
Copyright 2017 Prosci. All rights reserved. 1

Building your Business Case for Change Management
Prosci Webinars – www.prosci.com/webinars

Building your Business Case for Change Management

© Prosci. All Rights Reserved. 2

Agenda:

What is a 
business case?

Section-by-section 
breakdown

Value for change 
management

4 pieces 
of the definition 

and how they 
connect to CM

8 sections 
of the business case 

translated for 
change management

4 challenges 
to CM that the 
business case 

addresses
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Agenda:

Section-by-section 
breakdown

Value for change 
management

8 sections 
of the business case 

translated for 
change management

4 challenges 
to CM that the 
business case 

addresses

What is a 
business case?

4 pieces 
of the definition 

and how they 
connect to CM
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Often a formal document

A business case

captures the 
reasoning 

for initiating a 
project or task 

to convince a 
decision maker 

to take action.

Definition:

It tells your story…

 Sometimes a short, verbal 
argument or presentation 

Sections of a
Business Case

Executive Summary

Situational Assessment 
and Problem Statement

Project Description

Solution Description

Cost-Benefit Analysis

Implementation Timeline

Critical Assumptions 
and Risk Assessment

Conclusions and 
Recommendations

* From the Prosci Business Case Toolkit
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What is the reasoning for 
applying change management?

Project results depend on 
employee adoption and 

usage of a change

Change management 
drives employee 

adoption and usage

A business case

captures the 
reasoning 

for initiating a 
project or task 

to convince a 
decision maker 

to take action.

Definition:
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A business case

captures the 
reasoning 

for initiating a 
project or task 

to convince a 
decision maker 

to take action.

Definition:

100% who try this… fail

1 perfectly designed solution

x 1 perfectly managed project

x 1 on-budget delivery

x 1 on-time delivery

x 0 employee adoption and usage

= ? results and outcomes

Solve if u r genius !
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A business case

captures the 
reasoning 

for initiating a 
project or task 

to convince a 
decision maker 

to take action.

Definition:

Current Transition Future
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Ultimately requires individuals to move 
from their own current to their own future

An organizational move to a future state
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A business case

captures the 
reasoning 

for initiating a 
project or task 

to convince a 
decision maker 

to take action.

Definition:

= Lower
ROI/

Return

= Not What We 
Expected/
Hoped For 

= Less Benefit 
Realization

= Unachieved 
Improvement

Swiss Cheese Future State
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To a project/initiative

Apply 
change management

Results and outcomes 
through adoption and usage

What is the “project or task” 
you are initiating?

A business case

captures the 
reasoning 

for initiating a 
project or task 

to convince a 
decision maker 

to take action.

Definition:
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Senior leaders
Executive teams

BONUS: How do you convince them?

By solving their problem.

Who are you trying to convince?

A business case

captures the 
reasoning 

for initiating a 
project or task 

to convince a 
decision maker 

to take action.

Definition:

Project leaders
Project teams
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1. Commitment to apply
change management on 
[your project/initiative]

2. With dedicated resources

3. With dedicated budget

4. Integrate into project plan

5. Sponsor the effort 

What is the action you 
need them to take?

A business case

captures the 
reasoning 

for initiating a 
project or task 

to convince a 
decision maker 

to take action.

Definition:

© Prosci. All Rights Reserved. 12

Agenda:

What is a 
business case?

Section-by-section 
breakdown

4 pieces 
of the definition 

and how they 
connect to CM

8 sections 
of the business case 

translated for 
change management

Value for change 
management

4 challenges 
to CM that the 
business case 

addresses
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Why Is the Business Case Valuable?

What does it really mean to 
apply change management 

on a project?

I don’t see the value of 
change management

Change management 
seems soft and fuzzy

Change management looks 
different than what I’m 

accustomed to

Using the business case

to address major challenges 
and objections to 

change management
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Why Is the Business Case Valuable?

What does it really mean to 
apply change management 

on a project?

