Estates Capital Project and Programme Financial Management: Business Requirements Document
Objectives
1) To provide an overview of the Estates Department’s high level functional requirements for the financial management of Estates Capital Projects and Programmes 

2) To categorise and list the detailed functional requirements associated with the processes, including a priority rating for each (Must Have, Should Have, Could Have or Won’t Have)

3) To list out the key data requirements associated with the processes

4) To provide the basis for assessing a potential new capital budgeting system against the stated requirements

5) [bookmark: _GoBack]To illustrate or detail out an example scenario (Estates mini programme sheet) to enable a true ‘practical’ assessment of a potential new capital budgeting system to be made

High Level Functional Requirements and Expected Benefits
The overall requirement is for a system to replace the existing capital budgeting solution held in MS Excel and the Estates and Buildings Information System (EBIS) system.  The expected benefits of doing this include providing more sophisticated budgeting and forecasting functionality, reducing effort, eliminating duplicate data and reducing the risk of reporting error.  
The high level components of the functional requirements are illustrated below:
	1a. Project Cost Management
1b. Project Funding Management
1c. Project Programme Management


	2. Budgetary Control


	3. Reporting




	4. System Integration



	5. System Administration


	6. Business Case Updates and Financial Modelling






Requirements Priority Rating Definition
· Must have: requirement must be satisfied in final solution for it to be considered a success
· Should have: high-priority item that should be included in the solution but can be satisfied in other ways if strictly necessary
· Could have: requirement is desirable but not necessary, to include if time/resources permit
· Won’t have (this time): requirement that stakeholders have agreed will not be implemented in a given release, but may be considered for the future
Detailed Functional Requirements
	1a. Project Cost Management

	ID
	Requirement
	Category

	1.01
	Input and record elemental (Account Code level) costs (including risk allowance) at each RIBA stage (A to L) from inception to completion (as per existing “T4” Budget Management & EBIS Codes document)- example provided.
	Must Have

	1.02
	Capture real-time cost/spend and commitments against Account Codes
	Must Have

	1.03
	Forecast approved and unapproved spend recording base costs and date and allowing inflation scenarios to be entered; enabling the entry of key project programme dates which dovetail with spend forecasting, i.e. user changes a key date and system re-forecasts all spend including capital and revenue forecasts
	Must Have

	1.04
	Provide monthly cash-flow for current year and annual thereafter (up to 15 years and beyond)
	Must Have

	1.05
	Manage in-year spend plus cumulative spend (“project spend to date”)
	Must Have

	1.06
	Input capital and revenue percentage splits and perform a calculation based on spend, funding and capital/revenue percentage splits for every year where spend is recorded (including forward budgeting)
	Must Have

	1.07
	Provide a default forecast profile but enabling manual intervention or override, including a set of standard construction industry cost profiles (e.g. S-Curve) for user to select or define
	Should Have

	1.08
	Group Account Code per spend category (e.g. spend on construction)
	Must Have

	1.09
	Enable the FRS102 Impairment Test to be run *
	Could Have

	1b. Project Funding Management

	ID
	Requirement
	Category

	1.10
	Input funding sources both confirmed and prospect (includes source name, amount, conditions and other information regarding drawdown of funds)
	Must Have

	1.11
	Capture real-time income from funding sources
	Must Have

	1.12
	Forecast confirmed and prospect funding.  Some projects may not have specific names of prospect funding sources so need to allow a ‘planning assumption’ option and ability to record a planning assumption % between the main funding sources i.e. 30% UoE Corporate, 30% UoE College/Support Group, 20% SFC and 20% Other (external).  Needs to work dynamically with spend profile so if spend changes (for whatever reason) planning assumption automatically updates based on %s allocated to funding sources.
	Must Have

	1.13
	Provide monthly cash-inflow required for all funding sources, current year and annual thereafter (up to 15 years and beyond)
	Must Have

	1.14
	Display in-year income plus cumulative-to-date income (“project funding/income to date”)
	Must Have

	1.15
	Group funding sources in accordance with UoE accounting system i.e. External (Non-SFC), SFC, College/Support Group, University Corporate etc.
	Must Have

