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Revision 9 is a substantial revision for Sellafield ONLY. Material that was in the

appendices of Revision 8 has been incorporated in the body of the document and new

appendices detailing the NDA’s content expectations for business cases submitted at

NDA Programme and Project Gates and the meaning of acceptance at these Gates is

now provided as an appendix.
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1. Purpose

The purpose of this document is to provide guidance to SLCs and other non SLC organisations that

deliver Programmes or Projects for the NDA (Including Business Change and other Projects that do not

deliver physical assets as well as those that do.) regarding the NDA’s business case content

expectations and the meaning of NDA acceptance. It shows how these expectations align with risk and

value based decision making within NDA and the Regulators in both NDA strategy management and

through the Programme and Project Lifecycle.

Throughout this document (which compliments PCP-17 Sanction) terminology is generally aligned with

Sellafield Ltd.’s Gated Process but is applicable across the NDA estate and the term SLC is deemed to

include non SLC organisations.
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2. Introduction

Business cases are a fundamental component of strategy, programme, project, and procurement

framework governance. They are a management tool which maintains overall coherence and focuses

attention on the delivery of outcomes and benefits which are of value to the business as a whole. They

are forward looking, and are a key tool to support decisions on business direction and level of

investment. They must always address the question:

From where we are now to where we want to be, what is the most appropriate course of action?

This may lead in some circumstances to programmes and projects being stopped or undergoing a

significant change of direction. Failure to manage the business case, track performance against it,

revise it as necessary, and make informed value based decisions are one of the major causes of

programme and project failure. The business case is the first thing that should be considered before

any work is initiated and the last thing that should be reviewed. What benefits will arise from the

investment, and were these benefits realised?

3. When Is A Business Case Required?

The business case should be considered whenever an investment decision is to be made. The

requirement to document the case will be driven by the level of the investment, its importance to the

business, level of risk, and timescales for delivery. It is the thought process that is important more than

the level of documentation. This is an essential component of a value focussed culture where there is a

clear line of sight between any activity (strategy, programme, procurement framework, maintenance,

operations, or projects) and NDA’s overall strategic objectives; there are four types of business case:

• Strategy, theme, topic, and sub topic (Sometimes referred to as Strands) – High level estate wide /

national cases usually prepared by NDA to inform NDA’s overall strategy, options development and

priorities. In addition to generic guidance contained in section 4 version 9.0 of this document also

includes specific guidance for development of business case content for Topic Strategies through

the NDA Strategy Management System.

• Programme level business case – Usually prepared by SLCs these align with the NDA’s strategic

requirements and describe the delivery of high level outcomes and benefits that are of value to NDA.

These are typically a blend of soft outcomes such as cultural change to drive efficiency and

effectiveness of work delivery, and hard outcomes such as construction or remediation of a facility.

The scope should include everything that needs to be done to deliver the desired outcomes and

benefits.

The programme level business case identifies the need for, and flows down requirements to projects

and other work activities setting the tolerances for delivery to ensure the outcomes and benefits are

realised.

• Study, project and work activity business cases (Generally referred to as project cases in this

document) - Usually prepared by SLCs these describe delivery of the outputs that are required to

satisfy all, or part of, the Programme Performance Requirements identified in the business case for

the programme to which the study, project or work activity belongs. These can be hard outputs in
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terms of physical plant, soft outputs such as business change or enablers such as site wide

framework agreements.

Appendix 1 of version 9.0 of this document provides detailed content expectation guidance for SLC

programme and project business cases at each Generic NDA Gate

• Commercial business cases – Usually prepared by SLCs these describe procurements (including

frameworks) customer contracts and asset disposals. Version 9.0 of this document does not contain

specific guidance for the preparation of commercial business cases which should be prepared in

accordance with the generic guidance contained in Section 4.

As depicted in Figure 1 the NDA prepare Topic Strategies in accordance with the Strategy Management

System (Strategy Management System – a Guide to Topic Strategy Production SMSG04) and following

their approval issue Site Strategic and Client Specifications or revised Site Strategic and Client

Specifications to SLCs.

The SLCs respond to the Site Strategic and Client Specifications with their own Life Time Performance

Plans, identifying and costing the work required to meet the Site Strategic and Client Specification.

They apply their own management arrangements and controls, including programme and project

prioritisation and assurance to deliver their Life Time Performance Plans within annual site funding

limits.

SLCs allocate elements of the work described in their Life Time Performance Plans to appropriate

Programmes and Projects with formal NDA Gates at which they submit programme, study, project and

work activity business cases to obtain sanction.

Delivery of programmes and projects may necessitate development and approval of commercial

business cases for customer contracts and asset disposals.
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Figure 1 Relationship between NDA Strategy Management System, SLC Life Time Performance Plans and Generic NDA Programme and Project Gates
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This figure depicts generic NDA Programme and Project Gates

The actual scope of work to be sanctioned at each Gate should be

defined in the Programme or Project Integrated Assurance and

Approval Plan (IAAP) prepared in accordance with NDA EGG13

‘Guidance to SLCs for planning integrated assurance and approval of

programmes and projects’
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NDA acceptance at the Gates shown on the Programme and Project Lifecycle in Figure 1 and specified

in PCP17 is obtained by submitting appropriate Business Cases in accordance with Figure 2 (below)

acceptance of which results in the sanctioning of scope and associated expenditure at Programme and

or Project level as appropriate.

Figure 2- Programme and Project Business Cases required at Generic NDA Gates

NDA
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assurance and approval of programmes and projects
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Whilst the NDA’s generic requirement for gates is defined in PCP 17 and further detailed in Figure 1& 2

above, the application of this generic requirement and the associated contents guidance contained in

Appendix 1 of this document is, as stipulated in PCP17, to be tailored to suit the risks, uncertainties and

other variables of individual programmes or projects through preparation of Programme or Project

Integrated Assurance and Approval Plans (IAAPs, see NDA EGG13 Guidance to SLCs for planning

integrated assurance and approval of programmes and projects).

Business Cases identified in the Programme or Project IAAPs are to be developed progressively

seeking sanction of scope and associated expenditure through the next NDA Gate, they are to:

• Demonstrate the strategic coherence of the Programmes and Projects using a common source of

data to align the Life Time Performance Plan with the Business Case for scope, schedule and cost

• Demonstrate that risk and uncertainty are adequately understood and that arrangements are in

place to manage risk and resolve uncertainty in a timely manner

• Outline the delivery plan including acquisition strategy

• Confirm that sufficient progress has been made on previous phases for it to be appropriate to

progress to the next phase

• Confirm that the Programme and/or Project Management teams are ready to commence the next

phase

• Justify the investment and

• Demonstrate affordability.

If when preparing a business case it becomes apparent that even if other spending is postponed the

proposal cannot be afforded within existing annual limits the affordability issue is to be discussed with

the responsible NDA Programme Team before potentially nugatory effort is expended further developing

the business case.

The business cases are live documents that reflect the current status of the programme or project and

should be reviewed (and updated if appropriate) at each gate to reflect the current state of knowledge

and the implications this has in terms of successful delivery of the identified benefits. The key question

that should be asked is what has changed and is the business case still valid?

The timing, phasing and scope of work to be sanctioned at each NDA Gate should be identified in the

Programme and Project IAAPs and schedules of assurance activities and approvals, for which guidance

is provided in NDA EGG13. This should be based on an understanding of when there will be significant

changes in the risk or uncertainty profile, key benefits delivery points, and when key decisions need to

be made. The governance activities should support delivery of the schedule rather than constrain it and

should provide sufficient early engagement with stakeholders such that there are no surprises at key

decision points so that these become about ratifying the decision rather than schedule hold points that

impose delay whilst assurance activities are carried out.
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Notwithstanding the aspiration that assurance activities should take place ahead of NDA Gates the

gates do have a duration dependant on the level of delegated authority held by the parties involved.

In order to minimise the impact of gate duration on overall schedule the business case submitted at the

current gate should seek sanction of the scope that needs to be progressed and associated expenditure

to maintain scheduled progress while the next gate decision is made as depicted in Figure 3 Continuity

Funding.

PCP 17 outlines typical NDA Gate durations which the SLC should verify for the specific submission

when preparing the IAAP and schedule of assurance activities and approvals.

Figure 3 Continuity Funding

Gate Duration

(Duration identified in Integrated Assurance and Approval Plan, depends on value, relevant delegated

authorities and authority holder’s calendars, see PCP17 for guidance)

SLC submits

Business Case

to NDA at next

gate

Decision made

(Working assumption is that the

decision will be to continue and

that requested scope and

associated expenditure will be

sanctioned)

The Business Case submitted at the current gate must clearly identify the scope and cost of

any work that will be carried out and any commitments to future work that it is anticipated will

need to be made in this period together with the cost implications of breaking commitments

should the NDA instruct cessation

Governance should serve the schedule, it should not impose delay. To support this the expectation is

that the IAAP and schedule of assurance activities and approvals will identify key interaction points and

facilitate early stakeholder engagement, allowing stakeholders to integrate with planned assurance

activities rather than undertaking separate processes. Figure 4 shows how the influence of

stakeholders decreases as programme and project maturity increases. Therefore early engagement is

essential if yes / no decisions are to be avoided.

In the event of the NDA or an SLC identifying the need for activities which are not described in the Life

Time Performance Plan, the coherence of the proposed activities with NDA strategy is to be checked

through the Strategy Management System and an appropriate change to the Site Strategic Specification

is to be issued by the NDA. The SLC then updates their Life Time Performance Plan and decides

whether to:

a. Set up a new Programme developing an Initial Programme Business Case and bringing this to NDA

for Programme Approval in Principle, or
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b. Incorporate the activity in an existing Programme revising the existing Developed Programme

Business Case and preparing appropriate Project Business Cases for NDA acceptance.

NDA acceptance of business cases serves, through subsequent change control and subject to

appropriate underpinning information, to approve an update to the Life Time Performance Plan.

In order to maximise schedule efficiency and minimise the potential for delay that an NDA Gate and

associated change control activity may create, SLCs should submit appropriate Change Control

Requests in accordance with PCP05 Change Control at the same time as the NDA Gate submissions

that give rise to the need for change.
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Figure 4 – Relationship between Governance and stakeholder Influence Showing benefit of Early Engagement
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4. What Form should The Business Case Take and How Long Should It Be?

A business case should be as short as practicable and as long as necessary to make a clear concise

case for the decisions that are required, to give stakeholders the confidence that the appropriate options

have been considered and that suitable commercial, financial, and management arrangements are in

place to ensure the effective and timely delivery of the benefits.

If it can be done in one page it should be. It is about conveying the quality of the underlying thinking and

planning, and giving the decision makers the confidence to approve the proposals.

‘It is better to have a poorly presented business case with high quality underpinning, than a well

presented document with no underpinning.’ It’s the quality of the thinking and underpinning that matters

rather than blind compliance with business case content guidance’.

All Business Cases are to follow the HM Treasury Five Case Model in accordance with the Green Book:

appraisal and evaluation in central government (Reference 7).

https://www.gov.uk/government/publications/the-green-book-appraisal-and-evaluation-in-central-

government

The five case model is a single integrated business case which is split into five separate sections

(cases) which address:

• Strategy (strategically why would I do this and what benefits might arise?)

• Economic (how will the strategy be realised, what value will the recommended option bring to

society?)

• Commercial (how will delivery of the recommended option be resourced?)

• Financial (is the recommended option affordable?)

• Management (how will I ensure delivery of the agreed outcomes and benefits).

Content Expectations

The emphasis of the business case will change as the subject matures from a non programme / project

specific strategic focus at NDA Strategy Gate 0 (See Figure 5), through an overall programme outline at

NDA Programme and Project Gate 1 (See Appendix 1.1) to a project delivery focus at NDA Gate 5 (See

Appendix 1.6). The key requirement being that it presents the relevant information to identify the key

risks and uncertainty and supports the decision making process at the time of review.

For topic strategies the Business Case is expected to develop through NDA Strategy Management

System Stages 0 to C as depicted in Figure 5 (page 16 below)

Following Strategy Management System Stage C, with subsequent issue of appropriate amendments to

SLC’s Site Strategic and Client Specifications and SLC’s updating of their Life Time Performance Plans;

SLC’s develop Programme and Project Business Cases in which the content focus evolves as depicted

in Figure 6 (page 17 below).
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Five Case Model

As stated above all business cases (Strategy, Theme, Topic, Sub Topic, Programme, Study, Project,

Work Activity or Commercial) are to follow the 5 case model in which each case is to address the issues

outlined below.

Detailed content expectations for Programme and Project Business Cases are provided in Appendices

1.1 to 1.6. These appendices are not mandatory templates, they provide content guidance. The

requirement being that the intent of the five case model is adhered to as this represents a logical set of

thought processes that underpin successful strategy development, options consideration and

commercial undertakings, programme and project delivery, and value focussed thinking in general.

Strategic Case

This is the first part of the business case that should be produced and should be generated in advance

of any work, including studies being initiated. If the strategic case for doing the work is not clearly

understood, then it should not be sanctioned.

The strategic case is expected to address the following questions:

1. What is the current situation and how does this align with NDA’s strategic objectives and

outcomes

2. What value and benefits may result from changing things and the investment ranges required

to achieve this

3. Why do the changes need to be made now

If these questions cannot be answered in a clear succinct fashion, resulting in clearly defined strategy,

programme, framework, or project performance requirements, then this is an indication that there is not

a strong strategic case for change. Failure to get this clarity on strategic objectives, performance

requirements, and benefits from the outset is one of the key causes of failure as stakeholders are often

confused as to what they are agreeing to and then disappointed with the final result.

When first produced in topic strategy development the strategic case is also expected to address:

• Any constraints that may limit the choice of options going forward. These will also form go/no go

criteria for option down selection and therefore must be real rather than perceived. If they can

be negotiated or are option specific then they are not a constraint

• Any high level dependencies that may influence option selection

• The high level risks associated with undertaking the work to develop the subsequent cases

• The costs, schedule, and management arrangements associated with developing the business

case to the next point of review.
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Economic Case

The economic case is about the lifetime value to society and in the first instance should not consider

affordability as this is addressed through the financial case. It evaluates available options to deliver the

outcomes and benefits identified in the strategic case and maximise the overall value that is delivered.

In doing so the economic case is to be explicit regarding the money values and discount rates used for

illustration of net present values that are to be treated in accordance with HM Treasury ‘Green Book’

(Reference 7).

It is not the purpose of the economic case to present the whole option evaluation process but to give the

reader confidence that an adequate range of options have been identified, they have been subject to an

appropriate review process, and that there is a clear justification for those selected for further

development or implementation.

The economic case is expected to address:

• The range of options considered.

