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Pro-forma for IT Business Case  
 

[To get started, delete this and the next page and save your document using the name 

of your project.] 

In preparing an IT business case, you may find you are unsure of the answers to some 

of your own questions. An example of a recently approved business case can be 

provided on request. 

 

Please refer to the IT Projects Policy (Appendix Four), which gives detailed guidance.  

 

The people that can help you are: 

 

XXX (Head of Informatics Programme, Ext XXX) - oversees all Trust IT projects and 

facilitates their delivery. This is your first point of contact. 

 

XXX (Head of IT, Ext XXX) – the Trust’s IT technical lead, and is therefore able to assist 

with any technical questions you or a supplier may have. 

 

XXX (Information Governance Manager, Ext XXX) – can provide assistance with any 

concerns raised by the Privacy Impact Screening process (Section A5), or any other 

information governance issues. 

 

There are two parts to the proposal. The first is the actual business case, providing 

the background information and the benefits you aim to realise. It also details costs 

and implications. Delete the advice provided under each heading and replace 

with your own detail. 

 

Part Two consist of questions for you and the supplier (if you have one) to fill in. This 

will help gauge the actual work required to be carried out by the various departments 

involved (IT Technical, Information, IT Training, IT Helpdesk). 

 

On completion of this document, please send it electronically to the Head of 

Informatics Programme Management. 
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Approval Process 

All IT Projects must go through an approval process, regardless of where the funding is 

provided from.  

 

IT projects are divided into four categories: 

 

Small-scale project: overall implementation costs are under £25k and the scope of the 

project affects a small number of users, usually within one or two departments. 

Small-scale projects will be approved within Health Informatics. In the event that a small-

scale project is not approved by the department, it will be referred to the Health Informatics 

Group for final decision. The intention here is to ensure small projects are not held up unduly 

by the approval process, and to ensure the time of the Health Informatics Group is not spent 

on approving low-impact projects. 

 

Medium-scale project: overall implementation costs are between £25 and £100k and/or the 

scope the project affects many users across the Trust. Medium-scale projects must be 

submitted to the Health Informatics Group for approval. 

 

Large-scale project: overall implementation costs are between £100k and £1m. These fall 

into two categories. 

 

£100k - £250k 

Sign off required from Health Informatics Group and Trust Executive Committee 

 

£250k - £1m  

Sign off required from Health Informatics Group, Trust Executive Committee and Finance 

Committee 

 

Very Large-scale project: overall implementation costs are over £1m. Very large-scale 

projects must be submitted to the Health Informatics Group for approval, and then 

subsequently be submitted to the Trust Executive Committee, the Finance Committee and 

finally be submitted to the Trust Board. 
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PURPOSE OF DOCUMENT 
The purpose of this document is to establish why the forecasted effort and time will be worth 
the expenditure and to obtain approval for delivery of the project. 
 
It should clearly outline the rationale for the investment, together with the estimated cost of 
development and implementation against the risks and anticipated benefits and savings to 
be gained. 

 

Project Details: 

Project Name  

Project Reference  

Sponsor  

Head of Informatics Programme Laura Ellis-Philip 

Project Manager  

Date  

1  

Document History: 

Version Date Author Amendment History 
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1. Background Information 
 

[Delete the advice in blue text provided under each heading and replace with your own 

detail.] 

[This section explains the setting, background and context for the project. State why the 

project is being initiated and what the drivers are for change.  

Provide a clear summary of what is being proposed and why. You may find it easier to 

complete the summary last] 

 

2. Strategic Rationale 
[Explain how the project is aligned to Trust objectives. You should consider the following: 

Trust’s Integrated Business Plan, the Trust’s Strategic Objectives, the Annual Plan for the 

relevant Division and the Health Informatics Strategy.]  

 
 

3. Desired Outcomes (Outline of the Proposed Solution) 
 [This section should provide a clear picture of the future state once the project has been 

successfully completed. Describe what will be different when the project is completed.  

For example, “The desired outcome of the project is...” or “On successful completion of the 

project, the Trust will have...”] 

