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Executive summary
The executive summary should be written in a way that is simple, concise and accessible to many different audiences including stakeholders and members of the community. 
The executive summary can be used as the basis for subsequent papers to decision makers and refocused to meet the information needs of different target audiences. 
Someone reading the summary should be able to understand:
· that the strategic context is still sound
· how the benefits delivered are to be measured using SMART key performance indicators (KPIs)
· the evidence behind the key problems, opportunities and constraints, and
· why the preferred programme, and its specific mix of activities, has been selected 


PART 1: THE STRATEGIC CASE
1. Introduction
Describe the investment proposal at the beginning in one to two sentences. State what decision makers are being asked to consider or decide.
1.1	Purpose
This programme business case (PBC) develops the strategic context presented in the strategic case for the investment proposal and the case for change. 
This PBC:
revisits the strategic context and indicative assessment profile for the proposed investment
re-examines the evidence base for the key problem or rationale for investing
demonstrates how the potential benefits of investing may be measured using SMART transport KPIs
considers a range of activities and presents an optimal programme to achieve the outcomes.
2. The strategic context
This section revisits and explains concisely how the proposed problem fits within the existing strategic context of the organisation and partner organisations. Supporting information can be included in the appendices. It should demonstrate the case for change – that is, a clear rationale for making the investment, an indicative assessment profile and how the investment will further the aims and objectives of the organisation.
3.	Organisational context
This section briefly revisits and explains concisely how the scope of the proposed investment fits within the existing strategies, in terms of the existing and future operational needs of the organisation(s). Additional supporting detail can be included in Appendices. 
The organisational context provides an overview of the organisation and partner organisations and the outcomes that they are seeking to achieve, or contribute to, through their operations.
3.1	Organisational overview
The scope of the organisational focus will determine the scope of the investment proposal, whether it encompasses multiple organisations or a single Approved Organisation. An outcome from the strategic case might be a number of programmes/activities which would be progressed through multi-party funding arrangements. It needs to be clear who the contributing parties are and where benefits are expected to accrue as this will ultimately guide investment. This is therefore an important consideration. 
Current planning documents should be referenced wherever possible. There is no need to repeat detailed content of existing, readily available documents. However, the reader should be provided with a brief snapshot of the organisation, of what it is seeking to achieve, current activities, available resources and the environment in which it operates.
The summary of the operating environment should consider what external factors are driving the need to invest. These could be political, environmental, societal, technological, legislative or economic factors, threats or opportunities. 
4.	Organisational outcomes, impacts and objectives
Outline the relevant organisational goals and outcomes sought of relevance to this investment.
Describe the degree of consistency with the organisational goals.
5. Status of the evidence base
Outline the status of the evidence which supported the analysis. In which areas is there a good evidence base? Where are there gaps in the evidence and what areas were identified for further analysis to support the investment story? 
6. Changes/updates since the strategic case was undertaken
For example, as the wider political environment has changed Outcome 2 is no longer considered to be a priority, and the associated benefits have changed.
7. Confirming the need for investment
Within the strategic case, the rationale for investment will have been outlined through the ILM process. Summarise in this section:
the agreed problem statements developed during the ILM workshops along with an understanding of the status of the evidence base which supports (or otherwise) the case for change
the agreed benefits of successfully responding to the problem (or opportunity) agreed during the ILM workshops.
This section presents the agreed investment story which was developed in the strategic case.
7.1	Defining the problem/opportunity
A facilitated investment logic mapping workshop was held on [dd/mm/yyyy] with key stakeholders to gain a better understanding of current issues and business needs. The stakeholder panel identified and agreed the following key problems:
Problem/opportunity one:
Problem/opportunity two:
Problem/opportunity three:
The Investment Logic Map is attached as Appendix A.
7.2	The benefits and outcomes of investment
The potential benefits of successfully investing to address these issues/opportunities were identified as part of a facilitated workshop held on [dd/mm/yyyy]. The stakeholder panel identified and agreed the following potential benefits for the proposal:
Benefit one:
Benefit two:
Benefit three:
For each of the benefits, the following KPIs were agreed:
Benefit one KPI
Benefit two KPI
Benefit three KPI
The Benefit Map is attached as Appendix B.
8. Stakeholder agreement
Show that the stakeholders have agreed with the strategic case.