• The reasons for down selection or progression based on:

o Application of screening criteria based on key constraints and performance criteria

o Evaluation against the NDA value framework plus additional factors (further information on

expectations around option evaluation and use of value framework are contained below.

Reference 8, “Value Framework, Its development and Role in Decision Making” also provides

further detail on the background and thinking behind the value framework)

o Analysis of cash flow and cashable benefits based on application of HM Treasury Social Time

Preference Rate (discount rate)

o Evaluation of the uncertainty and risks associated with individual options in terms of costs and

timescales for benefits delivery, the technical maturity of the different options and the level of

certainty that the technology can be developed to the point where the desired functionality can be

delivered

As the Business Case matures and the commercial and financial cases are developed, alternative

approaches to delivering and paying for the different options will moderate the view of which option or

options should be progressed through to the point of delivery. A lower value option may be selected if

this is the one that can be resourced, is affordable, and offers the highest certainty of delivery.

Note: If the overall option assessment is done in a robust and transparent manner then this will also

provide the basis for the Best Available Technology (BAT) and As Low As Reasonably Practicable

(ALARP) cases required by ONR, see section 6 below.

Commercial Case

The commercial case is about understanding the options for obtaining the resources to deliver both the

near term work to develop the business case and the options that are being identified through the

economic case. The two cases (Economic and Commercial) cannot be considered in isolation. It is

about understanding the technical risks, the make / buy balance, the potential commercial models, and

the appropriate transition points between option development (design and engineering) and
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implementation. At what point will the risks be sufficiently controlled that a transition can be made and

what client behaviours will be required to ensure success?

The commercial case is expected to address:

• Resource requirements and demonstrate that they are understood and being actively managed

• Make / buy decision. What should be done in house, what should be done in the supply chain and

how will the interface be managed?

• Acquisition and sub contract strategies

• Make / buy transition points

• Commercial models and options including incentivisation and impact on value and risk transfer

strategies

• Proposed contracts and sub contracts including value and timescales for placement.

Financial Case

The financial case is about cash flow and understanding the implications on the balance sheet. This is

the near term cash flow to develop the business case and the long term cash flow to deliver the final

outcomes and benefits. It cannot be considered in isolation from the economic and commercial cases

and where there is a mismatch between money available and money required then the options for

addressing this need to be presented. This may mean modifications to the economic, commercial and

financial cases to address the issue but overall affordability is a subjective decision that rests with the

decision maker. If the value is sufficiently high then other sources of funding may be made available.

The financial case is expected to address:

• Anticipated expenditure, comparing this with available funding and assessing affordability. Note that

If when preparing a business case it becomes apparent that even if other spending is postponed the

proposal cannot be afforded within existing annual limits the affordability issue is to be discussed

with the responsible NDA Programme Team before potentially nugatory effort is expended further

developing the business case.

• Overall cost ranges based on uncertainty and / or risk modelling and to demonstrate the impact of

increasing maturity on these. For clarity the different components of the estimate should be

presented separately e.g.:

o Base cost

o Discrete risk

o Estimating uncertainty
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Note: In the early stages of development the cost range will be dominated by uncertainty as the

risks will not be properly understood. As the maturity of the programme or project increases then

the level of uncertainty will decrease and will be replaced by more underpinned information on risk.

• Planned spend profile in both current and nominal (i.e. including inflation) money values

• Affordability based on available planned funding and income compared to anticipated expenditure

and potential income, and to consider how shortfalls can be addressed.

When submitting Programme and Project Business Cases SLCs may choose to address affordability

shortfalls by reprioritising other Programmes and Projects in their Life Time Performance Plan. If they do

so they should submit appropriately underpinned Change Control Requests in accordance with PCP-05

Change Control for both the Programme and Project to which the Business Case applies and any

Programmes or Projects that are to be rescheduled to overcome funding shortfalls. These Change

Control Requests should be submitted at the same time as the business case that gives rise to the need

for the reprioritisation.

Where applicable the financial case should also address:

o Balance sheet impacts and off balance sheet impacts

o Taxation issues and potential rebates (such as for Research and Development)

o Foreign currency requirements and associated risks.

Management Case

The previous four cases define the strategic need and required outcomes, what will be delivered how it

will be contracted for, and how it will be paid for? The management case is about what the organisation

and individuals will do to ensure that they will deliver the outcomes and benefits within the agreed cost

ranges and timeframes. It is about providing confidence that appropriate arrangements are in place to

govern the work, control the risks and uncertainty, optimise opportunities, manage the interfaces, and

demonstrate that the required outcomes and benefits have been delivered.

The management case is expected to address:

• Organisation and governance arrangements including clear accountabilities and responsibilities

• Risk based governance and the visibility and timing of governance and key decisions. This is to

allow timely engagement of stakeholders to ensure governance aligns with schedule requirements

rather than constraining it

• Assurance activities that have already been undertaken to give confidence in the proposed course of

action and planned assurance and approvals relating to future decision points.

• Dependencies and constraints and give confidence that they are understood and being managed.

This includes the sensitivity and headroom associated with them as this drives the prioritisation of

resources
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• How and when benefits will be delivered, and how delivery will be demonstrated including timing of

post investment appraisal. In the case of cultural change programmes this may include

requirements for benchmarking in advance of changes being made

• The identification and management of risks, opportunities and uncertainty

• Arrangements to drive cultural change and ensure successful delivery

The Management Case in business cases for Programmes or Projects that have already received NDA

Approval at Gates 2 and 4 respectively should also identify changes in management arrangements that

are required to address any Programme or Project delivery issues that have arisen.

Executive Summary

For longer business cases a concise executive summary should be produced that summarises the

salient points from the business case and can be used to engage the NDA Executive, Board, and

Government. The executive summary whilst based on the five case model should be written in a

manner that makes a clear and concise case for the decision that is sought. The executive summary

does not have to be broken into subsections that mirror the five cases but should be clear about:

• What is being asked for and what decision is required.

• How the request aligns with NDA’s strategic requirements and any underlying programmes

• The benefits that will derive from the decision

• The key risks, uncertainties, issues, and points for consideration around the decision

• The key decision points and delivery milestones
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Figure 5 Development of Business Case content for Topic Strategies through the NDA Strategy Management System Stages 0 to C

STAGE 0 - Research

STAGE A – Credible Options

STAGE B – Preferred Option

STAGE C – Approvals

The Strategic Case

Identifying and scoping the need for

change and any envisaged risks and issues

The Economic Case Part I

Determining the Credible Options to effect the

change

The Economic Case Part II

Assessing and selecting the preferred option (and

potential Plan B) irrespective of affordability and

deliverability

The Financial, Commercial and Management Case

Approving the preferred Strategic option and demonstrating option deliverability

Gate 0 Topic Strategy submission

(1)

Topic background and context

(2)

Current situation

(3)

Case for change - What’s wrong with

current situation OR is their no current

strategic direction? Why now?

(4)

The aspirational outcome from

making the change and the benefits

(5)

Scope and boundaries of the proposed

change, including interfaces with other

topic strategies and limits of scope

(6)

What constraints exist – Policy, time,

regulations etc?

(7)

Identify risks, issues, concerns, key

assumptions, including consequences

of pursuing the change of direction or

new direction

(8)

Identify stakeholders

(9)

Plan for delivering the Topic Strategy –

Internal and external resources and SMS

Gate timescales

Optional – List of potential options

HANDOVER TO IMPLEMENTATION

Gate A Topic Strategy submission

Revisit and revalidate the Strategic Case

(1)

Topic background and context

(2)

Current situation

(3)

Case for change - What’s wrong with

current situation OR is their no current

strategic direction? Why now?

(4)

The aspirational outcome from

making the change and the benefits

(5)

Scope and boundaries of the proposed

change, including interfaces with other

topic strategies and limits of scope

(6)

What constraints exist – Policy, time,

regulations etc?

(7)

Identify risks, issues, concerns, key

assumptions, including consequences

of pursuing the change of direction or

new direction

(8)

List of potential options

(9)

Initial screening criteria applied to

list of potential options, reflecting

constraints detailed in (6). Summary of

work undertaken to identify Credible

Options

(10) Strategic Options Diagram (SOD)

capturing initial screening criteria and

resulting Credible Options

(11) Plan for delivering the Topic Strategy –

Internal and external resources and SMS

Gate timescales

(12) Stakeholder engagement plan

(13) Communications Plan going forward

Gate B Topic Strategy submission

Revisit and revalidate the Strategic Case and

Economic Case Part I

(1)

Topic background and context

(2)

Current situation

(3)

Case for change - What’s wrong with

current situation OR is their no current

strategic direction? Why now?

(4)

The aspirational outcome from

making the change and the benefits

(5)

Scope and boundaries of the proposed

change, including interfaces with other

topic strategies and limits of scope

(6)

What constraints exist – Policy, time,

regulations etc?

(7)

Identify risks, issues, concerns, key

assumptions, including consequences

of pursuing the change of direction or

new direction

(11)

Plan for delivering the Topic Strategy –

Internal and external resources and SMS

Gate timescales

(12)

Stakeholder engagement plan

(13)

Communications Plan going forward

(14)

Credible options – Assumptions,

constraints and risks

(15)

Application of Value Framework

attributes and metrics (Mandatory for

driving Topic Strategies)

(16)

Credible options short list

(17)

Apply non-VF attributes – other factors?

(18

Select preferred option and contingencies

(19)

Present sensitivity analysis and

strategic tolerances

(20)

Present stakeholder engagement

undertaken, including SLCs

(21)

Impacts of SEA conclusion

Gate C Topic Strategy submission

Revisit and revalidate the Strategic Case and

Economic Case Parts I and II

(1)

Topic background and context

(2)

Current situation

(3)

Case for change - What’s wrong with

current situation OR is their no current

strategic direction? Why now?

(4)

The aspirational outcome from

making the change and the benefits

(5)

Scope and boundaries of the proposed

change, including interfaces with other

topic strategies and limits of scope

(6)

What constraints exist – Policy, time,

regulations etc?

(7)

Identify risks, issues, concerns, key

assumptions, including consequences

of pursuing the change of direction or

new direction

CHAPTER ONE

CHAPTER THREE

CHAPTER TWO

(11 – 13) Now captured in the Management Case in Chapter 6

(14)

Credible options – Assumptions,

constraints and risks

(15)

Application of Value Framework

attributes and metrics (Mandatory for driving Topic Strategies)

(16)

Credible options short list

(17)

Apply non-VF attributes – other factors?

(18)

Select preferred option and contingencies

(19)

Present sensitivity analysis and

strategic tolerances

(20)

Present stakeholder engagement undertaken,

including SLCs

(21)

Impacts of SEA conclusion

CHAPTER TWO

CHAPTER ONE

CHAPTER ONE

CHAPTER THREE

CHAPTER TWO

CHAPTER ONE

FOUR

FIVE

Commercial

Case

Financial

Case

Management

Case

How to Contract Delivery

What are the options for contracting delivery of the Preferred option?

What are the options for contracting delivery of the Contingency

option if strategic tolerance(s) were breached?

Securing the Funding Source(s) for Delivery

What are the financial implications and cost of implementation?

Are costs within or beyond existing funding provisions and constraints?

What options exist for securing funding sources?

NDA’s Plan to manage delivery

NDA delivery management arrangements?

Current stakeholder position and forward engagement plans?

Forward Communications Plan?

Independent/peer review findings and recommendations?

Proposal for Strategy change control

High-level delivery plan, resources, milestones and delivery risks

Strategic tolerances, risks and mitigating actions

Proposed benchmarks and metrics to measure benefit realisation

May challenge Preferred Option

(8)

List of potential options

(9)

Initial screening criteria applied to

list of potential options, reflecting

constraints detailed in (6). Summary of

work undertaken to identify Credible

Options

(10) Strategic Options Diagram (SOD)

capturing initial screening criteria and

resulting Credible Options

(8)

List of potential options

(9)

Initial screening criteria applied to

list of potential options, reflecting

constraints detailed in (6). Summary of

work undertaken to identify Credible

Options

(10) Strategic Options Diagram (SOD)

capturing initial screening criteria and

resulting Credible Options

SMS Gate Deliverable Requirements

Version v1.0

August 2009

Additional Notes:

(1)

Use references, appendices and

underpinning documents and use the

Topic Strategy Paper to summarise the

work done to date and the plan going

forward.

(2)

There maybe an iterative loop between the

Economic Case prepared in Stage B and

the Financial, Commercial and Management

Cases prepared in Stage C, which may lead

to alternative credible options becoming the

preferred option.

SMS/GEN/028/v1.0
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Figure 6 – Evolving Focus of Detail within Programme and Project Business Cases as they

Develop

Strategic Case

Initial or Strategic

Outline Business

Case

Developed or Outline Business Case

Full Project

Business Case

Economic Case

Financial Case

Increasing Maturity Of Business Case

Relative Proportion Of Detail In Business Case Submissions

Management Case

Commercial Case

Programme and Project Business Case content expectations and the meaning of NDA Acceptance at

Generic NDA Gates are further detailed in Appendix 1 (Content expectations for SLC Programme and

Project Business Cases and the meaning of NDA Acceptance at Generic NDA Gates). The sub

appendices in Appendix 1 are not templates and the appendix does not specify programme or project

specific gates, however requirements for the following are mandated in PCP 17:

• An IAAP and schedule of assurance activities and approvals identifying the NDA Gates, other key

decision points and associated assurance that will apply to the specific Programme or Project.

• Business Cases to follow the five case model.

• Business Cases to include a concise executive summary.
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Business cases are individual and need to be tailored to the nature of the investment, the level of risk

and uncertainty, and overall level of maturity of the programme or work activity. It is important that

business cases are clear about the limits of what will be achieved, and that expectations around costs

and timescales are appropriately managed and levels of uncertainty clearly communicated.

Stakeholder’s views of success or failure are often one of perception resulting from initial clarity

of outcomes and benefits and how well their expectations have been managed.

The business case requires consideration of many factors: stakeholder engagement, management

arrangements etc. that also form part of the general suite of programme and project control

documentation. These factors should be fully addressed in relevant Programme Management and

Project Execution Plans or other supporting documents which should be broadly summarised and

referenced in the business case. Existence of a business case does not negate the need for Programme

Management and Project Execution Plans.

Business cases need to be readable as standalone documents, underpinning material should be

referenced and if necessary may be summarised and included in the body of the case or in appendices.

The thinking that the 5 case model prompts is good practice for any investment decision,

irrespective of whether a business case is actually produced, and maintains a clear focus and

challenge on the delivery of value.
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5. Value Management and Options Appraisal

Options appraisal is key to developing the Economic, Commercial and Financial Cases. The first

stage of options assessment is carried out in the Economic Case and is about identifying one or

more preferred technical options. The subsequent options assessments carried out in support of the

Commercial and Financial Cases look at what the best contractual arrangements are for delivering

the preferred options, and the options available for funding the preferred options taking account of

affordability. In some instances these subsequent options assessments will lead to the revision of

the Economic Case and the selection of an alternative option which may be lower value but is

deliverable and affordable.

