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This page should be deleted before issuing the Business Case.
	Instructions for Use

	Application
	All projects should have a Business Case, but the depth and detail of the Business Case should be appropriate for the size and complexity of the project. For example:
Development of an internal accounting system would not need a Market Analysis.
A two-page Business Case would not need Contents or an Executive Summary.

	Timing
	The design of this document assumes that the feasibility of the recommended solution has already been established. If that is not true, the Business Case should address the need for a feasibility study instead.

	Use within PRiSM
	The PRiSM project lifecycle calls for a high-level Business Case to be developed in the Pre-Project Phase. That document should include as much reliable information as is available to the team. Any content that is mostly guesswork should be flagged as such.

	Document Title
	To use a title for the document other than Business Case, you will need to modify the cover page, the contents page, and the headers in all of the document’s sections.

	Project Name and Organization Name
	Before issuing the document, you should replace “Project Name” and “Organization Name” throughout the document. Those phrases occur on the title page, the contents page, and in the headers and footers of all of the document’s sections.

	Table of Contents
	Use <Update Field> to generate a revised table of contents before issuing the document.

	In-line Guidance
	Several sections have in-line guidance in red. These entries should be deleted along with this page before issuing the Business Case.

	Version Control
	There are three version control tables at the end of the document:
Version control for the Business Case. Update this table if you make changes to your Business Case. Assign the version number based on your organizational standards.
Distribution control for the Business Case. Record who has received a copy of the Business Case. “Format” would normally be either “Print” or “Electronic.”
Version control for the template. Update this table if you make changes to the template.
Note: the starting version number in the document is the version number of the template. That should be changed to the Business Case version number before the document is issued.

	Approvals
	The approval tables can be modified to comply with your internal practices. If so, those changes should be recorded as a change to the Template version.
Approvals for the current version are expected on the Contents page and the Version Control page. Approvals for prior versions would only show on the Version Control page.
Approval signatures can be electronic if organizational policy allows it.

	Post-Approval Actions
	Post-approval actions should be based on your organization’s policies and procedures.

	Format
	All of the content in this document has been formatted using <Format/ Style …>. If you want to modify any aspect of the document design (typefaces, font sizes, heading colors, etc.), you can do it quickly and easily by modifying the relevant style(s).
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Organization Name	i	version 2.1.1
[bookmark: _Toc517957275][bookmark: _Toc531702331]Executive Summary
The Executive Summary should contain highlights from the other sections and should be written after the other sections have been completed. The subsections below will normally be 1–3 paragraphs long. Verify that the information presented is consistent with the detailed sections. If the titles of the other sections are changed, the titles of the corresponding subsections below should also be changed.
Every project should have a Business Case. Should every Business Case have an Executive Summary?
If the Business Case is more than 15 pages, almost always yes.
If the Business Case is 5–15 pages, yes if you are concerned that key stakeholders won’t read the whole document.
If the Business Case is less than 5 pages, almost always no: use the Executive Summary as the Business Case.
Statement of Need
Include one paragraph of background describing the current situation. The information in this paragraph should already be known to most readers.
Then explain why the project is needed by describing the problem that the output of the project will solve or help solve. Don’t exaggerate, but make sure the need is clear and compelling.
This subsection should also describe how the project supports the organization’s strategic or operational objectives.
[bookmark: _Toc517957277]Recommended Solution
Provide a brief description of the product-of-the-project: the result that will be delivered to the customer at the end of the project. The description should be rich enough to make it clear that the problem will be solved or at least eased. The description may highlight 2–3 expected features of the product-of-the-project if those are known this early in the project.
The implications of not doing the project should be included here. If viable alternatives were identified, those should be listed here along with a brief description of why they were rejected. The alternatives can be described in narrative form, or in a table as below.
	Option
	Reasons for not Selecting

	No project (status quo)
	

	
	

	
	


If  known, scope exclusions and product success criteria would be included here as well. Success criteria can be described in narrative form, or in a table as below.
	Measurable Item
	Comparison
	Value

	Product Success Criteria

	Energy use
	reduced by at least
	30%

	Incremental revenue obtained in first year
	is at least
	$30,000,000

	
	
	

	
	
	


