
                          

   c mm  ci l c  fi   c  - N          is  i      f   h   wi h    w i     p  missi  .

Building your 
business case

C v  s   sic c  c p s, g i   c      m   …
A Reference for the Rest of Us! 
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       l s  s ssi   w  s gg s     h         m p w s   g    w y    
p  vi   s   c              j c iv    sis f   y    i i i l “ isc v  y” 
     “c s  f   ch  g ”.

W   ls  p  vi    s m  l w   m  i m      high  
h    q  s i    i  s f   y      add heat  to your map  

Th      m ppi g  x  cis  p  vi  s y   wi h      j c iv    sis 
      simpl  vis  lis  i   f   y  , y    c ll  g  s     
s  k h l   s     isc ss wh       T ch c   h lp y      si  ss.

N w y   h v         k    his i i i l  isc v  y y           s     
p  p  i g y      si  ss c s  

…s    f    w  
s     l  ki g    
 his, l  s h v    
 i   f f  

B    h   h  gh   f 
p  p  i g     si  ss 
c s  c   fill p  pl  
wi h      …

From last time… 
A recap
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W ’    f     sk    his q  s i  ,     i ’s       sy      sw  .   ’s    i  lik    i g  sk   wh    y   f     
          y    f v   i   h li  ys y  ’v         ,      h  pic     is  lw ys ch  gi g.

“How do I identify the HR Tech 
vendors for my shortlist?”

Word of mouth

Capability Grids

  m   p i  s will    m    
  vi  s  h     h  s –     
 h     p p ck  s  f  ig 
c mp  i s h lps  h m 
  v   is       ly  h   gh 
v  i  s ch    ls    
  m  s       h i  m  k   
p  s  c . B   s m  im s  h  
  s  h li  ys c m  f  m 
p  s   l   c mm     i  , 
p i    xp  i  c      
p  f    c s,    simply fi  i g 
     g i . Th  s m  is       f 
wi   w sh ppi g f   s i   l  
   T ch v     s – it’s an art 
not a science.

Industry MagazinePreviously worked with

Recommendation by colleague

Trade Show Brochure

Before we start on the business case…
Take a pause for breath….

L  s   k    m m         m m    wh   w ’     yi g     chi v  - g   i g s m  g       w    T ch!

Y   will h v  p     ly  ls  s             s m  w  k    s        i    ify p     i l    T ch v     s, 
    i s g    f   g i g sh ppi g,     y   migh      hi ki g:
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        xp  i  c ,   si  ss c s s c    s  lly      g  is   i     h  f ll wi g s c i  s:

Let’s do this… So it’s time to start thinking about your business case.

Th  k y sp  s   f     y        sf  m  i   p  g  mm  is  ypic lly  h     Di  c    wh  is  s  lly   sp  si l  f    h  c    i    f  h         si  ss c s . Th y  ypic lly   c iv  
s pp    f  m   h   f  c i   l h   s s ch  s   c  i m   , B   fi s, C mp  s  i  , L    i g,   y  ll   c. M   g  s      mpl y  s m y  ls     c  s l    f    h i   h  gh s     
   p  vi   s pp   i g    c    l  vi   c   s    why ch  g  is       . Tw    h   imp       s  k h l   s      h  C O     CFO. Th  f  m   will   s     h    h    c mm      
s l  i   c mpli s wi h  T p lici s i  c i ic l     s s ch  s s c  i y   c. Th  l      will  f     ssis  i  c  s   c i g  h  fi   ci l j s ific  i   f    h  p  g  mm      will c    i ly 
h v      l  i  v li   i g    h    icip     c s s         fi s. 

Business context: 
  mm  isi g  h     s  s f   c  si   i g     pl c m     f 
 h     sys  m     his  im ,     h w  his s pp   s  h    h   

s     gi s  f  h    si  ss.

Heatmapping/Benchmarking: 
Th    ili y      s li    h  c       p  f  m  c   f  h    g  is  i   
 g i s  k y c s      p  f  m  c  m   ics        c mp     g i s  
i   s  y p   s       s  p  c ic . This p  vi  s   s  i s  f   j c iv s 

       g  s f    h  f          s    .

