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What is a business case?
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Definitions
A tool supporting planning and decisionA tool supporting planning and decision--making making 
that can be used by public as well as private that can be used by public as well as private 
entities entities 
For a public entity, a business case is a For a public entity, a business case is a 
substantiated argument for a public project, a substantiated argument for a public project, a 
policy or a program proposal requiring a policy or a program proposal requiring a 
resource allocation and/or investment, often resource allocation and/or investment, often 
including a financial commitment;including a financial commitment;
For a private entity, a business case can be For a private entity, a business case can be 
developed to assist decisions on capital developed to assist decisions on capital 
investment, product/service development, investment, product/service development, 
changes to business processes, contracts, special changes to business processes, contracts, special 
pricing, partnerships, etc.pricing, partnerships, etc.
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Other definitions …
““A 'business case' is a form of advice to A 'business case' is a form of advice to 
executive decisionexecutive decision--makers. It is a makers. It is a 
substantiated argument for a project, substantiated argument for a project, 
policy or program proposal requiring a policy or program proposal requiring a 
resource investment, often including a resource investment, often including a 
financial commitment.financial commitment.””11

______________________________

11 The Government of New South Wales, Australia, The Government of New South Wales, Australia, 
““Business case guidelinesBusiness case guidelines””, 2000, 2000

1/51/5
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Other definitions …
““A management tool that supports planning and A management tool that supports planning and 
decisiondecision--making for an investment by positioning the making for an investment by positioning the 
investment decision in the context of business investment decision in the context of business 
objectives. The business case is a proposal and provides objectives. The business case is a proposal and provides 
an analysis of all the costs, benefits and risks associated an analysis of all the costs, benefits and risks associated 
with the proposed investment and offers reasonable with the proposed investment and offers reasonable 
alternatives.alternatives.””11

““Before making a final decision to proceed with Before making a final decision to proceed with 
project, management needs to satisfy itself that three project, management needs to satisfy itself that three 
basic questions have been properly answered:basic questions have been properly answered:

Why are we doing this?Why are we doing this?
What will it cost?What will it cost?
What business value do we expect to achieve?What business value do we expect to achieve?”” 11

2/52/5

____________________________________________________________

11 The Government of Alberta, Canada, The Government of Alberta, Canada, ““A cost benefit A cost benefit 
assessment framework for information technology projectsassessment framework for information technology projects””
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Other definitions …
““A multiA multi--purpose document that generates the purpose document that generates the 
support and participation needed to turn an support and participation needed to turn an 
idea into reality.idea into reality.””11

““It explains what the idea, problem, or It explains what the idea, problem, or 
opportunity is about, how and who it will opportunity is about, how and who it will 
impact, what others are doing, each of the impact, what others are doing, each of the 
alternatives, the associated impacts, risks and alternatives, the associated impacts, risks and 
cost/benefit of each alternative, and makes cost/benefit of each alternative, and makes 
recommendations.recommendations.””11

3/53/5

__________________________________________________________________

1 1 The Government of Alberta, Canada, The Government of Alberta, Canada, ““Business case Business case 
usage guidelinesusage guidelines””, July 2002, July 2002
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Other definitions…

““A decision support and planning tool A decision support and planning tool 
that projects the likely financial results that projects the likely financial results 
and other business consequences of an and other business consequences of an 
action.action.””11

4/54/5

____________________________
11 Marty J. Schmidt, Marty J. Schmidt, ““The business case guideThe business case guide””, Second , Second 

edition, 2002edition, 2002
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Other definitions
““A document that defines the proposal, lays A document that defines the proposal, lays 
out its objectives, deliverables, estimated out its objectives, deliverables, estimated 
cost and effort, and scopecost and effort, and scope””11

•• Deliverable: any measurable, tangible, Deliverable: any measurable, tangible, 
verifiable outcome, result or event that must be verifiable outcome, result or event that must be 
produced to respond to a certain need.produced to respond to a certain need.

•• Scope: a description of the agreed on work to be Scope: a description of the agreed on work to be 
completed during project execution. This completed during project execution. This 
description will specify the deliverables.description will specify the deliverables.