 

1.1 Objectives 
 

[List the project objectives that will lead to the desired outcome in this section.  If necessary, 

split these into the project stages] 

 

Objective How will it be 

measured 

Baseline Target 

    

    

    

    

 

4. Options Appraisal 
[Provide a summary of all the options that have been considered in developing this business 

case. Include a “Do nothing” option and alternative options for delivering the outcome, 

stating clearly which the preferred option is and why]   

 

Option Advantages Disadvantages Cost 
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Option 1: Do 

nothing 

 

   

    

    

    

 

5. Benefits 
[Provide a description of the benefits (both financial and non-financial the project will deliver 

and an estimation of the value.  Benefits should be quantified as far as possible in financial 

terms, and this should be done in consultation with the finance team]   

 

Benefits summary analysis 

Description of 

Benefit 

What will good 

look like? 

How will it be 

measured 

When will it  be 

delivered 

Financial benefits 

Recurrent/Non 

recurrent 

£ 

     

     

     

 

[Any non-tangible benefits should be listed in this section as well] 
 

6. Costs 
 [Give details of all costs, including software, hardware, installation, training, maintenance and 

support. There may be initial capital costs and then on-going annual maintenance, support, 

licence, server, and storage costs. Any large scale project will incur a cost for IT backfill - 

contact IT for guidance. You may also require additional project management and these 

costs also need to be detailed.] 

 

 Year 1 

Cost 

On-going 

Costs 

Estimated 

or  

Actual? 

Capital or  

Revenue? 

Software application cost     

Licence fee     

Virtualised server     

Storage costs     

Implementation costs     

     

Training costs      

Project Management Costs     
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Capital Subtotal      

Contingency = 10%     

Capital Total     

     

Revenue Costs     

Annual Support      

     

Total Revenue     

Total Cost of Project     

 

7. BUDGETARY REQUIREMENTS 

[Include where funding is coming from – is it a request for capital or is there other funding 

available, e.g. your own department, League of Friends, another charitable fund. Ask your 

directorate accountant for assistance with this section. Any ongoing revenue costs must be 

accounted for with Cost Centre Code included. ] 

 

Funding Requirement Department Cost Centre Code 

Capital Funding 

[Carol Haskell is in charge of 

Capital funding requests] 

  

Revenue Funding   

Support and Maintenance 

Year 0 (i.e. the year the 

contract starts) 

  

Support and Maintenance 

Year 1 onwards 

 

 [This box must be filled in.] 

On-going BAU staff costs?   
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Risks 

[Outline any known risks you have identified with the implementation. How likely these to 

occur and what would be the impact on the project if they did occur? What mitigating 

actions might be taken to reduce the risks?] 

Description of risk Mitigating actions Likelihood 

Low/Medium/High 

There is a risk that… 

 

  

   

   

   

 

8. Procurement Route 
[Do you need to undertake any procurement activity for the project?  If so, state the intended 

route and supplier selection processes that will be undertaken] 

 

9. Transition to Business As Usual (BAU) 
[It is important to reach project closure and move to business as usual. Failed projects often 

fail to make this transition, with day-to-day tasks remaining with the wrong person in the 

project team. Ideally, any new tasks or responsibilities should be taken up by existing staff 

within the structure, although there are times when a new role is required, in which case this 

should be clearly detailed and costed in the business case.  

 

Describe how the implementation will move from being a project to business as usual. You 

need to detail the tasks and responsibilities, including identifying the Information Asset 

Owner and the Information Asset Administrator. Who will manage user accounts? Who will 

look after any local configuration changes to the system? Who will troubleshoot? Who will 

ensure any new processes are documented and followed by staff. Who will be responsible for 

training new staff?]  

 

 

10. Project Organisation 
[Describe with the aid of diagrams the structure of the project’s organisation and the 

resource requirements.]  

 

1.1 Project Board 
[Identify Project Board members and their roles on the Project Board. The PMO can help you 

identify the key roles that should be part of a Project Board.] 

 

Role Name Title 

Project Sponsor   
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Project Manager   

Finance Lead   

PMO   

   

 

1.2 Project Management Team 
[Show the management structure of the team that will deliver the project, what are their roles 

and identify the people that will undertake those roles. The PMO can help you identify the 

structure and roles that should be part of a Project Team.] 

 

Role Name Title 

Project Manager   

   

   

   

 

11. Project Plan/Timeline 
[Provide a high level timeline for the implementation, with the main project stages and key 

milestones identified.] 

