

· Are solution criteria clearly defined – Such as the total cost of ownership, benefits and risks, as well as the high level solution requirements?

·  Identify alternatives that meet the solution requirements?

· Explain which cost and which benefit items from each alternative will be estimated and analyzed?

· Provide enough information to determine whose costs and whose benefits will be analyzed, over which time period? 

· Identify the major sources of data and other information for the business case?

· Identify relevant costs for the business case with a clear and comprehensive cost model (such as the cost model in the appendix)?

· Identify benefits to be analyzed in terms of tangible contributions to agency mission or goals? Or, identify benefits in terms of solutions to problems?
· Identify the important financial criteria, or financial metrics, that will be analyzed for each alternative?

Conclusions and Recommendations
The subsections below address issues that were raised initially in the Purpose and Background Section of this business case.  Much of what has previously been presented has been information without much analysis.  Now, interpret the numbers and information and connect them to objectives, problems, opportunities, decisions, and actions. 

Conclusions

Use the Conclusions section to state the complete “case,” concisely but completely, and support your reasoning with evidence from the preceding sections.  This section will be very weak if it is nothing more than a simple list of major financial projections or a high level narrative description of the desired/selected alternative. Connect the financial metrics and important non- financial results with the problems, opportunities, and business objectives presented throughout the case.
This section should also point out any surprising or unexpected results of the analysis and discuss any findings that could be misinterpreted.
Recommendations

Use this section to make explicit recommendations for decision makers, managers, and others responsible for implementing the proposed alternative, based especially on the risk analysis but also on the main points that were discussed in the “Problem or Opportunity” section. 

Explain, specifically, why one alternative is recommended over another or over the current state, in terms of contributions to business objectives, problems solved,  financial outcomes, and risks and mitigation. (Here the reader can be reminded to give special attention to important contingencies or dependencies).

Next steps and considerations – Describe an implementation strategy and key considerations for the recommended alternative.

Consequences of Failure to Act

Explain the consequences of failure to approve/fund the recommended alternative.

Conclusions and Recommendations Checklist
Does the Conclusions and Recommendations Section ….

· Compare alternative actions on the basis of contributions to business objectives, problems solved, financial outcomes, and risks? 
· Identify the best choice alternative based on these factors?
· Provide practical recommendations and estimated costs and timeframes for implementing the proposed alternative? 
· Provide practical recommendations that recognize risks that should be managed or watched, as well as opportunities that might be pursued.

· Clearly express the consequences of failure to act on the recommended alternative?
Complete Case Checklist

Checklist for the Completed Case 

· Has the case clearly defined what the case is about, the purpose for the proposed solution, what business problems the proposed solution attempts to solve, and the scope of the proposal?

· Has the cash flow, the flow expenditures, and the intake of financial benefits been presented over a common time period for the case, for each alternative action considered (including the “status quo”/current state alternative).

· Are the assumptions and methods for assessing the proposal’s impacts clearly defined, understandable, and acceptable?  Do not forget risk impacts!

· Does the business case include the non-financial costs and benefits?

· Are the factors critical to the success of the proposal clearly defined?

· Are there critical success factors that can be managed? Is there a risk analysis that identifies and measures the relevant risks to the proposal?

· Are recommendations and conclusions based on a clear comparison of alternatives in terms of contributions to business objectives, problems solved, financial outcomes, and risks?

· Does the case clearly identify the estimated timeframes, costs, and implementation strategy required to successfully deliver the recommended solution?

· Does the case clearly express to consequences of failure to act on the recommended alternative?

Appendixes and References
Appendixes Should Include

· Cost, Benefit & Risk Analysis and Worksheets 

· Any Additional background such as State Data Center estimates, performance measures, position impacts, etc. 
[image: image1.png]



(503) XXX-XXXX


E-mail (optional)


� HYPERLINK "http://oregon.gov/das" ��Web� site (optional)








