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Information for users

The Victorian Government’s Investment Management Standard (IMS) is on the Department of
Treasury and Finance’s website (www.dtf.vic.gov.au/investmentmanagement). This site has all
current practices, definitions and templates and a wide range of examples and tools.

This IMS Guide summarises the key contents of the website for those people who require a hard
copy. It does not contain all the information available on the website and is updated less frequently.

DTF will update this Guide from time to time to reflect significant changes in the IMS. The date of
the current update is shown on the front cover.
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1.

1.1

Introduction

What is the purpose of the Investment Management
Standard (IMS) Guide?

This Investment Management Standard (IMS) Guide:

e overviews the IMS for new and returning users;
e llustrates how the IMS fits with other Victorian Government investment processes; and
e describes the main uses of the IMS practices.

The IMS supports the general needs of government departments, agencies, stakeholders,
and others who have a fundamental interest in achieving benefits, and resolving problems.
It is particularly, although not exclusively, targeted at those developing business cases as

part of the Victorian Government budget cycle.

The supporting IMS Technical guides for facilitators' contain more detailed information to
support IMS workshop facilitators.

1.2 What is the IMS?

The IMS is a process for applying simple, common-sense ideas and practices that help
organisations direct their resources to achieve the best outcomes from their investments. It
supports Government to identify and select the investments that provide the most benefit to
society.

When first developed, Government largely used the IMS to help shape individual
investments. It can now support all the primary investment decision-making functions of an
organisation including:

shaping a new investment;

prioritising investment proposals;

developing new policy;

monitoring and measuring the delivery of benefits;
evaluating a program of investment;

refocusing an organisation to improve its effectiveness; and
monitoring an organisation’s outcomes.

Consequently The IMS broadly defines investment as:

‘the commitment of the resources of an organisation with the expectation of
receiving a benefit’.

The Victorian State Government sector widely uses the IMS, and it has been adopted
(either wholly or in part) in many other jurisdictions as well as by commercial, academic
and not-for-profit organisations.

" IMS Technical guides for facilitators cover the Problem Definition, Benefit Definition, Response Definition and
Solution Definition workshops. These are available on the Support for Investment Management Standard facilitators

page.
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The IMS practices can be applied to any investment, whatever its type, complexity, or cost
and is aligned with the Victorian Department of Treasury Investment Lifecycle and High
Value/High Risk (HVHR) framework, business case guidelines and templates.

1.3 What is the IMS ‘line of enquiry’?

The IMS is underpinned by a ‘line of enquiry’ (Figure 1) which helps decision-makers

determine whether:

there is a real, evidence-based problem that needs to be addressed now;

e the benefits which will be delivered through successfully addressing the problem are of
high value to the organisation and the community;

e the benefits’ KPls are meaningful, measurable and attributable to the investment and
are worth tracking and reporting;

e the way the problem will be addressed is strategic, feasible, and innovative;
the solution is likely to be delivered within time and budget constraints; and

e the solution can be applied flexibly to manage uncertainty and adapt to changing

conditions and demand.

Figure 1: IMS line of enquiry

What is the
problem?

What benefits
need to be
delivered?

|

What is the
preferred
response?

—

What is the

recommended

solution?

The IMS workshop suite is critical to pursuing this line of enquiry. There are between one
and four IMS workshops that develop a shared, evidence-based ‘investment story’, and
generate the IMS document suite, including an Investment Logic Map. The number of
workshops is determined by the scale, risk and complexity of the problem, and the
investment proposal. This Guide describes these workshops in more detail.

1.4 What are the differences between IMS edition 5.0 and
IMS 20177

IMS practices are not static but continue to evolve and improve. This 2017 update is the

latest evolution of the Standard, and is the first IMS review since 2013.

Over this period there has been an increased focus on improving the planning and delivery

of infrastructure investments, and on using real options analysis? to manage related

uncertainty. In response, the Department of Treasury and Finance has updated its HVHR

framework to provide advice on incorporating real options analysis when developing

business cases and procurement strategies®.

2 Real options analysis is an investment evaluation and decision-making framework which introduces more flexibility
to the management of infrastructure projects that are significantly affected by uncertainty. It assists Government to
make investments that are more adaptable over time and better able to meet the community’s evolving needs.

3 The related guidelines are available at www.dtf.vic.gov.au/lnvestment_Planning-and-Evaluation.

Investment Management Standard 2017
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The 2017 update reflects these changes and includes several enhancements to refine the
workshop process and the development of the IMS document suite. These incorporate the
feedback and experiences of both those involved in the IMS workshops and the ILM end-
users. The major changes are:

e more detailed advice on preparing for a workshop;

e clearer definition of the preferred participant types for each workshop;
greater and more explicit consideration of uncertainty during the workshops including
identifying investments which may need real options analysis;

e increased focus on determining the quality and availability of evidence throughout the
workshop process;

e areshaped and more robust Benefit Definition workshop which tests alignment with
Government policy, or other relevant strategic drivers, and focuses on the integrity of
KPIs and measures;

e restructure of the Response Definition and Solution Definition workshops to clarify the
objectives of each and to ensure both are more intuitive, robust and make a valuable
contribution to decision-making;
consequential changes to the supporting documentation for all the workshops; and

e amendments to the 16 questions — Investment decision-makers’ checklist (Appendix 1)
to include more consideration of uncertainty and reflect the changes described above.

1.5 When should the IMS be used?

The IMS is targeted at the earlier stages of investment development where there is the
greatest ability to influence and improve outcomes, and drive maximum value for the effort
and resources invested. However, the IMS is applicable at all stages of an investment, as
illustrated in Table 1.

Table 1: IMS and investment stages

Stage of investment Use

Planning To analyse and/or create a proposal (including development of a project, program
or policy).

To develop a funding submission for government consideration (e.g. strategic
assessment, preliminary business case, full business case).

To build organisational skills in investment management practices or facilitate
investment proposal development.

Delivery To promote better investment and project management at a high level, and to
coordinate investment functions and improve organisational efficiency or
productivity.

Evaluation To support the monitoring and evaluation of investments, projects or programs.

To support the measurement of the success of an investment.

1.6 What is the link between investment management and

project management?

Investment management and project management are complementary disciplines that,
together, enable investors to shape and implement successful investments. The different
emphases of each are illustrated in Table 2.
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Table 2: Alignment between investment and project management

Investment Stage Investment Management questions  Project Management questions
Planning Is the logic for the planned investment Do we have the resources to deliver
clear? the solution?
Is there a sound case to invest? Do we understand risks to project
delivery?

Have we defined the best solution?

Have we considered how to respond to
uncertainty?

Delivery Does the problem still exist and do we  Will the project complete within
still care about it? budget?
Do we need to reassess how we Will it deliver to its planned schedule?

measure benefit delivery?

Do we need to re-shape the investment
to respond to exogenous changes or
increased uncertainty?

Evaluation Were the intended benefits delivered?  Were the expected products or
services delivered?

1.7 Who should use this guide?

This IMS guideline targets both internal and external stakeholders to the public sector, as
well as those who provide services to the public sector. The supporting technical guides
target facilitators who conduct the IMS workshops and produce the outputs of those
workshops. The IMS guidelines are designed to be useful for those with varying levels of
investment knowledge and a range of requirements.

Investment Management Standard 2017 Page 5



2. Key IMS principles

2.1

Introduction

The IMS is grounded on three principles:

The best way to pool knowledge is through an informed discussion that brings
together those people with the most knowledge of a subject;

The ‘investment story’ is best depicted on a single page using language and
concepts that can be understood by a lay person; and

Each investment should have clearly defined benefits that align with the outcomes
the organisation is seeking.

These principles drive the design and purpose of three critical elements of the IMS, the:

2.2

IMS workshop suite;
Investment Logic Map; and
Benefits Management Plan.

Pooling knowledge — the IMS workshop suite

Many organisations use complex and compliance-based processes to standardise and
increase the rigour in shaping new investments. While providing considerable value, these
processes often fail to harness the full range of knowledge available to the organisation.
The IMS workshop suite enables discussions which are:

Page 6

Informed — they require the investor (the person who has the business problem and
will be responsible for achieving the benefits) and those with the most knowledge of the
operating environment, the strategic priorities of the organisation, and its stakeholders
to participate;

Evidence-based — each statement in the investment story must be supported by
evidence. Typically, this evidence is already available and simply needs to be gathered
in advance and applied in the workshops to build a robust case;

Decisive - the practices are structured to address a sequence of decisions that are
fundamental to the potential investment. It is not possible to move along the IMS ‘line of
enquiry’ (Figure 1) without substantively concluding the previous stage;

Focused — each discussion is no longer than two hours. This has been found to be
short enough period to obtain the time commitment of senior people, and a long
enough period to extract, and agree, an investment story;

Immediate — the workshop outputs are concluded within 48 hours of the
workshop. During this period the decisions made are circulated and any
outstanding matters are discussed and resolved using electronic channels;
Clear - the story of the investment is told in plain English and using concepts that can
be understood by a lay person; and

Facilitated — an independent facilitator is responsible for providing appropriate advice
in respect of workshop preparation, evidence requirements, process, and participants;
extracting and telling the investment story in a way that will maximise its value to the
organisation; and generating the workshop outputs in approved templates.
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2.3 Depicting the investment story — the Investment Logic
Map

The logic expressed in business cases is often not sufficiently robust. Some strongly
articulate the need to invest but cannot explain how they arrived at the proposed solution.
Others describe the solution in detail but fail to identify, or substantiate, any real impetus
for change. Many do not describe the investment’s expected benefits, or how these
benefits will be measured.

The IMS identifies four primary elements of an investment proposal (problem, benefit,
response, and solution) and connects these in a stream of logic (Figure 2). Each of these
elements has a dedicated workshop in the IMS workshop suite.

Figure 2: IMS logic flow- the four elements of an investment story

PROBLEM SOLUTION
RESPONSE —i—* Changes —> Assets E
Cause _ i i
Intervention ! Physical :
BENEFIT Intervention ! Business assets E
Intervention ! Changes :
Intervention E If required !
KPI ! i i
Effect ¢
KPI Should deliver

An Investment Logic Map (ILM) depicts this logic stream on a single page, using language
and concepts that are understandable to a lay person (Figure 3). This is the printed
equivalent to the 30-second elevator discussion when you are asked, ‘Tell me about your
investment?’.

Investment Management Standard 2017 Page 7



Figure 3: Investment Logic Map (extract)

PROBLEM P BENEFIT ) RESPONSE p SOLUTION
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S

— e
L S

Improve controls Extend operation of ‘Water filtration
P X existing treatment infrastructure
over pollution levels

There are three versions of the ILM with each one communicating the story at a different
level — for an individual investment, for a program of investment and for an entire
organisation.

Other documents support an ILM, including a Benefit Management Plan, Response Options
Analysis Report, and Investment Concept Brief (See Appendix 2 for an example of an
initiative level suite of documents). The most important of these is the Benefit Management
Plan, which is described in more detail in the next section.

If an investment proceeds, the project team should update all IMS documents to reflect any
new analysis and understanding which emerges during business case development.
Gateway Reviews have regularly reported the failure to update IMS documents and has
often undermined confidence in the case for investment.

2.4 Defining the benefits — the Benefit Management Plan

The only reason an organisation makes an investment is to achieve outcomes. It is
therefore critical that organisations can select and shape investments which provide the
best possible outcomes, and can subsequently demonstrate that they have actually
achieved these outcomes.

Within the IMS, these outcomes are the investment’s benefits and KPls. These must drive
the solution rather than the solution defining what is achievable. This focus on delivering
public value is the IMS’ critical point of difference.

The IMS starts by clearly defining the problem, or impetus for investment, and then focuses
on the benefits that will be achieved through successfully addressing the problem. Each
benefit is supported by KPIs that will provide the evidence that the benefits are ultimately
delivered, and the problem has been adequately addressed.

It is not enough, however, just to identify a KPI. The IMS also requires investors to specify
how the KPI will be measured and to establish baselines and targets for these measures
(Figure 4).
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Figure 4: Alignment of problem, benefit, KPl and measure

Problem Benefit
Protection of local 9
High levels of toxicity in biodiversity % or rare flora 17% of flora species Fe‘:\‘:rrat:;:czi"e/; of
waterways threaten L, Ly| species repompg replomng high Ly reporting high
L high concentration nitrogen & .
KPI 1: Reduction in target of pesticides phosphorous levels nitrogen &
populations under stress phosphorous levels
Investment KPI Measure Baseline Target

Clearly defining the KPIs and their measures is a necessary precursor to identifying the
types of interventions that will comprise the investment. For example, in Figure 4, it is
important to select interventions that will reduce concentrations of pesticides to the extent
required to improve the presence of flora and fauna in the park.

A Benefit Definition Workshop (the second workshop in the IMS workshop suite — see
Section 3) is used to identify the KPls, measures, baselines and targets that must be
achieved if the effect of the problem is to be mitigated. This workshop produces the first
iteration of the Benefit Management Plan (BMP) that, like the ILM, will evolve as the
investment develops (See Appendix 2 for an example of a Benefit Management Plan).

Within large organisations it is often difficult to define how each individual investment
contributes to the organisation’s primary rationale, and to see the alignment between an
investment and the organisation’s existing performance measures. The benefit framework
(see Appendix 3) is a three-level structure that links the contribution of an individual
investment to the outcomes the enterprise is seeking. This framework demonstrates a line
of sight from investment level indicators to the benefits an organisation aims to achieve,
and then to the outcomes sought by government.

2.5 Keeping track of project complexity and fuzziness

Investment decisions are typically complex. There are a range of internal and external
factors that can influence why a problem exists, and when and how to best address it. The
IMS’s explicit function is to distil the core elements of a problem and communicate a clear
and simple investment story. Its value is its ability to present a complex issue in an
uncomplicated way that is easily-digested by the investor, Government or other
stakeholders. It is a simple investment overview that can help the Investor or Government
decide if the problem or service need is sufficient to warrant further consideration, such as
business case development.