The Value Framework looks at the costs and benefits that are delivered to society as a whole by

individual options. Economic options appraisal is carried out in accordance with the requirements of

HM Treasury’s ‘Green Book’ (Reference 7) and is supported by the application of NDA’s Value

Framework (Reference 8) and relevant factors and opportunities to advance the programme

summarised in Figure 7.overleaf.

As of June 2015 the NDA are reviewing the NDA Value Framework. The review may result in

changes to this section of EGG08 which will be published in a future revision. Whilst any

such revision will not change the lifecycle or business case content expectations described

elsewhere in EGG08 it would influence how options are appraised.
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Figure 7 Value Framework Summary

Measure of cost / benefit against the Value Framework

Value Framework

Relevant factors with Value

Framework*

Other relevant factors (opportunities)

Safety: Risk to health,

safety and welfare of

workers and public

• Risk to workers from radiological,

chemical and conventional hazards

• Risk to public from radiological,

chemical and conventional hazards

• Level of institutional control

(management and regulatory controls)

required to maintain safety

• Level of asset management required

to maintain safety

• Level of visible progress

• Potential to test approaches / technologies

• Potential to maintain and grow skills

• Potential to maintain and grow knowledge

• Release of resource for use elsewhere

• Release of land for reuse by SLC

Security: Ability to

keep nuclear material

and associated

records secure

• Impact on security arrangements

Environment: Impact

on natural

environment (air,

water, ground,

groundwater)

including associated

biota

• Impact on the environment and

associated biota from discharges to

air, water and land

• Use of energy

• Use of natural resources

• Category and volume of radioactive

and non-radioactive waste generated

• Impact on protected sites / sensitive

habitats

Hazard reduction:

Reduction /

passivation of

inventory (radiological

and chemical)

• Hazard passivation

• Progress towards the end state by

managing the inventory

Socio-economics:

Ability to support and

sustain social and

economic well-being

within the community

• Impact on jobs in community

• Impact on wellbeing of community

• Release of land for reuse

Cost: Cost of doing

the work (discounted

and undiscounted)

and financial return **

• Discounted cost of doing the work

• Undiscounted cost of doing the work

• Annual spend profile

• Expected financial return

* For all factors, need to consider: the impact of doing the work; and impact of the work having been done (e.g.

profile of risk to workers and public, profile of jobs, profile of impact on sensitive habitats)

** Note potential for double counting the cost attribute because other factors (e.g. waste arising) are frequently

quantified in terms of cost

Option Evaluation Using Value Framework for programmes and projects

An overview of the options identification process is shown in Figure 8 together with its relationship to the

overall development of the business case and the requirement to engage with stakeholders.
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Figure 8 – Overview of Options Development Process at Delivery Level

Business Case

Long List

Options

(Strategic

or Delivery)

Apply

Screening

Criteria

Shorter

Option

List

Initial VF

Analysis

Other

Factors

Short

List

Detailed

VF

Analysis

Other

Factors

Preferred

Option

Developed or

Full Business

Case

Delivery Of Benefit

Delivery

Strategic Case

Business Case Development (Economic, Financial, Commercial, Management)

Developed or

Full Business

Case

Monitor Business Case

Business Case Maturity

Stakeholder input

Progress Updates
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Option evaluation assumptions;

1.

All options have the same start point and end point. The start point is the current position and

the end point is the point at which NDA’s liability has been discharged and any residual liability to

UK plc accounted for. Liabilities will no longer be classified as NDA’s when:

• They have been sold or transferred to a third party

• The facility has been demolished, or taken to its approved end state, and any resultant

wastes disposed to approved disposal facilities etc.

2.

All new facilities will be designed to take account of the requirements for their final

decommissioning.

3.

All options should be evaluated based on the full life cycle e.g. in the case of emplacing waste in

grout, interim storing and disposing of the waste, the consequences of making the cement, the

transport issues and, final disposal impacts should be considered as well as the direct costs e.g.

tonnes CO2 produced, radiological discharges etc.

4.

All costs should be estimated / quoted in accordance with the guidance in the relevant PCPs.

5.

Costs and benefits incurred prior to the point of assessment should be treated as sunk and

should not be considered as part of the main appraisal. However sunk costs should be noted

and may be relevant to the wider consideration applied to the final decision.

6.

Long term sector specific inflation is in line with general inflation and therefore no escalation

should be applied. Monetary values should be present day values with Treasury Green Book

Guidance on discounting having already accounted for general inflation.

7.

For the initial assessment of value all perceived constraints should be ignored i.e. commercial,

financial (affordability) and management issues should not be taken into account, albeit all such

issues are to be assessed as part of the overall business case development.

Specific steps in the evaluation process are as follows:

1.

Define NDA strategic need(s) from the Strategic Case

2.

Identify options, this can be at the strategic or tactical level, and is best done using a workshop

approach involving relevant experts, regulators, and the wider stakeholder community as

appropriate. All options must fulfil the overall strategic need and the do nothing or do minimum

option should always be considered.

3.

Identify any essential screening criteria; these are constraints or attributes that any option must

have in order to be credible. Examples of these are: compliance with national and international

law, contravention of international treaties, no known technology, breaks strategic tolerances.

Compliance with government policy or specific authorisations should not be used as a screening

criterion unless the time and cost to achieve change mean that solutions cannot be implemented

on the required timescale.

4.

Apply screening criteria to reduce options list to credible options.

5.

Develop high level life cycle diagrams for remaining options.

6.

Assess credible options using the Value Framework, and other relevant factors. The level of

detail at which the value framework is used will be dependent upon the position of the business

case they are supporting within the overall decision (gate) process. Assessment at a Gate 0 will

be less onerous than assessment prior to the final implementation gate.

In most cases detailed quantitative assessments will not be required and qualitative comparative

arguments based on the value framework criteria will be sufficient to discriminate between

options. This approach also avoids spurious levels of detail.
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Only if options cannot not be readily discriminated should a quantitative approach be applied.

However in many cases it means that the options are similar and it will be other relevant factors

applied by the decision makers that will lead to one option being selected over another.

7.

Apply HM Treasury Social Time Preference Rate (Discounting) to cash flow and cash based

benefits to determine impact of time on level of value delivered.

8.

Identify and apply additional relevant factors that may influence decision. This may mean that an

option which is preferred based on an assessment against the core Value Framework attributes

is deselected based on consideration of the relevant factors.

In combining the Economic and Commercial options consideration needs to be given to the point at

which the requirements can be sufficiently defined, and the risks can be managed, to allow delivery

contracts to be placed and the supply chain to innovate.

Note: It is not necessary to present all the options appraisal process and supporting sensitivity

analysis within the body of the business case. Instead the detailed assessments should be

contained in separate supporting documents and the business case should provide a summary of

the process and the key conclusions and recommendations.

Note: Further guidance on option evaluation and the value framework can be obtained from References

3, 4 and 8.

6. Interaction With Regulatory Processes

The regulatory requirements to demonstrate Best Available Technique (BAT) and As Low As

Reasonably Practicable (ALARP) require the licensee to address the question:

‘Taking account of all the relevant factors what option provides the best overall value to society and

represents a proportional response’

This question is exactly the same question that is asked through the economic, commercial and financial

assessments within the business case and through the application of the ‘Value Framework’. Given this

position, the expectation is that the ALARP and BAT assessments will be combined as part of the

overall business case assessment leading to a top down demonstration of BAT and ALARP, process

rationalisation, more efficient utilisation of resources, and the generation of more proportional outcomes.

This is consistent with the Nuclear Industry Code of Practice on BAT (Reference 9, NiCOP Best

Available Techniques for the Management of the Generation and Disposal of Radioactive Wastes,

http://www.rwbestpractice.co.uk)

7. Business Case Ownership

The business case is a commitment from an SLC, Parent Body, NDA subsidiary or NDA department to

the NDA CEO and thence to UK Government to deliver an agreed set of benefits within an agreed time

and cost tolerance. It is similar to a bid in private industry with the same expectations for delivery.

The business case is ultimately owned by the CEO, MD, or Departmental Director who submits it to NDA

for approval, but the expectation is that a Single Point of Accountability (SPA) will be appointed within
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the submitting organisation that will have the accountability and authority for overall delivery and take

ownership of the overall quality of the Business Case.

However, as a point of principle the last ‘acceptor’ is responsible for the Business Case as it moves up

the approval chain and if they have not rejected it become accountable for the quality and validity of

what is presented at the next stage of acceptance.

8. Reporting, Benefits Delivery Profiling, and Post Investment Appraisal

The business case sets out what benefits will be delivered and how this will be achieved: once the

business case is accepted there is then a clear need to track and report on progress against the plan.

Therefore there is an expectation that:

• The business case structure and language links directly with the NDA reporting structures for priority

programmes and major projects. The business case states what will be delivered and the progress

reports describe the progress in delivering it (i.e. the realisation plan including uncertainty and

contingency drawdown). This forward view then forms the basis of subsequent updates of the

business case.

• Benefits, and sub benefits are clearly identified, along with the metrics that demonstrate delivery,

and a benefits delivery profile is produced. The delivery profile will then inform the points at which

Post Investment Appraisal should be undertaken, and these should be included in the supporting

IAAP.

9. References

1. NDA PCP 05 Change Control

2. NDA PCP 09 Cost Estimating

3. NDA PCP 17 Sanction

4. NDA SMSG04 Strategy Management System – a Guide to Topic Strategy Production

5. NDA EGG 10 Technical Baseline and Underpinning Research and Development Requirements

6. NDA EGG 13 Guidance to SLCs for planning integrated assurance and approval of programmes

and projects

7. Treasury ‘Green Book’

http://www.hm-treasury.gov.uk/data_greenbook_index.htm

8. Value Framework, Its development and Role in Decision Making.

http://www.nda.gov.uk/publication/value-framework-its-development-and-role-in-decision-making-

paper-from-12th-icem-conference-2009/

9. NiCOP Best Available Techniques (BAT) For The Management Of The Generation and Disposal

Of Radioactive Wastes

http://www.rwbestpractice.co.uk
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Appendix 1 Content expectations for SLC Programme and Project Business

Cases and the meaning of NDA Acceptance at Generic Gates

Glossary

For the purpose of this appendix the following terms have the meanings described:

Term

Meaning

Accept

Generic term that depending on context means one or more of Approve, Approve in

Principle or Sanction

Approve

To commit to a planned course of action

Approve in Principle

To commit to a planned course of action subject to development of further detail the

lack of which currently prevents approval

Benefits

Positive, beneficial outcomes

Delivery Cost

The cost of designing, building and commissioning an asset or making a business

change (inclusive of studies).

(Some NDA documents call this the lifetime cost and define it as the cost of designing,

building and making an asset ready for active commissioning)

Endorse

Lend support to a proposed decision

(A paper may seek Sanction for an amount above the NDA’s delegated authority, the

NDA Board would be asked to endorse it before it went to Government for acceptance)

Lifetime Cost

The Delivery Cost plus the cost of staffing, using, maintaining, decommissioning and

demolishing an asset or the ongoing operational cost / cost saving associated with a

business change

(Some NDA documents call this the Lifecycle cost and define it as also including the

cost of active commissioning)

Note

To be aware of

Outcomes

Effects resulting from outputs delivered in support of the Vision, these may be

intended or unintended

Outputs

Deliverables which contribute to outcomes / benefits

Sanction

To give approval to commit to expenditure on defined scope in pursuit of a planned

course of action

Strategic Functionality

A high level description of the functionality (including quality requirements) that the

Outputs delivered by a programme or project are to deliver in order for the Vision to be

realised

Vision

The desired end state
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Introduction

This Appendix describes:

• The purpose of and content expectations for business cases as they develop through the

maturity levels depicted in Figure A1.1.

• What NDA acceptance at the NDA Programme and Project Gates depicted in Figure 1 and

summarised in Figure A1.2 means.

SLC’s may divide some Programmes or Projects into Sub-Programmes or Sub-Projects, or may

combine Programmes as Portfolios and Projects as Clusters. For the purpose of this Appendix,

Portfolios and Sub-Programmes are to be handled in the manner described for Programmes, whilst

Project Clusters or Sub-Projects are to be handled as Projects.

Whilst business cases need to be well written, and presented in a manner that can be easily digested

and understood, it is essential that they are underpinned by and reference outputs from appropriately

detailed planning and development activity.
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Figure A1.1 Programme and Project Business Case maturity levels

Programme Business Case

The Initial Programme Business Case builds on the Lifetime Plan, Site Strategic Specification and

NDA Strategy to describe the Vision and propose cost and schedule parameters for an individual

Programme

Acceptance at NDA Gate 1 is Approval in Principle confirming NDA agreement that the

Programme is aligned with strategy and sanctioning identified expenditure on Programme studies

and planning if this exceeds the SLC’s delegated authority

(NDA acceptance at this Gate is only required for Programmes with a combined studies and delivery cost >£15m or other such

limit as agreed with the SLC)

The Developed Programme Business Case builds on The Initial Programme Business Case to

outline the projects that it is anticipated will be required to achieve the Programme Vision and to

set Schedule, Cost & Functionality requirements for each Project

Acceptance at NDA Gate 2 confirms NDA Approval of the Programme sanctioning identified

expenditure to undertake studies for constituent Projects that exceed the SLC’s delegated

authority and authorising delivery of those Projects with a combined studies and delivery cost

<£15m (or other such limit as agreed with the SLC) without need for further reference to NDA

(NDA acceptance at this gate is only required for Programmes with a combined studies and delivery cost >£15m or other such

limit as agreed with the SLC)

In parallel with the development of Project Business Cases further project detail is added to the

Programme Business Case to create further iterations of the Developed Programme Business

Case

Acceptance confirms NDA approval of any changes to programme requirements that project

studies or subsequent design, construction and operational performance necessitate and

sanctions further Programme level expenditure

Initial

Developed

As studies for each Project in the Programme identify a preferred technical solution the Strategic

Outline Project Business Case is prepared to respond to the requirements set in the Developed

Programme Business Case identifying the anticipated technical solution and the assumed

approach to procurement and delivery.