	
	1c. Project Programme Management

	ID
	Requirement
	Category

	1.16
	Enable start and end dates to work dynamically with financial information and interdependencies within the Programme
	Must Have

	1.17
	Group projects by interdependency and by College, School, Department, Zone, Estate Development Manager (EDM), Project Manager (PM), Value, Funding Status, Procurement Status, Project Type etc. (per table of data requirements 1:1 relationship items)
	Must Have

	1.18
	Enable GANTT chart management (or similar graphical tool)
	Should Have



	2.Budgetary Control

	ID
	Requirement
	Category

	2.01
	Disallow commitment and spend greater than approved spend 
	Must Have

	2.02
	Record budget (approved spend) as these are approved by Estates Committee and others. Provide a function to record approving body, date and comments. Note this is different from costs built up at Royal Institute of British Architects (RIBA) stage; i.e. at stage A/B costs of project might be £25M but approved spend (or budget) is only £1M. It is this figure that commitments and spend must be monitored against. Also need to be able to track all changes made.
	Must Have

	2.03
	Allow transfer of budget between projects
	Must Have

	2.04
	Record authorisations and committee decisions
	Must Have



	
	3. Reporting (see related Data Requirements)

	ID
	Requirement
	Category

	3.01
	Report on the Estates Capital Plan at Programme Level
	Must Have

	3.02
	Report on individual projects  at Project Level (UoE ref. T4 – “Budget Management & EBIS Codes document” and T33, cash-flow)
	Must Have

	3.03
	Report on expenditure type (e.g. equipment, construction, fees, fit-out)
	Must Have

	3.04
	Report at transactional level (spend and funding/income, UoE ref i.e. same as Advanced Transaction Summary Report (ATSR)
	Must Have

	3.05
	Report on project funding (debtors report)
	Must Have

	3.06
	Produce flat files, i.e. data in rows and columns with no spaces (Excel output file)
	Must Have

	3.07
	Record snapshots and key changes to quantum so movement in spend and funding is transparent and easily reportable between reporting cycles i.e. RIBA Stage, Project Boards, Programme Boards, Capital Projects Group (CPG), Estates Committee (EC) and others
	Must Have

	3.08
	A ‘Report Builder’ to allow user to tailor report to specific requirement either within product offering or allowing data to become available in a Business Intelligence data universe
	Could Have

	3.09
	Record full anticipated final cost at each stage
	Must Have

	3.10
	Report on risk analysis for projects at each RIBA Stage.
	Should Have



	4. System Integration

	ID
	Requirement
	Category

	4.01
	Integrate with the University’s Finance System (i.e. purchase order commitments and invoicing, etc.)
	Must Have

	4.02
	Integrate with the University’s Purchase Ordering System
	Must Have

	4.03
	Integrate with any other University wide systems (e.g. Human Resources (HR) system for employee records and organisational hierarchies)
	Could Have

	4.04
	The system shall be open to future development
	Must Have



	5. System Administration

	ID
	Requirement
	Category

	5.01
	Provide security levels for different users
	Must Have

	5.02
	Define user roles i.e. permissions and privileges to ensure budgetary control and governance is complied with (EC approvals etc.)
	Must Have

	5.03
	Provide version control; monitor and manage changes/track differences
	Must Have




	6. Business Case Updates and Financial Modelling

	ID
	Requirement
	Category

	6.01
	Update business case/financial model and work dynamically with projects
	Should Have

	6.02
	Functionality to record and model how Unapproved expenditure and funding will look (scenario planner). 

Spend: There will be approved spend and unapproved spend. 
Funding: There will be confirmed and prospect and planning assumption. It is important to be able to report on approved spend and confirmed funding projects (existing Estates schedule 8 “CPG” refers).
	Must Have

	6.03
	Ability to enter space projections related to projects so that the overall size of the estate can be tracked.
	Should Have




Project Creation, Set-Up, Usability and Data

The system shall enable the user to create or set up capital projects with the following data as standard. System should be able to allocate new project codes based on building number taking account of codes previously used. The system should also have a ‘Freeze panes’ function like MS Excel so that headings can be seen if scrolling through large document, and should be able to integrate with BI and allow reports to be built.
The required data (as shown on the following page) must be reportable, so that Estates can report at the correct level in the hierarchy (e.g. by Zone) and so they can report at project category (funding status) level, and by EDM, for example.  Ideally there will be free text fields available to use for future proofing data requirements.  Ideally the data will support the Estates strategy to work with smart KPIs, e.g. the rate of translation (conversion) between unapproved projects and approved projects.  This remains a ‘could have’ requirement for now and should be kept in view.



