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THIS NOTICE MUST ACCOMPANY EVERY COPY OF THIS DOCUMENT 

IMPORTANT NOTICE 
 
This document, (“Document”) is the exclusive property of the Expenditure Efficiency & Projects Authority (“Expro”). 
 
This Document should be read in its entirety including the terms of this Important Notice. The government entities may 
disclose this Document or extracts of this Document to their respective consultants and/or contractors, provided that such 
disclosure includes this Important Notice. 
 
Any use or reliance on this Document, or extracts thereof, by any party, including government entities and their respective 
consultants and/or contractors, is at that third party’s sole risk and responsibility. Expro, to the maximum extent permitted by 
law, disclaim all liability (including for losses or damages of whatsoever nature claimed on whatsoever basis including 
negligence or otherwise) to any third party howsoever arising with respect to or in connection with the use of this Document 
including any liability caused by negligent acts or omissions. 
 
This Document and its contents are valid only for the conditions reported in it and as of the date of this Document. 
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1.0 PURPOSE 
 
The Full Business Case (FBC) recommends a preferred supplier and seeks approval from decision-makers to 
contract for the provision of the preferred option. 
 

The FBC: 

 Revisits and confirms the strategic and economic cases; 

 Identifies the supplier offer that optimizes value for money; 

 Sets out the negotiated commercial and contractual arrangements for any procurement; 

 Confirms that the proposed arrangements are affordable, and 

 Puts in place detailed management arrangements for the successful delivery of the project. 
It is undertaken in “Stage 5 - Tender for Construction” of the Expro stage-gate process. 
 
It is recognized that much of the content of the FBC will be covered by other management procedures, especially 
in the areas of procurement and risk management. Where this is the case, then duplication should be avoided 
and a cross-reference made to relevant. In effect, the FBC procedure sets a minimum standard and original 
content is only required where a necessary task cannot be referenced elsewhere. 
 
This procedure applies to works performed under all Government construction projects executed throughout the 
Kingdom of Saudi Arabia. 
 

2.0 SCOPE 
The FBC comprises Steps 8 to 10 of the framework shown below: 
 

 Preparing the Full Business Case (FBC) Case 
   
Step 8 Procuring the VFM solution  
Action 25 Revisit the case for change  Strategic 
Action 26 Revisit the Outline Business Case (OBC) options Economic 
Action 27 Confirm the procurement process and evaluate final offers  
   
Step 9 Contracting for the deal  
Action 28 Set out the negotiated deal and contractual arrangements Commercial 
Action 29 Set out the financial implications of the deal 

 
Financial 

   
Step 10 Ensuring successful delivery Management 
Action 30 Finalize project management arrangements and plans  
Action 31 Finalize change management arrangements and plans   
Action 32 Finalize benefits realization arrangements and plans  
Action 33 Finalize risk management arrangements and plans   
Action 34 Finalize contract management arrangements and plans  
Action 35 Finalize post project evaluation arrangements and plans  
   

 

The remainder of this procedure is structured around each Action. The purpose of each action is described 
together with what is specifically required and what evidence should be provided. It also contains tips and 
examples to assist business case developers. 
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3.0 DEFINITIONS 

 

Definitions Description 

Entity A Saudi Government organization which is responsible for the delivery of government 
funded infrastructure construction projects. 

Evidence 
Matrices 

A tabulation of evidence to support the project, submitted by the Sponsor, for evaluation 
by the Reviewer. 

Full Business 
Case (FBC) 

The third and final business case containing firm estimates of cost based upon a 
tendering exercise 

Gateway Review An independent review of a project to confirm public investment is not at risk of being 
wasted. 

Gateway 
Reviewer 

An individual who reviews the application for a Project, who should be independent of the 
Sponsor. 

Outline Business 
Case (OBC) 

The second business case of a Project, produced at Stage 2 of its Stage Gate, confirming 
the feasibility of the project when examined in all Five Cases. 

SMART SMART Specific, Measurable, Agreed, Realistic and Time-limited, a criteria to guide 
in the setting of objectives, typically used in project management, employee-performance 
management, and personal development. 