Acceptance at NDA Gate 3 confirms NDA Approval in Principle of the project assumptions, and if

the SLC requires it sanctions further expenditure to complete Project Planning and continue with

defined tasks pending Project Approval at NDA Gate 4

(NDA acceptance at this gatet is required for all Projects with a combined studies and delivery cost >£50m or other such limit as

agreed with the SLC or for other lower cost projects where it is agreed that the gate will add value by providing early confidence in

the direction of travel)

Strategic Outline

Project planning verifies and builds on the assumptions contained in the Strategic Outline Project

Business Case to develop the Outline Project Business Case, ensuring that the Project satisfies

the requirements identified in the Programme Business Case. This may be phased, each phase

resulting in a further iteration of the Outline Project Business Case

Acceptance at NDA Gate 4 confirms NDA Project Approval and sanctions expenditure on defined

tasks (principally design and procurement but also early manufacture and installation activity)

(NDA acceptance only required for Projects with a combined studies and delivery cost >£15m or other such limit as agreed with

the SLC)

Outline

When design and procurement has progressed sufficiently to commence manufacture and

installation the Full Project Business Case is prepared to confirm that the design and

Contractors’ prices & schedules to completion satisfy the Programme Requirements. This

confirmation may be phased, each phase resulting in a further iteration of the Full Project

Business Case

Acceptance at NDA Gate 5 confirms NDA’s authorisation of the SLC to commit to manufacture

and installation sanctioning the associated expenditure.

(NDA acceptance only required for Projects with a combined studies and delivery cost >£15m or other such limit as agreed with

the SLC)

Full

Project Business Case
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Figure A1.2 Programme and Project lifecycle summary

When a Programme

Tranche is complete,

has it delivered its

Objective?

Will this Project

help to deliver the

Programme

Objective?

Will this Project

help to deliver the

Programme

Objective?

Should this Project

go ahead?

Should this Project

go ahead?

When the Programme

is complete, has it

delivered its

Objective?

Has this Project

helped to deliver

the Programme

Objective

Has this Project

helped to deliver

the Programme

Objective

Phased

Project

Approval

4+

NDA

Lifecycle

NDA

Gates

5

Programme Approval

Project Technology &

Delivery Option

Selection

Project Approval

Commit to Manufacture

and Installation

2

3

4

Gate

NDA

Acceptance

Authority

1

Programme Approval in

Principal

Subsequent

commitment

As defined in NDAScheme of Delegated Authority

Project Studies &

Option Selection

Programme

Planning

Strategy

Project Planning

Manufacture, Install &

Commission or

Decommission & Demolish

Project Post Investment

Appraisal

6

Operations

(Including Care & Maintenance)

Design & Procurement

What is the

Programme

Objective?

What is the

Programme scope?

Is this Project likely

to help to deliver

the Programme

Objective?

Should this Project

go ahead?

Has this Project

helped to deliver

the Programme

Objective?

Key question

answered at

each NDA Gate

5+

Business

Cases

required

Initial Programme

Business Case

Developed Programme

Business Case

Strategic Outline Project

&

Developed Programme

Business Cases

Outline Project

&

Developed Programme

Business Cases

Full Project

&

Developed Programme

Business Cases

Programme Post

Investment Appraisal

8

Programme Tranche

Post Investment

Appraisal

7

Should Construction /

Demolition Commence

on this Project?

(Including Strategic Studies)

(Including Programme Studies)

This figure depicts generic NDA Programme and Project Gates

The actual scope of work to be sanctioned at each Gate should be defined in the Programme or Project Integrated Assurance and Approval Plan (IAAP) prepared in

accordance with NDA EGG13 ‘Guidance to SLCs for planning integrated assurance and approval of programmes and projects’
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At NDA Gates 1, 2 & 3 cost and schedule ranges should align with the SLC’s Life Time Performance

Plan and are to be prepared on the same basis as used in developing it.

At NDA Gate 4 and subsequent Gates cost and schedule ranges are to be based on appropriate

classifications of estimate as defined in PCP-09 Appendix B.

If at any NDA Gate estimated cost and schedule ranges do not align with the SLC’s Life Time

Performance Plan, the business cases submitted at the Gate are to be accompanied by a Change

Control Request prepared in accordance with PCP-05. The Change Control Request should identify the

changes to the Life Time Performance Plan, such as the rescheduling of other programmes and

projects that are required to contain overall expenditure within the annual site funding limits or other

funding limits that may have been agreed.

The generic purpose, maturity level and content expectations for business cases at each NDA Gate are

further detailed in the following sub appendices:

Sub appendix number

Title

1.1

NDA Gate 1, Programme Approval in Principle;

Initial Programme Business Case

1.2

NDA Gate 2, Programme Approval;

Developed Programme Business Case

1.3

Further iterations of Developed Programme Business Case

1.4

NDA Gate 3 Project Technology & Delivery Option Selection;

Strategic Outline Project Business Case

1.5

NDA Gates 4 and 4+, Project Approval;

Outline Project Business Case

1.6

NDA Gates 5 and 5+, Commit to Manufacture and Installation;

Full Project Business Case

The actual programme or project specific scope that is to be sanctioned at each review point and hence

the precise maturity of the associated business case should be as defined in the Programme or Project

IAAP prepared in accordance with NDA EGG13 Guidance to SLCs for planning integrated assurance

and approval of programmes and projects.
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Appendix 1.1: NDA Gate 1, Programme Approval in Principle; Initial Programme Business Case

Gate 1 seeks to agree the Programme Objective

Phased

Project

Approval

4+

5

Programme Approval

Project Technology &

Delivery Option

Selection

Project Approval

Commit to Manufacture

and Installation /

Demolition

2

3

4

1

Programme Approval in

Principal

Subsequent

commitment

Project Studies &

Option Selection

Programme

Planning

Strategy

Project Planning

Manufacture, Install

& Commission or

Decommission & Demolish

Design & Procurement

5+

Project Post Investment

Appraisal

6

Operations

(Including Care & Maintenance)

Programme Post

Investment Appraisal

8

Programme Tranche

Post Investment

Appraisal

7

(Including Strategic Studies)

(Including Programme Studies)

Gate 1

The Initial Programme Business Case builds on the SLC’s Life Time Performance Plan, NDA Site

Strategic Specification, Client Specification, NDA Strategy and Strategic Objectives to describe the

Vision and propose strategic objectives, cost and schedule parameters for an individual Programme. It

should:

• Set out how the Programme:

o Fits with the Site Strategic Specification, Client Specification and Life Time Performance

Plan.

o Will be coordinated with other Programmes and Projects so as to be delivered within annual

site funding limits or other funding limits that may have been agreed, in a manner that takes

account of SLC enterprise level resource constraints. If the Programme or Sub Programme

can only be afforded by changing the priority of and rescheduling other Programmes or Sub

Programmes then a Change Control Request that fully explains and justifies such

rescheduling should be submitted with the Business Case.

• Describe the Programme vision and ensuing benefits outlining how it is anticipated the SLC (its

people, information, processes and capital assets) will work when the vision has been achieved

• Identify the assumed scope of work and allocate benchmark cost and schedule expectations or if

they are available Life Time Performance Plan cost & schedule estimates

• Set the overall strategic functionality, cost and schedule ranges (which should align with Life Time

Performance Plan ranges) within which the vision and benefits should be realised if the programme

is to be successful1.

• Highlight known significant risks and uncertainties and suggest how these will be resolved

• Summarise the Programme IAAP and schedule of assurance activities and approvals.

Preparation of the Initial Programme Business Case is initiated by the SLC under its delegated authority.

Prior to development of the Initial Programme Business Case the Programme IAAP and schedule of

1 There will be some programmes, especially those addressing risks that the regulators designate as intolerable, where the

case for action is undeniable but cost and schedule cannot be estimated at this stage. In such cases the business case should

set out the path for defining cost and schedule.
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assurance activities and approvals is prepared in consultation with the NDA and other stakeholders. This

is to outline how it is anticipated that assurance and approval will be managed across the lifecycle with a

focus on the assurance and approval activities relating to development of both the Initial and Developed

Programme Business Cases

Acceptance of the Initial Programme Business Case by the NDA at Gate 1 (Programme Approval in

Principle) means the NDA accept the Programme and, if the planned cost of activities through to receipt

of sanction following NDA Gate 2 (Programme Approval) exceeds the SLC’s delegated authority,

sanction the activities.

Suggested Contents for Initial Programme Business Case;

Executive Summary (Initial Programme Business Case)

Decisions

Decisions to be taken now

Identify the Programme as requiring Programme Approval in Principle (NDA Gate 1) and highlight what

this means, i.e.:

• Agreement to the Vision.

• Agreement to the proposed cost and schedule parameters.

• Confirmation that

o The NDA has no objection to the SLC using its delegated authority to progress the

Programme through Gate 2

o The Vision is best delivered through a new discrete Programme, i.e. not through a stand-

alone project or as a change in scope for an existing Programme.

• Sanction of defined scope and associated expenditure to progress the programme through Gate 2 if

this exceeds the SLC’s delegated authority

Decisions that have already been taken

Summarise any relevant decisions that have already been taken by the NDA, the SLC under delegated

authority or by virtue of agreeing the Life Time Performance Plan; Reconcile sanction to date with actual

spend and work done.

Decisions required in the future

Summarise the Programme IAAP and schedule of assurance activities and approvals to identify future

programme level decisions that the SLC will take under delegated authority or that NDA will be required

to take and when they will need to be taken. Highlight when it is anticipated that Programme Approval

(NDA Gate 2) will be sought and the decisions that it is anticipated will need to be taken at that point.
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Introduction and Background

Summarise the Programme Vision, why it is desirable, its fit with NDA Strategy, anticipated

interdependencies with other programmes and projects and the cost and schedule parameters within

which it is anticipated that the Vision should be achieved.

Outline the background to the Programme and its history to date.

Strategic Case (Initial Programme Business Case)

Provide the strategic justification for the Programme in the context of NDA Strategy, Strategic

Objectives, The Site Strategic Specification, Client Specification and Life Time Performance Plan;

• Describe the Vision (i.e. the desired end state and ultimate objective for the Programme and the

benefits it will bring)

• Explain why the Vision is desirable, how it aligns with NDA Strategy and why it is necessary (i.e.

what the problem is, the rationale for the Programme)

• Outline how it is anticipated the SLC (its people, information, processes and capital assets) will work

when the Vision has been achieved

• Outline the strategic functionality, lifetime cost and schedule parameters within which it is anticipated

that the Vision should be achieved

• Identify key risks, potential impacts and planned mitigation or contingency plans outlining relevant

lessons learned from other programmes

Conclude with a brief summary of the strategy.

Economic Case (Initial Programme Business Case)

Describe the Vision and any alternatives that have been considered, assess the economic costs and

benefits of these options and explain why the recommended option is proposed. The description is to:

• Identify Critical Success Factors; the key attributes, (including cost, schedule and value for money)

on which programme success depends and that are used in the assessment of alternative Visions.

• Assess the alternative visions against the Critical Success Factors.

Conclude with an explicit description of the recommended option.

Commercial Case (Initial Programme Business Case)

Describe the commercial arrangements that will apply during the Programme Planning phase, how it is

anticipated that resource demands for the programme will be coordinated with overall

(local/national/international) demand and how commercial arrangements for the programme as a whole

will align with enterprise level commercial strategies.
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Conclude with an explicit statement regarding commercial arrangements.

Financial Case (Initial Programme Business Case)

Identify the anticipated final cost of achieving the vision (as a range in both current and nominal money

values). Demonstrate the affordability of the recommended Vision, identify broadly when expenditure is

likely to be incurred and how this will be managed with respect to annual site funding limits and how this

compares to the current Life Time Performance Plan.

Whilst this is usually the first sight that the NDA will have of an emerging programme and there will not

have been previous sanction requests reconcile any progress and sanction to date.

Where applicable address

o Balance sheet impacts and off balance sheet impacts

o Taxation issues and potential rebates (Such as for Research and Development)

o Foreign currency requirements and associated risks

If the business case is being used to obtain sanction for defined scope that is in excess of the SLC’s

delegated authority the sanction request is to be supported by a PCP-09 compliant cost estimate.

Conclude with an explicit statement regarding affordability and alignment with the Life Time

Performance Plan. If the Programme can only be afforded by changing the priority of and rescheduling

other Programmes or Sub Programmes then a Change Control Request that fully explains and justifies

such rescheduling should be submitted with the Business Case.

Management Case (Initial Programme Business Case)

Justify why the recommended Vision is best delivered through a new discrete Programme, i.e. not

through a stand-alone project or as a change in scope for an existing Programme. Identify the Single

Point of Accountability and describe how the programme will be managed, governed and assured

through the Programme Planning and subsequent phases. The Programme IAAP and schedule of

assurance activities and approvals should be referenced. Outline assumed key schedule milestone

dates including NDA Programme and Project Gates (expressed as ranges), how the Programme may

be delivered and procured and how known significant risks and uncertainties will be resolved

Assurance activities that have been undertaken should be summarised to give confidence in the

proposed course of action.

Conclude with a brief summary of management arrangements and confirmation of deliverability

References (No Appendices) (Initial Programme Business Case)

List all referenced documents (there are to be no appendices)
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Appendix 1.2: NDA Gate 2, Programme Approval; Developed Programme Business Case

Gate 2 seeks to agree the programme scope

Phased

Project

Approval

4+

5

Programme Approval

Project Technology &

Delivery Option

Selection

Project Approval

Commit to Manufacture

and Installation /

Demolition

2

3

4

1

Programme Approval in

Principal

Subsequent

commitment

Project Studies &

Option Selection

Programme

Planning

Strategy

Project Planning

Manufacture, Install

& Commission or

Decommission & Demolish

Design & Procurement

5+

Project Post Investment

Appraisal

6

Operations

(Including Care & Maintenance)

Programme Post

Investment Appraisal

8

Programme Tranche

Post Investment

Appraisal

7

(Including Strategic Studies)

(Including Programme Studies)

Gate 2

The Developed Programme Business Case builds on the Initial Programme Business Case which

outlined the strategic, cost and schedule parameters within which it was anticipated that the Vision

would be achieved. Any change to these parameters should be highlighted and fully justified in the

relevant sections of this business case which is to:

• Confirm that the Programme:

o Fits with the Site Strategic Specification, Client Specification and Life Time Performance

Plan.

o Is coordinated with other Programmes and Projects so as to be delivered within annual site

funding limits or other funding limits that may have been agreed, in a manner that takes

account of SLC enterprise level resource constraints. If the Programme or Sub Programme

can only be afforded by changing the priority of and rescheduling other Programmes or Sub

Programmes then a Change Control Request that fully explains and justifies such

rescheduling should be submitted with the Business Case.

• Detail the benefits that the programme is to deliver.

• Confirm the overall strategic functionality, cost and schedule ranges (for both asset delivery and

lifetime) within which the benefits must be realised for the programme to be successful.

• Highlight any known significant risks and uncertainties and suggest how these will be resolved

• Describe how the programme will be managed and how the programme team, including project

studies, design and management teams engaged prior to Project Approval (NDA Gate 4) will be

resourced.

• Identify programme wide activities including Programme Level Studies and Technology

Development that are not tied to any one anticipated project and outline alternative or branch plans

which may have to be considered if any of the anticipated projects prove not to be feasible.