The investor, and those shaping the argument for investment, will naturally make a range of
assumptions when distilling a project to its core elements. During IMS workshops,
participants are likely to discuss a wide range of factors that could impact an investment.

By design, the final IMS products will largely distil these elements to produce a clear,
simple narrative that will not always convey the uncertainty that underpins it.
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Whilst it may be acceptable practice to develop an investment for an assumed future state
at the investment conceptualise (preliminary business case) stage, the final business case
must robustly test these assumptions and provide options for managing them.

One of the most significant changes introduced in this 2017 IMS update relates to how it
treats uncertainty. This reflects a greater emphasis on dealing with uncertainty throughout
the Victorian Government’s broader investment management practices.

Under previous editions of the IMS, participants were not explicitly required to consider how
uncertainty impacts their investment (although it was commonly discussed within the
workshops). Where the discussion did raise issues relating to how external forces may
impact a problem or response, this discussion trail was sometimes lost from the investment
logic or narrative as the IMS template provided nowhere to record it. Where participants
identified significant uncertainty in an investment strategy, they typically defined this
uncertainty from a risk perspective. This did not necessarily ensure the subsequent
business case addressed it effectively.

Under the 2017 edition, DTF requires participants to consider uncertainty during each IMS
workshop. Participants should consider how their investment may be impacted by
uncertainty, and how the preferred response might change if assumptions don’t hold or
future conditions do not unfold as expected.

e Requirement: If uncertainty is identified during any workshop, this should be captured
within the workshop outputs, and must be considered, tested and addressed in the
business case (if the proposal proceeds to that stage).

This requirement relates to any type of investment proposal. Early consideration of how
changing circumstances may impact the optimal response to achieve benefits can
benefit any project type. By designing an investment to anticipate change and/or
respond advantageously to changing conditions, an organisation can minimise its, or
government’s, obligations under negative conditions, and take advantage of
opportunities.

DTF has made this framework change to recognise the critical influence uncertainty
can have on investment success. DTF also recognises that the IMS, as a stand-alone
product, explicitly and by design does not address significant uncertainty. The preferred
option and alternatives identified in the solution definition workshop assume an
expected future state, making it difficult to explore alternative investment trajectories
and real options within the set of IMS process. If significant uncertainty is identified a
different set of tools may be needed to inform investment options.

¢ Requirement: If the uncertainty identified is significant, and the proposal is asset-
related, DTF expects departments to undertake real options analysis to inform business
case development®.

Important note: Although agencies are required to consider the impacts of uncertainty
on non-asset based investments, they are not required to undertake real options
analysis as part of the business case for these proposals. Non-asset based
investments generally allow government greater flexibility to adapt an investment
strategy in response to changing conditions. Uncertainty impacting on these types of
proposals can generally be adequately managed through strategic planning or taking
managerial decisions during implementation.

“ Information about real options analysis and associated tools is contained in DTF’s ‘Investing under uncertainty’
technical supplement to the Investment Lifecycle Guidelines.
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At what point should departments undertake real options analysis to help deal
with uncertainty?

Where appropriate, real options analysis should be undertaken as early in the investment
lifecycle as possible. Ideally, once government has committed to developing a business
case for the investment, real options analysis should be undertaken as an integral input to
business case development. However, there is no set point at which it should be
considered within the IMS framework.

In some instances, the investor may identify that the investment need is subject to
uncertainty to such an extent that real options analysis could help define the problem and
benefits. High cost, infrastructure investments with a long investment lifecycle typically fall
into this category. In other instances, there could be value in going through the first three or
four workshops, and using the outputs to inform real options analysis.

Whilst the IMS does not provide the tools to address uncertainty itself, in clearly articulating
the investment problem it provides the starting point for any real options analysis. The IMS
therefore remains a valid and useful tool for investment decision-making, including for
those investments impacted by significant uncertainty.

Real options analysis of an investment should document:

e The investment need, including how demand might change in response to an event or
altered conditions;

The expected benefits, including how these might change given different future states;

e Response options, including responses to alternative investment trajectories and future
states; and

e The preferred solution(s), including assessing under what conditions this solution would
be sub-optimal, an alternative approach would be preferred, and/or the investment
would be regretted.

Where real options analysis is undertaken, this should be used to inform the business case
and would require the IMS outputs to be updated.

If participants do not identify significant uncertainty during the four IMS workshops, and real
options analysis has not been identified as being warranted, the group must undertake a
feedback loop at the end of the fourth workshop as a final check that real options need not
be considered. These are:

e Requirement: At the end of the Solution Definition workshop, review the
Decision-Maker’s Checklist and test:

— Has the investment need been correctly defined — are we considering the right
problem?

— Under what conditions would the preferred solution be a sub-optimal response?

— Under what conditions would an alternative investment strategy be preferred?

— Under what conditions would we regret this investment?

Section 3.5 of this Guide outlines how to consider uncertainty in each of the four IMS
workshops.
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2.6 The IMS and service and asset planning

The purpose of the IMS is to confirm that there is a real investment need, and that this need
should be addressed now and by this government. Not only should we confirm that there is
a problem, we should also confirm that investing to resolve the problem aligns with
Government’s evolving service delivery priorities and medium-long term service planning.
Any asset investments should align with the Government’s medium-long term asset
planning, aligning service delivery demands to the asset portfolio required to meet that
demand, and should comply with the Victorian Government’s Asset Management
Accountability Framework. They should consider the whole-of-asset-lifecycle, not only asset
procurement and implementation, but also ongoing operation, maintenance and end-of-life
requirements.

Option analysis for prudent investment requirements should consider each of the following
types of investment solutions:

o Non-asset options: to deliver new or additional service capacity without creating
the need for additional assets, including but not limited to:
- demand management alternatives, such as pricing structures
— changing regulations or policies

o Existing asset solutions: using operational and non-operational assets to meet the
need, including but not limited to:

- re-purposing assets;

— improving, optimising and re-examining operations and maintenance strategies to
improve productivity and performance of current assets;

— improving the performance of assets through modification/upgrade,
enhancement, life extension, sustainability, de-bottlenecking and supply chain
strategies.

o New asset acquisition: only investing in developing or procuring new assets that
are required to support service delivery objectives;

o Market-based solutions: Market based solutions use market mechanisms such as
pricing, property rights and competition to solve common problems. Some examples
of market based solutions are:

— Pricing to manage demand e.g. user charges.

— Introducing competition into government service delivery e.g. through private
sector provision.

— Restructure purchasing or service delivery arrangements to replicate incentive
structures operating in markets.

¢ applying lessons from the performance of the existing asset base when considering
new investment; and

¢ making evidence based investment decisions realising lowest whole-of-life cost and
best value for money outcomes.

Note: Each solution option may require a combination of assets and non-assets in
order to deliver the strategic response.

The preferred option should demonstrate that the optimum solution aligns to service whole-
of-life benefits.
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3.1

3.1.1

3.1.2

313

IMS workshops and document suite

Investment Management workshop suite

There are four workshops in the IMS suite:

Problem Definition Workshop

Successful investments are a considered reaction to an identified or emerging problem.
This workshop focuses on:

e defining the problem that needs to be addressed;
e validating that the problem is real; and
e specifying the benefits that will result from addressing the problem.

For investments requiring resources over the medium-long term (especially assets), an
assessment of how uncertainty of different future scenarios may impact the way the
problem is defined is an important element of this workshop. Where a workshop group
identifies significant uncertainty about how the future may turn out, you should consider
and record its potential impacts on investment success.

The output of this workshop is the first version of an ILM with the problems and benefits
defined®.

Benefit Definition Workshop

Investments are often shaped with little understanding of the benefits expected to be
produced. This workshop will:

o identify the KPIs and measures and potentially targets and timelines that the
investment will need to deliver; and

e specify how the delivery of the benefits will be measured and reported.

For investments requiring resources over the medium-long term (especially assets), an
assessment of how uncertainty on different future scenarios may impact the way benefits
are defined and realised is an important element of this workshop. Where a workshop
group identifies significant uncertainty about how the future may turn out, you should
consider and record its potential impacts on investment success.

The output of this workshop is a Benefit Management Plan (BMP) made up of a Benefit
Map and Benefit Profile.

Response Definition Workshop

Business cases for new investments often fail to consider the full range of things that
Government can do to address the identified problem. This workshop will:

e explore the interventions that could deliver the expected benefits and KPlIs;
formulate and evaluate a mix of response options;

e consider interventions and options that focus on managing demand, improving
productivity as well as changing supply; and

5 A complete ILM will be produced if only one workshop is being undertaken. This is usually done for very simple, low
risk and low cost investments.
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e assess response options and select the preferred response for the expected future
state.

For projects requiring resources over the medium-long term (especially assets), an
assessment of how effectively each response option deals with uncertainty is an important
element of this workshop. The workshop group should consider what circumstances would
lead to the preferred response being ineffective or inappropriate, and where a different
response would be preferable.

The output of this workshop is a Response Options Analysis Report (ROAR).

3.1.4 Solution Definition Workshop

This workshop ensures that attendees develop a solution that is consistent with the
foundations established in previous workshops. This workshop will:

e confirm the preferred response (following cost and timeframe assessment) and the
interventions it contains;

e identify and evaluate the changes and assets that are required to implement the
preferred response and deliver the benefits;

e define a recommended solution for the expected future state;

e confirm the circumstances (change in condition or an event) where the preferred
response may be inadequate or inappropriate, and the triggers requiring a change in
response;

e identify cost range, timeframe for project and benefit delivery, key risks and
uncertainties, dis-benefits and critical interdependencies associated with the
recommended solution; and

e consider any policy levers and policies that may impact this solution and identify any
action or areas to investigate further as the project progresses.

At the end of this stage, the workshop group should review the problem definition to confirm
you have identified the right investment need, and that the preferred solution is likely to
support this need given a range of alternative future scenarios. The group should consider
whether there are any conditions in which: the preferred solution may be sub-optimal; you
would prefer a different approach; or you would regret the selected solution.

The output of this workshop is an Investment Concept Brief (ICB).
After each workshop, the facilitator updates the other IMS documents in the suite to ensure

that they reflect the current ‘investment story’.

3.2 Documents produced

Investment Logic Map

A single-page depiction of the logic that underpins a single investment. It represents an
‘agreed investment story’ that is created through the structured discussion of the workshop.
It is written in plain English in a way that will allow a layperson to understand the language
and the concepts. It provides the core focus of an investment and is modified to reflect
changes to the logic throughout its lifecycle.
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Benefit management plan

A short document that specifies the benefits an investment will need to deliver to
successfully address an identified problem. There are two parts in a Benefit Management
Plan. The benefit map and the benefit profile. Together they document the KPIs, measures,
baselines and targets to be used as evidence that the benefits have been delivered. The
Benefit Management Plan also defines the dates the benefits are expected to be delivered,
who is responsible for their delivery and how they will be reported.

Response options analysis report

A document that explains the logic used to identify which response option would best
address the identified problem and achieve the expected benefits in the assumed future
state. This will describe the options and interventions that workshop group considered and
why they selected the preferred option. The options will demonstrate consideration of
demand, productivity and supply responses. It will also indicate whether any of the
response options are subject to significant uncertainty and would prove ineffective if
different scenarios prevail, and/or interdependencies that require further analysis. This
applies particularly to infrastructure investments. This document will also record whether
you will need to undertake real options analysis, should the investment proceed to business
case.

Investment concept brief

A two-page document that depicts the logic underpinning an investment and identifies the
likely costs, risks and uncertainty, disbenefits, interdependencies and deliverables of the
proposed solution and the extent to which solution strategies need to contemplate the
impact of uncertainty on the project. The ICB is used to summarise the merits of an
investment and so allow decision-makers to prioritise competing investments before
proceeding to a business case.

3.3 Number of workshops

While size and complexity are primary factors in determining how many workshops you will
need, all discussions of initiative-level investments must follow the same ‘line of enquiry’
(Figure 1) as they develop their investment stories.

Some investments may only require one or two workshops, whereas other, more complex
investments may need up to four workshops. In the case of an investment that only
requires one or two workshops, each element of the line of enquiry is covered but in a
faster and less rigorous manner, usually producing only an ILM and BMP.

Some of the typical factors affecting investment complexity are illustrated in Table 3.
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Table 3: Factors affecting investment complexity

Cost

Cost is usually a good proxy for general complexity, as is a wide range of
potential costs.

Risk and uncertainty

The higher the risk or the more uncertain the external environment, the more
complex the investment. Section 3.4 provides some more guidance on how the
IMS workshop suite considers risk and uncertainty.

Solution certainty

In some cases, (usually very low cost investments), there is a known, or ‘best
likely’ solution that is unlikely to be challenged. The more possible solutions,
the more complex the investment decision.

Stakeholder profile

The larger the number of individual stakeholder groups, the harder it will be to
both develop the investment, and ensure its success. This will increase the
investment’s risks and the complexity around benefit delivery and
measurement.

Public accountability

The greater the public interest and/or accountability of the investment, the
more important it is that the investment logic is robust and evidenced.

Benefit maturity

Defining the benefits that a successful investment will deliver is pivotal to the
IMS practices. Not all organisations have well-developed benefit measurement
practices and, if they do not, there will need to be a much greater focus on
developing KPIs and measures of value during the workshop process

Agencies can use these factors as a guide to determine whether an investment is likely to
be low, medium or high complexity and how many workshops will be required. Investments
that fall under the Victorian Government’s HVHR framework will almost inevitably require all
four workshops, as will many other investments that are funded through Victorian
Government budget processes.

Table 4 outlines how the complexity of an investment determines the number of IMS
workshops, and the suite of documents produced.

Table 4: Workshops and their products

Investment Workshops Investment

complexity needed

Problem &
Low Benefit
Definition

Problem,
Benefit &
Solution

Medium

DOCUMENTS PRODUCED

Benefits Response
Management Options Analysis
Plan Report

Investment

Logic Map Concept Brief

YES YES

YES JES YES

Definition

Problem,
Benefit,

High Response & YES YES ¥ES YES

Solution

Definition
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3.4 Timing of workshops

The IMS workshops are often held at around two-weekly intervals. Experience has shown
that, in most cases, this provides sufficient time for the thinking of the previous workshop to
be absorbed and preparation for the next workshop undertaken, and is not so distant that
the momentum is lost.

