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In the fast-paced world of project management, having a robust foundation is essential for success. One of
the most critical components of this foundation is the project business case. But what exactly is a project
business case, and why is it crucial for effective project management?

In this article, we will discuss key components of a project business case, its importance, how to write one
and provide practical tips to guide you through writing your first business case.

Why a business case is important
Although this article talks about project business cases, huge sums of money are invested in projects,
programmes and change initiatives across all sectors and industries, with business cases typically acting
as the catalyst for change and investment. Evidence indicates that projects and programmes (or
schemes), that are not well scoped and planned, will fail. Therefore, the information contained in this
article is relevant to both projects and programmes.

The Business Case provides:

the rationale for the scheme
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the objectives for the scheme
the appraisal of the options for the scheme
the basis for the monitoring and evaluation of the scheme, and 
feedback for future improvement.

‘ROAMEF’ is the well-known acronym for this.

A business case provides a solid structure that gives assurance that the initiative has been properly
scoped, planned and can be delivered successfully. This is particularly important as often a new initiative,
or project, will require significant investment of resources, time and finance to deliver, so a positive result
is crucial.

What is a Project Business Case?
A project business case is a formal document that outlines the justification for undertaking a project. It
serves as a decision-making tool that provides evidence to stakeholders regarding a programme or
project’s viability and alignment with organisational strategy. The business case explains the reasons for
proceeding, the benefits it is expected to deliver, the options considered, and the financial implications.

The UK Government has developed the Five Case Model which provides guidance for the public sector to
ensure projects deliver value for money and lead to robust benefits and positive outcomes. This guidance
is equally relevant to the private sector and ‘Better Business Cases’ training, based on the methodology is
available worldwide.

At its core, the business case answers key questions about the opportunity or problem the proposed
project will address and how challenging the project will be. The Five Case Model specifically poses these
five questions:

A well-prepared business case provides clarity and direction, enabling stakeholders to make informed
decisions. It is not just a document; it’s a narrative that communicates the programme or project’s
significance and feasibility.

Why Do You Need a Project Business Case?
Let’s look at the importance of a project business case.

Following the high-level scoping and planning for the scheme with key stakeholders, the business case is
simply the evidence base repository, typically required for approval purposes, to establish:

Alignment with Organisational Goals: A business case provides strategic fit and a compelling case1.
for intervention and change.
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Informed Decision-Making: The business case provides stakeholders with all the necessary2.
information, enabling them to select the option offering the optimal social and welfare value for the
delivery of the scheme.
Resource Allocation: By detailing the expected benefits and costs, the business case helps3.
organisations allocate resources effectively. This gives confidence that the project can be delivered
successfully by the organisation with the available resources.
Risk Management: A properly constructed business case includes a risk assessment, identifying4.
potential challenges and their impact. This proactive approach helps in mitigating risks before they
escalate.
Stakeholder Engagement: The business case is an essential tool for engaging stakeholders. By5.
communicating the project’s benefits, it builds support and commitment from those involved.
Performance Measurement: Once the project is underway, the business case serves as a reference6.
point for measuring performance against the expected outcomes.
Effective Change Management: A well-defined business case can help in managing change within7.
an organisation by clearly communicating the need for the programme/project and its anticipated
benefits.

How to Write a Business Case
Writing a business case involves several key steps to ensure it is comprehensive and persuasive. It
requires careful research and thought before the business case can be written and presented. Below are
the key steps in the process:

1. Identify the Problem or Opportunity

Clearly define the issue or opportunity that the business case will address.
Gather relevant data and evidence to support the need for action.

2. Conduct a Situation Analysis

Analyse the current situation, including internal and external factors.
Use tools like SWOT analysis (Strengths, Weaknesses, Opportunities, Threats) to understand the
context.

3. Define Objectives and Goals

Set clear, measurable objectives that the proposed solution aims to achieve.
Ensure these goals fit with the overall strategic direction of the organisation.



4. Develop and Evaluate Options

Identify multiple potential solutions to the problem or opportunity.
Evaluate each option based on criteria such as feasibility, cost, benefits and risks.

5. Recommend the Best Solution

Select the most viable option and provide a strong rationale for its selection.
Include supporting evidence and data to back up your recommendation.

6. Create an Implementation Plan

Outline the steps required to implement the chosen solution.
Include a timeline, resource allocation and key milestones.

7. Perform Financial Analysis

Conduct a detailed cost-benefit analysis.
Include projected costs, savings and return on investment (ROI).

8. Assess Risks and Mitigation Strategies

Identify potential risks associated with the proposed solution.
Develop strategies to mitigate these risks.

9. Write the Executive Summary

Summarize the key points of the business case, including the problem, proposed solution, benefits and
financial analysis.
Keep it concise and compelling to capture the attention of decision-makers.