• Identify the projects and work tasks (capital asset delivery and business change/ capability

development) and on-going operations / maintenance that are likely to be required to deliver the

desired benefits. This is to include those activities with an estimated cost that allows the SLC to carry

them out under delegated authority as well as those for which the SLC will be obliged to seek NDA

sanction.
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• Outline the supply chain engagement plan, including the use of framework arrangements and

alliances to facilitate early introduction of supply chain expertise and ideas. Describe the acquisition

strategy identifying those acquisitions that may be made at Programme or Enterprise, as opposed to

Project level.

• Define the Programme Performance Requirements (including strategic functionality, uncertainty,

cost and schedule parameters) that each project or work task must satisfy for the programme as a

whole to be able to successfully deliver the desired benefits, referencing study briefs and seeking

authorisation for those studies (including studies that are not tied to any one anticipated project) that

fall outside the SLC’s delegated authority.

• Obtain acceptance, authorisation and / or sanction of project works and / or procurement of long

lead items that it is possible to define in sufficient detail and prudent to commence at this stage.

• Summarise the Programme IAAP and schedule of assurance activities and approvals.

The Developed Programme Business Case is an output from programme studies and planning.

Prior to preparing the first iteration of the Developed Programme Business Case the Programme Team

in consultation with NDA and other stakeholders is to update the Programme IAAP and schedule of

assurance activities and approvals focusing on activities relating to progressing constituent projects

through NDA gates 3&4.

Acceptance by the NDA at the Programme Approval Gate (NDA Gate 2) means that the NDA agree to

the SLC progressing the project studies, work tasks, minor projects, procurement of long lead items or

operational activities that are described in the Developed Programme Business Case subject to

inclusion in the Life Time Performance Plan.

Whilst specific NDA authorisation is not required for establishing project studies teams, carrying out

individual project studies, or the commencement of work tasks and operational activities, with a value

which falls within the SLC’s delegated authority limits; No work on projects that form part of the

Programme should commence until the NDA have approved the Programme unless they are specifically

identified in the Initial Programme Business Case accepted at NDA Gate 1 or the current approved

Lifetime Performance Plan.

If there are studies, operational activities, work tasks or projects with a value that falls outside the SLC’s

delegated authority limits that it is prudent to commence at this stage, acceptance of the Developed

Programme Business Case can serve to provide the necessary sanction provided appropriate project

detail is included and this is made clear in the request.

On some Programmes (particularly those where the technology required for the constituent projects is

already proven potentially negating the need for studies) some or all the constituent projects may

progress through the Technology and Delivery Option Selection (NDA Gate 3) or subsequent gates in

parallel. If this is the case it may be appropriate to utilise the Developed Programme Business Case as

the vehicle for obtaining acceptance or sanction of some or all the constituent projects, or early works /

procurement of long lead items together. If this is the case then each of the five parts of the Developed
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Programme Business Case should include subsections for each Project to address the issues identified

in the guidance for Strategic Outline, Outline or Full Project Business Cases as appropriate. (See

appendices 1.4, 1.5 & 1.6).

Suggested Contents for Developed Programme Business Case;

Executive Summary (Developed Programme Business Case)

Decisions

Decisions to be taken now

Identify the Programme as requiring Programme Approval (NDA Gate 2) and highlight what acceptance

of this Developed Programme Business Case means, i.e.:

• Confirmation that the strategic justification for the Programme (including strategic functionality, cost

and schedule parameters) contained in the Initial Programme Business Case remains valid, or if it

does not, propose and obtain agreement to;

o A revised Programme Vision.

o Revised strategic functionality, cost and schedule parameters.

• Approval of how it is envisaged the SLC (its people, information, processes and capital assets) will

work when the Vision has been achieved

• Agreement to the overall Programme Scope including identification of projects and work activities

(capital asset delivery and business change) and on-going operations that it is anticipated will be

required to realise the Vision

• Confirmation that the NDA have no objection to the SLC commencing project studies and planning

and / or work activities associated with the Programme under their delegated authority or for those

studies and activities the anticipated cost of which exceeds the SLC’s delegated authority, sanction

to proceed with them

• If a number of projects are approaching an NDA Project Gate together an iteration of the Developed

Programme Business Case may serve as the vehicle for obtaining acceptance saving the need to

compile individual Project Business Cases. If this is the case the individual project decisions that are

to be taken should be identified in the Developed Programme Business Case.

Decisions that have already been taken

Summarise relevant decisions that have already been taken by the NDA or SLC under delegated

authority; reconcile sanction to date with actual spend and work done.

Decisions required in the future

Summarise the Programme IAAP and schedule of assurance activities and approvals to identify future

programme and project level decisions that the SLC will take under delegated authority or that NDA will
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be required to take and when they will need to be taken. Highlight when it is anticipated that projects will

be brought to Project Technology & Delivery Option Selection (NDA Gate 3) or if that gate is not

applicable to Project Approval at NDA Gate 4 and the decisions that it is anticipated will need to be

taken at that point.

Introduction and Background

Describe the Programme (Summarise the Strategic Case)

Options Assessed & Preferred Option

Outline the Programme level options assessed. Explain the rationale for choosing the recommended

option (Summarise the Economic Case).

Commercial Issues

Describe the commercial arrangements that will apply during the studies phase. Outline how it is

anticipated that constituent projects, work tasks or operational activities may be procured. (Summarise

the Commercial Case)

Financial Issues

Outline the cost plan and sanction plan (Summarise the Financial Case)

Management Issues

Summarise how the programme will be managed, governed and assured through the next and

subsequent phases, Outline how it is anticipated that risks and uncertainties will be resolved and the

Programme will be delivered (Summarise the Management Case)

Key Milestones

Tabulate key schedule milestones,

Strategic Case (Developed Programme Business Case)

Build on the Initial Programme Business Case:

• To confirm the strategic justification for the programme as a whole

• To fully describe how it is envisaged the SLC (its people, information, processes and capital assets)

will work when the Vision has been achieved

• To identify the anticipated projects and work activities (capital asset delivery and business change)

and on-going operations that are likely to be required to deliver the desired benefits.

• To summarise Programme Performance Requirements (including strategic functionality, cost and

schedule parameters) for each of the anticipated projects, work tasks and on-going operations.

Background

Set out the context and rationale for the programme and the evidence that underpins the SLC’s

understanding of the situation. What would happen in the absence of intervention? A list of references to

evidence sources should be included.
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Vision

Set out how it is envisaged the SLC (its people, information, processes and capital assets) will work

when the Vision has been achieved describing what the programme is intended to deliver in terms of

new outputs, products, services and/or operational capability, alongside expectations on timescales,

cost and quality. These may result directly from the programme, or they may be put in place by external

stakeholders or partners as a result of the programme.

If it is anticipated that the desired operational capability will be achieved through modification and / or

delivery of new capital assets, a diagrammatic representation of the existing and new assets and

associated process flows should be provided.

Scope

Describe overall Programme Scope identifying the projects, work activities and on-going operations that

it is anticipated will be required to realise the Vision.

Benefits being sought

Benefits are the measurable effects/outcomes desired by NDA or other stakeholders that happen as a

result of delivery of the programme and contribute to the Vision.

The benefits should be specific, measurable, achievable, relevant and time constrained. They are to be

defined in such a way as to drive value for money delivery of the Vision, whilst avoiding driving perverse

behaviours or decisions. Particular consideration should be given to objectives that reduce cost

(economy), improve throughput (efficiency) and improve quality (effectiveness). They should be derived

with relevant stakeholders and customers.

Include a map to show the relationship between the projects, work activities and on-going operations,

the desired benefits and Programme Vision. Provide supporting detail to make explicit what and when

each project, work activity and on-going operation will deliver.

Inter-Dependencies, Assumptions & Constraints

Outline the high level internal and external factors upon which the successful delivery of the programme

is dependent, i.e. actions or developments that need to be put in place or managed elsewhere, e.g. by

another SLC and / or in another programme. An assumptions and constraints log should be referenced

key assumptions and constraints being summarised in an appendix.

Projects whose outputs contribute benefits to more than one Programme are to be treated as a

constituent Project of only one Programme, all other benefitting Programmes showing a dependency on

the Project2.

Identify, assess and mitigate high level potential risks

Identify high level challenges and risks with an assessment of their likely impact and an outline of how

they will be mitigated outlining relevant lessons learned from other programmes.

Include a risk appetite statement for the programme, i.e. the level of risk that can be tolerated in delivery

of the programme. The appetite for risk across the anticipated constituent projects, work activities and

2 Programmes and Projects that relate to site services will be identified as benefitting multiple other Programmes

and Projects all of which will show a dependency on them. Such site services Programmes and Projects will need to

describe the process whereby they ensure that changes in dependant Programme, Project or operational needs are

handled
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on-going operations should be set out so that subsequent project proposals can be assessed

accordingly.

The risk and opportunity register should be referenced, key risks and opportunities being summarised in

an appendix.

Conclude with a brief summary of the strategy.

Economic Case (Developed Programme Business Case)

Build on the Initial Programme Business Case:

• To Confirm the Critical Success Factors; the key attributes, (including strategic functionality, cost,

schedule and value for money) on which programme success depends and that are used alongside

the programme vision to assess potential options and to rule out unsuitable options.

• To validate the choice of Programme Vision.

• To justify, for any projects, work tasks and on-going operations which are deemed not to require

studies, why no studies activity is required and to describe what is proposed.

Options and option analysis

Provide a list of options from ‘do nothing’ to highly innovative and risky options. Describe each option;

assess advantages and disadvantages against the objectives and Critical Success Factors.

Unsupported statements should be avoided, and any evidence quality assured as appropriate.

The risks identified in the strategic case and those associated with each option must be identified,

prioritised and appraised, preferably quantified in £s and included in the analysis.

Tables that allocate weighted scores to different attributes of the options should be avoided as these

can lead to a false perception of certainty regarding the relative merits of alternative options.

Summarise the preferred Programme in terms of scope, service solution, service delivery,

implementation and expenditure.

Define the underpinning projects and activities

List anticipated projects, work tasks and on-going operations that together will deliver the programme

differentiating between those for which a studies phase, leading to a separate Project Business Case is

required and those that it is anticipated will be carried out under the SLC’s delegated authority following

Programme Approval by the NDA.

Provide a summary of benefits/cost parameters on which programme success is predicated so as to

provide the basis for economic appraisal of those projects that will have separate Project Business

Cases (which will feed in turn into subsequent versions of the Developed Programme Business Case).

In an appendix identify the Programme Performance Requirements for each project, work activity or on-

going operation, including those that will be carried out under the SLC’s delegated authority, that is

anticipated will be necessary to deliver the programme. For those where studies phase activities are

required to identify and assess options, studies briefs are to be provided alongside the Programme

Performance Requirements.

Conclude with an explicit description of the recommended option.
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Commercial Case (Developed Programme Business Case)

Describe the commercial arrangements that will apply to the studies and project planning phase of the

projects identified in the economic case.

Summarise the anticipated overall commercial approach and acquisition strategy for the programme

assessing the potential for risk transfer to the Supply Chain and indicating how this might be achieved.

Outline how it is anticipated that constituent projects, work tasks or operational activities may be

procured, the strategy for engaging with the Supply Chain and what has been ascertained about the

Supply Chain’s willingness to participate.

Outline how resource demands for the programme will be coordinated with overall (local / national /

international) demand.

Conclude with an explicit statement regarding commercial arrangements.

Financial Case (Developed Programme Business Case)

Identify the anticipated final cost of achieving the vision (as a range in both current and nominal money

values). Demonstrate the affordability of the proposed vision detailing:

• The delivery and / or lifetime cost parameters within which each of the projects, work tasks and on-

going operations identified in the economic case are to be delivered if the programme is to be a

success. These cost parameters must include and justify an allowance for risks described in the

strategic case and any additional contingency

• The expenditure that is likely to be incurred at the programme and constituent project levels

identifying commitment and spend profiles and how these will be managed with respect to annual

site funding limits

• A reconciliation of progress and sanction to date, explaining any cost increases or delays clearly

identifying root causes (real change, estimating errors, poor performance etc.). Focus on those cost

increases or delays incurred since the previous business case submission highlighting any

sanctioned but undelivered scope for which there is now insufficient sanction.

The programme cost plan (identifying the anticipated cost of the programme and constituent projects

using an elemental or work break down structure and describing both when commitments to the spend

will be made, when the actual spend will occur and how this compares to the current Life Time

Performance Plan), is to be provided as an appendix in tabular form using both current and nominal

money values.

Where applicable address:

o Balance sheet impacts and off balance sheet impacts

o Taxation issues and potential rebates (such as for Research and Development)

o Foreign currency requirements and associated risks.
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If the business case is being used to obtain sanction for defined scope that is in excess of the SLC’s

delegated authority the sanction request is to be supported by a PCP-09 Cost Estimating compliant cost

estimate.

Conclude with an explicit statement regarding affordability and alignment with Life Time Performance

Plan. If the Programme can only be afforded by changing the priority of and rescheduling other

Programmes or Sub Programmes then a Change Control Request that fully explains and justifies such

rescheduling should be submitted with the Business Case.

Management Case (Developed Programme Business Case)

Demonstrate achievability of the proposed vision and build confidence in the ability of the programme to

deliver it.

Summarise how the programme will be managed, governed and assured, giving a clear picture of

arrangements relating to management of constituent projects and dependencies on projects delivered

by other programmes during their studies and planning phases. This should be through to receipt of

Project Approval and associated sanction, a broader view for subsequent phases and an overview of

performance against plan to date. For programmes that have multiple interdependencies consider

establishing a portfolio level management capability, and if justified, explain its role for this programme

in this management case.

The Management Case should reference the programme management plan, the following key elements

of which should be summarised in this management case.

Delivery Strategy

Outline the assumed approach to delivering the projects, work tasks and on-going operations identified

in the economic case.

Schedule, including Assurance & Approval

Provide a milestone schedule showing how it is anticipated that the projects, work tasks and on-going

operations identified in the economic case contribute to the timely realisation of the vision: underpin this

with references to a detailed programme schedule.

Provide a summary of the IAAP and schedule of assurance and approval activities for the Programme.

This is to focus on assurance activities and decisions that will be made between the date for submission

of this Developed Programme Business Case and the date it is anticipated the next iteration of the

Programme Business Case will be submitted and accepted and provide an overview of the whole

lifecycle to completion.

The IAAP and schedule of assurance and approval activities should identify constituent projects, cross

referencing their IAAP and schedule of assurance and approval activities or, if these do not exist

providing an overview of how each constituent Project will be assured and approved through its lifecycle.