Timing is dependent on the scale and complexity of the investment, and the stage in the
budget cycle. Where there is increased accountability, risk, scale and cost, the time
between workshops can range between 2-8 weeks, particularly for the Response and
Solution definition workshops.

It is highly recommended that agencies only use accredited facilitators to run the
workshops for the more important investments. Evidence shows they are more likely to
produce a quality result.

Whatever the time interval, it is important that the investor (or nominated workshop
participant) complete the essential preparation and validate the relevant evidence before
moving on to the next workshop. Failure to do this will undermine the quality of the next
workshop’s output, and the robustness of any future business case.

3.5 Addressing risk and uncertainty

Within the suite of IMS workshops the key concepts of ‘risk’ and ‘uncertainty’ are explored in
different ways. The terms both refer to situations where the knowledge of outcomes is
incomplete or imperfect. However, whilst practitioners sometimes use these terms
interchangeably, they refer to slightly different concepts.

Risk is a variance (either positive or negative) from an expected outcome.

e Risks usually apply to the delivery of a project.

e They are inside the project team’s control to minimise and mitigate to achieve the
defined scope and expected benefits.

The Response Definition and Solution Definition workshops identify the key risks related to
achieving an investment’s benefits, for further analysis in the business case.

In comparison, uncertainty is an event or change in conditions that can impact investment
success.

Uncertainties usually relate to the investment need or problem.

e They are usually external factors outside the project team’s control.

e They can result in a different future state to that anticipated or assumed in the business
case, which in turn can impact the need for an investment or the benefits that are likely
to be realised and can require a change in response.

These events include technological developments, major shifts in markets and economic
conditions, the behaviour of other organisations, demographic and societal structures, or
the natural environment. If such events occur, they can have both positive and negative
impacts on benefit delivery.
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It is important that the IMS process is used to identify, explore and capture any uncertainty
related to the investment. This can be further explored during business case development,
if the investment proceeds. A suitable approach for considering uncertainty during each of
the IMS workshops is described below:

o Problem Definition workshop — consider the organisation’s operating environment
and the expected future state where this problem exists. Is it characterised by
pronounced uncertainty? Are there any external factors outside the control of the
organisation that could significantly impact the cause, effect likelihood and severity of
the problem or the need or demand for change? Consider the conditions or future state
in which the investment need or problem materially changes.

o Benefits Definition workshop — consider whether realising any of the proposed
benefits may be materially affected by uncertainty. Would the need for a benefit, or
your ability to achieve that benefit, be materially different in different future scenarios?
Is achievement of any of the benefits, KPIs or measures, contingent on significant
interdependencies?

o Response Definition workshop — consider the operating environment and supply
markets. Would any of the response options become unfeasible if circumstances
changed? Under what different scenarios or conditions would response options be
inadequate or inappropriate? What are the triggers for changing the response? Are any
of the interventions contingent on material interdependencies? Will this affect the need
for, or approach to, the investment?

e Solution Definition workshop — consider the operating environment and supply
markets. Are there any external conditions or uncertainties that would lead to the
preferred solution being inadequate or inappropriate, and where we might regret the
investment approach? Are there any external conditions or uncertainties that could
impact on the deliverability of the recommended solution? What are the triggers for a
change in response? Does the recommended solution need the flexibility to respond to
uncertainty?

If the answer to any of the above questions is ‘yes’ and the investment relates to significant
infrastructure investment, it is likely that the investment could benefit from real options
analysis undertaken during the business case preparation. This will focus on building as
much flexibility and adaptability as possible into the investment response and solution. DTF
highly recommends agencies engage suitably qualified and experienced consultants to
support this work.

The role of the IMS is to identify uncertainty and its impacts on an investment and, where
those impacts are potentially significant, recommend further investigation, Real options
analysis is outside the scope of the IMS. DTF highly recommends agencies engage
suitably qualified and experienced consultants to support this work.

3.6 Addressing relevant policy levers

The IMS workshops focus on prosecuting a core problem, and identifying a clear set of
defined benefits and interventions that respond to that problem. Whilst it is not the intent of
the IMS to consider in detail how a proposed investment aligns with broader policy levers,
workshop discussions can help identify policy requirements and synergies. For example,
IMS workshops may identify potential value creation and value capture opportunities®
within a proposal, or projects that can contribute to Victoria’s Climate Change Adaptation

 The Victorian Government has developed Victoria’s Value Creation and Capture Framework aimed at getting better
value for the community from all future infrastructure projects. More detail on this framework is available at
http://www.dpc.vic.gov.au/index.php/news-publications/value-creation-and-capture-framework .
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Plan.” Considering these opportunities will be important in defining benefits as well as
option analysis and solution design.

Where this occurs the IMS documents, in particular the ICB, should capture these
additional proposal details and they should be further explored when developing the
business case.

3.7 Engaging the key players

The investor is the most crucial participant in any IMS workshop. For the purposes of the
IMS, the investor is not the funder but the person who owns the business problem and will
be responsible for delivering the benefits. The investor may also be known as the senior
responsible officer or sponsor.

Ensuring the investor engages early in a project, and continues to participate throughout all
stages of its development, reduces the likelihood of investment failure and mitigates the
risk that potentially good investments are never funded because the investor just does not
understand what they are about.

The IMS workshop discussions are structured to address the issues of most importance
(and interest) to an investor. This allows them to hear all arguments and confidently take
ownership of the investment.

Other workshop participants are those people with the most knowledge of the
organisation’s problems, and the stakeholders who will be important to the success of the
investment. It is the investor’s responsibility to identify the participants. The investor should
bring together people who understand the problem, operational environment, and have the
required specialist skills to answer the key questions associated with each IMS workshop.

For very complex problems and investments, the workshops will usually need senior
executives with strategic responsibilities for key operational areas. For less complex
investments, there may be a higher proportion of operational staff.

3.8 Preparation

To ensure that an IMS workshop is useful and efficient it is important that all participants,
including the investor, understand the intent of the workshop and the expectations of
participants. Each workshop in the IMS suite has a specific focus and preparation is
required for each workshop. It is the role of the facilitator to work with the investor and
nominees to ensure the workshop preparation is appropriate. The guidance below
summarises the more detailed information included in the IMS Technical guides for
facilitators, for each of the workshops.

7 Victoria’s Climate Change Adaptation Plan lays out the government’s plan to help the State meet the challenges
and act on the opportunities for climate change. http://www.dpc.vic.gov.au/index.php/news-publications/value-
creation-and-capture-framework .
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Problem Definition workshop

Participants should bring a depth of understanding about the issues and be very
familiar with any existing relevant materials such as: briefing papers, background
reports, external reviews, internal management reports etc. They should be able to
refer authoritatively to this evidence during the workshop. A key part of this workshop is
to confirm that evidence exists to substantiate the problem.

Benefit Definition workshop

It is critical that the investor, participants (and the organisation) present with an explicit
understanding of the wider environmental drivers, the organisation’s strategic intent
and any significant internal or external performance targets and timeframes that they
must achieve.

Evidence will need to be substantiated during this workshop and will usually need to
cover both the external and internal operating environments. If evidence is weak, you
may need to spend more time and effort to understand the current or projected state.
The indicative KPIs identified in the Problem Definition workshop should be reviewed
prior to the benefit workshop to determine whether these KPIs are meaningful,
measurable, and primarily attributable to the investment. This will provide a good
starting point for the workshop which, otherwise, may lack focus.

Response Definition workshop

This workshop will not succeed unless there is a clear and common understanding and
agreement about the problems, benefits and KPIs. KPIs specified in the Benefit Map
should be confirmed and are as developed as possible with baselines determined and
indicative targets set.

Participants should review the list of potential interventions provided by the facilitator
and begin to think about overall responses from the least complex (do minimum) to the
most complex and far-reaching as well as demand, productivity and supply based
interventions.

Solution Definition Workshop

3.9

Prior to this workshop, it is vital that the project team compiles and circulates cost and
timeframe data for each of the response options to the facilitator and all workshop
participants. Costs and timeframes can still be ‘best estimates’, but some rigour should
have been applied to both in the period since the Response Definition workshop.
Ideally a ‘best likely’ solution that describes the preferred response option is prepared,
together with the rationale for its selection and the set of change and assets needed for
implementation. This preferred option may alter once the project team assesses the
cost and timeframe data, and the solution will need to be redefined.

Selecting a facilitator

IMS workshop facilitation requires experience in managing diverse and sometimes frank
conversations. While the IMS practices are simple to understand, facilitating them to get
the best outcomes is not simple at all. For this reason, DTF has established an
accreditation process to give investors a level of confidence in the facilitators they use. A
list of currently accredited facilitators is available at http://www.dtf.vic.gov.au/Investment-
Planning-and-Evaluation/Investment-professionals-toolkit/Book-an-investment-
management-standard-facilitator
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Whether using an external or in-house facilitator, a key characteristic of good IMS
facilitation is being ‘content-free’. This means that the facilitator must demonstrate
independence in questioning and shaping the case for investment. They must be willing to
test all elements of the investment story from problem to solution. This delivers a more
robust and compelling story and better outcomes.

Not all agencies will have in-house accredited facilitators. Some large organisations that
have a high need for the IMS workshops have several accredited facilitators on their staff.
Others might only have one, or none. As the cost of engaging external accredited
facilitators is low in the context of the overall investment value, this is the preferred route
for many organisations.

3.10 Piecing it all together — a systems view of the IMS

Within organisations, investment decisions are usually made at three levels:

e organisation level — these decisions affect the organisation’s overall direction and
outcomes;

e program level — these decisions affect programs or portfolios of individual
investments; and

o initiative level — these decisions affect individual investments, both asset and non-
asset based

While these levels should naturally connect, they are often managed using entirely different
processes, in different forums, and using different language. By applying IMS practices,
including its workshop suite, across all levels of decision making, as illustrated in Figure 5,
an organisation can achieve a much closer alignment within its decision-making. The logic
of a single investment can also easily be tested within the broader organisational context.

Figure 5, on the next page, also illustrates how a set of foundation questions or areas of
enquiry, are common to all three levels of investment. This ensures that an organisation
can achieve consistent understanding, language, priority, and direction its entire decision-
making.

Chapter 4 of this Guide provides more information on the practices and application of the
IMS when applied to initiative, program and organisation investment decisions. The IMS
Technical guides for facilitators are specifically focused at the initiative level workshops.
However, the fundamentals of facilitation for the initiative level investments can be applied
quite successfully to program and organisation level discussions.
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Figure 5: Integrated view of IMS practices
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4. Investment Management Standard practices

The Investment Management Standard is adaptable and can support a wide range of
functions that organisations undertake to improve the way they plan, operate and manage
new investments and evaluate performance. Table 5 outlines a mix of common functions
and the related IMS practice. This chapter explores these practices in greater detail.

Table 5: Alignment between IMS workshop levels and IMS practices

Investment Level IMS Practice

Initiative Shaping a new investment

Initiative Monitoring and measuring the delivery of benefits
Program Prioritising investment proposals

Program Developing new policy

Program Evaluating a program of investment

Organisation Refocusing an organisation to improve its effectiveness
Organisation Monitoring organisational outcomes

4.1 Shaping a new investment

Intent
Shapes an investment that will deliver the maximum benefit to the organisation.
Business context

The only reason an organisation makes an investment is to obtain some benefit — either
through solving a problem or taking a new opportunity.

Most organisations have adopted the business case as the way that potential investments
articulate and justify the case for an investment. In common practice, business case
documents have a strong focus on the planned solution However, it is critical that the
business case adequately describes the problem, explores the response options and
specifies the benefits that the investment will produce.

The Victorian Government has defined these in the form of the 16 questions investment
decision checklist (Appendix 1), which provides the foundation for investment decision
making. It has aligned its business case format to these questions. This practice aims to
guide the identification and analysis of information required to address the ‘16 questions’.

Benefits of using this practice

The Victorian Government has successfully used this practice to:

e shape investments that are more strategic and drive better outcomes;
e establish the logic and key content of the business case;
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e reduce the time and cost taken to develop business cases; and
e improve the chances that an investment will be funded.

General approach

This practice is suitable for investments of any type, scale or complexity. Irrespective of the
complexity they will all be required to follow the same ‘line of enquiry’ as they develop their
respective investment stories. However, the number of informed discussions (workshops)
required will be different. Very large or complex investments will require four workshops
that will produce four documents that are key to a business case. Small investments may
be able to complete the investment story in just one or two workshops. They would only
produce an Investment Logic Map and a Benefit Management Plan.

Figure 6 depicts the four steps involved in this practice.

Figure 6: The steps in shaping a new investment

Problem Benefit Response Solution
—— —— ——
definition definition definition definition

The steps in shaping a new investment:
Problem definition
The purpose of this first workshop is to answer the following questions:

1.  What is the problem that is driving us to consider a new investment (both the cause
and effect)?

2. Is there evidence to confirm both the cause and effect of the problem?

3. Is the operating environment characterised by uncertainty that could significantly
impact the cause, effect, likelihood or severity of the problem or the need or demand
for change?

4.  What benefits can the organisation expect in successfully responding to the problem?

The people attending this workshop should be:

e the investor, the accountable person;

e those people the investor identifies that understand the problem(s) and can provide the
evidence that will validate that the identified problem(s) are real.

The number of people involved will typically be between 6 and 8, or up to 10-12 for very
complex projects. Approximately 60% of the participants in the Problem Definition
workshop should be retained in subsequent workshops. This allows for the introduction of
new people with specialist skills in the other workshops.

The output of this workshop will be an Investment Logic Map (initiative).
Benefit definition

This workshop will establish the basis for success of the investment in the form of the first
draft of a Benefit Management Plan, which you will need to amend as the investment is
shaped. It should define:
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1.  the KPIs and measures that demonstrate that the identified problems have been
properly addressed? It will source current baseline data and ultimately set the target
values and timelines for these measures?