Costs:
Th  h   li   c s s f     pl c m    s f w   , 

impl m     i  , i   g   i   wi h   h   sys  ms,     
  g i g m i      c .

Tangible benefits: 
C v  i g  h  k y     s  f     fi s, q    ifyi g  h  imp c  

 h    h    w sys  ms will   liv  ,  h  fi   ci l         h   c   
    chi v        h   im sc l s.

Intangible benefits: 
Highlighting the potential but sometimes hard to quantify benefits a 

new solution will deliver. These might often be critical to the 
business but difficult to put numbers against e.g. legislative 

compliance, business flexibility.

Return on Investment: 
Th  c mp  is      w     h     icip     c s s     lik ly     fi s. 
E ch   g  is  i    ypic lly h s i s p  f      fi   ci l m   l, s ch 
 s N      s    V l   (N V),        l       f        (   )     /    

  v s m      y  ck.

Quick wins:
   is imp        h    h  p  j c    liv  s s m  k y 

f cili i s/   ls     h    si  ss q ickly    sh w p  g  ss 
    g i  s pp    f   f      ph s s.

The journey: 
T ki g   p  c ic l  pp   ch      liv  i g   f      i   f   
g  w h     f      i i i  iv s, wi h     vi w  f  h  s  vic  

  liv  y  p i  s  v il  l .

The future: 
L  ki g  h        h  f      p ssi ili i s which will 
  c m   v il  l    c    f lly i   g     , c p  l     

sys  m is impl m     .

The Business Case – an overview
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From your work on heatmapping you should already have a good view of the overall context of the business and the need for where HR Tech is required to 
provide benefit for the business. At the beginning of the business case this needs to be succinctly described. This section should set the scene, describe the 
challenges facing the business, outline the issues with the current state and identify why investment is required to support the HR function. 

[Your company] c      ly  p     s wi h     m     f          y  ll sys  ms, 
 l h  gh [current system] is vi w    s  h  p im  y sys  m  f   c   .  [Current 
system] is m i   i     y  h  h     ffic ,     is     i   g      wi h  h   xis i g 
  ck  ffic  sys  ms s ch  s Fi   c ,   y  ll      h       l.  This,   fl c s 
sys  ms limi   i  s,      ls    fl c s   l ck  f c  fi   c  i   h   cc   cy  f 
 h       h l  wi hi  [current system]. Whils   h       h s      cl       p 
wi hi   h  l s  y   , i s  cc   cy h s  l    y   c   ly      q  s i    . This 
i  ic   s  h   i  will     iffic l     m i   i      fi i iv    c    f    h  [your 
company]’s p  pl       whils    plic         is   i g m i   i    i    h   
sys  ms. O  si    f  h  h     ffic ,  h        cy is    m i   i  l c l sys  ms 
(which p  vi   f   l c l        s     m   g m      p   i g).

This m   s  h    h    p   i g c p  ili y  f c       sys  m is limi            l  
     fl c    c mpl    pic      s        si  s i  s  m  y  iff        p si   i s. 
This l   s    c  si     l   ff      i g sp    c    i g   p   s which  f    
p  vi     ly p     f  h  pic    ,     which c       lw ys      li    p         
wh lly  cc     .

Th s  iss  s i hi i   h        m f  m p  vi i g  h  s  vic s  h   [y    

c mp  y],  s   l   i g, gl   l   si  ss,     s i                c ,   v l p     
k  p  h  p  pl  i    q i  s    c   i          s cc ssf l.  Th y  ff c   h  
 cc   cy  f i f  m  i  ,  h  sp    wi h which i  c      p    c  ,      h  
  m     f p  pl    q i       m   g      m i   i  i . Th y  ls  i hi i   h  
  g       which p  pl       c      c m i    wi h fi   ci l       h           
giv    c mpl    vi w  f  h    si  ss. Fi  lly,  h         f  h    g  is  i   
 isks   i g c mp  mis   if  h     li y  f i      l sys  ms     p  c ss s f   
l      s,  mpl y  s,  pplic   s   c.    s     m     h  high  xp c   i  s s    y 
 h              sc i    i      visi       v l  s s    m   s.