Sponsor The individual responsible for the project during the 5 Year Project Portfolio Planning 
Stage. 

Value for Money 
(VFM) 

A measure that assesses the monetary cost of the product or service against the quality 
and/or benefits of that product or service. 

 

4.0 REFERENCES 
1. HM Treasury (2018), International Guide to Developing the Project Business Case. Retrieved from  

https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/749088/
Project_Business_Case_2018__International_.pdf  

2. Scottish Government, Gateway 3 – Evidence Matrix 
Retrieved from https://www2.gov.scot/Resource/Doc/923/0054864.doc 

3. EPM-S00-PR-000008 - Entity Outline Business Case  
4. HM Treasury (2018). The Green Book, Appraisal and Evaluation in Central Government. Retrieved from 

https://www.gov.uk/government/publications/the-green-book-appraisal-and-evaluation-in-central-governent 
5. EPM-EM0-PR-000001 - Project Risk Management Procedure 

  

5.0 RESPONSIBILITIES 
The first part of the procedure will be undertaken by the Sponsor, who is responsible for creating the FBC and 
completing the Evidence Matrices to support the Gateway Review. 
 
Once these documents are ready the Gateway Reviewer will undertake the Gateway Review. 
 

The Gateway Reviewer should be independent of the Sponsor, so an independent view of the Project can be 
obtained. 
 

6.0 PROCESS 

6.1 Objective 

The purpose of the FBC has been defined in Section 1.0, though much of the work involved in producing the 
FBC focuses upon revisiting and updating the conclusions of the OBC and documenting the outcomes of the 
procurement. 
 

6.2 Step 8: Procuring the VFM Solution 

This step involves revisiting and updating the strategic case and economic case dimensions of the business case 
to confirm the current situation in terms of the case for change and the continued efficacy of the preferred option 
following the procurement exercise. 
 
The main actions are set out below: 

https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/749088/Project_Business_Case_2018__International_.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/749088/Project_Business_Case_2018__International_.pdf
https://www.gov.uk/government/publications/the-green-book-appraisal-and-evaluation-in-central-governent
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Step 8 Procuring the Value for Money Solution 
Action 25 Revisit the case for change 
Action 26 Revisit the OBC options 
Action 27 Confirm the procurement process and evaluate final offers 

 

6.2.1 Action 25: Revisit the Case for Change 

It is necessary to revisit the case for change, because the rationale for the project may have altered since the 
OBC was approved, due to evolving business needs and changing service requirements. 
 

6.2.1.1 Updating the Strategic Case 
It is necessary to confirm that the case for change remains as set out in the OBC. Additional business needs and 
requirements that have arisen since the submission and approval of the OBC will require the case for change to 
be revisited and updated. 
 
It is necessary to ensure the spending objectives have been made Specific, Measurable, Achievable Realistic 
and Time-limited (SMART) for the purpose of post evaluation and updated to reflect the latest information 
regarding the rationale, drivers, anticipated outcomes and benefits for the project. 
 

6.2.2 Action 26: Revisit the OBC Options 

It is necessary to confirm that the options identified in the OBC economic case are still valid and their rankings 
remain the same. The purpose of this action is to provide evidence that the preferred option remains the same 
as that identified at the OBC stage. Any new options must be clearly identified and any adjustments to existing 
options explained. 
 

6.2.2.1 Confirming the OBC Options 
It is necessary to confirm that the conclusions of the OBC economic appraisal still remain valid at FBC stage. 
 
The analysis from the OBC stage must be updated in the FBC because new information affecting the ranking of 
the options may have become available since the approval of the OBC. 
 
For example: 

 The relative rankings may have changed as a result of supplier side offerings, prices and other costs; 

 The expected benefits of the OBC preferred option may be lower, or the anticipated benefits of another 
option higher; 

 The level of uncertainty in a high risk option may have reduced making it more attractive, and 

 Operational changes may have led to significant changes in the preferred option. 
 

If any of the key assumptions have altered, the FBC must demonstrate that the recommended option continues 
to offer better public value than the other available options, including the ‘do nothing’. 
 

