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CRISP Methodology 


Business Case Guideline 

Scaling Requirements/Project Size

Small
Medium
Large

Not Required
Not Required
Required

Level of Effort to Complete Deliverable (estimated)

[X] Hours
[X] Hours
[X] Hours

Small, less complex, less critical projects, a high-level Business Case is sufficient and should be included as a section in the Project Charter document.


Medium projects, a high-level Business Case is sufficient and may be included as a section in the Project Charter document. Creation of a separate Business Case document is optional.
Large, costly, complex, or critical (high impact) projects require a separate enhanced or expanded Business Case document.



Deliverable Timeline



Deliverable Audience

Project Sponsor, Business Lead, Project Manager, IS Manager, Steering Committee members

Deliverable Definition/Purpose

The Business Case is an iterative, stand-alone document created for large, complex or critical projects.

The Business Case document illustrates the business value of the project by highlighting its key benefits and its potential return on investment. The Business Case should make clear why the benefits of doing the project outweigh the associated costs.

Some sections of the Business Case, such as the Opportunity Statement, the Project Purpose and the Business High-level Requirements, may be completed based on information readily available within the department. 

Other sections, such as the Recommended Solution and Economic Analysis, can only be completed after substantial work has been done to analyze alternatives and cost for the proposed solution. Depending on the information needs of the project, a Request for Information (RFI) may be necessary to complete these sections.

Deliverable Components

Component
Detail to include:

Project Profile
Information about the project including the executive sponsor, scope, duration, cost estimate with confidence level, technology, team, methodology, visibility, criticality, complexity, risk tolerance, span of impact, current stage and priority.

Executive Summary
A brief Executive Summary abstract of the entire document (written last).

Opportunity Statement
Focuses on the specific business problem or opportunity and how the proposed project will address this problem or opportunity.

Project Background Summary
Includes the project purpose and the business case approach.

Conceptual Design
Includes the conceptual vision for the project.  The mission, vision, objectives, strategies, critical success factors, project scope (both in and out of scope), “to be” business process, high-level requirements and evaluation criteria are developed by the business lead and sponsor and documented in a way that visually describes the desired future state. This core document is used to communicate the shared vision to the project team and all project stakeholders and forms the foundation for determining the best solution.

Gap Analysis Results
Includes a hi-level summary of current situation highlighting the opportunity for improvement and a summary description of how the situation will change for the better as a result of this project.

Impact Analysis Results
Cannot complete until vision, requirements and cities research are complete. Includes benefits identification, assessment and quantification of cost savings.  It also identifies and quantifies the key assumptions to achieve anticipated business case results. Additionally, impacts of the recommended changes are identified for all affected stakeholder groups (department staff, customers, legal, utilities, private contractors, etc).



Deliverable Components

Alternatives Analysis Results
Includes the identification and evaluation of alternative solutions.  Also includes the feasibility analysis of each alternative as well as comparative analysis and possible decision tree displays. Includes legal and labor impact analysis. 

Best Practices Research (optional)
OPTIONAL section that includes identification of industry leaders including those using the application under consideration.  It also includes compiling “best in class” industry data.  Research and conference calls are planned to understand what makes them successful.  The final results are used to corroborate needs assessment results.

Cost Benefit Analysis
Cannot complete until alternatives analysis is complete.  Includes identification of alternatives and cost/benefit analysis using Excel models for each alternative. It includes standard economic calculations such as DCF-ROI and a recommendation based on the value equation.  References detailed economic analysis models.



Project Assumptions & Constraints
Lists all assumptions made in determining the project budget and schedule and known constraints including dates, costs and resources.



Risk Analysis Results
Cannot complete until recommendation and plan is complete.  Includes identification and evaluation of risks including a risk mitigation plan, contingency quantification, risk resolution or reduction, and risk impact analysis. References detailed risk management plan.



Project Plan Summary
Cannot complete until recommendation, scope and economic analysis is complete. Includes a high level summary of the project plan, schedule, budget, scope management plan, resource plan, and communications plan.  References detailed charter and planning documents.

Project Staffing Plan
Includes the Resource & Skills matrix.

Recommendation
Selected solution, why, what, how, who, when.  Includes recommended implementation approach, expected results, and next steps.

Deliverable Components

Appendices (all optional)


Includes Project Staffing Plan, Current State, Future state, Alternative Solutions/Options, and a Glossary of Terms.  These appendices would probably only be utilized for a very large project.

Intended Outcome of Deliverable

The benefits vs. the costs of doing the project are clearly presented so that the Division Director, Business Champion, and IS Manager can make an informed decision as to whether or not to proceed with the project.

Deliverable Template

A description of each section of the Business Case is included in the template as an aid to the project team.  These descriptions should be deleted once the working draft is completed and ready for approval.

Project Proposal





Business Case


(large project - required)








Project Charter





Approval Gate





Approval Gate
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