Attention is to be drawn to those constituent project activities that it is assumed will be progressed prior

to individual project sanction at NDA Gates 3 or 4. If the cost of these is likely to exceed the SLC’s

delegated authority then the Programme IAAP and schedule of assurance and approval activities should

show when the expenditure will be sanctioned and the vehicle that will be used, (either on a project by

project basis by seeking sanction as part of the NDA’s Project Approval in Principle (NDA Gate 3),
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Project approval (NDA Gate 4) or for the programme as a whole by seeking approval of a further

iteration of the Developed Programme Business Case).

Summarise assurance activities that have been undertaken to give confidence in the proposed course of

action.

Programme and Project Governance and Organisation

Describe how the whole governance structure works, including lines of reporting, authority and

accountability, maintenance of management information and the involvement of key stakeholders.

Include details relating to key interdependencies described in the strategic case and describe

arrangements for resolving conflicting requirements and priorities. Committee and Board Terms of

Reference should be referenced.

Whilst individual Project Business Cases will address Project Management, this section of the

Programme Business Case should address how the Programme Team will coordinate and manage the

anticipated constituent projects, work tasks and on-going operations. It must also describe how the

Programme Team will work with other programmes to input to the development of Programme

Performance Requirements and Study Briefs and subsequent assessment of options for Projects on

which the Programme has dependency but that are delivered by other programmes.

Requirements and Benefits Management

Describe the processes for setting and maintaining coherent Programme Performance Requirements

(including quality cost and schedule parameters) for the constituent projects, work tasks and on-going

operations, monitoring, evaluating and reporting performance against the requirements and tracking

benefits realisation.

Risk, opportunity and uncertainty management

Explain the processes used to manage, monitor and review risks, opportunities uncertainties and issues

including how the Programme monitors current / residual project risk against the Programme’s

appetite/risk tolerances and how contingencies are managed at Programme and Project level.

Describe interfaces and dependence with other programmes/projects, identify uncertainties and explain

how these will be resolved

Resourcing

Describe how the Programme Management Team will be resourced and the processes that will be used

to populate this team and the Project teams for constituent Projects focusing on the resource

requirements of the Studies and Project planning phases. Where key personnel have been identified

name them and reference supporting career details.

Conclude with a brief summary of management arrangements and confirmation of deliverability.

Appendices and References (Developed Programme Business Case)

List all appendices and referenced documents.
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Appendix 1.3: Further iterations of Developed Programme Business Case

As the projects that constitute the programme progress through NDA Gates 3 to 5+ the programme

business case may need to be updated to maintain overall coherence.

Revised Programme Business Case to support Project Business Case at

REVIEW POINTS 3 to 5

Full Programme Business Case to support Project Business Case at

REVIEW POINTS 3 to 5

Full Programme Business Case to support Project Business Case at

REVIEW POINTS 3 to 5

Full Programme Business Case to support Project Business Case at

REVIEW POINTS 3 to 5

Further iterations of Developed Programme Business Case to support

Project Business Cases at Gates 3 to 5+

Phased

Project

Approval

4+

5

Programme Approval

Project Technology &

Delivery Option

Selection

Project Approval

Commit to Manufacture

and Installation /

Demolition

2

3

4

1

Programme Approval in

Principal

Subsequent

commitment

Project Studies &

Option Selection

Programme

Planning

Strategy

Project Planning

Manufacture, Install

& Commission or

Decommission & Demolish

Design & Procurement

5+

Project Post Investment

Appraisal

6

Operations

(Including Care & Maintenance)

Programme Post

Investment Appraisal

8

Programme Tranche

Post Investment

Appraisal

7

(Including Strategic Studies)

(Including Programme Studies)

As studies and subsequent phases of the projects that constitute the programme are progressed and

Class D estimates (as defined in PCP-09) become available for the constituent projects the Programme

Management Team check that the emerging projects remain coherent with the programme as a whole.

Whilst the preference is that projects should satisfy all the criteria identified in the current Developed

Programme Business Case there may be occasions when it is appropriate to flex the criteria. On such

occasions the Programme Team are to update the Developed Programme Business Case, amending

programme strategic functionality, cost, schedule, scope, vision and / or requirements for individual

projects as necessary to retain coherence with the emerging project business cases and delivery

performance of constituent projects.

The first iteration of the Developed Programme Business Case set the programme level cost and

schedule parameters within which the Vision was to be achieved; any change to these parameters

should be highlighted and fully justified in the relevant sections of subsequent iterations. If the

Programme or Sub Programme can only be afforded by changing the priority of and rescheduling other

Programmes or Sub Programmes then a Change Control Request that fully explains and justifies such

rescheduling should be submitted with the Business Case.

The current version of the Developed Programme Business Case should be available alongside Project

Business Case submissions at NDA Gates 3 to 5+, any project acceptances being dependent on

concurrent or previous acceptance of the current Developed Programme Business Case. (If the current

Developed Programme Business Case has already been accepted then it is to be referenced but need

not be resubmitted).
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Suggested Contents for Further iterations of Developed Programme Business Case;

Executive Summary (Further iterations of Developed Programme Business Case)

Decisions

Decisions to be taken now

Identify where the Programme is on the Programme and Project Lifecycle and highlight what

acceptance of this version of the Developed Programme Business Case means, i.e. confirmation of

continued approval comprising one or more of:

• Agreement to amplifications and revisions to the previous iteration of the Developed Programme

Business Case required in order to maintain coherence with the emerging business cases and

delivery performance of constituent projects

• Confirmation that the strategic and economic justification for the Programme (including strategic

functionality, cost and schedule parameters) contained in the previous iteration of the Developed

Programme Business Case remain valid, or if it does not, propose and obtain agreement to:

o A revised Programme Vision.

o Revised strategic functionality, cost and schedule parameters.

• If a number of projects are approaching an NDA Project Gate together an iteration of the Developed

Programme Business Case may serve as the vehicle for obtaining acceptance saving the need to

compile individual Project Business Cases. If this is the case the individual project decisions that are

to be taken must be identified here.

• Sanction;

o To provide a Programme level contingency for mitigation of Programme level risks

o For projects, work tasks and on-going operations for which individual project business cases

will not be developed and on which expenditure will exceed the SLC’s delegated authority

o For projects for which individual business cases are being developed, to complete planning

and preparation of Project Business Cases, obtain Project Approval in Principle and maintain

progress on the projects until sanction for the next phase of the project have been released

(unless the cost of the activity can be financed under the SLC’s delegated authority).

Decisions that have already been taken

Summarise relevant decisions that have already been taken by the NDA or SLC under delegated

authority; Reconcile sanction to date with actual spend and work done.

Decisions required in the future

Summarise the Programme IAAP and schedule of assurance activities and approvals to identify future

programme and project level decisions that the SLC will take under delegated authority or that NDA will

be required to take and when they will need to be taken.
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Introduction and Background

Describe the Programme (summarise the Strategic Case, highlighting changes since the last iteration of

the Developed Programme Business Case).

Options Assessed & Preferred Option

Outline the Programme level options assessed and explain the rationale for choosing the recommended

option (summarise the Economic Case highlighting changes since the last iteration of the Developed

Programme Business Case).

Commercial Issues

Describe the commercial arrangements that will apply during the studies phase reflecting the results of

engagement with the Supply Chain describing how the commercial arrangements have been concluded

and how socio-economic issues are being handled. (summarise the Commercial Case highlighting

changes since the last iteration of the Developed Programme Business Case).

Financial Issues

Outline the cost plan and sanction plan (summarise the Financial Case highlighting changes since the

last iteration of the Developed Programme Business Case).

Management Issues

Describe how the programme will be managed, governed and assured through the next and subsequent

phases highlighting any changes required as a result of the form of commercial arrangement proposed

(e.g. the higher load on project teams imposed by NEC contracts). Outline how it is anticipated that the

Programme will be delivered. (Summarise the Management Case highlighting changes since the last

iteration of the Developed Programme Business Case).

Key Milestones

Tabulate key milestones, (highlighting changes since the last iteration of the Developed Programme

Business Case).

Strategic Case (Further iterations of Developed Programme Business Case)

Revise the Programme Strategic Case only as necessary in order to maintain coherence with the

emerging business cases and delivery performance of constituent projects. All revisions are to be

highlighted and justified.

Conclude with a brief summary of the strategy.

Economic Case (Further iterations of Developed Programme Business Case)

Revise the Programme Economic Case only as necessary in order to maintain coherence with the

emerging business cases and delivery performance of constituent projects. All revisions are to be

highlighted and justified.

As individual projects progress summarise the chosen project options and the justification for the choice

here referencing the appropriate Strategic Outline Project Business Cases.

Conclude with an explicit description of the recommended option.
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Commercial Case (Further iterations of Developed Programme Business Case)

Revise the Programme Commercial Case only as necessary in order to maintain coherence with the

emerging business cases and delivery performance of constituent projects. All revisions are to be

highlighted and justified.

Describe the commercial arrangements and acquisition strategy that will apply to on-going programme

level activities.

As individual projects progress summarise the commercial cases and acquisition strategies here

referencing the appropriate Project Business Cases.

Demonstrate continued resource capacity to deliver the programme taking overall (local / national /

international) demand into account.

Conclude with an explicit statement regarding commercial arrangements.

Financial Case (Further iterations of Developed Programme Business Case)

Revise the Programme Financial Case only as necessary in order to maintain coherence with the

emerging business cases and delivery performance of constituent projects. All revisions are to be

highlighted and justified.

Reconcile progress and sanction to date, explain any cost increases or delays clearly identifying root

causes (real change, estimating errors, poor performance etc.). Focus on those cost increases or delays

incurred since the previous business case submission highlighting any undelivered scope for which

there is now insufficient sanction.

Demonstrate continued affordability of the proposed Vision and compare proposed commitment and

spend profiles to the current Life Time Performance Plan.

If the business case is being used to obtain sanction for defined scope that is in excess of the SLC’s

delegated authority the sanction request is to be supported by a PCP-09 compliant cost estimate.

Conclude with an explicit statement regarding affordability and alignment with Life Time Performance

Plan. If the Programme can only be afforded by changing the priority of and rescheduling other

Programmes or Sub Programmes then a Change Control Request that fully explains and justifies such

rescheduling should be submitted with the Business Case.

Management Case (Further iterations of Developed Programme Business Case)

Revise the Programme Management Case only as necessary in order to maintain coherence with the

emerging business cases and delivery performance of constituent projects. All revisions are to be

highlighted and justified.

Reconcile planned performance (as described in the Initial Programme Business Case and any

subsequent versions of the Developed Programme Business Case) with performance to date analysing

any variance and describing the measures that have been put in place to mitigate the impact of any

negative variance and prevent reoccurrence.

This document has uncontrolled status when printed

Page 46 of 65

Page 47

NDA Guidance and Expectations For

Business Cases and Value Management

at Sellafield

Doc No EGG08SL

Appendix 1.3: Further iterations of Developed Programme Business Case

Rev 9

June 2015

Highlight progress in resolving uncertainties and mitigating risk.

Summarise assurance activities that have been undertaken to give confidence in the proposed course of

action.

Conclude with a brief summary of management arrangements highlighting any changes that it has been

necessary to make in order to address performance issues and confirm deliverability.

Appendices and References (Further iterations of Developed Programme Business Case

List all appendices and referenced documents.
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NDA Gate 3 Project Technology & Delivery Option Selection; - Strategic Outline Project Business

Case

Gate 3 seeks to confirm that the Project will help to deliver the Programme Objective

Phased

Project

Approval

4+

5

Programme Approval

Project Technology &

Delivery Option

Selection

Project Approval

Commit to Manufacture

and Installation /

Demolition

2

3

4

1

Programme Approval in

Principal

Subsequent

commitment

Project Studies &

Option Selection

Programme

Planning

Strategy

Project Planning

Manufacture, Install

& Commission or

Decommission & Demolish

Design & Procurement

5+

Project Post Investment

Appraisal

6

Operations

(Including Care & Maintenance)

Programme Post

Investment Appraisal

8

Programme Tranche

Post Investment

Appraisal

7

(Including Strategic Studies)

(Including Programme Studies)

Gate 3

The Strategic Outline Project Business Case identifies the single viable option and the assumed

approach to delivery and procurement which together satisfy the Programme Performance

Requirements (including strategic functionality, cost and schedule parameters) defined in the current

iteration of the Developed Programme Business Case. If during the studies phase it has been concluded

that the only feasible and acceptable technical solution and assumed approach to delivery and

procurement falls outside the Programme Performance Requirements this must be highlighted in this

Strategic Outline Project Business Case. Such a conclusion requires a change to the Programme

Performance Requirements in which case the necessary changes must be justified in the iteration of the

Developed Programme Business Case that accompanies this Strategic Outline Project Business Case.

If the Project can only be afforded by changing the priority of and rescheduling other Projects then a

Change Control Request that fully explains and justifies such rescheduling should be submitted with the

Strategic Outline Business Case.

The Strategic Outline Business Case is to:

• Set out how the Project fits with the Programme, identifying the Project Outputs and describing how

these contribute to the Programme Benefits described in the Programme Business Case.

• Describe the chosen technology and the delivery, market engagement and procurement approach

that it is assumed will successfully satisfy the Programme Performance Requirements (including

strategic functionality, cost and schedule parameters expressed as ranges) which the project must

meet if it is to contribute to success of the Programme.

• Demonstrate that the chosen technology has reached a minimum Technology Readiness Level of 3

(NDA EGG10 – Technical Baseline and Underpinning Research and Development Requirements)

and that the challenges associated with moving through subsequent technology levels are

understood and surmountable.

• Obtain sanction of early works and / or procurement of long lead items that it is possible to define in

sufficient detail and prudent to commence at this stage. If the Strategic Outline Project Business

Case is being used for this purpose the parts of it that relate to such activities is to be developed to

the level of detail specified for Full Project Business Cases(See appendix 1.5).

• Highlight known risks and uncertainties and outline how these will be resolved.

• Summarise the Project IAAP and schedule of assurance activities and approvals.
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The Strategic Outline Project Business Case is an output from project studies activity initiated by

Programme Approval at NDA Gate 2.

Prior to development of the Strategic Outline Project Business Case a Project IAAP and schedule of

assurance activities and approvals is to be developed in consultation with the NDA and other

stakeholders. This is to address the whole project lifecycle through to NDA Gate 6 (Project Post

Investment Appraisal focusing on the assurance and approval activities relating to decisions that will be

made at and between NDA Gates 3 and 4.

If the technology that the project is to adopt is proven and has been identified during development of the

Developed Programme Business Case, then the need for studies may be negated and the relevant

content of the Strategic Outline Project Business Case may be incorporated in the Programme Business

Case.

Acceptance by the NDA at Project Technology and Delivery Option Selection (NDA Gate 3) means that

the NDA accept the proposed single viable technical option and anticipated approach to procurement

and delivery and grant Approval in Principle for the project.