6.2.2.2 Confirming the Procurement Method 
At the OBC stage different methods of funding and procurement were examined. It is necessary to confirm that 
the project has been procured by the most appropriate method. 
 

6.2.2.3 Risk Adjustment 
It is necessary to estimate the ‘cost of risk’ to the public sector. The main service risks in the design, build, funding 
and operational phases of the project should be fully identified and quantified at the FBC stage, using Quantitative 
Risk Analysis. 
 
The residual use of optimism bias to measure continued uncertainties should be minimal and generally no more 
than 2% for a standard capital scheme. 
 

6.2.3 Action 27: Confirm the Procurement Process and Evaluate Final Offers 

It is necessary to update the economic case to provide a summary of the procurement process and how the final 
offers were evaluated and the preferred bidder selected. 
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The purpose of this action is to provide evidence that the recommended service provider offers the most 
economically advantageous offer, in relation to other service providers, and that the option offers best public 
value. 
 

6.2.3.1 The Procurement Process 
It is necessary to confirm the procurement process was followed as set out in the OBC and explain any changes. 
 
The service providers are grouped into those: 

 Who progressed no further than the pre-qualification (and the reasons for any rejections); 

 Those who were taken forward and the evaluation results. 
 

It is necessary to record the preferred service provider(s) together with the reasons for their selection. A copy of 
the procurement report may be attached to the FBC for this purpose. 
 
The Expro Projects White Book ‘Volume 4 – Introduction to Contracts and Tendering’ and ‘Volume 5 – 
Procurement’ provide detailed guidance on procedures to be followed. 
 

6.2.3.2 FBC Economic Appraisals 
It is necessary to prepare economic appraisals for each of the ‘short listed’ service providers at the final offer of 
the procurement, in accordance with the guidance provided in Expro’s procedures, e.g. Expro Projects White 
Book ‘Volume 4 – Introduction to Contracts and Tendering’. 
 
The recommended option should be compared to the ‘do nothing’ option. The option offering best public value 
should be recommended for approval, subject to affordability. 
 

6.2.3.3 Post-FBC Approval Prior to Contract Signature 
The FBC must be re-submitted for approval if the costs, benefits or contract terms vary significantly post FBC 
approval. 
 

Checklist for step 8 
There should now be a clear understanding of: 

 Any changes to the strategic context and the case for change. 

 The procurement process and the service providers’ offers. 

 How the selection of the preferred service provider was made. 
 
Output of step 8 
The strategic and economic cases have now been revisited, updated and completed in respect of the 
FBC. 

 

6.3 Step 9: Contracting for the Deal 

This step involves revisiting and updating the commercial case dimension of the business case to reflect the 
negotiated deal and its financial consequences over the life span of the contract and service. 
 
The main actions are set out below: 

Step 9 Contracting for the deal 
Action 28 Set out the negotiated deal and contractual arrangements 
Action 29 Set out the financial implications of the deal 

 
The Expro Projects White Book ‘Volume 4 – Introduction to Contracts and Tendering’ provides detailed guidance 
on procedures to be followed. 
 

6.3.1 Action 28: Set out the Negotiated Deal and Contractual Arrangements 

It is necessary to document the Deal that has been negotiated by the public sector organization and its choice 
of service provider. 
 
The contents of the commercial case should be used to explain: 

 The service streams and outputs which are being contracted; 

 The implementation timescales which have been agreed for their delivery; 
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 The allocation of risk negotiated between the public sector and preferred service provider; 

 The method of payment for these services and outputs. 

 The type of contract used and the key contractual issues. 

 The accountancy treatment of the negotiated deal 

 An explanation of any personnel implications. 
 

6.3.2 Action 29: Set out the Financial Implications of the Deal 

It is necessary to confirm the affordability of the negotiated Deal. 
 
The contents of the financial case should be used to explain: 

 How the charges for the preferred service provider’s offer have been modelled; 

 The capital and revenue implications of the resultant deal, including any financial costs falling to the 
organization; 

 The net effect on prices charged by the entity – if any; 

 The impact on the organization’s income and expenditure account and balance sheet; 

 The overall affordability and funding arrangements for the deal. 
. 
 