Capital Project Data Requirements –see also spreadsheet attached with “mini” programme.

	Data
	Values
	Is the Data in existing Archibus tables?

	Project ID
	(alphanumeric)
	Yes

	Project Description
	(free text) 
	Yes

	Building
	from UoE Building List
	Yes

	Cost Centre
	(alphanumeric)
	Yes

	Account Code
	(alphanumeric)
	Yes

	Job Code
	(alphanumeric)
	Yes

	Amount £
	Numeric
	Yes

	Funding Status
	Fully Approved (Fully Funded); Partially Approved; Unapproved Cat A; Unapp. Cat B
	No

	Procurement Status
	E.g. Design team procurement (not yet started/started/completed
	No

	Project Type
	Small Works; Major Works etc
	Yes

	Project Type (2)
	New Build, Refurbishment, Acquisition, Disposal, Demolition (and combination)
	No

	College/Support Group
	(pick from list of Colleges)
	Yes

	School
	(pick from list of Schools)
	Yes

	Department
	(pick from list of Departments)
	Yes

	Zone
	(pick from list of Zones)
	Yes

	Contact Names
	EDM
Project Manager Contact Name
Estates Contact Names
Key External Contact Names (Consultants/Contractors)
Other UoE Contact Names
	Yes

	Capital Split %
	%
	No

	Revenue split %
	%
	No

	Contingency fund (per project)
	£ (this is linked to 1.01 – T4)
	Yes

	Funding sources (confirmed and prospect/conditions
	From list
	Yes (with re-work)

	Funding – Planning Assumption
	% between main funding sources i.e. UoE, SFC, Other (external)
	Yes

	Funding Amount £
	£ amount
	Yes

	RIBA Stage
	(pick from list A to L)
	Yes

	Estimated Cost
	£(this is linked to 1.01 – T4)
	Yes

	EDM Name
	(pick from list of EDM Names)
	No

	GIA m2 – New Build
	m2
	No

	GIA m2 - Acquisition
	m2
	No

	GIA m2 - Refurbishment
	m2
	No

	GIA m2 - Demolition
	m2
	No

	GIA m2 – Disposal
	m2
	No

	Net Impact GIAm2 = New Build + Acquisition – (demolition + disposal)
	m2
	No

	Project Programme
Key milestones (to be defined), i.e.
· OJEU
· Design
· Enabling Works
· Main Construction
· Fit-Out/Occupation
	

Calendar (start and end dates) and list for key milestones
	Yes (with re-work)

	Interdependency function (scope to ‘link’ projects)
	
	No

	Comments box funding (like excel where comments can be recorded behind figures)
	
	No



The above table complements the Estates mini programme spreadsheet but is not an exhaustive list. 
*FRS102 (ref. Requirement 1.09)
Under current accounting standards the University of Edinburgh undertakes, with our external valuers Gerald Eves, a revaluation exercise every five years, with interim valuations occurring every three years.  This ensures that our property assets are tied to up-to-date valuations, which are carried out using the Depreciated Replacement Cost (DRC) method.  The capitalisation policy applied to the Capital Plan therefore takes account of the future DRC.
Following the implementation of FRS102 from 1st August 2015, the University has decided to exercise its option to revalue its assets at the implementation date.  This would then be adopted as the “Deemed Historic Cost” of the asset base.  No further regular revaluations would then occur, unless for impairment review.  The capitalisation policy would therefore evolve to include works, particularly refurbishment that was not covered by DRC valuations, which are deemed to provide incremental future economic benefits to the University.
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