[Current system] is       cl ss l   i g,    s l  i  ,       p    c  f c s      
 h      s  f [xxxx],     i s c   i      s   l  gsi    h  l c l s l  i  s will 
p  v     h  fi m impl m   i g   m    s     gic     i   g       pp   ch  c  ss 
 h    ck  ffic .  As s ch,     i        f         ck  ffic  sys  ms    p  g  ss, 
 h  [HR Director]   li v s  h    h    si  ss will         c  si    m ki g   
i v s m    i   h        f    T ch  l gy. F ll wi g     c  s l   iv   x  cis , 
    i  li   wi h  h  vi ws  f  h  s  i         m m m   s, w    c mm     h  
i v s m       l  k    c mp  i iv   l      iv s c      ly  v il  l  i   h  m  k  .

A  ypic l s    m     f   si  ss c    x  is p  vi      l w:

Step 1 – Business Context
Define the overall context
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T  c            s    si  ss c s , m s    g  is  i  s    
s m   ss ssm     f  h  c       s    . This is wh     ll  h  
h    w  k y    i  p  vi  sly c m s i    pl y. Y   c    s  
y    h   m p    p  vi    vi   c  f    h  c s  f   ch  g , 
    s m    j c iv   vi   c  (y    q  s i    i  s)  h   y   
c   i cl     s App   ic s i   h    si  ss c s .

You will also have identified key metrics about the 
performance of the HR function and the service that it 
delivers to the business. 

These might include HR: Employee Ratio, Absenteeism, 
% Completed Appraisals, Time to Hire, Cost of 
Turnover, Cost Per Payslip etc. 

The sources of such benchmark material include 
industry bodies as well as specialist organisations.

Step 2 – Heatmapping / Benchmarking
Define the overall context
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O c   f  h  h    s      m s  imp        hi gs        h    si  ss c s  is  h               mi    h  c s s         fi s  ss ci     wi h  h     T ch y  ’   wishi g    
  pl y. Wi h  h    si  ss c s     l     ch  , y   c   s   h w  h  c s s         fi s c         iv  . Y   c    ls   s   his  s   f  m w  k     x     f   y    p   ic l   
c    x  –  .g. m ki g    i i   l    s  h     iv   h  c s s         fi s i   h  m i  c lls i   h  s mm  y p g .

Step 3 – Identifying tangible costs and benefits
Using our Business Case Support Workbook
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Transforming the way that the HR function operates will deliver many benefits to the organisation, but some of them can be hard to 
quantify financially. That does not make them less important, in fact they may often be more strategic in nature, however, describing the 
outcomes may need to be supported by anecdotal evidence. Some typical examples of intangible benefits are listed below:

Step 4 – Identifying intangible benefits
Other benefits

Risk and compliance: K  pi g  h    g  is  i       k y  i  c   s      f 
c         mi ig  i g  h   isk  f l g l  isp   s   isi g        l ck  f 
c mpli  c , i c    c  hi i g p  c ss s, fi  s f  m   g l    y    i s        
l ck  f    i i g   c.

Greater responsiveness: E   li g  h        m       m    fl xi l      
p   c iv  i    sp   i g     h  ch  gi g     s  f  h    si  ss        
ch  g /   p  q ickly     i h    x     l    i      l i i i  iv s.

Opportunity cost: What happens if we continue as we are, how will things 
improve if we do not change, what opportunities are we likely to miss out on?

Single version of 
the truth: 

   vi i g  cc      
    c  sis     
p  pl        c  ss 
 h    g  is  i  . 
Wi h imp  v        
      
c mp  h  siv  
  p   i g/M     l, 
 h    si  ss will 
h v   im ly  cc ss 
   m    m   i gf l 
    h lpf l 
i f  m  i          
  l     m k  m    
i f  m     cisi  s 
 s     s l .