I don’t see the value of 
change management

Change management 
seems soft and fuzzy

Change management looks 
different than what I’m 

accustomed to

Project Description
section includes:

-Description
-Scope

-Objectives

Solution Description
section includes:

-Work streams
-Milestones

-Deliverables

Executive Summary

Situational Assessment 
and Problem Statement

Project Description

Solution Description

Cost-Benefit Analysis

Implementation Timeline

Critical Assumptions 
and Risk Assessment

Conclusions and 
Recommendations
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Why Is the Business Case Valuable?

What does it really mean to 
apply change management 

on a project?

I don’t see the value of 
change management

Change management 
seems soft and fuzzy

Change management looks 
different than what I’m 

accustomed to

Situational Assessment 
and Problem Statement:

-Direct connection 
between results and 

outcomes and the people 
side of change

-Dependencies for 
benefit realization and 

value creation

Executive Summary

Situational Assessment 
and Problem Statement

Project Description

Solution Description

Cost-Benefit Analysis

Implementation Timeline

Critical Assumptions 
and Risk Assessment

Conclusions and 
Recommendations

© Prosci. All Rights Reserved. 16

Why Is the Business Case Valuable?

What does it really mean to 
apply change management 

on a project?

I don’t see the value of 
change management

Change management 
seems soft and fuzzy

Change management looks 
different than what I’m 

accustomed to

A business case itself is not “soft and fuzzy” = 
misperception addressed head-on

Builds credibility with a formal and structured 
presentation of the rationale and approach
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Why Is the Business Case Valuable?

What does it really mean to 
apply change management 

on a project?

I don’t see the value of 
change management

Change management 
seems soft and fuzzy

Change management looks 
different than what I’m 

accustomed to

The business case itself is familiar

So are elements like:

Description Milestones

Scope Timelines

Objectives Cost-Benefit Analysis

Work streams Risks
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Why Is the Business Case Valuable?

What does it really mean to 
apply change management 

on a project?

I don’t see the value of 
change management

Change management 
seems soft and fuzzy

Change management looks 
different than what I’m 

accustomed to

If you talk to a man 
in a language he 

understands, that 
goes to his head. 
If you talk to him 
in his language, 

that goes to his heart.

Nelson Mandela
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Agenda:

What is a 
business case?

Value for change 
management

4 pieces 
of the definition 

and how they 
connect to CM

4 challenges 
to CM that the 
business case 

addresses

Section-by-section 
breakdown

8 sections 
of the business case 

translated for 
change management
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Presentation of 
vital information

Succinct, clear 
and concise

Executive Summary

Executive Summary

Situational Assessment 
and Problem Statement

Project Description

Solution Description

Cost-Benefit Analysis

Implementation Timeline

Critical Assumptions 
and Risk Assessment

Conclusions and 
Recommendations

Tip: Write it last

What and Why:
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Situational Assessment and Problem Statement

Directly connect the results, 
outcomes, value and benefit 
realization created by the 
project or the initiative to 
the people side of change

Executive Summary

Situational Assessment 
and Problem Statement

Project Description

Solution Description

Cost-Benefit Analysis

Implementation Timeline

Critical Assumptions 
and Risk Assessment

Conclusions and 
Recommendations

Tip: Be specific

What and Why: 1. Identify the organizational 
benefits and project objectives 

2. Identify individuals/groups 
affected by the project

3. Show the dependency on 
adoption and usage
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Situational Assessment and Problem Statement

Executive Summary

Situational Assessment 
and Problem Statement

Project Description

Solution Description

Cost-Benefit Analysis

Implementation Timeline

Critical Assumptions 
and Risk Assessment

Conclusions and 
Recommendations

Current Transition Future

Future state expectation:

- Results

- Outcomes

- Value

- Benefit Realization 

Required individual changes:

- New behaviors, processes, tools, etc.

- New behaviors, processes, tools, etc.

- New behaviors, processes, tools, etc.

- New behaviors, processes, tools, etc.

