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Before you start: Strategic Assessment (SA) overview <link to SA planning guidance>
This document provides a template and guidance for completing a Strategic Assessment.
The Strategic Assessment is the first step in the Better Business Cases framework.  This is the strategic planning phase of initiative development, which shows the proposed the proposed project or programme’s strategic alignment and seeks approval to proceed to business case. 
Purpose of the Strategic Assessment

The purpose of this stage is to assess the strategic context for the proposal and to demonstrate to decision-makers that the investment they are considering aligns with strategic intentions and responds to a true business need.

A Strategic Assessment can be developed at either a Programme or Project level.  It: 

· outlines the strategic context and fit of the proposed investment (either at programme or project level), and alignment with government and organisational priorities

· outlines the case for change and considers the need for investment
· defines at a high level the outputs, outcomes and expected potential benefits

· provides an early opportunity for key stakeholders to influence the direction and structure of the proposal
· avoids too much effort being wasted developing proposals that should not proceed to  business case.

The Strategic Assessment answers these key questions:

· How does the proposal further the objectives of the organisation and fit within the wider strategic context in which the organisation operates?

· What are the drivers causing the organisation to consider an investment in change?

· Who are the main stakeholders and do we have their support?

The business case development process is organised around a ‘five case’ structure designed to systematically answer five key questions:
· Is there a compelling case for change? (Strategic case)
· Does the preferred investment option optimise value for money? (Economic case)
· Is the proposed option commercially viable? (Commercial case)
· Is the spending proposal affordable? (Financial case)
· Can the proposal be delivered successfully? (Management case).
During the Strategic Assessment development the project or programme’s Senior Responsible Owner (SRO) should use the Point of Entry/Scoping document to agree the business case approach (including methods, tools and effort) with the reviewer.  In the State Sector, investment-intensive agencies should engage with their Treasury Vote Analyst or Monitoring Agency representative to secure this agreement.
Text in blue italics is commentary and guidance for drafting purposes; delete it when no longer required.  The second part of this document provides guidance for each section, and is accessed by links from the template.
Introduction
The Strategic Assessment should outline exactly what the programme or project seeks to achieve, what the key drivers and high-level outcomes and potential benefits are and how it envisages the investment could be delivered.  The SA can often be used as the basis for subsequent communications, refocused to meet the information needs of different target audiences and formatting requirements.  It is also carried through into subsequent business cases as the Strategic Case; as such it should be reviewed and confirmed for each business case but unless the organisation’s context changes dramatically it should not need substantive work.
This Strategic Assessment outlines the strategic context for the investment proposal and the case for change.  The organisation has undertaken this strategic assessment to clearly define and validate the need to invest in change to objective(s) of project/programme.
…..
It seeks approval to develop a programme/ indicative / single stage business case to ....
Describe the scope and objectives of the investment proposal here in one to two sentences.  State clearly what decision-makers are being asked to consider or decide.

This Strategic Assessment:

· outlines the strategic context and fit for the proposed investment

· identifies the key investment drivers, in terms of the outcomes and benefits it is expected to deliver
· confirms the need for investment.
This initiative aligns with the following government priority/ies and subpriorities: (check against the current priorities, published in the government’s Budget Policy Statement on the Treasury website late every year)
This investment is expected to deliver the following outcomes and benefits:

· list high level benefits and outcomes…

Strategic context <link to guidance>
The purpose of this section is to concisely explain how the scope of the proposed investment fits within the existing business strategies of the organisation, in terms of the existing and future operational needs of the organisation, and how it aligns with sector and government priorities.  Supporting detail and documents can be included as annexes, or provided as links or references.
The strategic context provides an overview of the organisation and the outcomes that it is seeking to achieve, or contribute to, through its operations.
Organisational overview 
The key aims of the organisation are:

1. ...
The core activities of the organisation are…

The organisation employs … full-time equivalent staff, has annual expenditure of $… and manages the following assets and …
Analysis of the current and expected operating environments has identified the following key drivers for the organisation:
Alignment to existing strategies <link to guidance>
The Strategic Assessment starts to make the compelling case for an investment, by outlining the outcomes and benefits it will deliver and how these contribute to the organisation’s strategic objectives.

