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ITS Project Business Case Guidelines



· Header – Update the header with your project name and date.   
1) Executive Summary (business specific)
Clearly articulate the business reason(s) and recommended solution for this project. Should be clear and concise, no more than 2 pages. It may be easier to complete this section if you document the project details associated with the Project Overview section first.

· Project Name – Name of the project; the project name should represent the project need / opportunity (vs. solution). 
· Project Sponsor – Include the following: a) sponsoring organization / department, b) name and title of business/department sponsor and c) name & title of ITS sponsor.

· Business Need – Describe the issue or situation, pertaining to the business, which needs to be answered or resolved (why are we doing this).

· Regulatory Compliance – Describe if this project is required to comply with regulatory mandates.
· Strategic Linkage – Describe how the project’s business objective(s) relate to Boston College’s Strategic Plan (Towers of Excellence), address multiple towers if appropriate; if the project does not relate to any towers or is inconsistent with the strategic plan; explain why the project is being proposed.

· Summary of Options Considered – Describe the options available to address the business need; for each option briefly describe the scope, financials and high-level milestones. For example, in order to provide missing functionality X, we could implement a 3rd party solution, upgrade BC’s existing application Y to include this functionality or develop a new custom application. Implementation of the 3rd party solution would be the most expensive (approximately $x), take approximately x months to implement, have minimal impact on BC development resources, and would need to be implemented over spring or summer break due to the impact to students, faculty and  staff.

· Preferred Option and Justification – Of the options described in section 2.5, document the option you recommend (with high-level milestones) and why. For example, in order to provide missing functionality X, we recommend upgrading BC’s existing application Y to include this functionality. This solution provides the biggest benefit to BC while minimizing risk and reducing the development / implementation cycle. 

· Summary of Financial Impact – For the recommended solution, summarize the implementation and operating financial information (including funding sources) and cost savings (details provided in Financial Data section).

· Risk of Doing Nothing – Describe the impact to the business if this project is not selected for implementation; include impact to students, faculty or staff, impact to future projects or organizational direction, missed opportunities, financial or scheduling impact.

· Client community readiness – Describe the readiness of the client community to use or adopt the project’s recommended solution.
· Recommendation and Benefit – Summarize the project’s recommended solution and how it will address the business need; how does it benefit Boston College (student, faculty, staff or community). For example, we are doing _____ to make _______ better, as measured by ______ which is worth _________.

2) Project Overview (solution specific)

Provide the project overview; additional project details and elaboration of the Executive Summary section.

· Opportunity – Describe from a project perspective, what you are doing and why you are doing it; what other systems, services, applications, events, departments, policies or procedures will be impacted by this project. For example, improve existing service, increase service quality, new initiative, save cost, increase client satisfaction, correction, etc.

· Problem Description – Describe from a project perspective what the problem is (qualitative and quantitative). If correcting current state: document background/current state, impact and correction. If changing current state or new opportunity: document current state, future state, gap, alternatives and recommendation.

· Solution and Alternatives – Describe from a project perspective what the solution options are (no more than 3 or 4 options).

· Options – Describe each of the project’s alternatives with their associated high-level pros/cons and cost estimates. 

· Recommended Solution – Describe in more detail the recommended project solution (scope, timeline, and cost) and rationale. Note: ITS Admin Services will cut/paste this section into the ITS Appropriations Description.
· BC Technology Standards – Describe how this solution complies with BC standards and integrates with BC systems.

· Audience – Describe who the project stakeholders are: sponsor, project manager, project team and affected/impacted users.

· Scope and Boundaries – Describe what IS & what is NOT included in this project’s recommended solution (limits / constraints). For example, the Exchange project will only migrate faculty/staff email and calendars; students are not addressed under this project

· Critical Success Factors – Describe this project’s recommended solution dependencies / prerequisites and completion criteria; what must happen in order for this project to be a success. For example, Project X must complete before this project can start (it will provide the updated baseline required by this project)

· Risks of proceeding – Describe the risks (within your control and beyond your control) and risk mitigation strategies associated with this project’s recommended solution.

· Financial Data – Document the implementation and operating financial data details, including funding sources, for this fiscal year and the next three (3) fiscal years.

· Estimate of Implementation Expenditures and Funding – Update project expenditures table.

· Estimate of Operating Expenditures and Funding – Update operating / maintenance table; include expenses associated with additional headcount required to support the new system.

· Cost Savings – Update costs savings table; for anticipated savings by implementing this project’s recommended solution; if replacing a system, what maintenance or headcount savings would occur.

· Data Sources and Methods – Describe how you derived or established the financial data; what was your source and method for gathering and analyzing the data. For example, based on department budget, similar project, vendor estimates RFI/RFP results, federal travel & living guidelines, etc.

· Benefits – Describe the results or benefits of this project’s recommended solution.

3) Project Plan (project specific)
Provide the high-level project plan; additional project details and elaboration of the Project Overview section
· Project Governance – Describe the project construct; how will this project be organized and managed.
· Project Approach – Describe the scope of this project and how this project will be implemented; how and when will development, training, communications, documentation, transition and support be provided.

· Project Resources – List the roles and responsibilities of the project stakeholders and project team.
· At a minimum, define the Project Sponsor, the Project Manager and the Project Financial Manager

· Project Financial Manager (FM) – The person who is responsible for managing the project’s financial budget and associated requisitions/PO, etc.; an ITS role, not a job title; note this person may also be the project manager

· Project Manager (PM) – The person assigned to lead the team to achieve the project objectives; an ITS role, not necessarily a job title; note this person may also be the project financial manager

· Project Sponsor – The person who defines the project’s strategic objectives and typically provides the financial resources
· Project Schedule – Document the project schedule and major milestones for Initiation, Planning, Execution/Control and Close (Gantt chart with resources preferred).

· Project Transition – Describe the plan to transition this project into operations mode: who will own this once implemented, who will users’ contact for help.
4) Business Case REviews
· Identify who is the responsible individual (customer) who reviewed and approved the department/business requirements.

· Identify who reviewed and approved the technical solution.  In some projects this requires an Architecture Review, in which case you must include the Service Center ticket number as well.

· Identify who reviewed and signed off on the ITS financial data; this should be the Director of the ITS department funding the expenditure or the ITS BPPS Director.

· Identify who prepared this document.   
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