2. whether the realisation of any of the proposed benefits may be materially affected by
uncertainty or contingent on significant interdependencies?

3. who will be responsible for delivering the benefits?

4.  how will the benefits be tracked and reported?

The people attending this workshop should be:

e the investor;

some of those people who participated in the previous workshop who have most
knowledge of the problem environment;

e a benefit specialist who has expertise in KPI design and understands what is possible
in the subject area;

e material data providers who will be responsible for providing the data to determine
whether the investment has delivered the benefits.

The number of people involved is typically between 6 and 8, or up to 10-12 for very
complex projects.

The output of this workshop is a Benefit Management Plan (initiative).
Response definition

This workshop aims to explore a broad range of potential responses options and decide
which one is preferred. It should answer the following questions:

1. What are the options that Government could take to deliver the identified KPIs (and
respond to the problem)?

2. What high level actions interventions are required for each option?

3. Do the options and interventions explore ways to change demand, improve
productivity and change supply?

4.  Are any of the interventions contingent on material interdependencies that will affect
the need for, or approach to, the investment?

5. Would any of the response options become unfeasible or sub-optimal if
circumstances changed?

6.  Which response option is likely to be the most suitable (based on the benefits
delivered, risks and uncertainty, dis-benefits and interdependencies)? The solution
workshop will explore cost and time considerations.

7.  What are the triggers for changing a response?

The people attending this workshop should be:

e the investor;
some of those people who participated in the previous workshops who have most
knowledge of the problem environment;

e a strategist who can act as the ‘custodian of the strategic direction’ of the organisation;

e an innovator and an implementer who can test both the breadth of the proposed
interventions and their feasibility.

The number of people involved is typically between 6 and 8, or up to 10-12 for very
complex projects.

This workshop attempts to identify the range of interventions that can address the problem
and deliver the desired benefits.
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To help participants think more broadly than any preconceived ideas they may have of
what a solution may look like, a structured series of questions can help draw out a fuller
range of potential interventions. In an environment of constrained resources, it is critical
that the range of interventions considered includes those that can manage demand for
services, as well as those that can improve the productivity of the existing service delivery.

Workshop participants should first consider:

e What options does the Government have to manage demand for a service? This could
include user charging, rationing or queueing.

e What options does the Government have to increase the productivity of the existing
service? This could include options such as removing seats in trains, or traffic
treatments that improve the flow of vehicles.

Once the viability of options to manage demand and improve the productivity of existing
investments have been considered, if there is a residual requirement for further services or
investment, then supply side options can be considered:

e What options does the Government have to increase the level of service provision
through new investment in assets or programs.

The output of this workshop is a Response Options Analysis Report (initiative).
Solution definition

The three previous workshops established the need for an investment, the preferred
response and the circumstances under which this proposed response may not be feasible
or adequate. It is now necessary to specify a solution consistent with the response — a case
of a problem driving a solution. To do that, this workshop must answer the following
questions:

1.  Has the preferred response changed based on new cost and timeframe data?

2. What is the preferred response now?

3.  What business changes will you need to undertake to implement the preferred
response?

4.  What assets (if any) will be required to support these business changes?

5. Will the defined solution (expressed as the changes and assets) deliver the
investment KPIs identified in the Benefit Management Plan?

6. What costs, timeframes, risks and uncertainty, critical dependencies and dis-benefits
are associated with the defined solution?

7.  What are the triggers that could require a solution change?

Once participants have identified a preferred solution, you must reconsider the initial
problem definition and confirm that you are addressing the right problem, and that the
solution is feasible, smart and delivers the benefits and KPlIs.

The people attending this workshop should be:

the investor;

some of those people who participated in the previous workshops who have most
knowledge of the problem environment;

e the strategist and innovator from the previous workshop

e an implementer who would be involved in the implementation of any solution and would
benefit from understanding its intent.

The number of people involved is typically between 6 and 8, or 10-12 for very complex
projects.
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The output of this workshop is an Investment Concept Brief (initiative).

4.2 Prioritising investment proposals

Intent

Enables decision-makers to understand and prioritise investment proposals within a
portfolio or program of work that addresses a broader strategic set of problems and
benefits.

Business context

Most organisations operate an annual budget and planning cycle where the need for new
investment or changed investment priorities is considered, potential investments proposals
are identified, and decisions are made as to how the budget will be spent. These decisions
are often within the context of a portfolio or program of work. The people charged with
making these decisions require a clear understanding of the challenges to the organisation
(now and into the future), the benefits that need to be delivered and agreed criteria to
evaluate competing bids. Without this shared understanding and common assessment
criteria, investment decisions are more difficult and often less certain.

Benefits of using this practice

Organisations that have used this practice have found it provides a range of benefits
including:

better engagement of senior executives and key stakeholders;

e improved articulation of the need for new investment or a change to current investment
priorities and the establishment of strong prioritisation criteria;

e substantial reduction in the number of ‘irrelevant’ investment ideas;
better investment solutions; and

e time and cost efficiencies.

General approach

Figure 7 depicts the five steps involved in this exercise. Steps 1, 2 and 3 establish the
need, the benefits and KPIs which are key criteria for selecting the best investments and
the preferred response. Step 4 defines how the response should be put into effect and
informs additional assessment criteria including cost, timeframe, risk and uncertainty,
disbenefit and interdependencies. When candidate investments have been shaped, step 5
uses the criteria developed in step 2 and 4 to prioritise them and make investment
decisions.

Figure 7: The steps in prioritising investment proposals

Problem Benefit Response Solution | ¢ ;
definition —> definition —> definition — definition n.ve.s.me.n

prioritisation
(program) (program) (program) (program)
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Problem definition (program)

The first step to establishing an informed investment program is to identify an
organisation’s current priorities and future challenges.

When developing new policy, it is necessary to first establish an agreed understanding of
the problem the policy must address.

This workshop can address either of these needs and should answer the following
questions:

1. What needs or challenges is this [organisation/portfolio/policy] facing over the next
period (e.g. 5-10 years) that will require us to consider new investment or change our
current investment priorities?

2. Is there evidence to confirm both the cause and effect of the problem?

3. Is the operating environment characterised by pronounced uncertainty that could
significantly impact the cause and effect of the problem or the need or demand for
change?

4.  What benefits can the organisation expect by successfully responding to the
needs/problems?

The people attending this workshop should be:

e the investor, the accountable person;

e those people, invited by the investor, who understand the problem(s) and can provide
the evidence that will validate that the identified problem(s) are real

e key stakeholders who will be important to giving effect to any identified investment.

The number of people involved will typically be between 6 and 10, depending on the nature
of the investment. The subsequent workshops should retain approximately 60% of Problem
Definition workshop participant. This allows for the introduction of new people with
specialist skills in the other workshops.

The output of the workshop will be an Investment Logic Map (program).
Benefit definition (program)

This step establishes the criteria that will enable candidate investments to be prioritised
based on their relative ability to deliver the benefits that are sought, and should answer the
following questions:

1.  What are the KPIs that an investment must deliver before it can claim to have
delivered the sought benefits?

2. What measures should be considered for each of the KPIs?

3. Will uncertainty or significant contingent interdependencies materially affect
Government’s ability to achieve any of the proposed benefits?

4.  Will the KPIs and measures effectively demonstrate that the solution has properly
addressed the identified problems (service gaps or new priorities)

5. What plain-English ‘public value messages’ could be made when each benefit has
been delivered?

The people attending this workshop should be:

e the investor;

e some of those people who participated in the previous workshop who have most
knowledge of the problem environment;
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e senior finance representative

e a benefit specialist who has expertise in KPI design and understands what is possible
in the subject area;

e material data providers who will be responsible for providing the data to determine
whether the investment has delivered the benefits.

The output of this discussion should produce a Benefit Management Plan (program). It will
identify benefits, KPIs and Measures. At this stage, the BMP should provide a high order
framework for setting priorities and assessing investment proposals. The workshop group
will need to define baseline data, target values and timelines for specific measures outside
this workshop.

The number of people involved is typically between 6 and 10.
Response definition (program)

This workshop aims to explore a broad range of potential response options and decide
which one is preferred. It should answer the following questions:

1. What are the options that Government could take to deliver the identified KPIs (and
respond to the problem)?

2. What high level actions interventions are required for each option?

3. Do the options and interventions explore ways to change demand, improve
productivity and change supply?

4.  Are any of the interventions contingent on material interdependencies that will affect
the need for, or approach to, the investment?

5. Would any of the response options become unfeasible if circumstances changed?

6.  Which response option is likely to be the most suitable (based on the benefits
delivered, risks and uncertainty, dis-benefits and interdependencies)? The solution
workshop will explore cost and time considerations.

The people attending this workshop should be:

e the investor;

e some of those people who participated in the previous workshops who have most
knowledge of the problem environment;

a strategist who can act as the ‘custodian of the strategic direction’ of the organisation;

e an innovator and an implementer who can test both the breadth of the proposed
interventions and their feasibility.

The output of this workshop is a Response Options Analysis Report (program).
The number of people involved is typically between 6 and 10.
Solution definition (program)

This step provides what is often a ‘missing link’ — an activity where policy and strategy are
directly translated into a balanced set of actions and investments. This discussion focuses
on identifying and shaping large work packages rather than individual initiatives. It should

answer the question:

1.  Considering the cost and time data has the preferred response changed?

2.  What is the preferred response now?

3.  What packages of work (set of initiatives) will be most effective at implementing the
preferred response and delivering the expected benefits?

4.  What assets (if any) will be required to support these work packages?
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5. Will the defined solution (expressed as work packages) deliver the investment KPls
identified in the Benefit Management Plan?

6. What costs, timeframes, risks and uncertainty, critical dependencies and dis-benefits
are associated with the defined solution?

The people attending this workshop should be:

e the investor;
some of those people who participated in the previous workshops who have most
knowledge of the problem environment;
the strategist and innovator from the previous workshop

e an implementer who would be involved in the implementation of any solution and would
benefit from understanding its intent.

The output of this workshop is an Investment Concept Brief (program) that reflects the
expected ranges regarding time, costs, dis-benefits, risks, etc. (the quality will depend on
how well they are understood at the time).

The number of people involved is typically between 6 and 10.
Investment prioritisation

In this workshop the workshop group considers and prioritises candidate investments
against the criteria developed in previous steps. You should invite relevant investors
(sponsors) to outline the case for their individual investment, ideally using an ICB as a
starting point and answer questions from the workshop group. This group is generally
senior decision-makers. Over a 2-hour period you will consider and assess approximately
8-10 investments. The workshop should answer the question:

e Using the criteria developed earlier, how do the candidate investments rank against
one another?

The people attending this workshop should be:

e the investor;

those people who share responsibility for investment decision-making in this
organisation/portfolio;

e investment analysts.

The output of this workshop is a completed and agreed prioritised investment list, known as
a Service Logic and Investment Prioritisation (SLIP).

The number of people involved is typically between 6 and 10.

4.3 Developing a new policy

Page 30

Intent

Defines the need for new policy and specifies the best response.

Business context

The ability to identify the changing needs of society and develop policy or strategy that will
best respond to these needs is central to good government. Government practitioners must
develop policy with a full and shared understanding of the need, and full comprehension of
the broader implications of the policy on delivery of benefit and implementation
requirements.
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Benefits of using this practice

This practice will assist policy developers to:

engage with those people who most understand the need for new policy;

develop policy responses that are evidence-based, innovative and practical;

mobilise those investments that will best align with the intent of the policy; and
establish the criteria to evaluate whether the policy, when implemented, is successful.

General approach

Figure 8 depicts the four steps involved in this exercise. These steps are the same as those
undertaken to prioritise investments. Project teams can use the practice to develop policy
within an organisation or across the whole of government. Each step represents a
workshop.

Figure 8: The steps in developing new policy

Problem Benefit Response Solution
definition —] definition = definition —] definition
(program) (program) (program) (program)

The steps in developing new policy

Problem definition (program)
Benefit definition (program)
Response definition (program)
Solution definition (program)

PoON-=

The previous section: Prioritise investment proposals outlines all these steps. The physical
output of these discussions is a suite of program level documents that include an
Investment Logic Map, Benefit Management Plan, Response Options Analysis Report and
Investment Concept Brief.

4.4 Monitoring and measuring the delivery of benefits

Intent

Provides a continuous focus on benefits during the implementation of an investment and
determines whether the expected benefits have been delivered.

Determines whether changing conditions or events that would trigger a need to change
response options have been met, and a real option(s) can now be exercised.

Business context

The only reason an organisation makes an investment is to obtain some benefit. This is
therefore the prime consideration of investment decision-makers when considering an
investment proposal. For this reason, people seeking new funding for their proposed
investment must articulate the benefits the investment is expecting to deliver.
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Once a project team receives investment funding, they inevitably become focused on
project delivery challenges and stresses, the focus on benefits is often lost. This is
exacerbated by the difficulty in measuring and tracking benefits and evaluating the real
effectiveness of an investment. Monitoring and tracking benefit throughout the lifecycle of
the investment is critical to benefit realisation.

Benefits of using this practice

Using this practice will:

drive more benefit from a funded investment;

validate the success of a completed investment;

provide lessons that will inform the shaping of future investments; and
support better decision making.

General approach

There are two steps involved, as depicted in Figure 9. However, they do assume that a
Benefit Management Plan has been previously developed using the practice ‘Shape a new
investment’.

Figure 9: The steps in monitoring and measuring the delivery of benefits

Benefit
definition

Benefit
reporting

Investment
review

Solution

)

1

Problem |
definition | |
i

1

7

definition

Response
definition

The steps in monitoring and measuring the delivery of benefits

Investment review

This discussion allows the investor to validate the original assumptions, or consider how
uncertainty has challenged and changed them, at various stages during the implementation
and to amend the Benefit Management Plan or the solution to ensure the investment
delivers maximum benefit. The Investor should answer the following questions:

1. Willimplementing the planned investment solution deliver the originally expected
benefits?

2. Could Government adapt its investment strategy to take advantage of opportunities
and deliver additional benefits?

3.  Are there issues or circumstances that have emerged or changed in nature or scale
that will compromise the delivery of benefits?