Checklist for step 9 
There should now be a clear understanding of the financial implications of the proposed deal, both in 
terms of the organization’s contractual obligations and associated spend in support of the required 
services. 
Output of step 9 
The commercial and financial cases have now been revisited, updated and completed in respect of the 
FBC. 

 

6.4 Step 10: Ensuring Successful Delivery 

This step requires revisiting and updating the management dimension of the business case to record the detailed 
management arrangements that have been put in place to ensure the successful delivery and evaluation of the 
project. 
 
The main actions are as follows: 

Step 10 Ensuring successful delivery 
Action 30 Finalize project management arrangements and plans 
Action 31 Finalize change management arrangements and plans 
Action 32 Finalize benefits realization arrangements and plans 
Action 33 Finalize risk management arrangements and plans 
Action 34 Finalize contract management arrangements and plans 
Action 35 Finalize post project evaluation arrangements and plans 

 

6.4.1 Action 30: Finalize Project Management Arrangements and Plans 

It is necessary to revisit the project management arrangements and plans that were outlined in the OBC and 
explain what has been agreed and finalized for the successful delivery of the project in accordance with best 
practice. The Expro Projects White Book ‘Volume 3 – Project Initial Planning’ of the White Book provides 
guidance. 
 
The existing framework (project structure, reporting lines, roles and responsibilities) should be shown, together 
with named individuals, any vacancies and plans for any future changes. 
 
The latest version of the project plan should be attached to the FBC. This must reflect the implementation 
timescales agreed with the service provider for the delivery of the negotiated services and be signed off by the 
stakeholders and customers (end users) for the services. 
 

6.4.2 Action 31: Finalize Change Management Arrangements and Plans 

It is necessary to revisit the change management arrangements and plans that were outlined in the OBC and 
explain what has been agreed and finalized for the successful delivery of the project in accordance with best 
practice. 
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The change management strategy should be revisited and updated, as required. The existing framework (project 
structure, reporting lines, roles and responsibilities) should be shown, together with named individuals, any 
vacancies and any plans for future changes. Where there are contractual issues related to change, then the 
Expro Projects White Book ‘Volume 4 – Introduction to Contracts and Tendering’ can provide guidance. 
 
The latest version of the change management plan should be attached to the FBC. This must reflect the specific 
training and developmental needs of key groups of personnel and any required communication arrangements. It 
should be signed off by the stakeholders for the services and indicate customer (end- user) involvement. 
 

6.4.3 Action 32: Finalize Benefits Realization Arrangements and Plans 

It is necessary to revisit the benefits realization arrangements and plans that were outlined in the OBC and 
explain what has been agreed and finalized for the successful delivery of the project in accordance with best 
practice. 
 
 
The strategy for the realization of benefits during the key phases of the project should be revisited and re-affirmed 
within the FBC. 
 
The existing framework (project structure, reporting lines, roles and responsibilities) should be shown, together 
with named individuals, any vacancies and any plans for future changes. Where appropriate, reference should 
be made to the Expro Dashboard and the procedures in Expro Projects White Book ‘Volume 7 – Project Controls 
and Reporting’ 
 

6.4.3.1 The Benefits Register 
The Entity’s plan for the ongoing management and delivery of benefits should be captured within the benefits 
register, which must be completed in full and attached to the FBC. It should cover all the benefits – financial, 
non- financial and qualitative – identified during the implementation and operational phases of the project. 
 
The ‘owner’ of the benefits register should be named and their reporting line(s) identified to senior management, 
who are ultimately responsible for their delivery. It should also be confirmed that the benefits register will be 
reviewed regularly and form part of the standing agenda for future meetings of the project board. 
 

6.4.4 Action 33: Finalize Risk Management Arrangements and Plans 

It is necessary to revisit the risk management arrangements and plans that were outlined in the OBC and explain 
what has been agreed and finalized for the successful delivery of the project in accordance with best practice. 
 
The strategy for the management of risks during the key phases of the project should be revisited and re-affirmed 
within the FBC, following the procedures given in Expro Projects White Book Volume 13 – Risk Management’. 
 