C T F Andy

C T F Becky

C T F Charlie

C T F Debbie
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Project Description

High level
• Overview
• Scope
• Objectives

Executive Summary

Situational Assessment 
and Problem Statement

Project Description

Solution Description

Cost-Benefit Analysis

Implementation Timeline

Critical Assumptions 
and Risk Assessment

Conclusions and 
Recommendations

Tip: Clearly define what you will be doing

What and Why:
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Project Description

Executive Summary

Situational Assessment 
and Problem Statement

Project Description

Solution Description

Cost-Benefit Analysis

Implementation Timeline

Critical Assumptions 
and Risk Assessment

Conclusions and 
Recommendations

Overview |  Scope  |  Objectives

Current
state

Transition
state

Future
state

Technical Side

People Side

Design

Deliver

Develop

Embrace

Use

Adopt

Results
Outcomes

Success
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Project Description

Executive Summary

Situational Assessment 
and Problem Statement

Project Description

Solution Description

Cost-Benefit Analysis

Implementation Timeline

Critical Assumptions 
and Risk Assessment

Conclusions and 
Recommendations

Overview  |  Scope |  Objectives

Change Management Scope:
In the scope of change management:
• Identifying and defining the individual changes

• Creating a change management strategy

• Developing customized, scaled, targeted, best practice based plans 
(communication, sponsorship, coaching, training, resistance management) 

• Creating adoption and usage metrics 

Out of scope:
• Defining the change at hand

• Creating the technical solution

© Prosci. All Rights Reserved. 26

Project Description

Executive Summary

Situational Assessment 
and Problem Statement

Project Description

Solution Description

Cost-Benefit Analysis

Implementation Timeline

Critical Assumptions 
and Risk Assessment

Conclusions and 
Recommendations

Overview  |  Scope  |  Objectives

Change Management Objectives:

• Improve employee adoption and usage of the solution to drive 
project results and outcomes

• Create a customized and scaled approach that aligns with the 
project lifecycle and milestones

• Create deliverables (strategy and five plans) that support 
individual attainment of the key milestones of successful 
transition (ADKAR®)
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Solution Description

Summarize your solution
• Work Streams
• Milestones
• Deliverables
• Roles in CM

Executive Summary

Situational Assessment 
and Problem Statement

Project Description

Solution Description

Cost-Benefit Analysis

Implementation Timeline

Critical Assumptions 
and Risk Assessment

Conclusions and 
Recommendations

Tip: Use language and frameworks that are familiar

What and Why:
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Solution Description

Executive Summary

Situational Assessment 
and Problem Statement

Project Description

Solution Description

Cost-Benefit Analysis

Implementation Timeline

Critical Assumptions 
and Risk Assessment

Conclusions and 
Recommendations

Work Streams  |  Milestones  |  Deliverables  |  Roles

Outputs:

Individual
Adoption

Usage

Project
Results

Outcomes
Benefits

Value

Inputs:

Defined 
change 

Technical 
solution

Individual Change 
Management Work Stream

Milestones needed for a single person to 
make a change successfully (ADKAR)

Organizational Change 
Management Work Stream

Deliverables (strategy and plans) that 
support individual transitions
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Solution Description

Executive Summary

Situational Assessment 
and Problem Statement

Project Description

Solution Description

Cost-Benefit Analysis

Implementation Timeline

Critical Assumptions 
and Risk Assessment

Conclusions and 
Recommendations

Work Streams  |  Milestones |  Deliverables  |  Roles

Milestone of successful individual transitions
Key: Milestones defined by outcomes, not by activities

Awareness Desire Knowledge Ability Reinforcement

Prosci ADKAR Model

Initiate Plan Design/Develop Deploy Sustain

A D K A R

Oct Nov Dec Jan Feb March April May June July Aug Sept

A D K A R

A D K A R

Example Group 1/5 2/10 3/25 4/30 7/29

Example Group

Example Group 10/25 11/21 12/20 1/5 6/15

Example Group 12/20 1/20 2/16 3/2 8/10

Example Group 12/12 1/12 3/10 4/23 7/15

A D K A R

A D K A R

1/5 2/10 3/25 4/30 7/29
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Solution Description