Inability to deliver the business strategy: 

   m  y i   s  y s c   s  h    ili y  f  h    g  is  i      p  f  m is i   i sic lly 
li k   wi h  h  skills     c p  ili i s  f s  ff.  f  h   igh  p  pl    s   c s c      
   s   c       s c    ,  h    h  s cc ss  f  h    si  ss i s lf migh     
c mp  mis  , f    x mpl : 

Ease of use: 

Th  m    i   i iv  sys  ms    ,  h  
m    lik ly  h y           
s cc ssf lly    p     y  s  s. This 
is  sp ci lly  h  c s  f   s lf 
s  vic   pplic  i  s  s    y 
 mpl y  s     m   g  s. 
Empl y  s  xp c          l     
 cc ss sys  ms vi  m  il    vic s. 
 imil  ly, ‘s ci l     c ll      iv ’ 
w  ki g is   c mi g  h     m. 
  vi g sys  ms  h    ff   s ch 
c p  ili i s will   h  c   h  
 mpl y   p  p si i   /           
h lp   g  is  i  s   c m     
‘ mpl y    f ch ic ’.        , 
i c   s    mpl y     g g m    
will imp  v  w  k   s  isf c i       
 h        i    f k y   l   .
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Th        v  i  s w ys 
 f vis  lisi g  h  c s s 
        fi s f   y    
  si  ss c s .  f y   
g    his  igh , y   c   
sig ific   ly imp  v  
y    ch  c s  f g   i g 
   g    pp  v l f  m 
y    fi   c       T 
c ll  g  s.

Step 5 - Return on investment
Visualising your Costs and Benefits as a Return on Investment (ROI)
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Quick wins

As wi h  ll p  j c s, i  is 
vi  l      liv   s m  q ick 
wi s   ck     h  
  si  ss. Th s  
  m  s          pi  
          i v s m        
 ls  p  vi    h  
    sf  m  i   p  j c  
wi h visi l  s cc ss 
which h lps    f s    
c  fi   c      
m m    m wi hi   h  
p  j c     m. 

G     x mpl s     
f      s wi h   high 
  g     f  s g  ( .g. s lf 
s  vic     ki g 
  s  c s)     hi gs  h   
    highly vis  l ( .g. 
i     c iv  p  pl  
 i  c   y,   g ch   s    
  sh     s)

Future 
aspirations

O c   h    w    
  ch  l gy h s      
  pl y  ,  h     
f  c i   c   l  k 
wi h c  fi   c     
 h  f            il  
    his s li  
f      i  .    is 
c   i   lly ch  gi g, 
      v  c s i  
A  ifici l     llig  c , 
w     l    ch, 
fl xi l  w  ki g 
p  c ic s, s ci l / 
  g g m    –      ll 
 hi gs  h   y       
  ch sh  l   ll w 
y       m   c   s 
p     f y    f      
   s     gy

Step 6 – Other considerations
For your business case – things you might want to add

The Journey

As   g  is  i  s c   i       
g  w      v lv  (   i g 
l c  i  s, c     i s,   si  ss 
li  s   c.),  h  ch ll  g  f    h  
   f  c i   is    c   i   lly 
s pp     h  ch  gi g     s  f 
 h    si  ss. This  f        ils 
m ki g ch  g s    
  g  is  i   l m   ls      h  
w y i  which s  vic s     
  liv         h    si  ss. M  y 
   Di  c   s   k    s     gic 
 pp   ch      -  g  isi g h w 
w  k is p  f  m   i              
m     ff c iv       ffici   . This 
 ypic lly i v lv s   pl ym     f 
s lf-s  vic    ch  l gi s, high 
l v ls  f p  c ss     m  i       
c  si     i    f i i i  iv s s ch 
 s sh     s  vic  c     s. O   
 xp  i  c  is  h    h  m s  
 ff c iv  w y     chi v   his is 
 s  lly    s      ff wi h   liv  i g 
  s     f      i    s   pl  f  m 
f   f      g  w h; g    h  c       

p  c ss s  igh  fi s  i     & 
  y  ll      h    y  chi v      
v  si    f  h      h f   p  pl  
i f  m  i  . O c   his h s      
   lis  ,  h    h  f c s c   shif  
   m    v l          c ivi i s, 
s ch  s    f  m  c , 
C mp  s  i  , L    i g     
  cc ssi  .  As p     f y    
h   m ppi g y   m y h v  
 l    y m pp         si  ss 
p i  i is  i   vs c s  –  his is   
g     hi g            h    si  ss 
c s       m  s      c   i   l 
imp  v m         v l  i    f 
h w    T ch will     l  y    
s     gy f    h  f     
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Th        v  i  s   mpl   s  h   c       s        fi   y      si  ss c s .   ’s imp               s     wh  h    h         xis i g 
p  c ss s       mpl   s i   s  i  y      g  is  i  ,  s  lig i g wi h y     xis i g m  h  s m y p  vi     q ick        .