Outline how the proposal will help to achieve the business goals, strategic aims and plans of the organisation and/or wider government.  All significant outcomes and benefits should be identified from the perspective of the benefits to New Zealand (ie, wellbeing) unless otherwise agreed with the reviewer.  This recognises the wider perspectives of public value decision-makers when making resource allocation choices.
Relevant [Government/sectoral/ regional/organisational policies, strategies and goals] are:

1. ….

The investment proposal aligns to the following subset of these policies, strategies and goals:
[List]
The need for investment <link to guidance>
Having demonstrated that the proposal aligns with the organisation’s and the government’s wider objectives, the next step is to outline a clear rationale or compelling need to invest in change, by outlining:
· key drivers for considering an investment in change

· potential benefits of successful change.

This part of the Strategic Assessment documents the outputs of the workshop process.
A facilitated workshop was held on [dd mmm yyyy] with key stakeholders to gain a better understanding of investment drivers and the need to invest in change.  The stakeholder panel identified and agreed the following key [drivers for/problems to address by/opportunities to leverage by/benefits of] investing in change:

[text/table]
Key stakeholders 
Include a summary of the stakeholder analysis to date, including an influence/interest grid for key stakeholder groups.
Provide evidence of support from management and other key stakeholders of the need to invest.

The key stakeholders that have an interest in the expected outcomes or can influence the investment proposal have been identified.

..…

The process used to date to engage with key stakeholders and to build support for the need for change has been to:

Include a summary of the stakeholder analysis to date, including an influence/interest grid for key stakeholder groups.  More detail, including the stakeholder map, management plan and communications plan, can be included in the annexes and referenced here.

Investment reviews <link to guidance>
Gateway Reviews are mandated for projects and programmes in organisations in scope for Cabinet Office Circular CO(15)5, which have been assessed as High Risk (through completion and review of a Risk Profile Assessment) and thus require Gateway reviews.  
Delete this section if the initiative is not subject to Gateway Reviews.
A Gateway 0 (Strategic Assessment) has been undertaken on the proposal as part of the development of this Strategic Assessment.  The review recommendations have resulted in the following actions:

· …… 
Further Investment Reviews will be held at appropriate points after discussion with Treasury’s Investment Reviews team investmentreviews@treasury.govt.nz 
Next steps

This strategic assessment seeks approval to develop a programme/indicative/single stage business case to.... 

This decision is made by [name of body] and will be formally recorded by [name of formal record].
Annexes
The Strategic Assessment is expected to include a concise and brief outline of the strategic context and the need for investing in change. 
List/reference additional supporting detail here, or attach as annexes if required:

· Investment Logic Mapping deliverables, eg Investment Logic Map
· Organisation's Benefit Logic Map (if any)
· Draft outline Benefits Realisation Plan (at this stage benefits may be highly indicative and in narrative form, little more than a list of anticipated benefits)
· Draft outline/high-level Benefits (and Disbenefits) profiles so information can be gathered in a consistent format as it is identified
· Key strategy documents (eg Asset management plans, service plans, models of care, asset condition analyses, site masterplans)

· High-level requirements analysis describing what the investment is to deliver
· Evidence of stakeholder support
· Stakeholder management planning documents.
End of Strategic Assessment template.  
On completion of the Strategic Assessment, delete everything after this point.
Better Business CasesTM
Guidance - Strategic Assessment
About this document
This guidance and template assists organisations to develop and document a Strategic Assessment, as part of the New Zealand Government’s Better Business Cases framework, designed around an internationally recognised best practice standard, the five case model.

This document is part of the Better Business Cases guidance available on the Treasury website: https://treasury.govt.nz/information-and-services/state-sector-leadership/investment-management/better-business-cases-bbc 
The guidance outlined in this document applies until this document is updated or replaced.
What this document is not

This document does not comprehensively cover all the related aspects of business case development, although it describes where other relevant guidance fits.  These may include regulatory impact, economic assessment, procurement, risk management, Public Private Partnership (PPP), Treaty, programme/project management or assurance processes.  You should refer to any relevant policies, rules, expectations and practices that apply to your specific organisation or sector.

Key Changes from the previous version

The key changes to this guidance from the version dated 29 April 2016 are: 

· Integration of template and guidance to avoid business case developers needing to seek assistance in two places.

· Introduction of requirement to take a broad Wellbeing focus in the development of objectives and the identification of benefits

· Emphasising the focus in the Strategic Assessment on strategic outcomes and high-level benefits.

