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Disclaimer: This book is intended to provide practical guidance to its readers.  The author expressly disclaims all liability to any person or organisation arising directly or indirectly from the use of, or for any errors or omissions in, the information in this book. The adoption and application of the information in this book is at the reader’s discretion and is their sole responsibility. 

​Praise for Writing Compelling Business Cases

“I'm so pleased I purchased this book. Have been struggling writing Business Cases as my organisation doesn't have a standard approach. The author has provided templates and explained how to complete each section. I can see how some of the tools and templates are more suitable to very large projects/programmes. I will use this as a guide to write the current Business Case I am working on. If you need to write Business Cases, don't know where to start and want to save time and impress, this book is a must.”

“Unlike some other books, this book is practical and to the point. The author has shared really useful templates with examples. I wish I had this book when I had to write my first Business Case a few months ago, would have saved me heaps of time! Now I know how to go about it and feel more confident.”

“This book is a game changer for anyone wanting to know more about crafting Business Cases. I love how the author transforms the most daunting tasks into a manageable and even enjoyable process.

The book offers practical tools and templates that simplify each step, while the real-life scenarios make the material engaging and a real page turner. This is a book to add to your toolkit of resources.”

“This book is an exceptionally clear and concise guide on writing Business Cases. It provides a wealth of highly useful tools and templates that make the process much easier and more efficient. The step-by-step instructions and practical examples are invaluable for anyone tasked with creating a compelling Business Case. I found myself wishing I had this resource before tackling my last proposal—it would have saved me a great deal of time and effort. Whether you're new to writing Business Cases or looking to refine your skills, this book is an indispensable tool.”
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Having written and reviewed many Business Cases over the years, I know that writing a Business Case can be a daunting task.  Often people are asked to write a Business Case with very little guidance.  Where to start?  

What really helps me is having a set of tools and templates to support with analysis, thinking and writing. I have provided a number of tools and templates in this book, including some worked examples where relevant.    

Four key benefits of using templates are:


	Templates help facilitate structured thinking.

	Templates help facilitate comprehensive thinking, reminding us to consider things we perhaps wouldn’t have ordinarily thought about.  

	Templates save us time as we are not figuring out from scratch where to start and what to write.

	Templates foster a consistent approach and common language in the organisation, leading to greater efficiency and process maturity.



You are unlikely to need or use all the templates provided.  Larger, more complex Business Cases will warrant robust and comprehensive analysis and writing, and therefore many of these templates would be useful.  Less complex Business Cases would follow a light touch approach, and some of the templates could be used as a thought provoker.

If you are skim-reading through the book just to see the templates, look for this symbol:

[image: A black and white line drawing of a paper

AI-generated content may be incorrect.]

Templates in this Book:

Template 1: Simple Benefits Tracker

Template 2: Business Case in Document Format

Template 3: Clarification Questions Log

Template 4: Stakeholder Insights Analysis

Template 5: Strategic Fitness Scorecard

Template 6: Strategic Fitness Scorecard Completed with Ratings

Template 7: Ideas Comparison Scorecard

Template 8: Simple Options Appraisal

Template 9: Simple Options Appraisal Worked Example

Template 10: Simple Options Appraisal with 3-Year TCO

Template 11: Scored Options Appraisal

Template 12: Scored Options Appraisal with TCO

Template 13: Cost-Benefit Analysis Completed for Case Study

Template 14: Measurable Non-Financial Benefits Table

Template 15: Simple Risk Assessment

Template 16: Risk Assessment Showing Residual Risk

Template 18: Business Case Assumptions Log

Template 17: Business Case Review Checklist

Many of these templates are to aid you in Business Case preparation and will not be included in the Business Case.  As mentioned, not all these templates will need to be used.  See them as tools in your toolbox and use as necessary.
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February 2026

One of my flagship courses over the last five years has been about writing solid Business Cases.  The consistent feedback was always the same: "I wish I'd had this guidance years ago" and "Can we use your templates?"

The first edition of this book, published in 2024, brought together the frameworks, templates, and practical guidance I'd developed through two decades of writing, reviewing, and rescuing Business Cases.  The feedback has been great, and I’m pleased to be of service in this way.