Executive Summary

Situational Assessment 
and Problem Statement

Project Description

Solution Description

Cost-Benefit Analysis

Implementation Timeline

Critical Assumptions 
and Risk Assessment

Conclusions and 
Recommendations

Work Streams  |  Milestones  |  Deliverables |  Roles

Phase 3: 
Reinforcing 

Change

Phase 2: 
Managing 

Change

Phase 1: 
Preparing 

for Change

Change 
management 

strategy

Communications plan
Sponsor roadmap

Coaching plan
Training plan

Resistance mgmt plan

Adoption and 
usage 

measurement

Readiness 
assessments

Integration into overall 
project plan

Sustainment

Lessons learned

Prosci 3-Phase Process



Copyright 2017 Prosci. All rights reserved. 16

Building your Business Case for Change Management
Prosci Webinars – www.prosci.com/webinars

© Prosci. All Rights Reserved. 31

Solution Description

Executive Summary

Situational Assessment 
and Problem Statement

Project Description

Solution Description

Cost-Benefit Analysis

Implementation Timeline

Critical Assumptions 
and Risk Assessment

Conclusions and 
Recommendations

Work Streams  |  Milestones  |  Deliverables  |  Roles

Individual:

Awareness Desire Knowledge Ability Reinforcement

Communication plan

Sponsor roadmap

Coaching plan

Training plan

Resistance mgmt plan

Organizational:

Aligning Milestones and Deliverables
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Solution Description

Executive Summary

Situational Assessment 
and Problem Statement

Project Description

Solution Description

Cost-Benefit Analysis

Implementation Timeline

Critical Assumptions 
and Risk Assessment

Conclusions and 
Recommendations

Work Streams  |  Milestones  |  Deliverables  |  Roles

Execs &
Senior Leaders

Front-Line 

Middle Managers 
& Supervisors

Change
resource/

team

Project
Team

Project
SMEs and 

support

C C C C C

C C C C C

C C C C C
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T
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Organization Structure Change Structure
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Benefits > Costs

Make the decision easy 
by focusing on delivering 
results and outcomes

Cost-Benefit Analysis

Executive Summary

Situational Assessment 
and Problem Statement

Project Description

Solution Description

Cost-Benefit Analysis

Implementation Timeline

Critical Assumptions 
and Risk Assessment

Conclusions and 
Recommendations

Tip: Show the relative balance

What and Why:

The benefits of
change management

The costs of
change management

Copyright © 2014 Prosci Inc.
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Cost-Benefit Analysis

Executive Summary

Situational Assessment 
and Problem Statement

Project Description

Solution Description

Cost-Benefit Analysis

Implementation Timeline

Critical Assumptions 
and Risk Assessment

Conclusions and 
Recommendations

Costs |  Benefits

Change management resource costs

Training costs

Communication costs

Change management materials

External consultant costs

Event costs

General expenses

Reinforcement and recognition costs

Change management resource costs

Training costs

Communication costs

External consultant costs

Change management materials

General expenses

Event costs

Reinforcement and recognition costs

62%

54%

49%

37%

37%

19%

75%

67%

Percent who had component in their budget
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Cost-Benefit Analysis

Executive Summary

Situational Assessment 
and Problem Statement

Project Description

Solution Description

Cost-Benefit Analysis

Implementation Timeline

Critical Assumptions 
and Risk Assessment

Conclusions and 
Recommendations

Costs |  Benefits

Scope, scale and complexity

Objectives and importance

Timeline and urgency

Resource availability

Resource capability

Budget availability

Past experiences

© Prosci. All Rights Reserved. 36

Cost-Benefit Analysis

Executive Summary

Situational Assessment 
and Problem Statement

Project Description

Solution Description

Cost-Benefit Analysis

Implementation Timeline

Critical Assumptions 
and Risk Assessment

Conclusions and 
Recommendations

Costs  |  Benefits

CMROI
X% of expected project benefits are directly tied to employees 
adopting and using the change; change management’s value is 
delivering that portion of benefits.