Milestone Planned Completion 

Stage One 

  MM/YYYY 

  MM/YYYY 

  MM/YYYY 

Stage Two 

  MM/YYYY 

  MM/YYYY 

 

12. Financial appraisal  
[If the project has significant costs associated, this section should contain the financial details 

of the project expenditure, the anticipated benefits or income and the net present value. 

You may wish to work with your finance lead for help in developing a model that reflects the 

details of your project.  Attach the details as an appendix and include a summary here. ] 
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Part Two 
Checklist for the Approval of a new Information System 

N.B. If you require a bespoke system to be created for you, you are asked to answer only 

those questions you are able to at this stage. 

 

Section A – Questions for the Department procuring the system 

 

Name of System: 

 

Name of Person completing the form: 

 

 

A1. Purpose of the system 

 

A1.1. What is the system for? 

 

A1.2. What is the proposed implementation or completion date for the system? 

 

A1.3. Is the system a replacement for an already existing one, or entirely new? 

 

A1.4. Who will be using the system? 

 

A1.5. How frequently/intensively will the system be used? (e.g. 24x7, 9-5, an hour a day, 

once a week; by 1, 3, 20, 500 users) 

 

 

A2. Information/data 

 

A2.1. Who is going to be the Information Asset Owner? 

 

A2.2. Please confirm that the Information Asset Owner has read and understood the 

Information Security Policy and the Information Asset Owner Roles and 

Responsibilities document. 

 

A2.3. Who is going to enter data, and keep it up to date? 

 

A2.4. How will data be imported into the system? 

 

A2.5. How will data be extracted from the system? (e.g. printed reports, screen views, html, 

csv files etc.) 
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A2.6. Will interfaces to other systems be required?  If so please specify which and how this 

will be achieved. 

 

A2.7. If the system is a replacement for one already in use, will data be migrated from the 

old to the new? 

 

A2.8. If not, will the old system need to be maintained to provide access to the data?  And 

for how long? 

 

 

A3. Security 

 

A3.1. What process will be in place to authorise, create, modify, and remove users, and who 

will be responsible for this? (User account management) 

 

 

A4. Administration, Support and Maintenance 

A4.1. Who will be the system administrator? 

 

A4.2. How many users will there be per seat and concurrently? 

 

A4.3. What level of uptime is required? (e.g. 9-5 weekdays only or 24x7) 

 

A4.4. What training is required and who will provide the training? 

 

 

A5. Privacy Impact Screening Process 

In accordance with the Privacy Impact Guidelines, as set out by the Information 

Commissioner’s Office in June 2009, a Privacy Impact Assessment (PIA) may need to be 

carried out. The section below is a screening process.  

 

If you are in any doubt, contact the Information Governance Officer for further 

guidance.  Detailed information and the Privacy Impact Assessment guideline can be 

found on the ICO website. 

 

Technology 

A5.1. Does the project apply new or additional information technologies that have 

substantial potential for privacy intrusion?  

Examples include, but are not limited to, smart cards, radio frequency identification (RFID) 

tags, biometrics, locator technologies (including mobile phone location, applications of 

global positioning systems (GPS) and intelligent transportation systems), visual surveillance, 

digital image and video recording, profiling, data mining, and logging of electronic traffic. 
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Identity  

A5.2. Does the project involve new identifiers, re-use of existing identifiers, or 

intrusive identification, identity authentication or identity management 

processes?  

Examples of relevant project features include a digital signature initiative, a multi-purpose 

identifier, interviews and the presentation of identity documents as part of a registration 

scheme, and an intrusive identifier such as biometrics. All schemes of this nature have 

considerable potential for privacy impact and give rise to substantial public concern and 

hence project risk.  

 

 

A5.3. Might the project have the effect of denying anonymity and pseudonymity, or 

converting transactions that could previously be conducted anonymously or 

pseudonymously into identified transactions? 

Many agency functions cannot be effectively performed without access to the client's 

identity. On the other hand, many others do not require identity. An important aspect of 

privacy protection is sustaining the right to interact with organisations without declaring 

one's identity. 

 

 

Multiple organisations  

A5.4. Does the project involve multiple organisations, whether they are government 

agencies (eg in 'joined-up government' initiatives) or private sector 

organisations (eg as outsourced service providers or as 'business partners')?  