This second edition builds on that foundation with two important additions. First, I’ve elaborated with more examples to explain some of the financial terms people need to be familiar with in a Business Case.  Second, I've included two case studies in the Appendix - one showing what happens when a good idea meets poor presentation, and another demonstrating how following a systematic approach secures funding even in competitive environments. These real-world examples (anonymised, of course) illustrate the benefit of the systematic writing process in action.  Third, and perhaps most significantly for 2026, I've added a chapter on writing Business Cases with AI assistance. AI tools like ChatGPT, Claude, Gemini and Copilot are now part of many professionals' daily toolkit. Used thoughtfully, AI can accelerate drafting, improve structure, and help identify gaps in your logic.  

The new chapter (Writing with AI Assistance) provides useful prompts and guidance on responsible AI use.  You will learn how to leverage AI's capabilities whilst maintaining the strategic thinking and domain expertise that only you and your colleagues can provide.

Here's what I want you to understand: your job as a Business Case author is to help decision-makers make well-informed decisions without friction. A Business Case should be a pleasure to read, not a chore to get through. Too many Business Cases fail or go through unnecessary iterations because authors mistake length for thoroughness. The best Business Cases are clear, concise, logical, accurate, strategically aligned, and genuinely engaging to read - what I call a CLASSY Business Case.

My hope is simple: that after reading this book, you'll approach Business Case writing with improved confidence and competence.  

I welcome your questions, comments and recommendations.  The best way to reach me is via my LinkedIn page:

https://www.linkedin.com/in/pmip.

––––––––
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Thank you and best wishes,

Emanuela 
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Chapter One: The Purpose of a Business Case

This chapter defines what a Business Case is and explains its role as a decision-making tool. You'll learn the distinction between a Business Case and a business plan, understand when Business Cases are needed for both project and non-project scenarios, and discover how the Business Case fits within the project lifecycle. The chapter emphasises that a Business Case's primary purpose is to help decision-makers make well-informed decisions about financial and human resource allocation.

Chapter Two: Key Sections of a Business Case

This chapter outlines the essential components of a Business Case, covering both document and slide deck formats. You'll see a complete Business Case template with sections including Executive Summary, Problem/Opportunity Statement, Options Appraisal, Benefits and Strategic Fit, Cost-Benefit Analysis, Roles and Responsibilities, Risk Assessment, and Implementation Timeframes. The chapter also introduces the Five Case Model used in public sector organisations and explains how to maintain a Benefits Tracker throughout project delivery.

Chapter Three: Writing for the DMU

This chapter focuses on understanding and writing for your Decision-Making Unit (DMU). You'll learn how to identify who makes up the DMU, analyse their backgrounds and priorities, and tailor your Business Case to address their specific concerns. The chapter includes templates for stakeholder mapping and insights analysis, plus guidance on maintaining a Clarification Questions Log to capture and address stakeholder queries systematically.

Chapter Four: Showing Strategic Fitness

This chapter introduces the concept of Strategic Fitness and shows you how to demonstrate that your proposed initiative aligns with organisational strategy. You'll learn how to identify your organisation's strategic priorities, complete a Strategic Fitness Scorecard, and present strategic alignment convincingly. The chapter explains how to compare multiple ideas against strategic criteria when resources are limited and competing proposals exist.

Chapter Five: Performing an Options Appraisal

This chapter demonstrates how to evaluate and compare different approaches to solving a problem or seizing an opportunity. You'll learn how to structure options appraisals ranging from simple advantage/disadvantage comparisons to weighted scored assessments incorporating Total Cost of Ownership. The chapter provides multiple templates and worked examples showing how to justify your preferred option through systematic comparison.

Chapter Six: Performing a Cost-Benefit Analysis

This chapter guides you through the financial analysis section of your Business Case. You'll learn the five-step approach to cost-benefit analysis, understand key financial metrics including payback period, ROI, NPV, and IRR, and discover how to present both financial and non-financial benefits. The chapter covers how to measure quantitative non-financial benefits and how to articulate purely qualitative benefits that cannot be measured but remain strategically valuable.

Chapter Seven: Clarifying Roles and Responsibilities
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READER OFFER

Would you like a set of all the Business Case preparation
templates shown in this book?

If YES, please write a review of the book on your purchase
platform.

Message me on Linkedin, attaching a screenshot of your review
once tis live.

1 il then share a handy Business Case Preparation Workbook,
with al the templates included in separate tabs. The format is in
Excel, which can easly be used in Google Sheets if preferred.

Linkedin: htps:/fwwwlinkedin. com/in/pmip!
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