Expected Outcomes (Benefits and Dis-Benefits)
Provide a summary of the expected quantitative and qualitative benefits that justify expending organizational resources on the project. Financial outcomes must always be included along with any significant outcomes in other areas such as sustainability. Where appropriate, offer both optimistic and pessimistic estimates.
[bookmark: _Toc517957279]Cost and Schedule Estimates
Cost and schedule estimates can be presented in either tabular or graphic form. In either case, include both optimistic and pessimistic numbers. Ideally, cost and schedule estimates will be presented in a single display. For the Executive Summary, make sure that totals are clearly visible and avoid excessive detail.
Roles and Responsibilities
Provide a brief overview of the key players in the project. Typically, this subsection would identify at least the project sponsor, project manager, and the customer for the project result.
Major Risks
Identify and briefly describe the 5–7 risks (threats) that have the greatest potential to make the project go sideways. Describe how these risks were identified and prioritized. If known, describe likely responses.
[bookmark: _Toc531702332][bookmark: _Toc517957281]Statement of Need
Include whatever information is needed to provide a clear justification for the project. The type and extent of information required will vary.
Background
Include 1–3 paragraphs of background describing the current situation. The information in this subsection should already be known to most readers.
Problem Statement
Explain why the project is needed by describing the problem that the output of the project will solve or help solve. Communicate the magnitude of the problem by providing quantitative support whenever possible. Don’t exaggerate, but make sure the need is clear and compelling.
When a project is being considered in order to take advantage of an opportunity, that opportunity is usually generated by someone else’s problem. Describe both the opportunity and the underlying problem here.
Do not describe the proposed solution here.
[bookmark: _Toc517957283][bookmark: _Toc531702333]Recommended Solution
Describe the core characteristics of the results of the project. Provide enough information for the reader to understand what will be delivered, but not so much as to constrain later design choices. A list of likely deliverables is often helpful.
Any identified scope exclusions should be documented here. A scope exclusion is something that the project’s customer might reasonably expect but is not going to get (e.g., landscaping around an office tower). 
State the rationale for why this project was selected from among the alternatives identified. Consider including project selection criteria, weights, and scores.
[bookmark: _Toc517957285]Alternatives Considered
Describe the alternatives identified, including the option of not implementing any project at all. Document the reasons for not selecting each alternative.
	Option
	Key Reason(s) for not Selecting

	Maintain status quo (no project)
	Regulatory penalties

	
	

	
	

	
	


[bookmark: _Toc517957297]Success Criteria
Success criteria are the measures used to assess whether or not the project delivered the expected outcomes and whether or not it was well-managed in doing so.
	Measurable Item
	Comparison
	Value

	Product Success Criteria

	Energy use
	reduced by at least
	30%

	Incremental revenue obtained in first year
	is at least
	$30,000,000

	
	
	

	Project Management Success Criteria

	Actual cost
	less than
	$10,000,000

	Actual completion date
	no later than
	June 30

	Stakeholder satisfaction
	on 10 point scale
	at least 7

	
	
	

	
	
	


Strategic and Operational Alignment
Describe how this project will support the strategic and operational objectives documented in the organization’s strategic plan. If the organization has multiple levels of such plans, identify which level is being referenced. Linkages can be described in narrative form or using a table similar to the one below.
	Strategic Objective
	Support Provided by Project

	
	

	
	


Management Approach
Describe the intended approach to managing the project. This should include compliance (or planned non-compliance) with any organizational standards such as project lifecycle models (e.g., PRiSM) or delivery methods (e.g., Scrum).
[bookmark: _Toc531702334]Expected Outcomes (Benefits and Dis-Benefits)
This section provides the bulk of the information to support the go/no-go decision. It compares the beneficial outcomes of the project to the costs of the resources needed to achieve them. Above all, this section must be fair and balanced: many projects end up as failures because dis-benefits were ignored or covered up.
Benefits Realization Approach
This subsection provides an overview of how the delivery of benefits will be assured:
How benefits will be quantified and measured.
What systems and processes will be used to track benefits realization.
What governance arrangements will be in place, both during and after the project, to ensure that expected benefits are realized, and dis-benefits avoided or minimized.
Financial Outcomes
This subsection includes both the estimated project costs from the following section as well as estimates of post-project expenditures associated with the cost of ownership. Most projects will require computation of basic return-on-investment metrics:
Cash Flow Analysis
Cost-Benefit Ratio
Internal Rate of Return (IRR)
Net Present Value (NPV)
Breakeven Point
For major investments (e.g., a wind farm), multi-year pro forma financials will likely be required.
[bookmark: _Toc517957294][bookmark: _Toc517957287]Stakeholder Outcomes
This subsection should cover how major stakeholders are likely to be affected by the project. It should include both internal and external stakeholders as well as both positive and negative stakeholders.
	Stakeholder 
(Organization or Individual)
	Expected Impact
	Engagement Approach

	
	
	

	
	
	

	
	
	

	
	
	


