Options Appraisal Guidance
What is Options Appraisal?

When developing a project idea there are usually many different potential actions and delivery methods that would meet the project objectives, these are the project Options.  

Options Appraisal is the analysis of the Options to identify the best one that will meet the objectives of the project and provide best value for the organisation and end user.

How to do it

There are many different models for Options Appraisal; this simple method is designed to guide you through an options appraisal process.  Some organisations that provide project funding will require a more detailed options appraisal, and may provide you with a different method to use.
1) Create the Options

Research and consult widely to gather information relevant to the scope and objectives of the project.  From this information develop a list of actions that, if undertaken would achieve the objectives of the project.   Try to be innovative and creative when developing the options.  The number of options you develop should be proportionate to the size and complexity of the project.

Use the table template at Appendix 1 to document the options

2) List the Objectives and Critical Success Factors and assess the options against them.

List the projects main objectives and critical success factors (i.e. the things that must be delivered for the project to be considered a success) in the table at Appendix 2.  Consider each option against the listed objectives and critical success factors and document whether they will be met if that option is pursued.  From this exercise you should be able to identify a short list of options and determine a preferred way forwards.  
3) Analyse the short listed options

Evaluate each option separately to identify the preferred option to take the project forward.  A template is provided at Appendix 3 to assist you with the evaluation process, it includes assessing the cost, risks and benefits of each option.  You may add other evaluation criteria if it is appropriate (for example: time to complete, funding implications, procurement implications, ongoing revenue implications etc).

4) Identify the preferred option
Appendix 1 – Create the Options
	
	Option 1
	Option 2
	Option 3
	Option 4
	Option 5 (Do Minimum)

	Solution

Provide a summary of each option and what it will provide.
	
	
	
	
	

	Scope

What will be included in the project under each option (e.g. Area covered, who will benefit, quality expectation etc)
	
	
	
	
	

	Delivery

Who will be responsible for delivering each option?  (Who will own it, manage it and deliver it?)
	
	
	
	
	

	Implementation

When will each option be delivered and how?
	
	
	
	
	


Appendix 2 - Objectives and Critical Success Factors
	Objectives 

List the project objectives.  These should be Specific, Measurable, Achievable, Realistic and Time Bound
	Evaluation the Options (Yes this Objective/ CSF will be achieved, No it will not, Don’t know at this stage)

	
	Option 1
	Option 2
	Option 3
	Option 4
	Option 5

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	Critical Success Factors

List the Factors that are considered to be critical to the projects’ success 
	Option 1
	Option 2
	Option 3
	Option 4
	Option 5

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	Identify Short list of Options (enter SL to add to short list or X to remove from further consideration)
	
	
	
	
	


Appendix 3 – Analyse the Short Listed Options
	Assessment Criteria 

List the criteria that each option will be appraised against, some suggested examples have been entered for you
	Shortlisted Options:
Assess each option against the criteria – will the option meet the criteria or not.  If you need to you could use scores 1-5 to measure the extent to which the option will meet the criteria.

	
	Option __
	Option __
	Option__

	The project option will meet all Critical Success Factors
	
	
	

	The project option carries acceptable levels of risk for the Authority
	
	
	

	The project option will meet all of the benefits objectives
	
	
	

	The project option can be completed within the required timescale
	
	
	

	The estimated cost of the option is
	£
	£
	£

	The project option has been analysed using a SWOT analysis and is still viable, doable and aligned with corporate objectives
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	Total Score:
	
	
	