Questions and Feedback

General enquiries about the information contained in this guidance, and comments on how it could be improved: betterbusinesscases@treasury.govt.nz.  

For state sector agencies, any agency-specific questions should be addressed to your Treasury Vote team or departmental Monitoring Agency.
Strategic assessment: actions
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These Actions develop the Strategic Assessment, which outlines the case for change.  
Purpose of the Strategic Assessment

The Strategic Assessment assists decision-makers to determine whether the proposal should proceed to business case.  It determines how a programme or project aligns with other programmes and projects within the organisation’s business strategy and strategic portfolio, and supports wider public sector and government objectives.  This is carried through to later business case stages as the Strategic Case.  

Completing a Strategic Assessment provides the organisation and its key stakeholders with an early opportunity to influence the direction, scope and content of the project or programme.  It requires:
· A clear understanding of the organisation’s portfolio and the programmes and projects within it

· A detailed understanding of the business needs and service opportunities that the programme or project is seeking to address.

This information is best gathered in facilitated workshops with key stakeholders.
Structure of this guidance

This guidance is structured around the cases and actions.  The purpose of each action is described together with what is expected and the suggested evidence that should be provided.  It also contains tips and examples to assist business case developers.
A typical process for developing the Strategic Assessment for a potential project or programme:
1. Establish a project for the initiative; appoint the Senior Responsible Owner (SRO) to take the leadership role in the development of the Strategic Assessment and other project/programme initiation activities.
2. Identify key stakeholders, analyse their interest and influence and complete a stakeholder management plan.  This will inform the choice of attendees for the stakeholder workshops required to identify investment drivers.

3. Describe the proposal and draft the strategic context.  Use this as the basis for briefing workshop attendees.  

4. Arrange facilitated workshops with key stakeholders to identify and agree investment drivers (problems/ opportunities) in terms of the outcomes and benefits it is expected to deliver.  Note that Investment Logic Mapping (ILM) workshops with a certified facilitator are mandatory for high-risk programmes and projects.
5. Finalise the workshop outputs and draft the Strategic Assessment document. 
6. If required, draft the Risk Profile Assessment
 and Point of Entry/Scoping document
 and arrange a meeting with the business case reviewer (or monitoring team) to agree the process, the level of effort and any additional assurance requirements (including Gateway review, Regulatory Impact Analysis and Independent Quality Assurance).

7. Present the final draft Strategic Assessment (and any supporting documentation) for review, including Gateway Review where required.  Incorporate feedback.

8. Finalise the Strategic Assessment, seek final signoff from the SRO and submit for approval to proceed to further (Indicative or Programme) business case development.

Wherever possible, reuse or reference materials that have been prepared as part of the organisation’s strategic planning and portfolio management process; Annual Plan, Statement of Intent, Long Term Investment Plan, Asset Management Plans, Information Systems Strategic Plan, or other planning documents, eg MoE’s Strategy and Operating model, strategic Defence policy statement.
State sector organisations should consider whether Ministerial or Cabinet engagement is required for the Strategic Assessment.  For assessments where there is a high level of national change or a very high level of expected investment it may be appropriate to give Ministers or Cabinet visibility of the assessment to raise their awareness.

Suggested methods and tools

Methods and tools identified in this guidance, and others that can be used in this and other stages of the business case: https://treasury.govt.nz/information-and-services/state-sector-leadership/investment-management/better-business-cases-bbc/bbc-methods-and-tools
<back to template>
Strategic context
The purpose of this work is to consider and outline the alignment of the proposed investment with agreed strategies and priorities.
Provide an organisational overview

The scope of the organisational focus will determine the scope of the investment proposal.  For the purposes of BBC, ‘an organisation’ can be a single agency or can include multiple agencies, business units or groups of people structured and managed to meet a need or to achieve common goals.

Provide 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 key areas of focus are:

· main outcomes, impacts and objectives that the organisation is trying to achieve

· the nature and scope of the organisation’s activities and services (outputs), key stakeholders and customers

· the current environment and context, including how the organisation intends to respond to changes and possible risks.  Consider:
· Strengths, Weaknesses, Opportunities and Threats analysis (SWOT)
· external drivers for the investment proposal – these can be political, economic, social/ demographic, technological, legislative, environmental, and/or commercial (PESTLE).