SUP
The expected project benefits depend on how quickly (speed of 
adoption), how many (ultimate utilization) and how effectively 
(proficiency) employees do their jobs the new way.

Costs/Risks
The expected project benefits are diminished by avoidable costs 
(inefficiencies) and mitigatable risks resulting from ignoring the 
people side of change.

Probability
The expected project benefits are more likely to be achieved, on 
time and on budget, with effective change management 
according to industry data.

Language All of the above… results, benefits, objectives, success, ROI
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Map to project milestones

Add credibility and urgency 

Concrete action steps

Implementation Timeline

Executive Summary

Situational Assessment 
and Problem Statement

Project Description

Solution Description

Cost-Benefit Analysis

Implementation Timeline

Critical Assumptions 
and Risk Assessment

Conclusions and 
Recommendations

Tip: Align with project timeline 

What and Why:
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Implementation Timeline

Executive Summary

Situational Assessment 
and Problem Statement

Project Description

Solution Description

Cost-Benefit Analysis

Implementation Timeline

Critical Assumptions 
and Risk Assessment

Conclusions and 
Recommendations

Change 
Scorecard

CMROI 
Calculation

Project 
Health

ADKAR 
Progress

Best
Practice 
Alignment

3-Phase 
Process

Initiate Plan Design Develop Deploy Sustain

Adoption 
contribution

Installation 
contribution

100%

50%

36%

Phase 1
Preparing for Change

Phase 2
Managing Change

Phase 3
Reinforcing Change
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SWOT Analysis

Dependencies

Considerations

Critical Assumptions and Risk Assessment

Executive Summary

Situational Assessment 
and Problem Statement

Project Description

Solution Description

Cost-Benefit Analysis

Implementation Timeline

Critical Assumptions 
and Risk Assessment

Conclusions and 
Recommendations

Tip: Be specific

What and Why:
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Critical Assumptions and Risk Assessment

Executive Summary

Situational Assessment 
and Problem Statement

Project Description

Solution Description

Cost-Benefit Analysis

Implementation Timeline

Critical Assumptions 
and Risk Assessment

Conclusions and 
Recommendations

Strengths Weaknesses

Opportunities Threats

Positive Negative

Internal

External

Dependencies

1. 
2. 
3. 

Considerations:

• Complexity and risk associated 
with people side of change

• Resource availability for 
change management

• Technical-side of change 
(effectiveness, timeliness, etc.)

• Sponsorship engagement
• Manager/supervisor 

engagement

• History and legacy of change
• Culture and values

• Change capacity
• Change saturation
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Crystal clear

Authorization
Resources
Budget

Show confidence

Conclusions and Recommendations

What and Why:Executive Summary

Situational Assessment 
and Problem Statement

Project Description

Solution Description

Cost-Benefit Analysis

Implementation Timeline

Critical Assumptions 
and Risk Assessment

Conclusions and 
Recommendations

Tip: Ask for what you need
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Agenda Wrap Up:
What is a 

business case?
Section-by-section 

breakdown
Value for change 

management

4 pieces of the definition 
and how they connect to CM

8 sections of the business case 
translated for change management

4 challenges to CM that the 
business case addresses

A business case

captures the reasoning 

for initiating a project or task 

to convince a decision maker 

to take action.

What does it really mean to 
apply CM on a project?

I don’t see the value of CM

CM seems soft and fuzzy

CM looks different than what 
I’m accustomed to

Executive Summary

Situational Assessment and 
Problem Statement

Project Description

Solution Description

Cost-Benefit Analysis

Implementation Timeline

Critical Assumptions and 
Risk Assessment

Conclusions and Recommendations
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Prosci   Solutions
Delivering organizational results by 

catalyzing individual transitions

http://www.prosci.com |  http://blog.prosci.com
changemanagement@prosci.com

Build individual change competencies
Apply change management on initiatives
Embed organizational change capability

http://www.prosci.com
solutions@prosci.com