10. Review and Revise

Review the entire business case for clarity, accuracy and completeness.
Seek feedback from stakeholders and make any necessary revisions.



11. Present the Business Case

Prepare a presentation to communicate the business case to decision-makers.
Highlight the key points and be ready to answer questions.

Tips for Writing Your First Business Case
Crafting your first business case can be an overwhelming task. However, following these tips can help
streamline the process:

Know Your Audience: Tailor your business case to the specific interests and concerns of your1.
stakeholders. Understanding their perspective will help you present a more compelling argument.
Use Clear and Concise Language: Avoid jargon and overly complex language. Your goal is to2.
communicate effectively, so clarity is key.
Support Your Claims with Data: Use data, statistics, and case studies to back up your business3.
case. Evidence-based arguments are more persuasive.
Be Realistic: While it’s essential to highlight the benefits of the project, be honest about the risks and4.
challenges. Stakeholders appreciate transparency.
Engage Stakeholders Early: Involve key stakeholders early in the process to gather their input and5.
build buy-in. This collaborative approach can lead to a stronger business case.
Revise and Edit: Don’t hesitate to revise your business case multiple times. Seek feedback from6.
colleagues or mentors to enhance clarity and effectiveness.
Utilise Visuals: Use charts, graphs, and tables to present data and information visually. Visuals can7.
make complex information more digestible.
Be Specific: Avoid vague statements. Provide specific details regarding costs, timelines, and expected8.
outcomes.
Consider Alternatives: Discuss alternative solutions and why they were not selected. This9.
demonstrates thorough consideration of options.
Follow a Template: Using a business case template can help ensure you cover all necessary10.
components. Templates provide structure and save time.

For further support, you could look at the following resources:

Industry publications like the UK Government’s Green Book guidance on options and investment
appraisal. There is also a free newsletter. 
Professional membership organisations provide the opportunity to network with other professionals.
Training and certification on business cases is available through online platforms like Coursera,
Udemy, LinkedIn Learning and FutureLearn. A professional training and certification scheme, based on
the UK Governments Green Book is also available.

https://public.govdelivery.com/accounts/UKHMTREAS/signup/30306
https://apmg-international.com/product/better-business-cases


How and When the Business Case Will Be Utilised During the Project
The business case is not a static document; it is a living repository that guides the project throughout its
lifecycle. Here’s how and when it is utilised:

Project Initiation: The business case serves as the foundation for project initiation. It provides the1.
justification for moving forward and outlines the framework for planning.
Review and Approval: The business case is presented to decision-makers for review and approval.2.
Their feedback may lead to revisions or additional assessments.
Project Planning: During project planning, the business case informs resource allocation, timelines,3.
and risk management strategies.
Performance Monitoring: The business case provides benchmarks to measure the project’s progress4.
against expected benefits and costs. Regular reviews ensure alignment with the original objectives.
Stakeholder Communication: The business case serves as a reference point for ongoing5.
communication with stakeholders, helping to keep everyone informed and engaged.
Post-Project Evaluation: After project completion, the business case is used to evaluate the project’s6.
success against the initial goals and objectives. This evaluation informs future projects and enhances
organisational learning.

A Case Study
To illustrate the importance of a well-constructed business case, let’s explore a brief case study.

Case Study: Implementing a New Customer Relationship
Management (CRM) System
A mid-sized company identified inefficiencies in its customer service processes due to outdated
technology. The management team decided to create a business case for implementing a new CRM
system.

Executive Summary: The executive summary highlighted the need for improved customer service
and the potential for increased sales through better customer engagement.
Problem Description: The problem description outlined the challenges faced with the existing
system, including slow response times and poor data management.
Proposed Solution: The proposed solution was a new CRM system that would integrate with existing
tools and provide enhanced customer insights.
Cost-Benefit Analysis: The team estimated the costs of the new system against potential revenue
increases from improved customer satisfaction.
Risk Assessment: The risk assessment identified potential implementation challenges and proposed
training for staff as a mitigation strategy.



Implementation Timeline: An outline timetable for procurement, implementation and staff training of
a new CRM system showed how soon the benefits could be seen.
Conclusion: The conclusion provided a concise summary of the problem with the current situation and
a solution, outlining the risks, benefits and resources involved.

As a result of the business case, the management team secured approval for the project, leading to a
successful CRM implementation that significantly improved customer service and boosted sales.

Why a compelling business case is vital for project success
A project business case is an essential tool in project management. It provides the necessary framework
for justifying a project, informing decision-making, and guiding execution. It also ensures the project is
viable before any work commences, increasing the likelihood of project success. By understanding its
components and following best practices, you can create a compelling business case that resonates with
stakeholders.

As you embark on writing your first business case, remember to utilise the tips outlined in this article and
create a robust business case that not only justifies your programme or project but also sets the stage for
its successful execution.
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