If the cost of progressing project activities through to receipt of approved sanction following Project

Approval (NDA Gate 4) is likely to exceed the SLC’s study phase sanction released under delegated

authority or through approval of higher value studies work specifically identified in the Developed

Programme Business Case accepted at Programme Approval (NDA Gate 2), then the Strategic Outline

Project Business Case is to be used as the vehicle to obtain the sanction required to progress the

project through to receipt of further sanction following Project Approval (NDA Gate 4).

The requirement for projects to pass through NDA Gate 3 applies only to projects where there is value in

obtaining acceptance of the chosen technology and the delivery, market engagement and procurement

approach ahead of Project Approval at NDA Gate 4 or if the project delivery cost is in excess of £50m.

The NDA do not normally require Strategic Outline Project Business Cases for projects with a delivery

cost under £50m.

Suggested Contents for Strategic Outline Project Business Case:

Executive Summary (Strategic Outline Project Business Case)

Decisions

Decisions to be taken now

Identify the project as requiring Approval in Principle at Technology and Delivery Option Selection (NDA

Gate 3) and highlight what acceptance of this Strategic Outline Project Business Case means, i.e.:

• Agreement to:

o The project continuing
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o The strategic functionality, cost and schedule parameters within which the project will be

delivered

o The recommended technology selection and associated delivery & procurement

assumptions.

• Sanction to:

o Complete project planning and preparation of the Outline Project Business Case for Project

approval

o Maintain progress on the project between submission of the Outline Project Business Case

and subsequent sanction for the next phase of the project (make it explicit whether or not if a

decision is made to halt the project further sanction will be required for demobilisation costs).

Decisions that have already been taken

Summarise relevant decisions that have already been taken by the NDA or SLC under delegated

authority. Reconcile sanction to date with actual spend and work done.

Decisions required in the future

Summarise the Project IAAP and schedule of assurance activities and approvals to identify future

project level decisions that the SLC will take under delegated authority or that NDA will be required to

take and when they will need to be taken. Highlight when it is anticipated that Project Approval (NDA

Gate 4) will be sought and the decisions that it is anticipated will need to be taken at that point.

Introduction and Background

Provide a summary description of the project, its place in the programme of which it is a part,

interdependencies with other Programmes and Projects, its history to date, what commitments /

decisions the NDA have already made or that the SLC have made under delegated authority, the

anticipated out turn build cost and overall lifetime cost, recommended technology and associated

delivery and procurement assumptions.

Strategic Case (Strategic Outline Project Business Case)

Provide the strategic justification for the project in the context of the programme it supports and wider

NDA Strategy and Strategic Objectives explaining;

• Why the Project is necessary

• What and how the Project will contribute to the Programme, confirming that it complies with the

Programme Performance Requirements (including functionality, cost and schedule parameters),

identifying the Project Outputs and describing how these contribute to the Programme Benefits

described in the Programme Business Case)

• The key risks, their potential impacts and planned mitigation or contingency plans outlining relevant

lessons learned from other projects. The risk and opportunity register should be referenced, key

risks and opportunities being summarised in an appendix.

The Programme Performance Requirements are to be referenced.
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Conclude with a brief summary of the strategy.

Economic Case (Strategic Outline Project Business Case)

Describe the technical and assumed delivery options, assess the economic costs and benefits of these

options and recommend a single viable option for implementation. The description is to:

• Identify the Critical Success Factors; the key attributes, (including functionality, cost, schedule and

value for money) on which successful delivery is dependent and that are used alongside the

Programme Performance Requirements to assess potential options and to rule out unsuitable

options

• Identify the potential options considered and the risks associated with all aspects of these options,

and confirm the choice of technology solution and associated delivery and procurement assumptions

• Explain why the Programme Performance Requirements cannot be satisfied in another way.

Options and option analysis

Provide a list of options for satisfying the Programme Performance Requirements.

Describe each option; assess advantages and disadvantages against the Programme Performance

Requirements and Critical Success Factors. Unsupported statements should be avoided, and any

evidence quality assured as appropriate.

Tables that allocate weighted scores to different attributes of the options should be avoided as these

can lead to a false perception of certainty regarding the relative merits of alternative options.

The risks identified in the strategic case and those associated with each option should be identified,

prioritised and appraised, preferably quantified in £s and included in the analysis.

Conclude with an explicit description of the recommended option.

Commercial Case (Strategic Outline Project Business Case)

Demonstrate that the assumed technical and delivery options are commercially attractive to the market

and describe the anticipated approach to market engagement, including utilisation of SLC frameworks

and partnerships / alliances. Make reference to programme level acquisition strategy, sub contract

strategy and contract management arrangements.

For any procurement that is to be undertaken prior to receipt of Project Approval describe the proposed

project level procurement and contracting strategies.

For work (including studies activities) that is already in progress describe how the contracts are

administered.

Conclude with an explicit statement regarding commercial arrangements.
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Financial Case (Strategic Outline Project Business Case)

Identify the anticipated final cost of delivering the recommended option in both current and nominal

money values. Demonstrate the affordability of the recommended option’s build and lifetime cost and

outline:

• The delivery and lifetime cost parameters within which the project is to be delivered if it is to

successfully contribute to the Programme. These cost parameters are to include and justify an

allowance for risks described in the strategic case and any additional contingency and should

include a commentary with respect to their accuracy

• The sanction that is likely to be required identifying commitment and spend profiles and how these

will be managed with respect to annual site funding limits

• A reconciliation of progress and sanction to date, explaining any cost increases or delays clearly

identifying root causes (real change, estimating errors, poor performance etc.). Focus on those cost

increases or delays incurred since the previous business case submission highlighting any

undelivered scope for which there is now insufficient sanction. Compare proposed commitment and

spend profiles to the current Life Time Performance Plan.

The project cost plan using both current and nominal money values, (identifying the anticipated cost of

the project using an elemental or work break down structure and describing both when commitments to

the spend will be made and when the actual spend will occur) should be referenced.

Where applicable address:

o Balance sheet impacts and off balance sheet impacts

o Taxation issues and potential rebates (such as for Research and Development)

o Foreign currency requirements and associated risks

If the business case is being used to obtain sanction for defined scope that is in excess of the SLC’s

delegated authority the sanction request is to be supported by a PCP-09 compliant cost estimate.

Conclude with an explicit statement regarding affordability and alignment with Life Time Performance

Plan. If the Project can only be afforded by changing the priority of and rescheduling other Projects then

a Change Control Request that fully explains and justifies such rescheduling should be submitted with

the Business Case.

Management Case (Strategic Outline Project Business Case)

Demonstrate achievability of the recommended option and build confidence in the ability of the project to

deliver in line with the Programme Performance Requirements.

Summarise how the project has been, is and will be managed, governed and assured; giving a clear

picture of arrangements relating to activities that will be undertaken prior to the scheduled date for

receipt of Project Approval and associated sanction, a broader view for subsequent phases and an

overview of performance against plan to date.

This section should reference any existing project management documentation, the following key

elements of which should be summarised here.
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Delivery Strategy

Outline the assumed approach to delivering the project.

Schedule, including Assurance & Approval

Outline the high level milestones to show how it is anticipated that the project as a whole meets the

Programme Performance Requirements with respect to schedule. Outline the schedule covering the

period to the scheduled date for receipt of Project Approval and sanction of the next phase at NDA Gate

4.

Provide a summary of the IAAP and schedule of assurance activities and approvals for the whole Project

lifecycle focusing on assurance activities and decisions that will be made between the date this Strategic

Outline Project Business Case is submitted and the anticipated date for receipt of sanction following

NDA Gate 4 and outlining the approximate timing of subsequent gates and key decisions. Attention is to

be drawn to those activities that the recommended option assumes will be progressed prior to receipt of

sanction requested at NDA Gate 4.

Summarise assurance activities that have been undertaken to give confidence in the proposed course of

action.

Project Governance and organisation

Describe how the project governance structure works, including lines of reporting, authority and

accountability, maintenance of management information and the involvement of key stakeholders.

Include details relating to key interdependencies and describe arrangements for resolving conflicting

requirements and priorities. Committee and Board Terms of Reference should be referenced.

Monitoring, Evaluation and Benefits Management

Describe how activities that are to be undertaken prior to receipt of Project Approval at NDA Gate 4 are

to be monitored and evaluated, how benefits are to be tracked against Programme Performance

Requirements, the sources of project assurance, the timing of review activities and, where applicable,

actions taken as a result.

Risk, opportunity and uncertainty management

Explain the processes used to manage, monitor and review risks, opportunities uncertainties and issues

including how the project is monitoring current/residual risk against the programmes’ appetite/risk

tolerances and how contingencies are identified and managed. Identify uncertainties and explain how

these will be resolved. Reference the risk management strategy.

Resourcing

Describe how the Project Management Team will be resourced and the processes that will be used to

populate this team.

Conclude with a brief summary of management arrangements and confirmation of deliverability.

References (No Appendices) (Strategic Outline Project Business Case)

List all referenced documents (there are to be no appendices).
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Appendix 1.5; NDA Gates 4 and 4+, Project Approval; - Outline Project Business Case

Gate 4 seeks to confirm that the project should go ahead.

Gate 4 & 4+

Gates 4 & 4+

Phased

Project

Approval

4+

5

Programme Approval

Project Technology &

Delivery Option

Selection

Project Approval

Commit to Manufacture

and Installation /

Demolition

2

3

4

1

Programme Approval in

Principal

Subsequent

commitment

Project Studies &

Option Selection

Programme

Planning

Strategy

Project Planning

Manufacture, Install

& Commission or

Decommission & Demolish

Design & Procurement

5+

Project Post Investment

Appraisal

6

Operations

(Including Care & Maintenance)

Programme Post

Investment Appraisal

8

Programme Tranche

Post Investment

Appraisal

7

(Including Strategic Studies)

(Including Programme Studies)

On projects that have made NDA Gate 3 submissions for Technology and Delivery Option Selection the

Outline Project Business Case builds on the Strategic Outline Project Business Case that identified the

chosen technical solution and the assumed approach to delivery and procurement which together

satisfied the Programme Performance Requirements (including strategic functionality, cost and schedule

parameters) defined in the then current iteration of the Developed Programme Business Case.

On projects that have not been required to make an NDA Gate 3 submission the Outline Project

Business Case is created from scratch using the content expectations for both the Strategic Outline

Project Business Case (Appendix 1.4) and the Outline Project Business Case (this Appendix).

If the technical solution, assumed approach to delivery and procurement or the project’s ability to satisfy

the Programme Performance Requirements have changed since the Project passed Gate 3 or if Gate 3

was not applicable and what is now proposed does not satisfy the previously accepted Programme

Performance Requirements this should be highlighted in the relevant sections of this business case and,

if a change to the Programme Performance Requirements is required any such change is to be justified

in the iteration of the Developed Programme Business Case that accompanies this Outline Project

Business Case.

If the Project can only be afforded by changing the priority of and rescheduling other Projects then a

Change Control Request that fully explains and justifies such rescheduling should be submitted with the

Outline Business Case.

If following acceptance at Project Approval Gate (NDA Gate 4) sanction is to be staged to align with

design reviews or if performance results in supplementary sanction being required ahead of the

commitment to manufacture and installation (NDA Gate 5) the Outline Project Business Case is to be

revised and resubmitted as necessary, at NDA Gate 4+.

The Outline Project Business Case is to:

• Confirm if applicable, verification of the assumptions made in the Strategic Outline Project

Business Case or decisions to adopt alternatives (verification or decisions to adopt alternatives

having been, shared and agreed following engagement with the NDA and other stakeholders

during project planning in accordance with the Programme or Project Integrated Assurance &

Approvals Plan).

• Highlight uncertainties and describe how these will be resolved
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• Describe the chosen technology which, if it is previously unproven is to be demonstrated to have

reached a minimum Technology Readiness Level of 3 (NDA EGG10 – Technical Baseline and

Underpinning Research and Development Requirements)

• Provide assurance that the proposed Project remains coherent with the other Projects in the

Programme so that together all components of the Programme will deliver the Programme

Vision described in the current iteration of the Developed Programme Business Case

• Describe how the project will be managed and how the project management team will be

resourced

• Detail the delivery, market engagement and procurement strategies. Confirm that the market

engagement objectives assumed when the Strategic Outline Project Business Case was

accepted are being met highlighting any changes that may have been necessary

• Outline the cost plan and schedule. The cost estimate in the Outline Project Business case

should be PCP-09 compliant

• Confirm that the Project as described continues to satisfy the Programme Performance

Requirements (including functionality, cost and schedule parameters) which the project must

meet if it is to contribute to success of the Programme

• Obtain acceptance, authorisation and / or sanction as appropriate to commence procurement in

line with the approved procurement strategy. The final commitment to the main manufacture and

installation work3 will be held pending acceptance of the Full Project Business Case at NDA

Gate 5

• Summarise the Project IAAP and schedule of assurance activities and approvals.

The Outline Project Business Case is an output from project planning undertaken by the Project

Management Team working under the direction of the Programme Management Team.

Prior to development of the Outline Project Business Case the Project Team in consultation with the

Programme Team, NDA and other stakeholders is to update the Project IAAP and schedule of

assurance activities and approvals focusing on activities relating to development of the Outline Project

Business Case. The plan may show subsequent phased approval points (NDA Gates 4+) at which a

revised Outline Project Business Cases may be required.

Acceptance by the NDA Board at Project Approval (NDA Gate 4) means that the NDA approve the

project as described in the Outline Project Business Case and sanction the SLC to progress the project.

Further phased approvals may be necessary through to receipt of sanction for physical delivery following

Commitment to Manufacture and Installation (NDA Gates 5 & 5+). This will be in accordance with the

controls, assurance activities and approvals (including appropriate concept, preliminary and detailed

design reviews) described in the Project IAAP and schedule of assurance activities and approvals which

3 Manufacture and Installation includes all on and off site activity relating the build that follows completion of design
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may show subsequent phased sanction points (NDA Gates 4+) at which updated Outline Project

Business Cases may be required.

Suggested Contents for Outline Project Business Case;

Executive Summary (Outline Project Business Case)

Decisions

Decisions to be taken now

Identify the Project as requiring Approval (NDA Gate 4) and highlight what acceptance of this Outline

Project Business Case means, i.e.:

• Confirmation that:

o The strategic justification for the project (i.e. compliance with the Programme Performance

Requirements including strategic functionality, cost and schedule parameters defined in the

current version of the Developed Programme Business Case) is valid

o The Technical Solution and associated delivery and procurement assumptions approved in

principle when the Strategic Outline Project Business Case was accepted are still appropriate

Or if they are not:

o Agreement to a revised strategic justification, technical solution and approach to delivery and

procurement

o Acceptance, through acceptance of the accompanying revised version of the Developed

Programme Business Case of revised Programme Performance Requirements (including

functionality, cost and schedule parameters).

