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ABOUT OUR H2 GUIDES-

Here at the PMO Academy, we believe in sharing knowledge to grow
capability.

We have developed these H2 Guidese to share some of our rich
experience in managing projects across multiple markets, locations and
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For further information or guidane, please contact us, by email
info@pmoacademy.com or by phone +852 3748 3750

and one of our project specialists will call you back as soon as possible
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H2 GUIDESe - BUILDING A PROJECT BUSINESS CASE

1. Context

The Business Case is a critical tool in securing executive support and, ultimately,
funding for a project or programme.

Owned by the Project Sponsor, the Business Case sets out the costs & expected
benefits for a project, along with a summary of the background, scope, and
proposed solution. A good business case should contain as a minimum

* A statement of the business requirements, and an outline of the proposed
solution

* The investment case, mcIudlng the ost pr igs.tlmate d p;@osed
jectespand:. & ruually, should contain a

S
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summarjging Feiga Wedn Jthés Proj sor ect stakeholder
regardiry C S ons e for ensuring that all
relevant P A /T J j , Where necessary, their
supporié

The § d not be used as the primary tool to
commu ect; instead, it should be used to present a
summa d decisions reached by key stakeholders to
senior mJ

Whilst :&@ﬁ":‘f @t& e Business Case, it is typically, the Project or
Programme Manager@i to manage the production of the business

case, using approprig > g Mbusiness operations, finance, IT and other
functions to provide L

At the PMO Academy, we recommend that the written business case is kept to a
relatively short, executive level document, supported by detail in the form of the
financial analysis, project plan, and study outcomes as appropriate.

The business case should contain sufficient information, logically presented, to
enable a senior management team to be confident in approving funds for the
project.

Section content is described throughout the template in italics (don’t forget to delete
this guidance before publishing).
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2. Document Approvals & Control

The business case is likely to go through several iterations, and it is important for
approvers to be aware of relevant changes to versions. Use this or your internal
version control standards for key documents.

Changes History

Version # Date Status Version Author Reason for Change

Authorisations e

Identify who should approve the busig ess e (no@ ﬁembersﬂ’dﬁhe eﬁéuttve
TGP et -

committee, ke “\ Q * %@F owners; S also ortan? Sp€CI.fy

which part ‘ are %pp ing. For ple, if*the Chief

Marketing "%Jj g ofRTre statement .0 f :@ket:ng requirements, and not

thef/nan ?A L1y s ht B MOl clear- 6"‘ P commitrae tcl at the end!

sem. i IS

busmess case Date

Business Case Approval
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Commitme Q‘
:(Q-‘m Yo N?vf :

The above sigqgaes{s

i@f Eapacity in w

ap%val given

(Jand benefit owners agree to deliver the business outcomes
described in thls business c3 902 documents. The project approach, along with organisational,
customer, compliance & rery |mp ses _' \have been completed, and the signatories are confident that
the project is fit to progress. ghe P, i ,}d II accountability for delivering this project in line with the

business case. \

Distribution List

Identify who the document has been circulated to and why. Remember to mark
documents “restricted, internal” or “confidential” if appropriate, and consider
protecting the document digitally if particularly sensitive content is included.

Department Reason for Distribution
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3. Business Case Summary

This is a one or two page summary of the project, providing a high level description
of the initiative, the funding profile, and target benefits. It should be concise and
enable the approval committee to make an informed decision, based on value
delivered to the organisation.

Investment Category *1

Project Name

Project Sponsor Start Date

Project Manager Must Complete By

Benefits Start

Sponsoring Department

Summary Description of initiative:

M,

‘.‘ '!“; h et e, @ @
1 Strateg ith HREB ; foutclat Qrif g Dject, Runs
pr, | W R

projects @

Financial Profile*> ‘ ‘ Year 3

= .
(a) One off Revenue :’ 5 ﬁ:‘f‘: \
e &

(b) Capital ‘W)‘

(c) On-going costs

(a)+(b)+(c)

Total Costs **

Tangible Benefits

Net Costs

*2 Remember to state the currency you are using throughout the business case. If
you are working across multiple currencies, explain your FX rate assumptions - and
seek guidance from your finance department

*3 Excluding depreciation/amortisation

*4 Net Present Value — NPV calculation is covered in a separate Project Finance How
to Guide
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Estimate Range*5 Optimistic Realistic Pessimistic

Costs

Benefits

*5 At this stage in the development of the business case, it is often difficult to
provide accurate estimates, particularly in the case of multi year projects. The
Estimate Range table allows the Project Sponsor to highlight the possible range of
costs and benefits under different scenarios.

* “Optimistic” is the lowest possible cost/highest benefit achievement, and
assumes that no contingency budget is required. If the project is well within the
experience of the organisation, and internal metrics exist that g@onst te the
validity of the estlmatmg basrs used, tlg% the “ iséic” cost most
likely

. R . @
“Pessimiglie Sepleser @F %’nﬂ pOSSIb/e ost//owes@nefits achieved.
Estimajé 3}% e fént:gg;scy for identified risks,

/;' '— 'l“ @}; the risks teri . (For further
i i p/8a 01\1, guch

4[’
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4. Business Case Description

In this section, the background to the business case, what the project expects to
achieve and why this is of importance to the business is described. Remember that
all key stakeholders should have been consulted and the impact of the project on
their business areas already discussed by the time this document is formalised —
hence it should be a summary rather than an extensive description. The business
case will be supported by other project artefacts (Project Initiation Document;
Feasibility Study outcomes; Project Plan; and, later, functional/non functional
requirements specifications) that provide detailed descriptions and they need not be
repeated here.

