Building an effective Business
Case for PPM software
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Constructing the Business Case
This takes preparation and planning and you should be ready to answer the tough questions.
Any good business case will include the tangible and intangible benefits that will be realised
once the PPM software has been implemented, potential cost savings for replacing or
consolidating tools, the costs of the implementation and the return on investment. Your business
case should include the following sections:

1 Business objectives for your organisation and how it translates
to the PMO objectives
As it becomes more difficult for businesses to compete, there is an increasing need for PMO
environments to ensure all activities align with the direction the organisation. Executives are
demanding the transformation of PMOs into high performing teams with efficiency,
effectiveness and accountability top of the agenda. When considering PPM software, consider
these common goals and objectives to measure:
⦁
⦁
⦁
⦁

Improve project success rates
Drive increases in productivity and cost savings
Set standards with the appropriate processes, templates, methods, tools and
technology
Provide credible portfolio and project reporting

2 Challenges preventing the PMO from achieving its goal and
why PPM software is necessary
The journey to implementing a PPM software solution started when there was some difficulty
answering one or more of these questions:
⦁
⦁
⦁
⦁

Are current in-flight projects going to provide the maximum, desired and intended
value to the organisation?
Are we managing these projects effectively, meeting the quality, time and cost
objectives?
Can we quickly see where critical resources are deployed now and in the future?
Are we realising the benefits from our projects and programmes?
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⦁
⦁
⦁

Are we capable of providing professional, timely and accurate reporting for real-time
analysis?
Are we able to make informed decisions when considering new project requests and
can we adjust and re-prioritise the current portfolio?
Are we going to be able to deliver on the forecasted benefits this quarter?

Merely having project managers will not move the organisation to achieving its goals and PPM
software provides your PMO environment with a centralised management of processes,
methods, and resources to manage your current and proposed projects from a planning and
execution perspective. The questions listed above are the starting point to identifying the
challenges facing your environment.

3 Tangible and Intangible Benefits
It’s a given that top management will be looking for an introduction to PPM software and its
application with a quantitative and qualitative view of the business value to be gained. Here’s
an example of a structure to help you cement your case:
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The table above shows the upside to introducing PPM software and the positive business
impact to be expected but it’s equally important to set measurable objectives that can be
directly tied back to the implementation of the PPM software. It’s expected for your
organisation to dramatically improve efficiency, effectiveness, and productivity while reducing
exposure to risks related to project failures. Some examples of the metrics that can be reviewed
periodically throughout the implementation are:
⦁
⦁
⦁
⦁

“Decrease number of team meetings by [xx]% over [time frame].”
“Increase budget adherence by [xx]% over [time frame].”
“Increase on-time project delivery by [xx]% over [time frame].”
“Decrease number of audit findings by [xx]% over [time frame].”

4 Cost Savings
In addition to the cost savings associated with each of the benefits examples listed above,
spend some time considering the technology replacement costs. If you’re using multiple tools
for communication, collaboration, time tracking, scheduling and reporting, then hopefully your
PPM tool of your choice will allow for consolidation in a single tool. Remember, the use of
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various tools encourages duplication, wasted time, incompleteness, inaccuracy and
inefficiency!

5 Implementation Cost
Every executive team has at least one die-hard bean counter, so make sure you have done
your homework. Now’s the time to pitch hard figures with accurate financial calculations.
Depending on your PPM software vendor choice, the costs will vary based on whether it’s a
cloud based or on-premise solution, month to month contract vs. fixed contract for X numbers
of years, minimum software licence requirements, module/functionality driven pricing, etc.
Decision makers would expect to see a comparative analysis for the following cost items at a
minimum:

5.1 Once-Off

5.2 Recurring
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It all boils down to answering the question of “How long is the commitment? And at what
cost?”

6 Return on Investment / Payback period
Based on the outcome of your assessing the benefits and cost savings in relation to the direct
implementation costs, you will need to provide an indication of how long it will take to realise
the benefits.

7 Choosing the right tool
There are a host of PPM software solutions available and careful evaluation of your
environment’s maturity, requirements and vendor capabilities is recommended. It’s strongly
advisable for you to quickly identify a small number of strong candidate suppliers (use vendor
case studies, client testimonials, and product review websites to help you with shortlisting) and
enter into an evaluation of their solution. Provide enough information about your environment
and your requirements for today and the future. Following this approach will help you get a feel
for the level at which the proposed solution meets your requirements. Simultaneously, you'll get
a good understanding of how quick/easy the solution is to deploy and configure, whether the
intended user community will be able to use and adopt the solution, as well as all the
associated costs for deploying the solution.
By quickly going through this process with a short list of suppliers, you'll be able to report back to
the executive decision making committee with a degree of accuracy and be able to say 'After
conducting a review of the market, based on our current and proposed future requirements,
we were able to identify a small number of suppliers whose PPM software solutions are fit for
purpose, scalable and, in our opinion, intuitive and easy to use. We have also been able to
assess the service and support of each of the selected suppliers to ensure optimum adoption
and maximum return on investment.”
The table below depicts some of the capabilities of any good PPM software solution. Once your
requirements have been defined, use this table to help you refine your vendor shortlist:
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In addition to functionality requirements, there are other considerations for choosing the right
PPM software. You may want to consider things like flexible pricing structures to avoid being
locked into lengthy contracts, how easy it is to scale as the organisation and maturity grows.

8 Execution Timeline
Working with the vendor ahead of time on the implementation approach and timeline will
provide you with an idea of what to expect during the implementation. Whether you include
this or not, is probably not a deal breaker for getting the required seal of approval but it’s a
great way to manage the executive team’s expectations on how long a PPM software
implementation actually takes.

9 Implementation Approach
The implementation approach is largely dependent on the type of organisation and the
primary focus for the selected approach must be on gaining user adoption as quickly as
possible and entrenching the PPM software into the PMO and business processes.
The majority of PPM software tools available in the market have some pre-configured versions
for the different types of project environments. It’s recommended to maximise the usage of the
pre-configurations and out-of-the box functionality and keep the configuration to a minimum in
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the initial phase. Again, any good PPM tool will allow you to scale the functionality as and how
the project maturity and the user base grows. Following this type of approach can help you to
start realising business value in as little as three months. Here’s an example of what a typical
PPM software implementation would entail:

Make sure that you work with the vendors to understand their implementation approach and
choose the one that will help your organisation realise the most business value in shortest
amount of time.

In Conclusion
Convincing executives of the value of PPM software is by no means an easy job and demands
that you construct a compelling business case to support your argument. Hopefully these
guidelines and this free editable template download will bring you a step closer to winning your
executive management to the advantages of PPM software!
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