The people attending this workshop should be:

the investor;

e people who have most knowledge of the problem environment and are subject matter
experts;

e a strategist;
a benefit specialist;
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e the project manager.

The number of people involved is typically between 6 and 8.
Benefit reporting

The benefit framework that underpins the IMS, and the creation of Benefit Management
Plans as a normal practice, make it both practical and cost-effective to track the delivery of
the planned benefits. This discussion should answer the question:

1.  Is the investment delivering the KPIs consistent with the Benefit Management Plan?

This step is a desktop exercise undertaken by the benefit specialist rather than a group
exercise using the workshop process.

The benefit specialist then submits the resulting benefit report to the forum(s) specified in
the Benefit Management Plan. This approach is repeated throughout the period specified in
the Benefit Management Plan.

The physical outputs of these two steps are:

e amendments to or validation of the Benefit Management Plan and the Investment Logic
Map; and
e a benefit report.
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4.5 Evaluating a program of investment

Intent

Provides an understanding of whether the outcomes sought by a program of investment
were actually achieved.

Business context

Government organisations continually develop new policy that aims to address an existing
or emerging unmet need of society. Implementing the policy often requires a significant
commitment of resources and takes a long time. There is always a risk that the original
need has changed or the original interventions no longer make sense in a changed
environment. This practice validates the ongoing need for the program and its design and,
once the investment is complete, evaluates its effectiveness.

The knowledge gained in this exercise then informs the development of future policy.

Benefits of using this practice

This practice will assist those people involved in program evaluation to:

understand the logic that formed the foundation of the investment program;
direct or re-direct resources to ensure the policy intent is met;

evaluate the overall effectiveness of a program; and

provide new knowledge to those people responsible for developing policy.

General approach

There are two steps involved in this exercise and these are depicted as the last steps in
Figure 10. This practice assumes that a policy framework has been previously established
using the practice Perioritise investment proposals (steps 1 to 5 below).

Figure 10: The steps in evaluating a program of investment

Problem Benefit Response
definition > definition > definition
(program) (program) (program)

{

Solution
definition
(program)

!

Investment
prioritisation

Investment L Investment
prioritisation prioritisation

'“_. Assumed to have been completed - ______- &
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The steps in evaluating a program of investment

Benefit validation

Based on the expectations established earlier (at either the prioritise investments or
develop policy stage) this step will assess whether the program is on track to deliver the
expected benefits. The outcomes of this assessment might be to modify the program either
in some detail or substantially — the investor may even decide to discontinue the program if
the need has changed, the original assumptions are no longer valid or the benefits being
delivered no longer justify the scale of investment needed.

In this discussion the following questions should be answered:

Is the original need for this program still valid today?

Has the scale and scope of the need for this program changed?

Are the expected program benefits still relevant and valuable to the organisation?

Are there events outside the control of the organisation that are having an impact,

positive and negative, on benefit delivery?

Are the expected benefits being delivered as planned?

6. Are the attributes of project design, implementation or contractual arrangements still
relevant, flexible and the best approach to benefit delivery?

7.  Can Government make any changes that can improve the relevance or effectiveness

of the program?

Pobd-~

o

The people attending this workshop should be:

the investor;

e those people who participated in the previous workshops who have most knowledge of
the problem and operational environment, financial and delivery performance metrics;

e a benefit specialist;
e investment analysts.

The number of people involved Is typically between 6 and 10.

As appropriate, the project team or facilitator should produce new versions of any of the
investment management documentation.

Program effectiveness

This discussion should occur when the majority of the expected benefits have been
delivered.

Questions to answer are:

1. Did this program satisfactorily address the ‘problem’ upon which it was founded?

2. Towhat degree did the program deliver the expected benefits? And how valuable are
the delivered benefits to the organisation?

Was the selected response option an effective way to address the need?

Was the program delivered to both time and budget expectations?

How successfully was the program managed?

What lessons should be recorded to inform future decision making and program
design?

7. How will these lessons be used?

o ok w

The people attending this workshop should be:
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e the investor;

e those people who participated in the previous workshops who have most knowledge of
the problem and operational environment, financial and delivery performance metrics;

a benefit specialist;
e people responsible for implementing the program

The number of people involved Is typically between 6 and 10.
The physical outputs of these steps are:

e asrequired, changes to the investment management documentation; and
e a program evaluation report that also lists the lessons learned for future program
design and management.

4.6 Refocusing an organisation to improve its effectiveness

Intent

Establishes a shared understanding of why an organisation exists, assesses its current
effectiveness and identifies the changes that could make it more effective.

Business context

It's easy for an organisation to keep doing the same things this year as it did last year and
the year before. It worked then, so why shouldn’t it work now? But is the need the same
now as it used to be? Is the external environment the same or have new influences
emerged? What outcomes is the organisation now creating and what value are these to
government, the community and other stakeholders? What functions does it undertake and
how do these contribute to the outcomes?

Benefits of using this practice

This practice can be used to:

e enable the people responsible for steering an organisation to restate its mission and
make the changes needed to improve its effectiveness and reset its direction; and

e allow teams to establish a strong sense of ownership of an organisation’s direction and
empower them to work innovatively to that direction.

General approach

Figure 11 depicts the four steps involved in this exercise. An organisation does not need to
complete every step to obtain value but may elect to do just the first, or steps 1-3. As each
step builds on the previous one, they must be done sequentially. How far an organisation
goes depends on what it is seeking to achieve.
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Figure 11: The steps in refocusing an organisation to improve its effectiveness

Organisational Current Potential Intended
expectation effectiveness changes changes

The steps in refocusing an organisation to improve its effectiveness

As with all discussions of the IMS, the most important outcome is that the key people have
come together, shared their thinking and agreed to the ‘investment story’. At the end of the
discussion they are all ‘on the same page’.

Organisational expectation

This discussion will elicit the logic that underpins the organisation’s existence. Workshop
participants should answer the following questions:

1. What is the need that this organisation exists to meet?

2. What benefits is the organisation required to provide to its stakeholders?

3. What response is the organisation taking to respond to the need and deliver the
benefits?

4.  What functions should the organisation undertake to put the interventions into effect?

The participants will spend most of the discussion time identifying and articulating the
organisation’s need to exist. When the participants have agreed this need, they must then
define the benefits that its stakeholders expect the organisation to deliver, and the
interventions it will take to respond to the need. Finally, they must define the way the
organisation should respond in terms of its functions.

The people attending this workshop should be:

e The investor. They are the high-level executive responsible for delivering the outcomes
of the organisation. If applied at whole-of-department level, this would be the Secretary
or CEO. This person would bring together those who understand the expectations of
the organisation and the best strategic and organisational responses;

heads of the various divisions within the organisation;
people involved in strategically steering the organisation;
those who understand outcome expectations and are involved in outcome reporting;

other people who can contribute to the discussion and will be instrumental in owning
and implementing the decisions (stakeholders and key staff).

The number of people involved will probably be between 8 and 15, depending on the size
of the organisation.

The output of this workshop will be an Investment Logic Map (organisation).
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Current effectiveness

Using the organisational expectations defined in the previous workshop, participants will
assess of the organisation’s current performance effectiveness. This will then provide the
basis for identifying the changes they could make to improve the organisation’s
effectiveness.

Participants should answer the following questions during the discussion:

1. What activities are currently being undertaken under each of the identified functions?
2. What impact is each of the individual activities having?
3. Overall, how effective is each function?

The people attending this workshop should be:

the investor;

heads of the various divisions within the organisation;

strategists and policy people who understand the cause and effect of various activities;
key staff who will be instrumental in owning and implementing the decisions made;
people who monitor and measure the organisation’s outcomes.

The number of people involved will probably be between 8 and 15, depending on the size
of the organisation.

Potential changes

This discussion will identify the changes that could be made to improve the organisation’s
effectiveness. It should answer the following:

1. What new activities or changes to existing activities could significantly improve the
effectiveness of the organisation?
2. What would be the relative merit of each of these?

The people attending this workshop should be:

the investor;

all participants from the previous (Current effectiveness) discussion;

strategists and policy people who understand the cause and effect of various activities;
key staff who will be instrumental in owning and implementing the decisions made;

innovators not directly connected to the previous exercises (or even to the
organisation) who might bring different insights and innovations to the discussion.

The number of people involved might again be between 8 and 15, depending on the size of
the organisation.

Intended changes

This discussion will decide what changes will be either implemented or progressed towards
possible implementation (such as the development of a business case). Changes requiring
new funding may be directed to, and considered as part of, the organisation’s program of
new investment. It should answer:

1.  What changes should be made to improve the effectiveness of the organisation?
2. How will these changes be progressed?

The people attending this workshop should be:

e the investor;
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e people within the organisation who are responsible for the outcomes of the organisation
and for making the major resource decisions;

e investment analysts/advisers or other people who can provide the decision-makers with
objective information about the changes being considered.

The number of people involved will be determined by the breadth of the changes being
considered and the size of the organisation’s decision-making body.

The physical output of all the Refocus an organisation to improve its effectiveness
discussions is a document titled ‘Organisation effectiveness’.

4.7 Monitoring an organisation’s outcomes

Intent

Establishes a shared understanding of why an organisation exists, defines the measures
and targets to be used as evidence of its success and monitors its progress against those
measures.

Business context

Organisations use a range of reporting methods to provide confidence to themselves and
their stakeholders that they are on the right track. These include corporate plans, business
plans, annual reports and monthly reports. These documents usually focus on things that
can be easily measured but often provide poor evidence that valued outcomes are being
achieved.

Benefits of using this practice

This practice will:

e support a cyclic program that validates whether an organisation or its parts are
delivering benefits of high value to the organisation;

e help shape and support programs that enable an organisation to gauge the impact of
any part of the organisation and then validate or adjust organisational strategies; and

e reduce the ambiguity of terms and measures used across an organisation in corporate
planning and reporting.

General approach

Figure 12 depicts the four steps involved in this exercise. The first two steps define why the
organisation needs to exist and how it is responding to this need. A set of measures and
targets are then established to provide evidence of its success. The third step (benefit
validation) is conducted as part of a corporate cycle to determine whether the outcomes are
being delivered as expected. Step 4 is also a cyclic exercise that questions whether the
responses taken by the organisation to deliver the outcomes are the most effective or if it
should adopt different approaches.
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Figure 12: The steps in monitoring organisational outcomes

Organisational Benefit definition Benefit validation Organisation
expectation (organisation) (organisation) effectiveness

The steps in monitoring organisational outcomes

Organisational expectation

The discussion is outlined in the previous section, ‘Refocus an organisation to improve its
effectiveness’.

Benefit definition (organisation)

This step defines the outcomes the organisation is expected to deliver and specifies the
measures that will be used as evidence the outcomes are ultimately delivered. Workshop
participants should answer the following questions:

1.  What benefits must Government deliver to successfully respond to the need specified
in the previous workshop?

2. What KPIs with their measures and timelines will provide the evidence that
Government has delivered the benefits?

3. How will Government measure, monitor and report benefit delivery?

The people attending this workshop should be:

the investor;

heads of the various divisions within the organisation;
people involved in strategically steering the organisation;
people with responsibility for corporate reporting;

benefit specialists.

The number of people involved might again be between 8 and 15, depending on the size of
the organisation.

The output of this discussion will be an Outcome Management Plan (organisation).

Page 40 Investment Management Standard 2017



Benefit validation

Based on the outcome expectations established earlier, this step will assess whether the
progress in delivering the benefits is proceeding to plan. It will then decide what actions
should be taken to increase the rigour of the outcome monitoring process or improve the
organisation’s outcomes. Participants should answer the following questions:

1. Are the measures defined in the outcome management plan being delivered as
planned?

2. Which measures need to be reported and in what forum should this happen?

3.  What changes should be made to the outcome management plan to drive better
outcomes or increase accountability?

The people included should be the same as in the previous workshop — Benefit definition
(organisation).

The result of the discussion will be agreed changes to the Outcome Managed Plan
(organisation).

Organisation effectiveness

This is an ongoing cyclic exercise that allows selected functional units of an existing
organisation (a division, branch or even a team) to be evaluated in terms of the contribution
they are making to the organisation’s outcomes.

It should answer the following questions:

1. What contribution has the selected functional unit made to the organisation’s
outcomes over the selected period?

2. What interventions were used by the unit and how effective was each of these?

What organisational response was used and were these the most effective?

4.  What changes could be made to improve the organisation’s effectiveness to deliver
the expected outcomes?

w

This session should involve the same people as the previous discussion: Benefit validation
(organisation).

Executed properly, this practice will bring together a diverse mix of people from across the
organisation and should provide clarity of the purpose of the organisation to its employees
and stakeholders.
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Support in adopting the practices

This chapter provides information about how to access more support and resources for
those people considering applying some or all of the IMS practices.

Getting started

The value of the IMS can be gauged early, as each workshop should clearly deliver
informed discussion and greater clarity around the key questions that shape investments.
To deliver the most value to the organisation, management should educate and skill staff in
relation to IMS practices, and embed IMS discussions into internal and external resource
allocation processes.

Channels for support include:

e IMS overview and IMS facilitator training. This training can be utilised by potential
workshop participants or those responsible for preparing business cases, as well
aspiring facilitators. The training will provide all attendees with a solid understanding of
how the IMS is applied. There is a cost for this training and can be booked online at
<www.facilitatortraining.com.au>.

e The IMS introduces some new terms, concepts, documents and roles that some people
may not be familiar with. The Investment Management website and this document
contains a glossary that covers:

abbreviations;
general terms;

— IMS documents; and
— roles.

e These are also good fictional examples of the documents that are produced.

Having people who are competent to facilitate informed discussions is critical to the
success of the IMS. For this reason, DTF has designed a process to train, test and accredit
investment management facilitators. DTF strongly advises investors using the IMS
practices to use only accredited facilitators.