5/55/5

______________________________________________________

11 Tom Tom MochalMochal, , ““Select and prioritize projects with a Select and prioritize projects with a 
business casebusiness case””,  December 15, 2003 ,  December 15, 2003 
http://http://techrepublic.comtechrepublic.com
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What is the difference 
between a business case

and a business plan?
A business case: A business case: 

is specific to a project, a policy or a program is specific to a project, a policy or a program 
proposal, andproposal, and
covers the lifecycle of the proposal;covers the lifecycle of the proposal;

A business planA business plan
normally covers an entire organization or normally covers an entire organization or 
enterprise, and enterprise, and 
is limited in time (typically 3 to 5 years)is limited in time (typically 3 to 5 years)
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A business case is not:

a nona non--value adding external requirement, value adding external requirement, 
a routine chore, or a routine chore, or 
a means to validate an idea at all costsa means to validate an idea at all costs



Who is the
target audience of a 

business case?
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Target audience
Decision makersDecision makers

Government (national, local, etc.)Government (national, local, etc.)
Leadership, management and shareholders of Leadership, management and shareholders of 
public or private enterprisespublic or private enterprises
Funding sources including financial institutionsFunding sources including financial institutions

Partners and stakeholders: organizations Partners and stakeholders: organizations 
and/or individuals that are either involved, and/or individuals that are either involved, 
provide input, or have an interest in or provide input, or have an interest in or 
expectations from the proposal.expectations from the proposal.

The publicThe public
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What are their needs 
and concerns? …

Decision makersDecision makers
Need for and/or opportunity of the proposalNeed for and/or opportunity of the proposal
Alignment with general policy, objectives and Alignment with general policy, objectives and 
strategystrategy
Priority in the allocation of limited resourcesPriority in the allocation of limited resources
Effectiveness and efficiencyEffectiveness and efficiency

Partners and stakeholdersPartners and stakeholders
That they are consulted on any proposal that That they are consulted on any proposal that 
might themmight them
That the proposal does not unduly affect them That the proposal does not unduly affect them 
negativelynegatively
That they are compensated for any effectThat they are compensated for any effect 1/21/2
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What are their needs
and concerns?

The publicThe public
Level and quality of service providedLevel and quality of service provided
Community benefitsCommunity benefits
HealthHealth
SafetySafety
SecuritySecurity
EnvironmentEnvironment

2/22/2
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Why do we need a business case?

To convince the target audience:To convince the target audience:
of the need for the proposalof the need for the proposal
of the feasibility of the proposalof the feasibility of the proposal
that the proposal is cost effective and that the proposal is cost effective and 
beneficialbeneficial
that the proposal is financially viablethat the proposal is financially viable
that the risks involved are manageablethat the risks involved are manageable

To be able to prioritize proposalsTo be able to prioritize proposals
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Other uses of a business case

Helps determine the strengths and Helps determine the strengths and 
weaknesses of a proposal in a systematic weaknesses of a proposal in a systematic 
and objective mannerand objective manner

Serves as a tool to test the validity of an Serves as a tool to test the validity of an 
idea before putting the case to othersidea before putting the case to others
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When do we need a business case? ...
For every project, policy or program For every project, policy or program 
proposal, except when the project has to be proposal, except when the project has to be 
implemented at any cost and regardless of the implemented at any cost and regardless of the 
risks involvedrisks involved
Particularly needed when:Particularly needed when:

reluctance to the proposal is foreseen;reluctance to the proposal is foreseen;
the proposal is expected to have a significant the proposal is expected to have a significant 
impact on either internal infrastructure impact on either internal infrastructure 
arrangements or the delivery of services;arrangements or the delivery of services;
the proposal brings substantial change in the way the proposal brings substantial change in the way 
things are done and/or will require a significant things are done and/or will require a significant 
allocation or reallocation of resources.allocation or reallocation of resources.

1/21/2
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When do we need a business case? 

The business case is a dynamic The business case is a dynamic 
documentdocument

As time passes, situations change and As time passes, situations change and 
new information is availablenew information is available

The business case needs to be updatedThe business case needs to be updated

The regular update may last for the The regular update may last for the 
lifecycle of the project proposallifecycle of the project proposal

2/22/2
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Business case complexity
and resources required

The complexity of a business case and The complexity of a business case and 
time needed to develop it varies with the time needed to develop it varies with the 
nature of the proposal;nature of the proposal;
In some cases, the business case may In some cases, the business case may 
take several months to develop; take several months to develop; 
It may even be necessary to initiate a It may even be necessary to initiate a 
trial or pilot project to test the feasibility trial or pilot project to test the feasibility 
of the proposalof the proposal
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Business case model outline …

Executive summaryExecutive summary
The needThe need
The proposed projectThe proposed project

Project scope:Project scope:
•• Project purposeProject purpose
•• Planned outcome(s)/deliverable(s)Planned outcome(s)/deliverable(s)
•• Project descriptionProject description
•• Proposed timeframe and milestonesProposed timeframe and milestones