PART 2 – DEVELOPING THE PROGRAMME
9. Programme context
Outline the geographic, economic, social and environmental context of the PBC. The section should not describe or analyse the key problems/opportunities, but rather provide a relevant context to the area where investment is being sought.
9.1	Geographical and environmental context
Describe the geographic and environmental area likely to be affected by the programme.
This should include a description of the built and natural environment (baseline information) as well as a description of the existing transport infrastructure and land use and whether the network has been optimised. 
9.2	Social context
Describe the social makeup of the area likely to be affected by the programme. Areas of deprivation and social exclusion should be identified as well as any relevant policy designations.
9.3	Economic context
Provide a description of the principal sectors and industries within the area as well as a summary of factors affecting performance.
10	Stakeholder engagement
This section will be included only where required by the scale of the programme. It outlines the stakeholder consultation and communication strategy that will be used to consult with stakeholders as part of the detailed business case (DBC) process.
It will include:
the process used to identify, consult and communicate with each of these stakeholders, and
the names of stakeholders.
10.1	Professional engagement process
This section will detail the professional engagement process that was undertaken as part of the business case around option development and project selection. This is likely to include the following participant groups:
constructors
investors
operators
maintenance
Planners (transport and regulatory).
10.2	Stakeholder views
This section will detail the views of the stakeholders identified above, including how their views have been incorporated (or not) into the option development.
11	Alternatives and options assessment
The purpose of this section is to record, in brief, how the longlist and shortlist of programmes was developed. This should not be a detailed account, but should be sufficient for the reader to be confident that selection of the preferred programme is based on robust analysis of all programmes developed.  
11.1	Alternatives analysed
[bookmark: _Toc238541882][bookmark: _Toc279671732]The questions to be addressed include: 
Can the existing arrangements for the provision of services be better utilised, or are more fundamental changes required? What are the constraints? 
What are the aims of the proposed alternative/option and how do they address the problems identified? 
How do the alternatives/options draw on evidence about what has worked in the past and/or understanding of existing and potential barriers to behaviour change? 
What are the attitudes of key groups (e.g. where known, the general public, residents, businesses and wider stakeholders) to the alternatives/options and how do those attitudes inform the assessment? 
What is the process for generating and shortlisting options? 
What are the constraints and dependencies, in light of other programmes and projects which are underway? 
11.2	Do-minimum option
Describe the rationale and process for establishing this as the do-minimum programme.
In developing the business case, the do-minimum should represent the minimum level of expenditure required to maintain a minimum level of service, not the minimum level of investment required to achieve the programme objectives. 
It is important not to overstate the scope of the do-minimum option, i.e. it should only include activities which are absolutely essential to preserve a minimum level of service. 
This definition is consistent with that described in the NZ Transport Agency Economic Evaluation Manual (EEM).
11.3	Programme options development and assessment
See the completed Alternatives and Preferred Programme workshop templates in Appendix C.
12	Preferred programme
12.1	Programme overview
Provide an overview of the overall preferred programme. This involves identifying and describing the work that is needed in the next phase of the business case process in sufficient detail to ensure that:
the business problem owner understands the level of outcome/investment risk
all of the reasonably knowable programme work has been identified.
It is also useful to state what is excluded from the programme. This is important because identifying clearly what you do not want to happen will help everyone keep things contained.
In scope:
Core activities that are expected from the programme; these reflect the essential elements that must be successfully delivered.
Desirable requirements to be met; these are the requirements that would add value and bring about additional benefits but are not essential to successful delivery.
Optional requirements: those things that might be delivered if sufficient budget were to be available.
Excluded from scope: state those things that are excluded from this programme. This is a powerful tool to prevent scope creep.
12.2	Preferred programme - assessment
The assessment of the preferred programme identifies all the significant impacts of the programme, and the resulting value for money.
In assessing value for money, all of the economic, environmental, social and distributional impacts of a programme are consolidated to determine the extent to which a programme’s benefits outweigh its costs. 
The questions likely to be asked by an investor include: 
How does the preferred programme contribute to key objectives, including wider transport and government objectives? 
What will constitute success for the programme, and how will it be measured? How will the benefits be realised? What wider impacts will the programme have? 
12.3	Programme benefits
How will the preferred programme deliver the desired benefits? Which programme activities make the greatest contributions to the benefits? When will the programme benefits be realised?
12.4	Programme risk
This section considers the risks associated with the programme. These can be broken down into the key risk areas such as:
technical
operational
financial
stakeholder/public
environmental and social responsibility
safety
economy
land use.
12.5	Value for money
This section will detail the results of the economic analysis. An indicative benefit cost analysis should be provided. Indicative benefit-cost ratio (BCR) ranges should be calculated for both individual activities and the programme as a whole. For more information see the EEM.
12.6	Sensitivity analysis
The forecasting of future costs and benefits at the programme level will involve a degree of uncertainty. Two types of uncertainty may occur: the first relating to the size or extent of costs or benefits, such as variations in construction, maintenance or operating and the other relating to the timing and scale of unpredictable events.
Summarise the sensitivity analysis undertaken what variables have been examined and what the impact on the programme BCR.
12.7	Assessment profile
The programme was assessed using the latest Transport Agency Investment Assessment Framework (IAF) criteria. An assessment profile of XXX has been determined for the programme using the Transport Agency’s funding allocation process as detailed below:
	Strategic fit of the problem, issue or opportunity that is being addressed:
	H/M/L

	Explain rationale ….
	

	Effectiveness of the proposed solution:
	H/M/L

	Explain rationale ….
	

	Economic efficiency of the proposed solution:
	H/M/L

	Explain rationale ….
	



12.8	Programme cost
Indicate the total financial cost of the programme, broken down by constituent activities.
12.9	Funding arrangements
Indicate how it is intended that these investments will be funded.
12.10	Affordability
Confirm the affordability of the overall programme, indicating any agreements or understandings in place with commissioning bodies and/or any affordability gaps.
12.11	Programme governance and reporting


APPENDIX A: INVESTMENT LOGIC MAP
[Include the investment logic map/ILM]


APPENDIX B: BENEFITS MAP
[include the benefits map/ILM]


[bookmark: _GoBack]APPENDIX C: STRATEGIC ALTERNATIVES AND PREFERRED PROGRAMME WORKSHOP TEMPLATES
[include the workshop templates, e.g. Assessment of alternatives summary table]
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