A suggested structure for the Business Case Description is shown gl the head/ngs

below.
: as'the b 285 nee schanﬁ
) ) R Nar(O) ct i’@déa/e need t@eet a%gulatory

; o 81%igd T USigess, in mg up new markets, are we
respondi 344\4 Dt oy 5% ; '. Y& iie @ project aligns
with # oY 2] /§C ',“‘ te to desired
busines DA 5a 2

F closed. Remember that a project is not
® been delivered .

processes,

notoriously difficult / ;’ because benefits clalmed by the project are

VV. ‘.

In this section, we should summarise what benefits are being claimed by the project,
when they will materialise, which departments or functions will be the recipients of
those benefits, and whether the beneficiaries have agreed to include the benefits in
their departmental and personal objectives. (see example table below). If the
business owners will not sign off on the benefits case, it is unlikely that the project
can proceed.

©The PMO Academy 2014



<% The PMO Academy

Business Benefit Owner Measure Target Due
Outcomes Value Date
Reduction in Ms XXX, Chief Annual Operating 5200m XXX
claims operating | Operating Officer Cost reduced by p.a. over 3
cost 15% with no years

reduction in

customer

satisfaction scores

_ g @ = =
i | f‘, %, eve%u—;%%su ts? @; ek
7 {hop

oy & -2 — fam.example, will it create a new
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be devel@ge i1 e ekt C -0 haged

This is th j;’j@ HENESY 15 "' '”;_j‘" ) g %an at a level suitable for
an "1'.(-;' 5 QR LATE T ;r much technical detail. The project
appr ; : ' J ﬁ"" 2tail for the executive team to be able to
confl ».. Y DT 15157, hat they will already have been consulted

' presented for approval.

Risks: Whgt¥oo

e A
Prior to ﬁm Jily ‘fa" “h Gs e for approval, a Risk Assessment should be
conducted approp -~-L,,y z’- 2 of the investment. This section should then

extensivgs ‘:3 F A"\E&Ut E_

highlight the key ris¢s t ten the success of the project, and what
mitigation strategiesh foe No project is without risk, and open
disclosure at this stage in the Busmess Cdse is an important factor in its approval.
Contact us if you want to learn more about Risk Assessment Workshops.

Assumptions: Where have we had to guess?

In preparing the Business Case, it is normal to have to make some key assumptions
where factual information is not available. For example, we may have to make an
assumption on the number of staff that will need to be relocated to a particular
region, as the final headcount is not yet known. We may need to make an
assumption about customer volumes for a new service line that we will need to
support, and we only have a forecast at this stage in the product’s development. In
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these situations, it is important to identify key assumptions which, if proved
incorrect, could impact the successful outcome of the project.

Change Impact: What is the impact on business operations?

Projects, particularly major transformation projects, will inevitably have an impact
on business operations. Here we want to summarise the impact on customers, staff,
and key operational processes. Is the impact positive or negative? How do we intend
to minimise disruption to the business whilst delivering the project? For example, we
may need to suspend on-line services for a period when moving across to a new
system. How will we communicate this to our customers so as not to damage our
relationship?

Imperative: What is the consequence of not doing this change?

Not all projects will obtain approval to proceed — no matter how go%l;eir business

case. In making the decision on Wh/ch prOchts to awe%the exe co@ittee
dthe consequenke roject.

E" abP& té@ffer serwc@ a neﬁlocation

roceed with the project may

’ :vFe ire s. This section
ceet it ini
B el

s Wher & 22 #fppen 7' Wha %%y timeline?
In this ~; ) ool 0. gl detailed plan will come
later 5 ; i ¥ nﬁhart or a summary of key stages
with ng stage names that are not meaningful
for a Inception” and “initiation” unless you know
that yo t language is well understood at all levels. Try
to show g 'y eIk ' b s@hd when they will be available to the business
(note thisgse { Miestones, which are project control tools).
> L3
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5. Finally....

In preparing for business case approval, we recommend that the Project Sponsor,
Project Manager and key stakeholders/approvers consider the following questions
before committing to the investment.

Particularly in organisations where multiple projects may be competing for
resources (funds, project delivery teams), it is essential that the approvals
committee can make an informed decision about which projects to support. Having
a predefined Investment Criteria Checklist can help with objective assessment of
each business case.

For further advice on project investment appraisal, please get in touch.

Investment Approval Criteria

Does this change contribute to our current strategic direction? Is this explicit in the
Business Case?

Has a detailed risk assessment been undertaken? Do you we know what could go
wrong and are we prepared to accept the consequences?

Are we confident in the cost and schedule estimates?

Do we fully understand on-going costs?

Has risk based contingency been included in project costs?

Are the stated critical success factors achievable?

Have the benefits claimed been agreed with Benefits Owners?

Are benefits incorporated directly into Benefits Owners performance plan?

Are similar benefits being claimed by other initiatives?

Have business requirements been signed off? If no, how much funding is required
to complete business requirements?

Do we fully understand the impact on our business model?

Do we fully understand the impact on our technology?

Are we fully aware of dependencies, internal & external?

Have we identified & engaged all key stakeholders?

Do we have the technical ability & the resource capacity to deliver this change?

Are our suppliers committed?

Should we do this?

Should we do this now?
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