1/41/4



21

Business case model outline …
Implementation planImplementation plan
•• Project management arrangementsProject management arrangements
•• Internal change management and trainingInternal change management and training
•• External communications and issues management External communications and issues management 

strategystrategy
•• MarketingMarketing
•• Quality managementQuality management
•• Procurement strategyProcurement strategy
•• Benefits realizationBenefits realization
•• PostPost--project managementproject management
•• Project evaluation and postProject evaluation and post--implementation reviewimplementation review

External funding arrangementsExternal funding arrangements
2/22/2
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Business case model outline …
Assessment of optionsAssessment of options

Identification of optionsIdentification of options
Economic appraisalEconomic appraisal
•• CostCost--benefit analysisbenefit analysis

»» Net Present Value approachNet Present Value approach
»» Snapshot approachSnapshot approach
»» Cost benefit ratioCost benefit ratio

•• Cost effectiveness analysisCost effectiveness analysis
•• Least cost analysisLeast cost analysis
•• PayPay--off period approachoff period approach

3/43/4
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Business case model outline

Financial appraisalFinancial appraisal
•• Return On Investment (ROI)Return On Investment (ROI)
•• Net Present Value (Discounted Cash Net Present Value (Discounted Cash 

Flow)Flow)

Sensitivity analysisSensitivity analysis

Risk analysis and risk managementRisk analysis and risk management

4/44/4



Robust business case
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Impediments to a 
robust business case

Insufficient or unconvincing argument Insufficient or unconvincing argument 
for the proposal;for the proposal;
Ambiguous or unacceptable option Ambiguous or unacceptable option 
assessment methodology;assessment methodology;
Unreliable input data;Unreliable input data;
Other priorities take precedence.Other priorities take precedence.
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Advice for a
robust business case

Thorough researchThorough research
Objectivity, rigor and logical argumentObjectivity, rigor and logical argument
ClarityClarity
CompletenessCompleteness
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Project classification

Replacement projectsReplacement projects
Cost reduction projectsCost reduction projects
Safety and environmental projectsSafety and environmental projects
Expansion projectsExpansion projects
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Examples of projects

Infrastructure projects (roads, Infrastructure projects (roads, 
bridges, airports, factories);bridges, airports, factories);

Information technology and Information technology and 
telecommunication projects;telecommunication projects;

Major policy reform proposals.Major policy reform proposals.
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Examples of business cases

Project proposalProject proposal
Funding submissionFunding submission
Feasibility studyFeasibility study
Value management studyValue management study



Business case for the 
implementation of 
CNS/ATM systems
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Options for the implementationOptions for the implementation
of CNS/ATM systems of CNS/ATM systems ……

The planning of air navigation systems, The planning of air navigation systems, 
including CNS/ATM, has to respond to the including CNS/ATM, has to respond to the 
identified operational requirements and identified operational requirements and 
ATM objectivesATM objectives
Existence of a multitude of options that Existence of a multitude of options that 
achieve these goals:achieve these goals:

Operational optionsOperational options
Technical optionsTechnical options
Institutional optionsInstitutional options
Financial optionsFinancial options

1/21/2
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Options for the implementation Options for the implementation 
of CNS/ATM systemsof CNS/ATM systems

Decision makers need to be able to Decision makers need to be able to 
compare implementation options, compare implementation options, 
rank them and choose among themrank them and choose among them
What type of criteria?What type of criteria?

OperationalOperational
TechnicalTechnical
EconomicEconomic
FinancialFinancial

2/22/2
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Content of a business case Content of a business case ……
A business case sets out the context of A business case sets out the context of 
the problem or situation being addressedthe problem or situation being addressed

It provides a thorough description of the It provides a thorough description of the 
proposal, the rationale for its selection proposal, the rationale for its selection 
among other alternative options and a among other alternative options and a 
comprehensive assessment of its benefits, comprehensive assessment of its benefits, 
costs and riskscosts and risks

It takes cost benefit analysis a step It takes cost benefit analysis a step 
further further 

1/21/2
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Content of a business caseContent of a business case

The main sections of a business case are:The main sections of a business case are:
Description of the proposalDescription of the proposal
Identification of the stakeholders / partnersIdentification of the stakeholders / partners
CostCost--benefit analysisbenefit analysis
Financial analysisFinancial analysis
Risk analysis and managementRisk analysis and management

2/22/2
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Need for a business case for Need for a business case for 
CNS/ATMCNS/ATM

Slow implementation of CNS/ATM Slow implementation of CNS/ATM 
systemssystems

Reluctance towards adoption of new Reluctance towards adoption of new 
technologytechnology

Disagreement among stakeholdersDisagreement among stakeholders

Lack of fundingLack of funding
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Partners/StakeholdersPartners/Stakeholders

Need to identify all partners/stakeholdersNeed to identify all partners/stakeholders

