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BUSINESS CASE TEMPLATE

A Business Case Template with Instructions

By Spiceworks
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Business Case Template

OVERVIEW OF THE BUSINESS CASE PROCESS

A good business case is simple, straightforward and convinces management that the project must be implemented. Remember that management is typically being asked by other people for resources as well (and in this environment, resources are scarce). So your goal is to convince management that your project is more worthy of those scarce resources than the other projects. The simpler, cleaner and more compelling you make this argument, the easier it will be for you to get your projects approved.

Below is a template which you might find useful, together with some basic ideas of what you will want to include in each of the sections.

In many business cases, you will see a discussion of Return on Investment (or ROI) with accompanying graphs and charts. Since a backup solution typically does not generate a benefit in terms of revenue or cost savings, it can be difficult to show a ROI. Therefore, it has not been included in this template.

The template is fairly comprehensive; the level of detail below, or all of the sections, may not be necessary. It really depends upon the resources being requested. If you are asking for $30 per month to use a hosted backup service, a 7 page business case is probably not appropriate. However, if you are looking to implement a new $30K hardware/software solution, a more detailed business case is probably warranted.
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Business Case Template

EXECUTIVE SUMMARY

The Executive Summary is a simple, concise summary of the rest of the business case. If a reader only had time to read 1 page, they should be able to read the Executive Summary and gain a full understanding of the business case.

CURRENT SOLUTION

In this section, you should describe your current solution, including the hardware and software used. Also be sure to include the current costs of the system, both in terms of direct costs (i.e. money that is actually spent) as well as indirect costs (e.g. man hours spent on operating and maintaining the backup system).

You may also want to include other important metrics such as the amount of data that is currently being backed up, the time to backup and the time to restore and any compliance/regulatory requirements.

NEED FOR CHANGE

This section needs to explain why you need a new solution. This section is critical because it is where you need to explain, and convince, management that the current solution is no longer working. Otherwise, management may look at the current solution and say “It seems to be working fine; let’s just run with it for another month/quarter/year.” Remember, there are lots of other people who are asking for a share of scarce resources, so management is almost looking for an excuse to not fund your project. Instead, you want management’s reaction after reading this section to be, “I know that other projects are important, but we absolutely have to fund this backup project.” (although it doesn’t have to be as dramatic as this!)

In this section, you need to include the specifics of why the current solution is no longer sufficient. Specifically, you need to explain what has changed. The current solution was working before; what has changed so that it does not work anymore? Some ideas that may help you explain what has changed include:


More employees at the company


Addition of remote sites


Increased amounts of data that needs to be backed up


New regulatory / compliance regimes


Hardware / software failures


New requirements for restore times

You might also want to include a description explaining the type of project. Some common examples are as follows
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Mission Critical – without this project, something catastrophic could occur e.g. the company could break the law, revenue could be at risk, the core infrastructure of the company could fail. Few projects fall into this category.


Regular upgrades / maintenance – this project is simply required for good IT maintenance. Management understands that IT equipment eventually becomes obsolete (although they may not believe how quickly this occurs!).


Transformational – this is a project which changes the way in which the IT infrastructure will perform. It’s more than just replacing an old box with a new, faster box. This type of project is about modifying the IT workflow. An example might be moving from Windows to Linux across the organization, or switching from an in-house solution to using a hosted service.


Strategic – this is a project which will give the company an advantage over its competitors. An example could be a new database application which will give the company new insight on how to generate extra revenue.

If you get this piece written well, the rest of the business case will focus much more on the “What do we need” instead of the “Why do we need it?”

PROCESS TO FIND A NEW SOLUTION

In this section, you want to explain the process that you went through to get to your recommended solution. If you simply did a whole bunch of research, this section does not need to be very long. On the other hand, maybe you went through a more rigorous process, such as detailed research (including the Spiceworks Backup Buyers Club!), requested bids, viewed vendor demos, evaluated the different solutions in a test environment, talked to other users of the same software, attended conferences, etc. If so, you want to detail this out. It gives management a lot of confidence when they see that you have done a lot of due diligence.

It’s not to say that a shorter process is bad – after all, you could be a backup expert and you knew exactly what solution you need. But the more detailed you can be on what you did to get to your solution, the more confident management will be that you are going to implement a solution that is good for the company.

OVERVIEW OF SOLUTIONS CONSIDERED

This section should be the follow up to the previous section. During your due diligence phase, you presumably developed a list of requirements or criteria that a proposed solution must meet. For
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example, a minimum time to backup and restore, regulatory requirements, etc. If possible, you should list out these requirements.

Next, you can review the different alternatives against these requirements. In this way, you can eliminate various options leaving you with a recommended solution (not a specific vendor – that comes next). For example, you might want to say “Hosted solutions were researched. However, backing up 3TB of data every day would take over 4 hours. This does not meet the “Time to Backup” requirement of <1 hour.

Therefore, hosted solutions were eliminated.”

By addressing each of the solutions in this way, it reinforces to management that the due diligence process undertaken was extremely rigorous, comprehensive and well thought-out. It has the added advantage of addressing solutions that management may have heard about, but are not viable. “Why didn’t you consider xyz – I heard from Bill at Other Company, Inc that he’s using that and it’s working really well for him.”

The conclusion for this section should be something like “Recommended solution is an 8-slot tape library with auto-loader, replication software with second redundancy at off-site location.”

LIST POTENTIAL VENDORS

If you had the option to choose from a number of different vendors for your solution, you might want to list the vendor and details of their specific solution (including the cost). You might also want to explain again the process you went through when selecting vendors( e.g. RFQ, demos, etc.).

The goal is to give management confidence that you considered several different vendors, and that your decision to go with a particular vendor is based upon robust due diligence.

RECOMMENDED VENDOR

In this section, you want to recommend a specific vendor, and explain why you chose this vendor.

Typically, it’s a combination of factors so you want to explain why which of these factors were important and how the recommended vendor fared against each of these factors.

Be aware that if your recommended vendor is NOT the cheapest, you’ll need to explain what they are offering that the other, cheaper, vendors are not.

REQUIRED INVESTMENT

List out all the costs for the new solution in this section. Do not try and under-estimate the costs in a hope that it will help get the project approved. Requesting more money after a project has been approved is much worse than asking for a lot and coming in under budget.
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Ensure to include the direct costs, but also the indirect costs (e.g. man hours, downtime, lost productivity etc.).

EXPECTED BENEFITS

Here is where you will want to list out the benefits of your chosen solution. Obviously, you’ll want to make sure that the solution addresses all the points that you raised in the “Need for Change” section. But there may be other benefits above and beyond e.g. this particular solution offers you room to grow, or offers your company a strategic advantage that it did not previously have

KEY PERFORMANCE INDICATORS

It is important for you to show that the project was a ‘success.’ So in this section, document the metrics (or key performance indicators) that you will use to show that the project is a success (or it did not meet expectations). In the previous section, you talked about the expected benefits; the metrics or key performance indicators should be designed so you can show that the expected benefits were achieved.

RISKS OF PROJECT

Every new solution has risks associated with it; it could be something simple like a file cannot be restored quickly or it could be major like the entire backup system is compromised. Document all the risks, and more importantly, what will be done to minimize these risks.

IMPLEMENTATION PLAN

Include a detailed implementation plan setting out key dates, critical milestones and who will be effected and when.

CONCLUSIONS

Too many business cases make the mistake of not specifically asking for something. Make sure that the business case ends with a specific request like money to spend, authorization to take it to the next committee, etc. Whatever you need, be specific so that management will know what you want them to do.
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