Simple 
 f y      si  ss 
c    x      
   s   f     yi g 
y         ch is 
simpl , i s 
p     ly   si s  
f   y      c      
y     w    si  ss 
c s    s    p   
 h    mpl    
s c i  s i  sli   4

Medium/Complex
 f y    c    x         s   f   
  yi g y         ch is m    
c mplic     i  c           i g    
  y    c        s i   l    mpl    
 h   will p ss  h  i      g  i    f 
y    fi   c      Ex c  iv  
sp  s  s. T  h lp wi h  his, w ’v  
p  vi      c  pl   f s     p i  s 
 h   c  l ,  s     h     w l     l  
i   h  B si  ss C s  T  l.

B   if y      ’   l    y h v      si  ss c s    mpl   ,  h    h        v  i  s s     p i  s. 

Business Case Templates
For your business case



   c mm  ci l c  fi   c  - N          is  i      f   h   wi h    w i     p  missi  .

Stakeholder 
Map



13
   c mm  ci l c  fi   c  - N          is  i      f   h   wi h    w i     p  missi  .

Stakeholder Map
Who are the key stakeholders in your business

Executive Sponsors 
and Senior Team 

Supervisors & 
People Managers

Operations 
Hierarchy & Office

Site / Department 
Managers

Employees 
(Hourly Paid or 

Salaried)

Y     x c  iv  sp  s  s     
s  i      m     m ki g   

sig ific    i v s m    i   h  
sys  m. Th y sh  l     m       
f  l  h    h y     g   i g g    
v l   f    h   i v s m        
 h     si  ss p   l ms     

  i g      ss  . 

Th s  will        k y  s  s     
will lik ly  s   h  sys  m   ily    
s v   l  im s   w  k. Th y     
  sp  si l  f   k y p  c ss s 

lik    w s      s     p y  ll     
sh  l     k y   v c   s f    h  

sys  m.

This    i  c  will    l  ki g f   
 h  sys  m      liv    p    i   l 

    fi s        l  c     l 
visi ili y            c     ls. 

Th y     lik ly            g     
   i i g       lis   h      fi s  f 

 h  sys  m

Th s  will      g l    s  s  f 
 h  sys  m      h        s m  
k y p  c ss ch  g s which  h y 
will              s    . Th y 
will m v  f  m 2 sys  ms    1 
    s   m     f  h      fi s 

 h     y   h   g   p.

Th s      y     igg s     i  c  
    will      g l  ly  si g s lf 

s  vic  f      s       k 
  s  c s    vi w  h i  p yslip. 

Th  sys  m sh  l     i   i iv  
    s ,       y   g i g 
ch  g s sh  l  f  l lik    
sys  m  p        h    h     

  w i  . 
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Typical Project Structure
Showing key roles and stakeholder hierarchy

   j c  
M   g  

   j c 
B    

   j c  M      
Exp   s

 p  s  

Delivery TeamSupport Team

C     l
  p  
Us  s

L c l
  p  
Us  s

Vendor Client

Key

C mms Ch  g  Mg IT

 T 
Di  c   

Op i   l
T s 
M   g  

3rd party

As p     f i i i  i g y    p  j c  y   will         s        c  si     h  
 v   ll p  j c  s   c    . This m y  ls        s f l  hi g    i cl    i  
y      si  ss c s       m  s      h w y   s    h  p  j c     m   i g 
s   p. Th  f ll wi g  i g  m c       s    s     x mpl       mpl       
  sc i    h  v  i  s   l s i   h  p  j c .

   j c  
M   g  

Acc    
M   g  

F  c i   l
Platform 
Support

Applic  i  
  pp   T ch ic l

3   p   y  
T  ms

T s  
T  m

T s  
T  m
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