5.2 How to become an accredited facilitator

The process of becoming an accredited facilitator aims to test a person’s understanding of
the theory behind the standard and the way they apply it as a facilitator. A facilitator training
course is available and is highly recommended to build knowledge and skills. However, it is
not a mandatory prerequisite for accreditation. What is mandated is that potential
facilitators submit at least three examples of completed Investment Logic Maps with
feedback from the investor, and that at least two have demonstrated the necessary level of
competence. Aspiring facilitators are required to familiarise themselves with the
accreditation process. The document How to become an accredited facilitator provides full
details of the process and the costs involved. This also defines the requirements for re-
accreditation by existing facilitators. (Visit the Investment Management website for more
details.)
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5.3 Ongoing support for facilitators

While the theory behind the workshops that generate ILMs is simple, their facilitation
requires a lot of knowledge and skill. Added to this, the evolving nature of the IMS practices
mean that facilitators need to share experiences and ensure they are operating to the
current standard.

To support facilitators, the Investment Management website provides the following
resources:

e |MS Technical guides for facilitators provide guidance on what facilitators should do
before, during and after each facilitated discussion.

e Examples of documents that facilitators are expected to produce are provided.

The set of templates used to produce the documents is available on the DTF website at
http://www.dtf.vic.gov.au/Investment-Planning-and-Evaluation/Investment-
professionals-toolkit/Investment-management-products

5.4 Templates, examples and case studies

The templates, examples and case studies for the above outlined and listed practices are
available for download at http://www.dtf.vic.gov.au/Investment-Planning-and-
Evaluation/Investment-professionals-toolkit/Investment-management-products
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Appendix 1: 16 Questions - Investment decision-
makers’ checklist

What are the prime questions that any decision-maker should have answered before funding an
investment?

The IMS includes a set of 16 questions (the Investment Decision-Maker’'s Checklist) which address
the four IMS elements - problem, benefits, response and solution. This is a useful resource for
decision-makers although the depth of enquiry for each question will depend on the scale and
complexity of the investment. These questions correlate with key elements of the Victorian
government full business case template® and aid business case writers and assessors.

These questions can be asked, in part or in their entirety, at various stages in the investment
management process to test the robustness of the IMS workshop document suite and the business
case, if developed.

8Templates and supporting tools: http://www.dtf.vic.gov.au/Publications/Investment-planning-and-evaluation-
publications/Lifecycle-guidance/Templates-and-supporting-tools.
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16 Questions — Investment decision-makers’ checklist

Table 6: 16 Questions — The Investment Decision-makers’ checklist

PROBLEM

1. Is it clear what
the problem is that
needs to be
addressed - both
the cause and
effect?

Yes Partial -

2. Is there sufficient
evidence to confirm
both the cause and
effect of the
problem?

Yes Partial -

3. Does the
problem need to be
addressed now and
by this
government?

Yes Partial -

4. Does the defined
problem capture its
full extent/scope

including sources of
future uncertainty?

BENEFITS

5. Have the
benefits that will
result from fixing
the problem been
adequately
defined?

Yes Partial -

6. Are the benefits
of high value to the
government?

Yes Partial -

7. Are the KPIs
SMART and will
they provide strong
evidence that the
benefits have been
delivered?

Yes Partial -

8. Have the sources
of uncertainty and
key dependencies
critical to benefit
delivery been
considered?

RESPONSE

9. Has a reasonable
spread of
interventions been
identified and
packaged into
sensible response
options?

Yes Partial -

10. Is there
evidence to
demonstrate that
the response
options are feasible
and can respond to
future uncertainty?

Yes Partial -

11. Were the
options evaluated
fairly to reflect
their ability to
respond to the
problem, deliver
the benefits?

Yes Partial -

12. Is the preferred
response option the
most effective way
to address the
problem and
deliver the
benefits?

SOLUTION

13. Consistent with
the preferred
response option,
has a reasonable
spread of project
options been
analysed?

Yes Partial -

14.1s the
recommended
solution the best
value for money
action, and have
opportunities for
building flexibility
to deal with
uncertainty been
considered?

Yes Partial -

15. Is the solution
specified clearly
and fully and have
opportunities for
adding value been
identified and
costed? (all
business changes
and assets)

Yes Partial -

16. Can the
solution really be
delivered (cost,
risk, timeframes
etc.)?

Yes Partial - Yes Partial - Yes Partial - Yes Partial -
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Appendix 2: Fictional IMS suite of documents

Investment Logic Map

ORNEY GENERAL'S DEPARTMENT - Fictional

Improving efficiency and responsiveness of justice services in Noojee:
Redevelopment of Noojee court and services

INVESTMENT LOGIC MAP

Initiative

PROBLEM )

BENEFIT

~
Inability to meet

growing & changing
demand for court
services is increasing

delays & costs for all KPI 2: Reduction in costs
parties for all parties
50%
4 J

~

More efficient courts
40%

KPI 1: More timely

resolution of matters

Lack of suitable
contemporary
justice facilities &
resources is
undermining efforts
to reduce
reoffending 35%

More effective justice h
services 35%

KPI 1: Reduction in

frequency of re-

offending

KPI 2:Increased

completion of

therapeutic justice

programs y,

P RESPONSE )

Provide additional
space & reconfigure
existing facilities to

support
wider range of
justice services 40%

Expand capability to
provide more
diverse & targeted
responses with
offenders in criminal
& civil matters 20%

Out-dated & non- )
compliant security
infrastructure &
operating
environment are
putting court users

r ~

Improved court safety
25%

KPI 1: More availability

Y of remote witnessing

services

KPI 2: Reduced security

Enhance in-court
technology to
supportmore

remote-witnessing

& digital evidence

presentation 25%

Improve physical
separation between
parties & court
activities
15%

SOLUTION

CHANGES

ASSETS

Identify and prioritise
additional space and

flexible service delivery

requirements

Expanded and
reconfigured court
buildings

Appoint additional
judiciary and staff

Train staffin delivery of
new services &
incorporate into court
processe

Define technical
upgrade to remote
testimony & evidential
presentation

New remote-
witnessing facilities

Upgraded in-court
technology

Review safety policy &
procedures at all
locations to meet

required standards

New security
infrastructure

at risk risks in court precinct
0,
15% 4N J
Investor: <firstname surname> Version no: <e.g. 0.1, 1.0 etc>
Facilitator: <firstname surname> Initial Workshop: <dd/mm/yyyy>
Accredited Facilitator: Yes /No Last modified by: <firstname surname dd/mm/yyyy >
Template version: 6.0
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Benefit Map — Benefit Management Plan

ATTORMEY GENERAL S DEPARTMENT - Fictional

Improving efficiency and responsiveness of justice services in Noojee:

Redevelopment of Noojee court and services

BEMEFITMANAGEMENT PLAN
Part 1: Benefit Map

BENEFIT KPI ’ MEASURE

P BASELINE

4

o of mati S b =
resodution mi cramanal m TS = slzT sizoz
i 25% micnths old . .
More efficient courts [/ 1
= b
405 \ % Courtrooms per S 5
1 100,000 populaticn 5/3T 5/Z0Z1
CID_L 't costs per . o
w  criminsl & cid EO18/17 Rz
Reduction in costs // finalizztion
for all parties
15% Resolution rate
w  throush cowrt- 11% =0%
managsd ADR 2s/17 s ]
processes
r R’ [ Heductionin # of defendants who
frequency of reoffend within two % «1%%
A recffending years of completing 1212017 S/E0E2
,"f 205 =TT
More effective justice | / o
services \
35% M ncreased % of participants
\y completion of comipleting 0% i)
therapeutic justice thermpewtic justice 1712017 12/ 20EE
progams  15% progEms
r ) [ More availability of % of domestic %
nemeote witnessing wiclenos witnesses «13% 100%
A saryices with access to 01517 201570
i 15% remiote testimony
Improved courtsafety
25% M ——— -
M, Reduced security Number of secwrity
Y1 risks in cowrt risks rated highfvery bk} =]
precinct high in cowrt 52017 5/2020
10% precinct
RESPOMNSIBILITY FOR DELIVERING THE BENEFITS
| Name John Black Position Director of Cowrts Attormey- ﬂfmmﬁ'}'}'}'

General's Department

Version o
riftial Worksnop:
st modified by

Tempilate version:

rroestor:  firstrame sunmames
Facilitator: STETREme surmamen
Apcredited Facilitator:  vEETRE
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Benefit Profile — Benefit Management Plan

Benefit 1: |More efficient courts 40%

]

(]

[47]
[47]

Proportion of criminal matters = & months old

Organisation

Measure 1

Bazeline 40% [6/2017)

Target 20% [6/2021)

Imterim target Mo

Source C3ase management system
Measure 2 Courtrooms per 100,000 people

Bazeline 3 (62017}

Targst & (5/2021)

Imterim target No

Source Paolicy & Strategy Office
Reporting Forum Annual Report

Start date &6/2020

Freguency Aninua by

End date &6/2023
Responsibility MWame Johin Black
for reporting  Position Director of Courts

Attorney Gensral s Department

Court costs per criminal and civil finalisation

Organisation

Measure 1:

Bazeline 5650 [2016/17)

Tarzet 5400 [2021/22)

Imterim target Mo

Source Business analysis report
Measure 2: Resolution rate for court-managed Alternative Dispute Resolution [ADR) proceses

Bazeline 11% (2016/17)

Target BO% [2022/23)

Imterim target Yes

50% [2020/21)

Source Case management system
Reporting Forum Executive Group

Startdate 62021

Freguency Aninually

End date &6/2023
Responsibility Mame Margaret Whitz
for reporting  Position Manager Court Performance

Attormey General's Department
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Benefit 2: More effective justice services 35%

Measure
Bazelinz
Target
Interim target

Source
Forum
Startdate
Freguency
End date
Mame
Position
Organization

Reporting

Responsibility
for reporting

% of defendants

wl'rnrenﬁ i wit hll‘l-t'I.Tl'D ].raa rs of completing therapeutic justice program

35% (12/2017)

=15% [6/2022)

hi=

2E% (6/2021)

Therapeutic justice program report
annual report

12/2016

amnualby

6/2022

John Black

Director of Courts

Attorney General's Department

Measure
Bazsline
Target
Interim target

Source
Forum
Startdate
Frequency
End date
Mame
Position
Organization

Reporting

Responsibility
for reporting

% of pank-iﬁtaMSci;mélIE:tirgtherﬁ.mkjusﬁ;: programs

30% (12/2017)

oo (12,/20232)

RES

&0% Illf'lﬂll:

Therapeutic justice program report
Executive Group

12/20167

Quarterky

6/2022

Julie Brown

Manager Therapeutic Programs
Attorney Seneral's Department
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Benefit 3: Improved court safety 25%

Measure % of domestic violence wit nesses with access to remotetest imony services, Mote: The focus of this measure

Organization

Attorney General's Department

on domestic violenoe cazes and the need for remote testimony senvices responds to the increase in reporting of
domestic violence over the last 2 years.
Bazeline =15% [2016/17)
Targst 100% (2015 20)
Imterim target ]
Source Project Report
Reporting Forum Project Control Group
Start date & 2017
Freguency aninualhy
End date &/2021
Responsibility Mame Carren Smith
for reporting  Position ICT Project Manager

Number of murit]; r'[sks -mted high/wery high in court precinct

Organisation

Measure
Bazeline 15 [6/2017)
Targst = 5 (52020)
Imterim targst No
Source Security Risk Azzessment
Reporting Forum Departmental Rick Committes
Start date 52017
Freguency Quarterly
End date 52020
Responsibility Mame Doris Foster
for reporting  Position Security Manager - Courts

Attorney General's Department

Page 50

Unpredictable increase in the extent and level of methamphetamine [and other drug) use in the region may havean impact on
cazeload and Noojes's ability to meet its performance targets. It is also difficult to estimate the impact on future court demand
of amy increased reporting in the areas of family violenoe and historic sexual offences, following recent intensive community and
government focus and publicity.

Benefit delivery assumes no material changes in State justice policies particularly in respect of the expansion of therapeutic
justice zervices. This Benefit Map also asumes that overall project delivery is on time [commencing 7/201E) and within budget,
and that there are no material changes to soope and, in particular, new judicial appointments areconfirmed prompthy.