Social Outcomes
The GPM P5™ Standard for Sustainability in Project Management provides a useful checklist of topics to cover here.
Environmental Outcomes
[bookmark: _Toc517957288]The GPM P5™ Standard for Sustainability in Project Management provides a useful checklist of topics to cover here.
Operational Outcomes
Describe the activities that the organization currently performs that would be affected by either the work of the project or the project’s results. Include both internal activities (e.g., manufacturing, hiring, purchasing) and external activities (e.g., sales, customer service, supply chain management).
	Activity
	Description of Impact

	
	

	
	


[bookmark: _Toc517957290][bookmark: _Toc531702335]Cost and Schedule Estimates
Cost and schedule estimates can be presented in either tabular or graphic form. In either case, include both optimistic and pessimistic numbers. Make sure that any totals are clearly visible.
This section should describe how the estimates were developed and any underlying assumptions. For major projects, the results of probabilistic simulations may be needed.
Cost Estimates
Cost estimates can be presented by phase, by deliverable, or by type (e.g., labor, equipment, supplies). They should include both direct and indirect costs. Where contractors will be used, expected contractual outlays should be identified.
In general, the larger and more complex the project is, the more detail will be expected.
Schedule Estimates
Schedule estimates can also be presented by phase or by deliverable. Target Completion can be shown in absolute terms as a specific date, or in relative terms such as, “2 weeks after project approval.”
Target dates can be presented in a Gantt Chart:
	Milestone
	Target Completion

	
	A
	M
	J
	J
	A
	S
	O
	N
	D
	J
	F
	M

	Pre-project Phase
	
	
	
	
	
	
	
	
	
	
	
	

	Discovery Phase
	
	
	
	
	
	
	
	
	
	
	
	

	Design Phase
	
	
	
	
	
	
	
	
	
	
	
	

	Delivery Phase
	
	
	
	
	
	
	
	
	
	
	
	

	Closure Phase
	
	
	
	
	
	
	
	
	
	
	
	


Or in a table:
	Milestone
	Target Completion

	Pre-project Phase
	

	Discovery Phase
	

	Design Phase [insert additional rows if multiple Design Phases expected]
	

	Delivery Phase [insert additional rows if multiple Delivery Phases expected]
	

	Closure Phase
	


[bookmark: _Toc517957298][bookmark: _Toc517957291]Resource Estimates
This subsection should include estimates of both internal resources (e.g., employees, supplies) and external resources (e.g., contractors, purchased goods).
Resources by category will generally be detailed enough for the Business Case.
	Resource Category
	Estimated Quantity
	Quality Requirements

	People
	
	

	Materials
	
	

	Machinery
	
	

	Facilities
	
	

	Contractors
	
	

	
	
	

	
	
	


[bookmark: _Toc517957292]Funding sources
If there will be multiple funding sources as with many government projects, the Business Case should include a list of funders and the amounts expected from each.
[bookmark: _Toc531702336]Roles and Responsibilities
Project Governance
Describe the decision-making structure for the project. Identify relevant policies and procedures. If the project will have a Steering Committee or Project Board, identify the likely members and the expected level of effort.
Project Team
If known, identify the specific individuals who will be on the project team. Include an organization chart or a description of how the team will self-manage.
Business Case Development Team
List the names of the individuals who contributed to the document. List both authors and reviewers.
[bookmark: _Toc531702337]Major Risks
Identify and briefly describe the risks (threats) that have the greatest potential to make the project go sideways. Describe how these risks were identified and prioritized. If known, describe likely responses.
If the Business Case includes an Executive Summary, this section can expand somewhat on the number of risks described there.
Version Control
	Document Version Control

	Version
	Date Approved
	Approved by
	Summary of Changes

	1.0
	
	
	

	
	
	
	

	
	
	
	



	Document Distribution Control

	Number
	Responsible Owner
	Location of Copy
	Format

	Master
	
	
	

	1
	
	
	

	2
	
	
	

	3
	
	
	

	4
	
	
	

	5
	
	
	



	Template Version Control

	Version
	Date Approved
	Approved by
	Summary of Changes

	1.0
	Not recorded
	Joel Carboni
	Initial release

	2.0
	June 2018
	W.R. Duncan
	Complete rewrite

	2.1
	July 2018
	W.R. Duncan
	Added text about including how benefits will be realized
Added text about including more on contracting
Added note that cost estimates include cost of operations
Added note that this template assumes feasibility
Added text for next steps (what to do when approved)
Added note about scope exclusions
Added subsection for project organization
Modified text about support for strategic goals to include support for operational goals (“keep the lights on”)
Changed version number on footers to be template version and added instruction to modify to Business Case version before issuance

	2.1.1
	December 2018
	W.R. Duncan
	Corrected error in table of contents
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