<back to template>
Demonstrate strategic alignment

The proposed investment should contribute to, and be consistent with, existing strategic business planning.  Demonstrate how the proposal aligns to relevant national, regional, sector and organisational strategies, including:
· government priorities and policy decisions; 
· organisational, sectoral, and regional strategies
· organisational, sectoral, and regional priorities and goals

· other projects or programmes planned or underway.

Note that all new spending initiatives to be submitted for Budget Bid must demonstrate alignment with the Government’s overall priorities, present a strong intervention logic and evidence, show cost and impact understanding and provide a strong narrative on how the assumed outcomes of the initiative will impact on wellbeing, for example through use of the Living Standards Framework
.  Wherever possible, the initiatives should also demonstrate cross-agency and cross-portfolio collaboration. 

Where the proposed programme or project is intended to contribute to shared outcomes across multiple organisations, or where expected outcomes contribute to other related projects or programmes, clearly show these linkages and interdependencies.

Don’t repeat the detailed content of existing business planning documents - provide a brief summary and references.
Suggested evidence

Show the linkages to organisational strategic planning documents and other project documents, for example:

· white papers and overall business strategy

· service models, e.g. models of care in the health sector, service plans

· investment plans, e.g. Long-Term Investment Plan (LTIP), Information Systems Strategic Plan (ISSP)

· corporate strategies, e.g. cybersecurity strategy

· detailed asset planning information, e.g. asset condition assessments, geotechnical assessments, Master Site Plans
· documents prepared elsewhere in the project, e.g. business needs analysis, high-level user requirements, results of Discovery/Feasibility exercises. 
Development of these business planning documents is not part of the business case process; they provide necessary context and overarching strategy and information from them is required as input for analysis.  If these documents do not exist, the SRO and the organisation executive should consider whether the organisation is ready to proceed to business case, or should initiate work outside the programme or project to address strategic planning gaps.
<back to template>


Identify key stakeholders

Different stakeholder groups can add specialist judgements, perspectives and skills at different stages.  As part of documenting the need for investment, start by developing a stakeholder plan that identifies the stakeholder groups, internal or external to the organisation, 
Those key stakeholders who can help identify key drivers and potential benefits should be identified and engaged early.  See your Project/Programme Management Office or standard project/programme management methodologies for guidance on stakeholder management.
Include a summary of the stakeholder analysis to date, including an influence/interest grid for key stakeholder groups.  More detail, including the stakeholder management plan, can be included in the annexes.

Provide evidence of support from management and other key stakeholders of the need to invest.

Outline the need for investment

Having demonstrated the strategic context for the investment proposal and identified key stakeholders, the next step is to determine if there is a compelling need to invest in change by outlining:

· What are the key drivers for considering an investment in change?

· Is there evidence to confirm both the root causes and effects of any problems?

· Are the potential gains of successful change likely to be worthwhile? 

· Is the investment proposal a good idea?

· Is there strong evidence of support from management and other key stakeholders?
We strongly recommend a facilitated workshop process to help identify the need for investment, and to develop the case for change.  This enables:
· early engagement with key stakeholders and encourages them to be active participants in the decision-making process
· participants to think about and agree the investment drivers, rather than focussing on detailed solutions too early
· the development of a collective agreement and shared understanding of the need for the investment.

The objective is to provide clarity, challenge and consensus.
These initial facilitated workshops are more effective if: 

· an experienced and expert facilitator is employed to help extract the investment story
· the SRO (investor) attends as a key participant to provide direction and shape the proposal

· a focussed group (say 12 or fewer) of key stakeholders with authority to act are invited 
· the duration of the workshop is limited (say to two hours) to both obtain commitment from senior people and enable a focussed and strategic discussion
· a structured process is used that helps to ensure a successful outcome.

One approach is to use is Investment Logic Mapping
, the Victoria Department of Treasury and Finance (DTF) Investment Management Standard.  This uses workshop-based tools to aid the development of the investment story.  These facilitated workshops will outline the drivers, problems or opportunities identified by key stakeholders.  They are also an opportunity to identify at a very early stage whether an initiative should proceed or whether the organisation has sufficient support or sufficient information to progress.
· The use of the first two workshops (problems and benefits) is mandatory for those State Sector capital expenditure, lease and asset disposal proposals that require Cabinet approval under the terms of Cabinet Office circular CO(15)5
 and have been assessed as High Risk. 
· Other organisations and non-high-risk programmes and projects may also benefit from the use of ILM, or may use other workshopping methods in which they have experience. 
In addition to stating any high level statements of problems or opportunities, provide additional context, background and evidence to support each statement.  In particular identify the root causes as well as symptoms.  Where applicable include the investment logic map deliverables as annexes.