Costs, benefits and risks should be Costs, benefits and risks should be 
identified and evaluated for each identified and evaluated for each 
partner/stakeholderpartner/stakeholder

Integrated business caseIntegrated business case
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Air NavigationAir Navigation
ServiceService

ProvidersProviders

AirspaceAirspace
UsersUsers

FinancialFinancial
InstitutionInstitution

OtherOther
A/C manufacturersA/C manufacturers
ATM EquipmentATM Equipment
supplierssuppliers
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Analysis ProcessAnalysis Process

RiskRisk
AnalysisAnalysis

Financial Financial 
AnalysisAnalysis

Provider/UserProvider/User

–– StateState
–– SubSub--regionalregional
–– RegionalRegional

Cost/Cost/
BenefitBenefit

Business caseBusiness case
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Stages of the Business CaseStages of the Business Case
Draft

Business
case

Providers
perspective

User
perspective

Co-ordination

Final
business

Case

To the
Financing

community
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Prerequisites Prerequisites ……

Homogeneous ATM area clearly defined Homogeneous ATM area clearly defined 
(State/service provider, group of States, (State/service provider, group of States, 
subregionsubregion, region, etc.), region, etc.)

Consultation and coordination between Consultation and coordination between 
service providers with adjacent areas of service providers with adjacent areas of 
responsibilityresponsibility

Consensus among stakeholders/partners Consensus among stakeholders/partners 
on the need for the new technologyon the need for the new technology

1/31/3
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Prerequisites ……
Availability of the new technologyAvailability of the new technology’’s s 
facilities and equipmentfacilities and equipment
Expected costs of equipment and operations Expected costs of equipment and operations 
established with an acceptable margin of established with an acceptable margin of 
uncertaintyuncertainty
Recognition and awareness of international Recognition and awareness of international 
cost recovery policy for air navigation cost recovery policy for air navigation 
services (services (ICAOICAO’’ss Policies on Charges for Policies on Charges for 
Airports and Air Navigation Services, Airports and Air Navigation Services, 
adopted by the Council in December 2000 adopted by the Council in December 2000 
and published as Doc 9082/6)and published as Doc 9082/6)

2/32/3
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Prerequisites

Existence of an effective cost and Existence of an effective cost and 
revenue accounting systemrevenue accounting system
Sound and agreed methodology for Sound and agreed methodology for 
determining the cost basis for chargesdetermining the cost basis for charges
An effective mechanism for the An effective mechanism for the 
collection of chargescollection of charges

3/33/3
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Data requirements …
TrafficTraffic

Traffic densities and traffic flowsTraffic densities and traffic flows
Traffic forecastsTraffic forecasts

Current configurationCurrent configuration
Cost of operations of the service providersCost of operations of the service providers
Inventory and costs of current air navigation Inventory and costs of current air navigation 
systemssystems’’equipmentequipment and facilities:and facilities:
•• Communications (Air/Ground, Ground/Ground and Communications (Air/Ground, Ground/Ground and 

avionics) avionics) 
•• Navigation (En Route, Terminal and Approach and Navigation (En Route, Terminal and Approach and 

Avionics)Avionics)
•• Surveillance (En route, Terminal and avionics)Surveillance (En route, Terminal and avionics)
•• ATMATM

Level of user chargesLevel of user charges 1/21/2
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Data requirements
Future configurationFuture configuration

Operational requirementsOperational requirements
Cost of new air navigation systemsCost of new air navigation systems’’
equipment and facilities:equipment and facilities:
•• Communications (Air/Ground, Ground/Ground Communications (Air/Ground, Ground/Ground 

and avionics) and avionics) 
•• Navigation (En Route, Terminal and Approach and Navigation (En Route, Terminal and Approach and 

Avionics)Avionics)
•• Surveillance (En route, Terminal and avionics)Surveillance (En route, Terminal and avionics)
•• ATMATM

Transition pattern and cost of transitionTransition pattern and cost of transition
Facilities, equipment and avionics costsFacilities, equipment and avionics costs

2/22/2
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Main impediments
Lack of coordination and consultation among Lack of coordination and consultation among 
service providers with adjacent areas of service providers with adjacent areas of 
responsibility responsibility 
Lack of coordination and cooperation among Lack of coordination and cooperation among 
stakeholdersstakeholders
NonNon--homogeneity of areas selected and homogeneity of areas selected and 
redundancy of facilities and equipmentredundancy of facilities and equipment
Ambiguous institutional or legal formatAmbiguous institutional or legal format
Lack of financial guaranteesLack of financial guarantees
Unavailability or inaccuracy of data requiredUnavailability or inaccuracy of data required




