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Introduction
A business case captures the reasoning for initiating an investment for the organization. 
It is often presented in a well-structured written document, but may also sometimes come 
in the form of a short verbal argument or presentation. Some organizations may require 
the business case as a component of their capital budgeting process. 

Business cases can range from comprehensive and highly structured, as required by formal project 
management methodologies, to informal and brief. Information included in a formal business case is the 
background of the project, the expected business benefits, the options considered, the expected costs of the 
project, a gap analysis and the expected risks. 

Consideration should also be given to the option of doing nothing including the costs and risks of inactivity. 
From this information, the justification for the project is derived. Note that it is not the job of the project 
manager to build the business case; this task is usually the responsibility of the controller, the project sponsor, 
and stakeholder.

An effective business case is a multi-purpose document that generates the support, participation and 
leadership commitment required to transform an idea into reality. A business case identifies an idea, 
problem, or opportunity. It provides context and content around the problem and equally illustrates the 
desired objectives and outcomes. The problem and desired outcomes are normally defined and described in 
terms of the business.

1.  Executive Summary

This section should briefly describe the business 
problem that the proposed project will address.  
This section should not describe how the problem 
will be addressed; only what the problem is.

This section should provide general information on the issues surrounding the business 
problem and the proposed project or initiative created to address it.  Usually, this 
section is completed last after all other sections of the business case have been written.  
This is because the executive summary is exactly that, a summary of the detail that is 
provided in subsequent sections of the document. 

1.1. Issue

This section should describe the anticipated 
outcome if the proposed project or initiative is 
implemented.  It should include how the project 
will benefit the business and describe what the 
end state of the project should be.

1.2. Anticipated Outcomes

This section summarizes the approach for how the 
project will address the business problem.  This 
section should also describe how desirable results 
will be achieved by moving forward with the project.

1.3. Recommendation

This section justifies why the recommended project 
should be implemented and why it was selected 
over other alternatives.  Where applicable, quantita-
tive support should be provided and the impact of 
not implementing the project should also be stated.

1.4. Justification
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2. Business Case Analysis Team
This section describes the roles of the team members who developed the business case.  
It is imperative that participants and roles are clearly defined for the business case as 
well as throughout the life of the project.

Role Description Name/Title

Provide executive support 
for the project

Executive Sponsor

Provides all technology 
support for the project

Technology Support

Provide financial analysis and 
internal controls support

Controller

Advises team on process 
improvement techniques

Process Improvement

Manages the business case 
and project team

Project Manager

Provides all software support 
for the project

Software Support

3. Problem Definition

This section describes the business problem that 
this project was created to address.  The problem 
may be process, technology, or product/service 
oriented.  This section should not include any 
discussion related to the solution.

3.1. Problem Statement

This section describes how the proposed project 
will modify or affect the organizational processes, 
tools, hardware, and/or software.  It should also 
explain any new roles which would be created or 
how existing roles may change as a result of the 
project.

3.2. Organizational Impact

This section provides a high-level overview of how 
the new technology will be implemented and how 
data from the legacy technology will be migrated.  
This section should also explain any outstanding 
technical requirements and obstacles which need to 
be addressed.  

3.3. Technology Migration
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Milestones/Deliverables  Target Date

Project Charter

Project Plan Review and Completion

Project Kickoff

Phase I Complete

Phase II Complete

Milestones/Deliverables  Target Date

Phase III Complete

Phase IV Complete

Phase V Complete

Closeout/Project Completion

4. Project Overview
This section describes high-level information about the project to include a description, 
goals and objectives, performance criteria, assumptions, constraints, and milestones.  This 
section consolidates all project-specific information into one chapter and allows for an 
easy understanding of the project since the baseline business problem, impacts, and 
recommendations have already been established.

This section describes the approach the project will use to address the business problem(s).  This includes what the 
project will consist of, a general description of how it will be executed, and the purpose of it.

4.1. Project Description

This section lists the business goals and objectives which are supported by the project and how the project will 
address them. 

4.2. Goals and Objectives

This section describes the measures that will be used to gauge the project’s performance and outcomes as they 
relate to key resources, processes, or services.  

4.3. Project Performance

This section lists the preliminary assumptions for the proposed project.  As the project is selected 
and moves into detailed project planning, the list of assumptions will most likely grow as the project plan is 
developed.  However, for the business case there should be at least a preliminary list from which to build.

4.4. Project Assumptions

This section lists the preliminary constraints for the proposed project.  As the project is selected and moves into 
detailed project planning, the list of constraints will most likely grow as the project plan is developed.  However, 
for the business case there should be at least a preliminary list from which to build.

4.5. Project Constraints

This section lists the major project milestones and their target completion dates. Since this is the business case, 
these milestones and target dates are general and in no way final.  It is important to note that as the project 
planning moves forward, a base-lined schedule including all milestones will be completed. 

4.6. Major Project Milestones
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Strategic Plan Goals/Objectives Relationship to Project

5. Strategic Alignment
All projects should support the organization’s strategy and strategic plans in order to 
add value and maintain executive and organizational support.  This section provides an 
overview of the organizational strategic plans that are related to the project.  This 
includes the strategic plan, what the plan calls for, and how the project supports the 
strategic plan.  

Action Description First year costs 
(- indicates anticipated savings)

Action
Type

Action

Net First Year Savings

Description First year costs 
(- indicates anticipated savings)

Action
Type

6. Cost Benefit Analysis
Many consider this one of the most important parts of a business case as it is often the 
costs or savings a project yields which win final approval to go forward.  It is important 
to quantify the financial benefits of the project as much as possible in the business case.  
This is usually done in the form of a cost benefit analysis.  The purpose of this is to 
illustrate the costs of the project and compare them with the benefits and savings to 
determine if the project is worth pursuing.



Reasons For Not Selecting AlternativeNo Project (Status Quo)

7. Alternatives Analysis
All business problems may be addressed by any number of alternative projects.  
While the business case is the result of having selected one such option, a brief summary 
of considered alternatives should also be included—one of which should be the status quo, 
or doing nothing.  The reasons for not selecting the alternatives should also be included.

Approver Name Title Date

President and COO

Controller

Executive VP

Signature

8. Approvals
The business case is a document with which approval is granted or denied to move 
forward with the creation of a project.  Therefore, the document should receive 
approval or disapproval from its executive review board
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