What’s expected?

Describe the key investment drivers and the likely improved outcomes (to the organisation, users and/or the wider society) of investing in change.

An investment driver is a rationale for changing some aspect of the organisation or what it does.  The proposed change can be:

· vision-led – the organisation wants to change direction
· emergent – the organisation needs to improve its performance, and/or 

· compliance-based – the organisation must change to comply with legislative or regulatory requirements. 

Drivers for change can be problem statements or opportunities for change.  They can result from changing political priorities or regulatory requirements, new technologies and work practices, increasing competition, changing trends for the demand for goods and services or limited access to resources or inputs. 
Internal drivers may be strengths or weaknesses, both existing or expected.  Strengths provide opportunities for leverage; weaknesses may have to be addressed. 

The benefits workshop should identify the key outcomes and benefits expected from the initiative and how they align to strategic priorities for the government, sector and/or agency
. At this stage they can be very high level; it may be useful to group them, where possible, against you agency’s or sector’s Wellbeing Framework or under the ‘four capitals’ of the Treasury’s Living Standards Framework
; this categorisation will be useful for the Economic Case analysis in later business cases.  Key disbenefits should also be identified here.
Consider whether the net benefits to stakeholders (as there are likely to be both winners and losers) from investing in change is likely to be significant enough to warrant the costs and risks of investing in change. 
Early estimates of the costs and risks of not investing should be considered, and should be supported by available evidence.
Evidence

Demonstrate that the proposal is a good idea in terms of drivers for, problems to address by, opportunities to leverage by, and/or benefits of investing in change.

Show strong evidence of support from key stakeholders (eg attendance at workshops, statements of support)
<back to template>



Appendix 1: The 34 Better Business CasesTM actions
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�	Appendix One of this document lists the 34 business case development actions.


�	� HYPERLINK "https://treasury.govt.nz/information-and-services/state-sector-leadership/investment-management/think-investment-possibilities/risk-profile-assessment" ��https://treasury.govt.nz/information-and-services/state-sector-leadership/investment-management/think-investment-possibilities/risk-profile-assessment�


�	�HYPERLINK "https://treasury.govt.nz/publications/guide/better-business-cases-significant-investment-proposal-point-entry"��www.treasury.govt.nz/publications/guide/better-business-cases-significant-investment-proposal-point-entry� 


�	PESTLE(C) and SWOT analysis tools: � HYPERLINK "https://treasury.govt.nz/information-and-services/state-sector-leadership/investment-management/better-business-cases-bbc/bbc-methods-and-tools" �https://treasury.govt.nz/information-and-services/state-sector-leadership/investment-management/better-business-cases-bbc/bbc-methods-and-tools� 


�	� HYPERLINK "http://www.treasury.govt.nz/information-and-services/nz-economy/living-standards/our-living-standards-framework" �www.treasury.govt.nz/information-and-services/nz-economy/living-standards/our-living-standards-framework�


� 	�HYPERLINK "https://treasury.govt.nz/information-and-services/state-sector-leadership/investment-management/better-business-cases-bbc/bbc-methods-and-tools"��www.treasury.govt.nz/information-and-services/state-sector-leadership/investment-management/better-business-cases-bbc/bbc-methods-and-tools� 


� 	�HYPERLINK "http://www.dpmc.govt.nz/cabinet/circulars/co15/5"��www.dpmc.govt.nz/cabinet/circulars/co15/5�


�	�HYPERLINK "https://treasury.govt.nz/publications/guide/managing-benefits-projects-and-programmes-guide-practitioners"��www.treasury.govt.nz/publications/guide/managing-benefits-projects-and-programmes-guide-practitioners� 


�	� HYPERLINK "http://www.treasury.govt.nz/information-and-services/nz-economy/living-standards/our-living-standards-framework" �www.treasury.govt.nz/information-and-services/nz-economy/living-standards/our-living-standards-framework� 
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