• Approval of the functional specification

• Acceptance of the Project Work Breakdown Structure identifying overall Project Scope, the scope of

any Sub Projects and how engineering requirements are packaged so as to maximise the

opportunity for the Supply chain to offer value adding enhancements

• Approval to continue design and procurement activity

• Sanction of expenditure to:

o Progress the project to the Commit to Manufacture and Installation Gate (NDA Gate 5) and

submit the Full Project business Case to the NDA

o Maintain progress on the project between submission of the Full Project Business Case and

subsequent sanction of the next phase of the project (make it explicit whether or not if a

decision is made to halt the project further sanction will be required for demobilisation costs).
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Decisions that have already been taken

Summarise relevant decisions that have already been made by the NDA or SLC under delegated

authority. Reconcile the sanction to date with actual spend and work done.

Decisions required in the future

Summarise the Project IAAP and schedule of assurance activities and approvals to identify future

project level decisions including decisions at Design Reviews that the SLC will take under delegated

authority or that NDA will be required to take and when they will need to be taken. Highlight when it is

anticipated that approval to Commit to Manufacture and Installation, or for projects that are to be

predominantly procured on a design and build basis Commit to Detail Design, Manufacture and

Installation (NDA Gate 5) will be sought and the decisions that it is anticipated will need to be taken at

that point

Introduction and Background

Describe the Project (summarise the Strategic Case).

Options Assessed & Preferred Option

Outline the Project options assessed; explain the rationale for choosing the selected option (Summarise

the Economic Case).

Commercial Issues

Describe the commercial arrangements that will apply during design and construction phases

(Summarise the Commercial Case).

Financial Issues

Outline the cost plan and sanction plan (summarise the Financial Case).

Management Issues

Summarise how the Project will be managed, governed and assured through the next and subsequent

phases, describe how uncertainties will be resolved and how the Project will be delivered (summarise

the Management Case).

Key Milestones

Tabulate key milestones (highlighting changes since the last version of the Project Business Case).

Strategic Case (Outline Project Business Case)

Build on the Strategic Outline Project Business Case to confirm the continued strategic justification for

the project.

Background

Set out the context and rationale for the project and its place in the Programme.

If the project is to modify and / or deliver new capital assets a diagrammatic representation of the

existing and new assets and associated process flows is to be provided.
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Scope

Describe the Project scope and Work Breakdown Structure (WBS).

If the project is to be broken into sub projects make it explicit whether these will have separate Outline

and / or Full Project Business Cases.

The full scope and WBS should be referenced and a summary provided as an appendix.

Benefits being sought

Identify how the Project contributes to the programme Vision and the benefits sought.

Inter-Dependencies, Assumptions & Constraints

Outline the internal and external factors upon which the successful delivery of the project is dependent,

i.e. actions or developments that need to be put in place or managed elsewhere, e.g. by other parts of

this programme, by another SLC and / or in another programme. An assumptions and constraints log

may be referenced and should be summarised as an appendix.

Identify, assess and mitigate high level potential risks

Identify challenges and risks with an assessment of their likely impact and an outline of how they will be

mitigated outlining relevant lessons learned from other projects. The risk and opportunity register should

be referenced, key risks and opportunities being summarised in an appendix.

Conclude with a brief summary of the strategy.

Economic Case (Outline Project Business Case)

Build on the Strategic Outline Project Business Case:

• To confirm the Critical Success Factors; the key attributes, (including functionality, cost, schedule

and value for money) on which successful delivery is dependent and that were used alongside the

Programme Performance Requirements to select the option recommended in the Strategic Outline

Project Business Case

• To validate the choice of technology solution and associated delivery and procurement assumptions

accepted when the Strategic Outline Project Business Case was presented or if during Project

Planning it has proved necessary to amend the solution or adopt a different approach to delivery to

provide economic justification for such changes. If a different Technology or Delivery Option to that

anticipated in the Strategic Outline Project Business Case is selected then this economic case is to

include a revised options analysis.

Conclude with an explicit description of the recommended option.

Commercial Case (Outline Project Business Case)

Outline the commercial options considered, justify the chosen approach describing the Procurement

Contracting and Sub-Contract Strategies that will apply to the remainder of the project and confirming

the supply chain’s willingness to participate. The following issues are to be addressed:

• Potential for risk transfer
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• Plans for managing contracts

Conclude with an explicit statement regarding commercial arrangements.

Financial Case (Outline Project Business Case)

Identify the anticipated final cost of delivering the chosen option in both current and nominal money

values. Demonstrate the affordability of the build and lifetime cost and detail:

• The delivery and lifetime cost parameters within which the project is to be delivered if it is to

successfully contribute to the Programme. These cost parameters must include and justify an

allowance for risks described in the strategic case and any additional contingency and should

include a commentary with respect to their accuracy. The Project cost estimate should be PCP09

compliant

• A reconciliation of progress and sanction to date, explaining any cost increases or delays clearly

identifying root causes (real change, estimating errors, poor performance etc.). Focus on those cost

increases or delays incurred since the previous business case submission highlighting any

undelivered scope for which there is now insufficient sanction.

• The sanction that will be required identifying commitment and spend profiles and how these will be

managed with respect to annual site funding limits comparing proposed commitment and spend

profiles to the current Life Time Performance Plan.

The project cost plan using both current and nominal money values, (identifying the anticipated cost of

the project using an elemental or work break down structure and describing both when commitments to

the spend will be made and when the actual spend will occur) is to be included as an appendix.

Where applicable address:

o Balance sheet impacts and off balance sheet impacts

o Taxation issues and potential rebates (such as for Research and Development)

o Foreign currency requirements and associated risks

Conclude with an explicit statement regarding affordability and alignment with Life Time Performance

Plan. If the Project can only be afforded by changing the priority of and rescheduling other Projects then

a Change Control Request that fully explains and justifies such rescheduling should be submitted with

the Business Case.

Management Case (Outline Project Business Case)

Demonstrate achievability of the proposed option and build confidence in the ability of the project team

to deliver it.

Summarise how the project will be managed, governed and assured and an overview of performance

against plan to date.

The Management Case should reference any existing project management documentation, the following

key elements of which should be summarised here.
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Delivery Strategy

Outline the assumed approach to delivering the project.

Schedule, including Assurance & Approval

Tabulate the high level milestones to show how the project as a whole meets the Programme

Performance Requirements with respect to schedule. Summarise the schedule for bringing the project

forward to obtain commitment to manufacture and installation and outline how it is anticipated the

project will progress to completion referencing the detailed project schedule.

Provide a summary of the IAAP and schedule of assurance activities and approvals for the project

focusing on assurance activities and decisions that will be made between the date of submission of this

Outline Project Business Case and the anticipated date for receipt of sanction following NDA Gate 5 and

outlining the approximate timing of subsequent gates and key decisions.

Summarise assurance activities that have been undertaken to give confidence in the proposed course of

action.

Programme and Project Governance and Organisation

Describe how the governance structure works, including lines of reporting, authority and accountability,

maintenance of management information and the involvement of key stakeholders. Include details

relating to key interdependencies and describe arrangements for resolving conflicting requirements and

priorities. Committee and Board Terms of Reference should be referenced.

Requirements and Benefits Management

Describe the process for maintaining the Programme Performance Requirements, ensuring that the

Project complies, tracking realisation of desired benefits and reporting these to the Programme.

Risk, Opportunity and Uncertainty management

Explain the processes used to manage, monitor and review risks, opportunities, uncertainties and

issues. Describe how remaining risks and uncertainties will be resolved

Resourcing

Describe how the Project Management Team will be resourced and the processes that will be used to

populate this team.

Conclude with a brief summary of management arrangements and confirmation of deliverability.

Appendices and References (Outline Project Business Case)

List all appendices and referenced documents.
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Appendix 1.6: Gates 5 and 5+, Commit to Manufacture and Installation; Full Project Business

Case

Gate 5 seeks to confirm that manufacture and installation should proceed.

Gates 5 & 5+

Phased

Project

Approval

4+

5

Programme Approval

Project Technology &

Delivery Option

Selection

Project Approval

Commit to Manufacture

and Installation /

Demolition

2

3

4

1

Programme Approval in

Principal

Subsequent

commitment

Project Studies &

Option Selection

Programme

Planning

Strategy

Project Planning

Manufacture, Install

& Commission or

Decommission & Demolish

Design & Procurement

5+

Project Post Investment

Appraisal

6

Operations

(Including Care & Maintenance)

Programme Post

Investment Appraisal

8

Programme Tranche

Post Investment

Appraisal

7

(Including Strategic Studies)

(Including Programme Studies)

The Full Project Business Case builds on the Outline Project Business Case to provide increased

certainty that the project will meet the Programme Performance Requirements (including strategic

functionality, cost and schedule parameters) which the project must meet if it is to contribute to success

of the Programme. The overall project cost estimate in the Full Project Business case should be Class B

with those elements for which manufacture and installation prices have been obtained from the supply

chain at Class A as defined in PCP-09.

Acceptance by the NDA at Commit to Manufacture and Installation (NDA Gate 5), means that the NDA

release sanction for manufacture and installation and authorise the SLC to commit to manufacture and

installation contracts in accordance with the controls, assurance activities and approvals (including

appropriate design review gates) described in the Project Integrated Assurance & Approval Plan. This

plan may show subsequent phased sanction points (NDA Gates 5+) at which updated Full Project

Business Cases may be required.

Any change to the chosen technical solution and Delivery and Procurement Strategies or the project’s

ability to satisfy the Programme Performance Requirements arising during development of the first issue

or subsequent revisions of the Full Project Business Case must be highlighted in the relevant sections

and, if a change to the Programme Performance Requirements is required any such change must be

justified in the version of the Developed Programme Business Case that accompanies it.

If the Project can only be afforded by changing the priority of and rescheduling other Projects then a

Change Control Request that fully explains and justifies such rescheduling should be submitted with the

Full Project Business Case.
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Suggested Contents for Full Project Business Case;

Executive Summary (Full Project Business Case)

Decisions

Decisions to be taken now

Identify where the Project is on the Project Lifecycle and highlight what acceptance of this version of the

Full Project Business Case means, i.e. confirmation of continued approval comprising one or more of:

• Acceptance of amplifications and revisions to the Outline Project Business Case, or subsequent

further revisions of the Full Project Business Case required in order to maintain coherence with the

Developed Programme Business Case as it evolves to reflect the emerging business cases and

delivery performance of other constituent projects

• Confirmation that:

o The strategic justification for the project (i.e. compliance with the Programme Performance

Requirements including strategic functionality, cost and schedule parameters defined in the

current version of the Developed Programme Business Case) is valid

o The Technical Solution and associated Delivery, Procurement and Contracting and Sub -

Contracting Strategies approved when the Outline Project Business Case was accepted are

still appropriate

Or if they are not:

o Agreement to a revised strategic justification, technical solution and approach to delivery and

procurement

o Acceptance, through acceptance of the accompanying revised version of the Developed

Programme Business Case of revised Programme Performance Requirements (including

strategic functionality, cost and schedule parameters)

• Approval to Commit to Manufacture and Installation.

Decisions that have already been taken

Summarise relevant decisions that have already been made by the NDA or SLC under delegated

authority. Reconcile sanction to date with actual spend and work done.

Decisions required in the future

Summarise the Project IAAP and schedule of assurance activities and approvals to identify future

project level decisions that the SLC will take under delegated authority or that NDA will be required to

take and when they will need to be taken. If the commitment to manufacture and installation NDA Gate 5
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is to be phased highlight when it is anticipated that the next approval to commit to manufacture and

installation will be sought and the decisions that it is anticipated will need to be taken at that point.

Introduction and Background

Describe the Project (summarise the Strategic Case, highlighting changes since the last version of the

Project Business Case).

Options Assessed & Preferred Option

Outline the Project level options assessed and explain the rationale for choosing the recommended

option (summarise the Economic Case highlighting changes since the last version of the Project

Business Case).

Commercial Issues

Describe the commercial arrangements that will apply during the construction phase. (summarise the

Commercial Case highlighting changes since the last version of the Project Business Case).

Financial Issues

Outline the cost plan and sanction plan (summarise the Financial Case highlighting changes since the

last version of the Project Business Case).

Management Issues

Describe how the Project will be managed, governed and assured through the next and subsequent

phases. Outline how it is anticipated that any remaining uncertainties will be resolved and the project will

be delivered. (summarise the Management Case highlighting changes since the last version of the

Project Business Case).

Key Milestones

Tabulate key milestones, highlighting changes since the last version of the Project Business Case.

Strategic Case (Full Project Business Case)

Revise the Project Strategic Case only as necessary in order to maintain coherence with Project

performance and the latest version of the Developed Programme Business Case. All revisions are to be

highlighted and justified.

Conclude with a brief summary of the strategy.
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Economic Case (Full Project Business Case)

Revise the Project Economic Case only as necessary in order to maintain coherence with Project

performance and the latest version of the Developed Programme Business Case. All revisions are to be

highlighted and justified.

Conclude with an explicit description of the recommended option.

Commercial Case (Full Project Business Case)

Describe the commercial arrangements that will apply to on-going project level activities.

Conclude with an explicit statement regarding commercial arrangements.

Financial Case (Full Project Business Case)

Revise the Project Financial Case only as necessary in order to maintain coherence with Project

performance and the latest version of the Developed Programme Business Case. All revisions are to be

highlighted and justified.

Reconcile progress and sanction to date, explaining any cost increases or delays clearly identifying root

causes (real change, estimating errors, poor performance etc.). Focus on those cost increases or delays

incurred since the previous business case submission highlighting any sanctioned but undelivered scope

for which there is now insufficient sanction.

Demonstrate continued affordability of the Project comparing proposed commitment and spend profiles

to the current Life Time Performance Plan.

Conclude with an explicit statement regarding affordability and alignment with the Life Time

Performance Plan. If the Project can only be afforded by changing the priority of and rescheduling other

Projects then a Change Control Request that fully explains and justifies such rescheduling should be

submitted with the Business Case.

Management Case (Full Project Business Case)

Revise the Project Management Case only as necessary in order to maintain coherence with delivery

performance. All revisions are to be highlighted and justified.

Reconcile planned performance (as described in the Outline Project Business Case and any subsequent

versions of the Full Project Business Case) with performance to date analysing any variance and

describing the measures that have been put in place to mitigate the impact of any negative variance and

prevent reoccurrence.

Highlight remaining risks and uncertainties and describe how these will be resolved
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Summarise assurance activities that have been undertaken to give confidence in the proposed course of

action.

Conclude with a brief summary of management arrangements highlighting any changes that it has been

necessary to make in order to address performance issues and confirm deliverability.

Appendices and References (Full Project Business Case)

List all appendices and referenced documents.
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