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Overview of todays workshop

(1) Welcome
(2) Definition of a business case and 

why this is not totally helpful
(3) The logical bit about business 

cases
(4) The emotional bit about 

business cases
(5) Bringing it all together into a 

plan
(6) Questions
(7) Your personal reflections and 

things to takeaway



What does the term “business case”  
mean to you?

“an explanation or set of 
reasons describing how a 

business decision will improve a 
business, product etc., and how 

it will affect costs and profits 
and attract investments”

Cambridge English Dictionary 



Problems with business cases? Please reflect on business 
cases you have been involved in, what were the good and 

bad bits and was the final business case decision ever 
successfully implemented?  

On your own for 2 minutes, 
please have a think about 

your own business case 
experiences and any lessons 

you have learnt



My main reflection on why business cases 
often fail to deliver 



The logical bit – Remember a business case is simply 
decision tool i.e. a structured way to solve a problem

So the key is being 
logical and getting 

your “ducks in a 
row”



An example of a business case “unpacked” into 
logical steps



Public Sector Business Case guidance



NHS business case methodology (SOC, OBC and FBC)



Within each type of business case document, 
there are 5 key questions



Remember whether it is big or small business 
case, the key to the logical part is to carefully 

follow each step in a structured way

Three key logical tips:

▪ Do not solve the wrong 
problem

▪ Do make the right value 
proposition

▪ Create logical options and 
be able to openly explain 
how you assessed each one



How often do we try to answer the wrong problem?



Use the right Value Proposition



Business cases compare a 
number of options and 

recommend the best one. 
Therefore creating logical 

options is very important, as is 
being able to openly explain 
how you assessed each one



On your own for 2 minutes, please have a think about how 
you would assess each option below, remember you will need 

to explain your final choice to the family



The emotional bit – An 
effective business case is 
not just a document, it is 

a way of making real 
change happen, 

business cases are about 
successfully dealing 

with people



Three key stages of involving people in decisions

Decision 

Making

Decision Taking
Decision 

Implementation



An effective business case is built on an inclusive 
process and is not just a document 

The journey is arguably 
more important than the 
destination, particularly if 
by being involved in the 

process, people are more 
willing to own the final 
decision and thereby 

successfully implement it



Business cases are about reaching a great decision that people
own, which means influencing skills are key

Business Case

Decision 

Making

Business Case 
Decision Taking

Business Case 
Decision 

Implementation



How good are you at 
influencing people to do 

something?

On your own for 2 
minutes please think of a 
situation where you have 

failed or succeeded to 
influence people to do 

something



Ways of influencing people and getting them on board 
with your business case



Hay model of Influencing, nine strategies
(These refer to the skills and attributes of the leader rather than the processes adopted by the leader)

1. Empowerment: Making others feel valued by involving them in decision-making, and giving them 
recognition

2. Interpersonal Awareness: Identifying other people’s concerns and positioning one’s ideas to address them

3. Bargaining: Gaining support by negotiating a mutually satisfactory outcome; exchanging favours or 
resources

4. Relationship Building: Taking the time to get to know others and maintain friendly communications

5. Organisational Awareness: Identifying key influencers and getting their support

6. Common Vision: Showing how your ideas support the organisation’s broader goals

7. Impact Management: Choosing the most interesting, memorable or dramatic way to present ideas

8. Logical Persuasion: Using logical reasons, expertise or data to convince and persuade others

9. Coercion: Using threats, reprimands or pressure to get others to do what you want’.

(Fenstermaker)



Bringing it all 
together – treat 

the holistic 
development of 

the business case 
as a project to be 

managed



Remember the logical steps and think about 
how you will involve people in the process?



Use project management tools to help you produce your 
business case, to ensure you involve people at the right 

times, but do not lose control



Finally all great writers tell a story in an understandable way. 
Therefore effective business cases need to be well written, with a 
beginning, middle and end….so that people can follow the story



Your reflections from todays workshop 
session on the “art of business cases”

Please take few minutes 
to reflect on your own
about what you have 

heard and discussed this 
morning and write down 
three things that you will 
take away and use in the 

future?
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