John Black

Director of Courts, Attorney-General's
Department

“gd/mmyyyy
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Response Options Analysis Report

—
OPFTION 1 8

normal size,

BamnsFitd

[ [
EFI1 EFIZ

1] 1]

L1} L1}

o o

1] 1]

L L

L8 3 12.5:x

Title: Eiusiness as uzual f Do nothing
Descriptio Thiz option maintains court buildings ba current standard and capacity and continues bo divert cazeload ko akher courks when capacity
iz available.
Bamafit1 EBsnafit 2 EBsnafit 3
Huras a4
aFFactive cuwrt rafaty
FL kg 15 15 L L -3
Interventions X KFI1 EFlz KFI1 KFlz KFI1 KFlz
Mare | Fedusti | Reduzti | Inzreare) More | Redusze
kimely onin | oninre- 4 remoke | roecuriky
rerolutio  zorkr | offending proqram witnesri | ricke
r a Famnlabl e
Mainkain zurrent court building, capacity Hi 1] 1] 1] 1] 1]
and leuelof oecratione
Diverk partion of carcload ko ather 2 1 [1] [1] [1] [1] [1]
reainnal sourkr nithreare sacazity
<Inkervention 1] 1] 1] L] o o
<Inkervention dx L1} L1} L1} 1] 1] 1]
KPl Scars DHEEN S#x 8 LFS LFS LFS LFS
Banasfit Tutal 12 .5 LH 4 LH 4
OFTION 2
Title: Manage overall demand for court services and improve effectiveness of in-court technology

Descriptio This option focuses on managing the demand for court services through targeted community education and diversionary strategics,
far both criminal and civil matkers. Supplements this wikh improvements inin-courk bechnalagy [within constrainks of existing

Banafit 4 Wa

™ ™ BanasFit
EFI1 EFIZ

1] 1]

Bamnafit 1 Banafit 2 Bamafit 3
25 p L 2l 15 15 L
Interventions * KFI1 | KFIz | KFH4 | KFlz | KFI1 | KFlz
Mare | Fedusti | Fedusti | Increare) More | Reduze
kimely onin | ORinre- 4 remote | rocuriky
rerolutin  zorkr | oFfendin program uiknerri rirkr
r a enmrlaki ra
Deuvelop zammuniky cduzation programr L1 [1] 1 (1] (1] (1] (1]
and diverrionrtrateqior tarerolue makkers
throuah non-zourt shannele
Diivert portion of zarcload toother 10 1 (1] (1] (1] (1] (1]
reaional sourkr uithreare cacaziey
Enhancein-courttechnology torupport Ao (1] (1] (1] (1] 2 1
maore remoke-uitnerring and digital
evidense prorentakion
snkeruvenkion d o o o o o o
KFl Scars (088N S#x  Sex e 3 xSl
Banafit Tutal LN - Zh_hi
OPTION 3
Title: Recanfigure existing sike and make mare use of third parky sites and services [multi-sike madel)

Descriptio This option inkroduces alternative modes of service delivery, at other sites anddor through partnership arrangements
ta address the demand and Functisnality pressures ak flaajes and improve justice autcomes. In conjunction the existing site iz

Interventions

Expand zapakbility to provide more diverre
rerpanrerinsriminal and sivilmakkerr
Enhancein-courttechnology torupport
mare remake-uitnerring and digical
evidense ererentation

Frovide additionalrpaze and recanfiqure
exirting Facilitior korupport auider rangqe
ofiurkizererwizer

Improve phyrizalreparation betusen
carkicr and courk astivikier

Bamafit Tutal

x

2

25

4

Bamsfitl Banafit 2 Bamsfit 3
4 15 ki F4 153 153 AL -4
EFI1 EKFlz EFI1 EFIZ EFI1 EFIZ
More | Reducti| Reduzti | Increare. More | Reduze

kimely onin | oRinre- 4 remoke | rocuriky
rerplutio]  <ortr | offendin program aitnesri rirkr

" a cnmnlakil na

L1} 1 2 2 L1} L1}

1 1 L1} L1} 2 L1}

1 1] 1] 1] 1] 1]

1] 1] 1] 1] 1] 1

1hlce Tk 1l 1dd L1 k]
F F5_ b Tl

BamsFitd

[ [ BamsFit
EFI1 EFIZ

L1}

L1}

1] 1]

1] 1]

L F4 L F4

LR 3 5 b
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OPTION 4

Title: Deliver the full range of courk services from a purpose-built new Facilitg at Moojes
Descriptio
Thiz aption allaws For investment in entirely new inkegrated courk Facilities, including new in-court
technology, that Fully address the current and Forecast capacity, service, and safety izsues.
EBamsFit 1 BamnsFit & L I tad
=FFacti Basmafit
jurtics rarvicer cmurt rafsty Scmrs
Banafit d
L F 153 15 R L L -4 L -4
Interrentions x EFI EFlzZ EFI1 KFlz EFI EFlzZ EFI EFlzZ
Mare | Fedusti | Fedustion Inerearcd | More | Feduse
kimely onin inre- program | remoke | recurity
rerolukiol  zorkr | offending | zompletion wiknerri rirkr
Enhanzein-zourk ke zhnology koruppark 15 1 1 1] 1] 2 L1} L1} L1}
mare remokbe-uitnerring and digital
euidense prorentation
Expand capability to provide mare divorre | 25 o 1 o o o o
rereanees insriminal and sivil matterr
Frovide additianalrpace toinsreare B0 1 (1] (1] 2 (1] (1]
capacity, improverafety and provide Full
ranaeof zourkreruizer fram Mogice
KPI Scars [ABRGEN 100 188 1k LLT RN [T T T F R T [T
BanasFit Tutal A i 35 e FLo Fd L 1
OPTION 5
Title: Adopt a regional approach ba delivery of courk services
Descriptio Builds capacity at neighbouring regional courtz and develops a centre of excellence model, providing some cconomics of scale and
aperating efficiencies. Moojee becomes a specialist centre for therapeutic justice and ADR services, serving wider geographical area than
currently.
BanasFit 1 BanasFit 2
H Hurs aFFacti
=FFi --t jwrtics rarvicar cmurt rafaty Bensfit 4
25 15 4 15 15 AL L F3 L F3
Interrentions x EFI EFlzZ EFI1 KFlz EFI EFlzZ EFI EFlzZ
More | FReducti | Reduction Increared | More | Reduce
timely | onin inro- program | remote |resurity
rerolutiol  cmrkr | offending | completion witnersri rirkr
" na
Fic-allazate majority of Hoojee care load ko 41 1 (1] [1] [1] (1] (1]
other reaional courkr
Expand court capaczity, technology and S 1 [1] 1] (1] 2 2
rervizer akather courkrinthe reaion
Upqrade zapazity ak Hooje ko deuclop T (1] 1 ] ] (1] (1]
rpecialirt zentre For ADR and therapcutiz
1] 1] 1] 1]
KFIl 5c Al hL L L k] L k]
EBamnsFit Tut 250 L8 -3 2 5
OPTION &
Title: <Option & titlex
Descriptio <Option & description’
BanasFit 1 BanasFit 2
H M FFacta 1
—— L Banefit 4
F40 15:x= 4 153 15:x= F 4 L 3 L 3
Interrentions T KFI1 | KFlZ KFIH KFlz KFI1 | KFlz | KFI1 | KFlZ
Timely  Carcloa  Feduction Wiknerr | Safeky
hearing 4 inre- allemdaner | jnzident
of carer | backlog | nffending B
<Interuention 1 1] 1] 1] 1] 1] 1] 1]
tdnkoruontion 2 o o o o o o o
zlnkcruenkion (1] (1] [1] (1] (1] (1] (1]
<Inkeruention dx 1] 1] 1] 1] o o o
KFPl Scars L -4 L F] L F] L F4 L F] L F] L F] L F]
BanasFit Tutal L A k3 L A k3 L A k3 L A k3 LA 3
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Department of Treasury andFinance- FICTIOMNAL

Improving efficiency and responsiveness of justice services in
Noojee:
Redevelopment of Moojeecourt andservices

Response Options Analysis
Cption 1: Business as usual f Do nothing

Maintains court buildings to curent standard and capacity and continues to divert caseloadto
other cours when capacityis available.

Interventions %
1 Maintain curent court building, capacity and level of operations 80%
2 Divert portion ofcaseloadto otherregional courtswith s pare capacity 20%
Options workshop
Benefit score Capital TEI Time range Ranking required?
12.5% 2 mil - 3n mil mm-mm Mo

Rizks and Uncertainty
1 Other courts lack capacityto take diverted cas eload M

Disbenefits
1 Delays and poor access tojustice services willincrease H
2 Security risks of precing are unmitigated H

Interdependencies
Mone

Ciption 2: Manage overall demand for court services and improve effectiveness of
in-court technology

Focuses onmanaging the demandfor court s ervices throughtargeted community education and
diversionary strategies, for both criminal and civilmatters. Supplements this with improvementsin
in-court technology (within coretraints of existing infrastructure) to increas e efficiency of o perations
and safety of vulnerable witnesses.

Interventions %

1 Develop community education programs and diversionstrategies to resolve B0%
matters through nor-court channels

2 Divert portion ofcaseloadto otherregional courtswith s pare capacity 10%

o -
wreded ay L Pt e age
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Interventions %

3 Enhance in-court technol ogy to support more remote-witnessing and digital 40%
evidence presentation

Options workshop
Benefit score Capital TEI Time range Ranking required?
40.0% 0.8 mil- %1 mil  3&mm-50mm 3 Mo

Rizsks and Uncertainty

1 Community education programs do not have desired andtimely impact on behavioural
changeH

Insufficient non-court channels available andfor generate poor outcomes forusers H
Existing infrastructurelimits effectiveness of new in-court technology s ervices M
4 Other courts lack capacity to take diverted caseload M

Disbenefits

a3
1 Strategy=en as being soft oncime'with long leadtimes M
2 Security risks ofprecinct are not fully mitigated H

Interdependencies

1 Active co-operation of other Government agencies in demand management strategies H

2 Strongsupport from judicial officers for changed senvice model & approach H

Option 3: Reconfigure existing site and make more use of third party sites and
services (multi-site model)

Introduces alternative modes of service delivery, at othersites andior through partnership
arrangements to addressthe demand and funclionality pressures at Moojee and improve justice
outcomes. In conjunction, the existing site is remodelled and th e in-court technology upgraded,

makinagthe most effective and efficient use of existing infrastructure and accommeodating ad ditional

judiciany and staff. This improves the safety ofthe cour precing andthe efficiency of services.

Interventions %

1 Expandcapakbility to provide more diverse responsesin ciminal and civilmatters 20%

2 Enhance in-court technol ogy to support more remate-witnessing and digital 25%
evidence presentation

3 Provide additional s pace and reconfigure existing facilities to support a wider 40%
range of justice semvices
4 Improve physical separation between paries and court activiies 15%
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Options workshop

Benefit score Capital TEI Time range Ranking required?
895.0% R0 mil - 530 12mm-43mm 1 Mo
mil
Rizks and Uncertainty

1 Suitable landforannex site not available M

2 Demand increasesfasterthan expeded (drug-related crime, domestic violencs, sexual
offences)placing excessive pressures on remodelled courthouse and requiring
reconsideration of other options M

3 Inzufficient skills and s ervice providers in regionto support new range of services M
4 Remodellingis mare complex, costhy ortime-consuming than envisaged H

Disbenefits

1 Substantial disuption durng construction will impact s hort to medium term capacity M
2 Zeen to defer consideration of a long-term solution to court service delivery in regioni

Interdependencies

1 Current policy settings regarding jurisdictional boundaries, and legal, policing and
sentencing practices are materially unchanged H

Option 4: Deliver the full range of court services from a purpose-built new facility at

Moojee

This option allows forinvestmentin entirgy newintegrated court facilities, indudingnew in-court

technology, thatfully address the current and forecast capacity, semvice, and safetyissues.

Interventions ¥

1 Enhance in-court technol ogy to support more remote-witnessing and digital 15%
evidence presentation

2 Expand capakbility to provide more diverse responses in ciminal and civilmatters  25%

3 Provide additional s paceto increas ecapacity, improvesafety and provide full 0%
range of court s ervices from Noojees

Options workshop
Benefit score Capital TEI Time range Ranking required?
100.0% 2300 mil - 5350 38mm-T2mm es

mil

Rizks and Uncertainty

1 A suitable siteis not available M
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Risks and Uncertainty

2 Long-term demand does not growin accordance with cumrent forecasts eading to either
renewed pressurson capacity orexcess capaciy H

3 Lack ofinterest from local govemment or private market to buy or take overresporsibilifies
far old courthouse H

Disbenefits:

1 Public recognizes little value for the imvestment because of the long delivery time M

Interdependencies

1 Current policy s ettings regarding jurisdictional boundaries, and legal, policing and
sentencing practices are materiallyunchangedH

Cption 5: Adopt a regional approach to delivery of court services

Builds capacity at neighbouring regional courts and develops a centre of excellence model,
providing some economies of scale and operating efficiencies. Moojee becomes a specdialistcentre
for therapeutic justice and ADR services, servingwider geographical area than currently.

Interventions %o
1 Reallocate majornty of Moojee case loadto other regional courts 20%
2 Expand cour capacity, technology and services at othercourts inthe region 0%

3 Upgrade capacity at Mooje to develop s pedalist centrefor ADR and th erapeutic 3%
justi CHSEN ices

Loy
Options workshop
Benefit score Capital TEI Time range Ranking required?
32 5% S100 mil - 3120 18mm-48mm 2 es

mil

Rizsks and Uncertainty

1 Delivery of new services acnoss wider regionis more complex and costly than envisaged H

2 Centres of excellenceap proach ins ufficiently flexible to respondto changing volumes and
patterns of demand M

3 Difficulty s ecuring appropriately qualified and skilled staffto support spedliased servicesin
each region M

Disbenefits

1 Courtusers facelonger traveltimes tocourt H
2 Multiple communities perceive loss of service and resist change H
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Investment Concept Brief

1]

efficien mlba’.d responsiveness of justice services in Moojee:

nt of Noojeecourt and services

Context What is the comipe on t st 0
The Noojee courthouse’s inability to meet growing and changing ::I=rr' 3 n::l forits services is leading to increasing
caze backlog and generating avoidable costs for the court, and its users. Physical limitations are constraining the
development of more innovative service approaches including the use of therapeutic justice programs to reduce
the region’s growing recidivism rates. The court precinct is insecure, placing court users, including vulnerable
witneszes, 3t considerable rish
Cost Co ange
D=.-L=n pr Dject Ssmil-10 mil
Land & smil-10 mil
Building and refurbishment works incleding 1T 540 mil-&0 mil
Investment Total 550 — B0 mil
£2 mil - £3 mil pa
Time the verable Time from funding
A"qmr ] Ia n::l ..:nn.-,tru"t annex, r=furb|.-,h =::|.-,t|ng bruilding |n"I security & ICT services JOmm-35 mam
100% of vulnerable witnesses with acoess to remote-witnessing 12mim — LEmim
20% of criminal matters < & months" old Z4mim-35mim
Fewer than 15% of therapeutic justice program participants re-offending JEmim — SEmim
acguire land, construct annex, refurbich existing building incl. security B ICT services IOmm-35 mam
Suitable land for annex not availabl M
urm  Demand [criminal caseload) increases faster than expected M
L: Lo Insufficient skills and service providers to support new range of senvices M
remodelling is more complex, costly or time-consuming than envisaged H
5 ub_-.ta rrtla I ::IL-,r uption during ":-n.-.tr uction wlll further im |:-a rt capacity M
um  Seen to defer consideration of a long-term solution to regional course service delivery M
Inter What external conditions are critical to the success of this imes E Criticalit
Dependencies  Current policy settings regarding jurisdictional boundaries, and le; =a|, paolicing and sentencing H

practices are materially unchanged

Falicy
Alignment

Fair, Equrn:r.'le "r'd Accessible Justice Pa"q.-’, ,...':-urr_«J 5‘trat=g1.. Fr |:-n‘q.- to address public safetyand crime

Managing
Uncertainty

Fract the investment's futre

= = erts = i b = i rvironment which mava

Unprr-::ll"ta I:ulr- increase in the extent and level of drug wse in the region may have an impact on criminal cas=ioad
and Noojee’s ability to meet its performance targets. Itisako drf'ﬁ:ul‘t to estimate the impact on future court
dema n::l of increazedr r—p:urtlng in the areas of fam ih,- violence and historic sexual offences

Imyestor

John Black Director of Courts, Attorney-  Signature dd/mimny ey
General's Department
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Appendix 3: Benefit framework

Each time an organisation makes an investment there is an expectation that some form of benefit
will be returned. It therefore follows that the ability to design investment solutions that provide
maximum benefits and to be able to confirm that the expected benefits were delivered is critical to
every organisation.