Schemes of this nature often involve the breakdown of personal data silos and identity silos, 

and may raise questions about how to comply with data protection legislation. This 

breakdown may be desirable for fraud detection and prevention, and in some cases for 

business process efficiency. However, data silos and identity silos are of long standing, and 

have in many cases provided effective privacy protection. Particular care is therefore needed 

in relation to preparation of a business case that justifies the privacy invasions of projects 

involving multiple organisations. Compensatory protection measures should be considered.  

 

 

Data  

A5.5. Does the project involve new or significantly changed handling of personal data 

that is of particular concern to individuals? 

The Data Protection Act at s.2 identifies a number of categories of 'sensitive personal data' 

that require special care. These include racial and ethnic origin, political opinions, religious 

beliefs, trade union membership, health conditions, sexual life, offences and court 

proceedings.  

There are other categories of personal data that may give rise to concerns, including financial 
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data, particular data about vulnerable individuals, and data which can enable identity theft. 

Further important examples apply in particular circumstances. The addresses and phone-

numbers of a small proportion of the population need to be suppressed, at least at particular 

times in their lives, because such 'persons at risk' may suffer physical harm if they are found. 

 

 

A5.6. Does the project involve new or significantly changed handling of a considerable 

amount of personal data about each individual in the database? 

Examples include intensive data processing such as welfare administration, healthcare, 

consumer credit, and consumer marketing based on intensive profiles.  

 

 

A5.7. Does the project involve new or significantly changed handling of personal data 

about a large number of individuals?  

Any data processing of this nature is attractive to organisations and individuals seeking to 

locate people, or to build or enhance profiles of them. 

 

 

A5.8. Does the project involve new or significantly changed consolidation, inter-

linking, cross-referencing or matching of personal data from multiple sources?  

This is an especially important factor. Issues arise in relation to data quality, the diverse 

meanings of superficially similar data-items, and the retention of data beyond the very short 

term.  

 

 

 

Exemptions and exceptions  

A5.9. Does the project relate to data processing which is in any way exempt from 

legislative privacy protections?  

Examples include law enforcement and national security information systems and also other 

schemes where some or all of the privacy protections have been negated by legislative 

exemptions or exceptions.  

 

 

A5.10. Does the project's justification include significant contributions to public 

security measures? 

Measures to address concerns about critical infrastructure and the physical safety of the 

population usually have a substantial impact on privacy. Yet there have been tendencies in 

recent years not to give privacy its due weight. This has resulted in tensions with privacy 

interests, and creates the risk of public opposition and non-adoption of the programme or 

scheme. 
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A5.11. Does the project involve systematic disclosure of personal data to, or access by, 

third parties that are not subject to comparable privacy regulation? 

Disclosure may arise through various mechanisms such as sale, exchange, unprotected 

publication in hard-copy or electronically-accessible form, or outsourcing of aspects of the 

data-handling to sub-contractors.  

Third parties may not be subject to comparable privacy regulation because they are not 

subject to the provisions of the Data Protection Act or other relevant statutory provisions, 

such as where they are in a foreign jurisdiction. Concern may also arise in the case of 

organisations within the UK which are subsidiaries of organisations headquartered outside 

the UK.  

 

 

 

N.B. Please see below for Section B, Questions to be sent for completion to the System 

Supplier, if applicable.
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Section B – Questions for the System Supplier 

 

 
 

B1 Information/data 

 

B1.1. Does the system hold the NHS number? 

 

B1.2. Are the data definitions compatible with the NHS Data Dictionary? 

 

B1.3. How will internal reference files (e.g. GPs and practices) be kept up to date as 

changes are announced nationally? 

 

B1.4. Is any data to be pre-loaded (e.g. patient details from PAS)? If yes, how will this 

be done? 

 

 
B2 Security 

 

B2.1. Can access to data be controlled according to role or by user? (Access 

privileges) 

 

B2.2. Is Password policy configurable to the Trust standard? (e.g. length/complexity 

of password and frequency of change) 

 

B2.3. Can system access and activity be audited? (e.g. are system logs maintained, 

and what do they record) 

 

B2.4. Can data export be monitored and/or controlled? 

 

B2.5. Is Data transferred between PC and Server and is this encrypted or protected in 

any way? 

 

 
B3 Administration, Support and Maintenance 

 

B4.1. Who will install the system on the server and on clients, and how will this be 

done? 