The existing framework (project structure, reporting lines, roles and responsibilities) should be shown, together 
with named individuals, any vacancies and any plans for future changes, following the directions given in 5.
 EPM-EM0-PR-000001 - Project Risk Management Procedure. 
 

6.4.4.1 The Risk Register 
The organization’s plan for the ongoing mitigation and management of risk should be encapsulated within the 
risk register, which must be completed in full and attached to the FBC. The register should cover all the business 
and service risks identified during the design, build, implementation, operational and re-procurement phase (if 
applicable) of the project, following the procedures given in Expro Projects White Book Volume 13 – Risk 
Management’. 
 

6.4.4.2 Contingency Plan 
The organization should provide details of its contingency plan(s) in the event of the non-delivery of the 
contracted services to the required level of performance and availability at some unspecified future point in time. 
This should be consistent with the procedures in Expro Projects White Book ‘Volume 7 – Project Controls and 
Reporting’. 
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6.4.5 Action 34: Finalize Contract Management Arrangements and Plans 

Record the contract management and plans that been agreed and finalized for the successful management of 
the service in accordance with best practice. This should include both the formal and informal arrangements that 
have been put in place for the strategic and operational management of the contract. The Expro Projects White 
Book ‘Volume 4 – Introduction to Contracts and Tendering’ provides guidance. 
 

6.4.5.1 Contract Change 
The basic contract management arrangements will have been covered in the contract and indicated in the 
commercial case (see contractual arrangements), following the procedures given in Expro Projects White Book 
Volume 4 – Introduction to Contracts and Tendering. 
 

6.4.6 Action 35: Finalize Post-Project Evaluation Arrangements and Plans 

It is necessary to revisit the post project evaluation arrangements and plans that were outlined in the OBC and 
explain what has been agreed and finalized for the successful delivery of the project in accordance with best 
practice. 
 

Checklist for Step 10 
There should now be a clear understanding of how: 

 The project will be managed. 

 Change within the organization will be implemented. 

 The benefits will be realized. 

 The business and service risks will be mitigated and managed. 

 Major contract change will be handled over the longer term. 

 The project will be reviewed periodically. 

 Contingency plans will operate in the event of service failure. 
 

Output of step 10 
The management case has now been revisited, updated and completed in respect of the FBC. 
 

 

Outcome from Stage 3 and preparation of the FBC 
Consideration should be given to undertaking project assurance to confirm the investment decision. 
All parties should now be content for the project to proceed to contract signature, providing the above 
work has been completed satisfactorily and the resultant scheme is affordable. 
 
The FBC must be re-submitted for approval if the costs, benefits or contract terms vary significantly post 
FBC approval. The approving authority should stipulate the relevant thresholds as a condition of 
approval. 

 

6.5 Gateway Review 

6.5.1  Purpose of the Review 

Once the business case is complete, the final stage is to conduct a Gateway Review, to confirm that the project 
has adopted the most appropriate preferred option. The Gateway Reviewer will rely not only on the business 
case but on the evidence, which was collected and tabulated in the Evidence Matrices. As with the business 
case being reviewed, the level of detail in the Gateway Review needs to be proportionate to the importance of 
the project, and needs to be agreed between the Sponsor and Gateway Reviewer. 
 

6.5.2  Finding and Recommendations 

Covering all the areas listed above, and referring to the documentation provided, the Reviewer will state their 
findings and make recommendations on how the early project preparation could be improved. 
 

6.5.3  Decision 

The Gateway Reviewer will also express a decision on whether to accept the project, reject it, or refer the project 
back for more development. A positive decision is required to progress from “Stage 5 - Tender for Construction” 
of the Expro stage-gate process, to the next stage. 
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7.0 ATTACHMENTS 

1. EPM-S00-TP-000009 - Evidence Matrices - Project Full Business Case Update Template 
2. EPM-S00-TP-000010 - Project Full Business Case Template 
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Attachment 1 - EPM-S00-TP-000009 - Evidence Matrices - Project Full Business 
Case Update Template 
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