Why is it then that very few investments are able to articulate the benefits they will provide, to define
how they will be measured or to actually measure the benefits that are ultimately delivered?

In taking a fresh look at the problem of benefit management, it seems that within large organisations
there has been an inability to define how each individual investment contributes to the primary
benefits that are the point of the organisation’s existence.

It is typical and appropriate that everyone within, say Victoria Police, believes their individual
investment will provide the benefit of ‘reduced crime’ and everyone in Education will claim theirs will
result in ‘better learning outcomes’. But until now there has been limited ability to describe the
contribution of an individual investment to ‘reducing crime’ or to achieving ‘better learning
outcomes’.

The benefits framework that is depicted below has evolved has been found to be effective at
addressing this longstanding problem.

Enterprise Friendly, confident
. S and safe
What outcomes is the communities

enterprise seeking?

Organisation

How will this 5

organisation contribute &= -
to the enterprise

outcomes (benefits)

Investment

How will the Reduced time to
investment help the AN N provide forensic
organisation meet its matches

objectives (KPIs)?

The framework is a three-level structure that links the contribution of an individual investment to the
outcomes the enterprise is seeking.

In the example depicted here, at the enterprise level, the government is seeking to create ‘friendly,
confident and safe communities’. To this end they set benefits and targets that must be met at the
organisation level — in this case the police are required to ‘reduce crime’.

At the investment level it is necessary to demonstrate how a particular investment will contribute to
the benefits sought by the organisation. In the fictional example we are using here, the team of
forensic scientists are seeking an investment to improve forensic management practices, acquire
state-of-art forensic software and to renew their aged computer system. In return for this investment
they claim they will ‘reduce crime’. Their evidence to support this claim is that they will reduce the
time it takes to provide forensic matches by 30 per cent and obtain 20 per cent more forensic
matches.
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The head of the police organisation is then left to decide the following:

e How significant will meeting the targets associated with these KPIs be to a reduction in crime?
e Would the claimed KPIs and their targets be directly attributable to the proposed investment?
o Would the likely impact on crime reduction be worth the cost of the proposed investment?

Any KPI selected must be meaningful, attributable and measurable.
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Glossary

Accredited facilitator: Someone who has demonstrated their ability to lead the informed
discussions of the IMS and has been accredited by the Victorian Government to do so.

Appraisal: The process of defining objectives, examining options and weighing up the costs,
benefits, risks and uncertainties of those options before a decision is made.

Asset option: An asset option is a means of satisfying service needs by investing in existing assets
or creating new assets.

Asset strategy: Sets the direction and communicates up-front the assumptions and decisions about
levels of service and who provides them; is the means by which an entity proposes to manage its
assets over all phases of their lifecycle to meet service delivery needs most cost-effectively.

Assets: Service potential or future economic benefits controlled by an entity (e.g. a department) as
a result of past transactions or other past events. Assets may be physical (e.g. plant, equipment or
buildings) or non-physical (e.g. financial investments). Assets may also be current (having a store of
service potential which is consumed in one year or less) or non-current (having a store of service
potential that is consumed over a period of more than one year).

Base case: The base case is a realistic option that involves the minimum expenditure to sustain
existing standards of service delivery or to achieve previously agreed service standards. Therefore,
the base case does not always mean ‘do nothing’; rather it is the minimum essential expenditure
option (e.g. carrying out obligatory works to meet safety and health regulations).

Benefit data provider: A person who has been identified as the custodian of data that will be
required as evidence that a KPI has been met.

Benefit management plan: A short document that specifies the benefits an investment will need to
deliver to successfully address an identified problem. It includes the measures to be used as
evidence that the benefits have been delivered. These measures are initially used to select the most
suitable response to the problem. The BMP also defines the dates the benefits are expected to be
delivered, who is responsible for their delivery and how they will be reported.

Benefit Map: A one-page document that depicts the logical connection of an investment’s benefits
to the KPIs, measures and targets.

Benefit reports: A report for the investor that depicts the status of the delivery of the benefit
compared with the original expectations.

Benefit specialist: A person who has expertise in the definition, management and evaluation of the
benefits of an investment. People responsible for program evaluation have this expertise.

Benefit: The value that the investment will provide to the organisation or its customers. Benefits are
normally a positive consequence of responding to the identified driver. Each claimed benefit must
be supported by key performance indicators that demonstrate the investment’s specific contribution
to the identified benefit.

Business case developer: A person with responsibility for developing the business case for a
potential investment.

Business case: A document that forms the basis of advice for executive decision making for an
asset investment. It is a documented proposal to meet a clearly established service requirement. It
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considers alternative solutions, and identifies assumptions, benefits, costs and risks. The
development of the business case is based on the logic in the Investment Logic Map.

Candidate investment list: A list of the investments that are to be considered and prioritised based
on their ability to respond to the needs of an investment program.

Candidate investment list template
Capital expenditure: Expenditure involved in creating or upgrading assets.

Cost-benefit analysis: Cost-benefit analysis is a technique that can express in a comparable
(monetary) way the net effect of the costs and benefits associated with an investment proposal.

Dis-benefit: A negative impact that might occur as a direct consequence of implementing a
particular solution.

Driver: The reason that action needs to be considered at this time. Drivers are normally couched in
negative terms such as ‘Climate change is demanding new ways of living in Australia’. A driver
should capture the essence of what is broken and the consequences.

Economic cost (or opportunity cost): The value of the most valuable of alternative uses.

Evaluation: The process of defining objectives, examining options and weighing up the costs and
benefits before a decision is made to proceed.

Financial analysis: An investment evaluation technique that is confined to the cash-flow
implications of alternative options and is undertaken from the perspective of the individual
department or agency or government as a whole.

High Value and/or High Risk (HV/HR) projects: These are projects that have a Total Estimated
Investment (TEI) of equal to or greater than $100 million, are classified as ‘High Risk’ using the
Gateway Project Profile Model (this tool), or are nominated by the government as being part of the
HV/HR process.

Impact: The cost, benefit or risk (either financial or socioeconomic) rising from an investment
option.

Implementer: Someone who has experience and a practical sense of what is possible and can help
shape, scope, analyse and quantify a potential solution.

Innovator: A person with the experience and skills to question whether a proposed solution has
considered the current best thinking and practices.

Investment analyst: Someone who will analyse the case for investing in a particular proposal and
will provide advice to the investment decision-makers.

Investment concept brief: A two-page document that depicts the logic underpinning an investment
and identifies the likely costs, risks and uncertainty, dependencies and deliverables of the proposed
solution. It is used to summarise the merits of an investment and so allow decision-makers to
prioritise competing investments before proceeding to a business case.

Investment Logic Map: A simple single-page depiction of the logic that underpins an investment. It
represents an ‘agreed investment story’ that is created in an informed discussion. It is written in
plain English in a way that will allow a layperson to understand the language and the concepts. It
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provides the core focus of an investment and is modified to reflect changes to the logic throughout
its lifecycle.

Investment Management Standard: A best-practice approach applied over the life of an
investment that aims to reduce the risk of investment failure, provide greater value-for-money and
drive better outcomes. It has been designed to enable the investor to shape and control investments
throughout their lifecycle.

Investment review: Formal scheduled periodic reviews that aim to confirm that the logic for an
investment remains valid.

Investment: The expenditure of funds intended to result in medium to long-term service, or financial
benefits rising from the development or use of infrastructure or assets by either the public or private
sectors. A single investment proposal may contain a number of related investment expenditures
addressing the same service need.

Investor: The person who has an identified business problem (or opportunity), who will be
responsible for making or advocating an investment decision, and who will ultimately be responsible
for delivering the expected benefit. This person is often referred to as the ‘senior responsible owner’
or SRO.

Interdependency: These are key policies, assumptions, capabilities and circumstances that need
to be in place to facilitate and/or justify the proposed investment.

Key performance indicator (KPI): A measure that has been selected to demonstrate that a benefit
expected from an investment has been delivered. The KPI must be directly attributable to the
investment.

Lifecycle cost: Lifecycle cost is the total cost of an item or system over its full life. It includes the
cost of development, production, ownership (operation, maintenance, support), and disposal, if
applicable.

Objective: The high-level action (or intervention) that is proposed as the response to the identified
driver. This intervention must be framed within the context of the organisation’s purpose.

Options analysis: A process in which a range of options (both asset and non-asset) are evaluated.
The most cost-effective options are then selected for more detailed evaluation through a business
case.

Organisation effectiveness: A document that articulates why the organisation exists, its current
effectiveness and the changes that will be made to improve its effectiveness.

Organisation outcome assessment: A report that contains an assessment of the contribution a
selected functional unit has made to an organisation's outcomes over a selected period. This will
include a judgement of the effectiveness of the interventions that were adopted to deliver the
expected outcomes and the changes that could be made to improve the impact of the unit.

Outcome management plan: A document that specifies the benefits that an organisation is
expected to deliver and the measures, baseline and target dates and values that will provide the
evidence the benefits have been delivered. It also specifies the forum for reporting progress, the
frequency of reporting and responsibility for reporting.

Outcome(s): In the government’s output/outcome framework, outcomes equate to benefits.
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Prioritised investment list: A list of candidate investments that are prioritised on the basis of their
ability to respond to the needs of an investment program. This is Part 4 of the Service Logic and
Investment Prioritisation (SLIP) document.

Program evaluation report: A report that makes an assessment of the effectiveness of a program
of investment. The assessment is based on the benefits the investment delivered compared to those
defined in the Benefit Management Plan at the time the investment decision was made. To inform
future investment decisions, the report also provides an assessment of the effectiveness of the
response in responding to the problem and of the way the program was managed.

Project lifecycle: The stages of an asset lifecycle between the identification of the need and the
delivery and handover of an initiative.

Project manager: The person who is responsible for implementing all or part of the solution.
Proposal: An idea for a policy, program or project that is under development and appraisal

Real option: the right-but not the obligation—for an investor to undertake certain business initiatives
and actions in the future to optimise the opportunities and risks of an investment over its lifecycle
and mitigate the risks that an investment will be regretted. Real options do not eliminate the change
of regret but seeks to limit the extent of the regret.

Real options analysis: Real options analysis is an investment evaluation and decision-making
framework which introduces more flexibility to the management of infrastructure projects that are
significantly affected by uncertainty. It assists Government make investments that are more
adaptable over time and better able to meet the community’s evolving needs.

Residual value: The net value applied to the asset at the end of the investment lifecycle or
evaluation period; this may result in either a positive or a negative value.

Resources: Labour, materials and other inputs used to produce outputs.

Revenue: Inflows or other enhancements, or savings in outflows, of service potential or future
economic benefits in the form of increases in assets or reductions in liabilities of the entity (other
than those relating to contributions by owners) that result in an increase in equity during the
reporting period.

Risk: Risk is often characterised by reference to potential events, consequences, or a combination
of these and how they can affect the achievement of objectives. Risk is often expressed in terms of
a combination of the consequences of an event or a change in circumstances, and the associated
likelihood of occurrence.

Scenario analysis: Scenario analysis is a procedure for providing the decision-maker with some
information about the effect of risks and uncertainties on an investment. In a scenario analysis, a set
of critical parameters and assumptions that define a particular scenario are identified and varied to
reflect a best-case and a worst-case scenario.

Service Logic and Investment Prioritisation (SLIP): A document that comprises the output of the
program level workshops and describes how candidate investments have been prioritised based on
their ability to respond to the problem and deliver the benefits.

Social benefit: The estimated direct increase in the welfare of society from an economic action. It is
the sum of the benefit to the agent performing the action, plus the benefit accruing to society as a
result of the action.
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Social cost: The estimated direct total cost to society of an economic activity. It is the sum of the
opportunity costs of the resources used by the agent carrying out the activity, plus any additional
costs imposed on society from the activity.

Strategic assessment: The phase of the project lifecycle during which a need is translated, where
justified, into a proposal where outcomes, purpose, critical success factors and the level of strategic
alignment are clearly defined.

Response options analysis (SOA): A document that explains the logic used to identify which
response would best address the identified problem and deliver the expected benefits. This will
describe the interventions that were considered, how these were grouped to form a range of
response options and why the preferred option was selected.

Strategist: A person with the background and skills who can act as the ‘custodian of the strategic
direction’ at the informed discussions of the IMS.

Subject matter expert: A person who has expert knowledge of the problem area being discussed
or the most effective responses to the problem.

Uncertainty: external factors that are difficult to predict or estimate their impact with confidence on
government investment, benefit delivery and project implementation. These events include
technological developments, major shifts in markets and economic conditions, the behaviour of other
organisations, political orders, demographic, societal structures, or the natural environment.

Value management: Value management is a technique that seeks to achieve optimum value for
money, using a systematic review process. The essence of value management is a methodical
study of all parts of the product or system to ensure that essential functional requirements are
achieved at the lowest total cost. Value management examines the functions required from a
product, functions actually performed, and roles of the product’s components in achieving the
required level of performance. Creative alternatives which will provide the desired functions better or
a lower cost can also be explored.

Weighting and scoring: A technique that assigns weights to criteria, and then scores options in
terms of how well they perform against those weighted criteria. Weighted scores are summed, and
then used to rank options.
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Further information

For more information, please write to the Investment Management team in DTF at
investmentmanagement@dtf.vic.gov.au.
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