 

B4.2. How will the system be backed-up? (e.g. will daily database dumps be 

scheduled) 
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B4.3. What disaster recovery is available? 

 

B4.4. Is system support available from the supplier? 

 

B4.5. Will remote system support be desired? If so, how will this be provided? (e.g. 

NHSnet/N3, dial-in; using VNC, PC anywhere etc.) 

 

B4.6. What user support is provided by the supplier? 

 

B4.7. Are there regular upgrades to reflect any statutory changes? 

 

B4.8. Are upgrades included in the contract, and if so how frequent are they? 

 

B4.9. How will upgrades be applied? 

 

 

B4 Technical 

 

B4.1. What languages or tools is the software developed in? (i.e. development 

environment) 

 

B4.2. What RDBMS is used? (i.e. database system and file format) 

 

B4.3. Are other applications involved? (e.g. Word processor, Spreadsheet, Web-

browser) 

 

B4.4. Is it single or multi-user? 

 

B4.5. Where multi-user, are the necessary licences for all components supplied? 

 

B4.6. Is the system standalone or networked? 

 

B4.7. If networked, give details of both server-side and client -side requirements for 

the following: 

 

B4.8. What hardware platforms does it run on? (e.g. Intel, Alpha, Sun, Mac) 

 

B4.9. What operating systems and versions are supported? (e.g. Windows9x, NT4, 

Win2000/XP, Novell Netware 5/6, GNU/Linux, Solaris etc.)  

 

B4.10. Target hardware specification. (Processor, RAM, Disk space) 

 

B4.11. Minimum and Maximum storage space required. 
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B4.12. What software components need to be installed? (e.g. java VM, ODBC drivers, 

exe files, dlls, NLMs, Windows Services, Unix daemons) 

 

B4.13. Are drive mappings required? If so how many and what type (UNC or letter)? 

 

B4.14. What networking protocols are supported, and which ports are used? 

 

B4.15. What type and volume of data traffic will the system generate? 

 

B4.16. Is the system web-enabled? 

 

B4.17. If the System is not web-enabled, what plans does the supplier have for making 

it so? 

 

B4.18. If web-enabled: 

 

B4.19. Which web server(s) does it run on (e.g. Apache, IIS) 

 

B4.20. Is it compatible with all browsers, or does it require a specific variety and/or 

version? (e.g. IE6, Netscape 7, Firefox 3) 
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Appendix Two – Health Informatics Strategy 

 

Appendix Two

 
Appendix Three – Chapter Three of Integrated Business Plan 

 

Appendix Three

 
Appendix Four – IT Projects Policy 

Appendix Four
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Appendix Five: IT Projects Checklist 
[You may find this useful to ensure processes are followed] 

 

 

 

Task Owner Completed 

1. IT Business Case Pro-forma Project Lead  

2. First submission to Head of Informatics 

Programme, six weeks prior to meeting of 

Health Informatics Programme Board 

Project Lead  

3. Final submission to Head of Informatics 

Programme, two weeks prior to meeting of 

Health Informatics Programme Board 

Project Lead  

4. Presentation to Health Informatics 

Programme Board 

Project Lead  

5. Approval and Prioritisation Number Health 

Informatics Group 

 

6. Project Board established if required Project Lead  

7. Project Initiation Document to be 

submitted to Head of Informatics 

Programme/Project Board 

Project Manager  

8. Project Plan to be submitted to Head of 

Informatics Programme/Project Board 

Project Manager  

9. Project Team established Project Manager  

10. Workstreams established if applicable Project Manager  

11. Additional documentation prepared if for 

large- or very-large-scale projects 

Project Manager  

12. Procurement process begins Project Lead with 

Head of 

Informatics 

Programme or 

Supplies 

 

13. As Is and To Be processes identified Project Lead with 

Project Manager 

and Change 

Facilitator 

 

14. Identifiy Information System Owner and 

Information System Administrator (can be 

the same person, but the Owner must be a 

senior member of staff) 

Senior member of 

staff within the 

department 

 

15. Complete Information Systems Portfolio Information 

System Owner 

 

16. Lessons Learned document to be 

submitted to the Health Informatics Group 

Project Manager 

and Project Lead 
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17. Post-Implementation Review to be 

submitted to the Health Informatics Group 

Project Lead  



 

 

 


