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PMNBC - Making the Business Case 
Summary 
Making the Business Case is an intensive two-day workshop aimed at project managers, team leaders 
and business analysts that covers the entire process involved in justifying a project by means of a 
business case.  It is intended to bridge the gap between the bare-bones technical justification of a 
project and the expectations of the business users and executives who will approve it. 
 
The business case (also called a cost benefit analysis or feasibility study) is a key document, the very 
basis of many projects and investments.  It should provide clear evidence that a project is worthwhile, 
that the benefits as described are achievable and that the associated costs can be contained.   
 

Learning Outcomes 
The course will demonstrate current practices in evaluating investments and projects (including IT 
projects), and the systematic processes required to develop a business case.  Attendees will learn 
through presentation and group case study activities:  
• Basic needs and expectations of management for cost and benefit comparisons  
• How to structure and develop a project business case 
• How to develop alternatives for analysis 
• The roles of financial analysis and non quantitative factors in justifying a project 
• What are relevant costs, relevant benefits, in comparing alternatives. 
• Alternative methods of analysis 
• How to document and present a business case 
• How to use provided templates and flowcharts to improve existing processes. 
 

Learning approach 
A case study (distributed in advance) will be used in workshop groups to provide an opportunity to 
evaluate and apply major tasks in the development of the business case.  
 
A comprehensive work-book of course material including sample templates, and suggested worked 
solutions for some workshop exercises will be provided to each attendee.  In addition, a disk or CD 
will be provided containing some sample template files and spreadsheets. 
 
The workshop draws upon industry sources such as the PMBOKTM as well as published international 
guidelines. 
 

Attendance 
Two days’ duration.  Course will run from 9.00 am to 5.00 pm with short breaks for lunch, morning 
and afternoon refreshments.  
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Logistics: 
• Up to 20 attendees (1 or 2 more could be accommodated). 
• Datashow Lite-pro projector and screen  
• Tables and chairs café style  
• Flip charts for each group (assuming about 4 groups, from 4 to 5 to a group) for case activities, or 

1 flip chart for presenter and additional flip chart paper and pens for each group. 
• Whiteboard 
 

Course outline 

 Topic Comments 
1 Introduction • Introduction: to course – objectives, contents of workbook and, 

templates. 
• What is a business case?  When is it required?  When should it be 

reviewed/revised? 
• Overview of business case process, roles of business and 

technical teams 
• Role of stakeholders 
Case study – stakeholders: identifying the balance of power 
 

2 Identifying the options • Alignment of initiatives with strategic directions: Organisational 
selection criteria, defining the problem or opportunity – seeking 
out the documentation 

• Identifying the options, making a framework for structuring the 
investment decision.  Screening the options.  Using the data in 
later evaluations. 

Group case study exercise to review alternatives and set non-
quantitative criteria for evaluation.   
Templates: Alternative solutions report; project screening matrix. 
 

3 Building Cost 
Scenarios 

Defining the various costs that will influence the investment decision  
• Direct upfront costs, ongoing costs 
• Indirect or hidden costs: initial losses in productivity, support, 

corporate overheads 
• Business/client direct and indirect costs 
Group exercise to identify typical costs from case study. 
Template: budget spreadsheet 
 

4 Defining and 
Analysing the Benefits  

Defining how to identify both quantitative and qualitative benefits 

• Comparative advantages – cost reduction and productivity gains. 
• Level-of-service advantages 
• Quantifying benefits – tangible and intangible, conditional 

benefits 
• Examples of benefits and measures. 
Group exercise to identify major benefits from case study.   
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 Topic Comments 
5 Risk Defining the risk factors affecting investments.  Minimising the risks. 

• How to deal with risk in a project or investment.  Product, 
development environment and project risks.  Other obstacles. 

• Overview of the risk management process:  sources of risk in 
projects, assessing the risks (identifying, evaluating, prioritising 
and developing a response plan).  

Short group exercise to identify major risks from case study. 
 

6 Option Analysis: Choosing the best option 
• Understanding the organisation’s goals, priorities. 
• Selecting the investment criteria: cost effectiveness, avoided 

costs, labour cost savings, applying the non-quantifiable factors. 
• Nature of cost-benefit evaluations, discounted cash flow 

explained; examples. 
Group activity – reviewing several cost-benefit alternatives 
Template: discounted cash flow spreadsheet. 
 

7 Documenting and 
“selling” the Business 
Case: 

Putting the case together.   
• Overview of Business case table of contents, structure.   
• Identifying the audience.  Finding a champion.  Communicating 

the results. 
Template: table of contents. 
 

8 Ongoing reviews • Making sure that the decision to invest remains valid. 
• Structuring the project to include reviews. 
• When to review, who to involve. 
 

9 Wrap up Applying this in practice.  Other sources of information.  Other 
templates. 
 

 

Some of the course material refers tothe book “A Guide to the Project Management Body of 
Knowledge” 3rd Edition (the PMBOK®), published by the Project Management Institute Standards 
Committee. Excerpts fron the Guide can be downloaded free of charge from www.pmi.org  or it can 
be purchased on-line from the PMI or from Standards Australia - Standard CB 025-2002- 
www.standards.com.au. 

Project Managers Network is a Registered Education Provider (#1467) for the Project Management 
Institute.  All our courses offer PMI members Professional Development Units to maintain their PMP 
certification.  This course offers attendees 14 PDUs. 
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