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An Z4/5+24-2 article by lan Crawford

If your proposition, scope, business case and timings
are right you will maximize your chances of success.

At ZndStatz we employ a number of

manftras to illustrate to clients the
causes of project failure. One of these
manftras is “projects don't fail in the
end, they fail in the beginning.” In this
arficle we examine one of the fundao-
mentals of project initiation & a root
cause of failure - the business case.

Broadly speaking, a project is deemed
fo have succeeded if it delivers the
business outcomes it said it would, for
the price it stipulated, generating the
benefits expected by the sponsor and
the wider stakeholder community.

The business outcomes should be
clearly stated within the business case
before the project kicks-off. These
should be constantly re-evaluated as
the project shapes up, is initiated and
throughout its delivery lifecycle. Failure
to do this results in many projects losing
focus or driftfing off track.

However, Z4J5+2t2 has observed a

phenomenon where many projects
manage to build up a head of steam
or actually start to deliver (at significant
cost) before any business case is sub-
mitted or signed off. In our experience
this can lead to failure (quickly or
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slowly) or to a position that when
someone asks hard questions, the an-
swers simply do noft exist.

It seems like common sense to have a

business case before you undertake

major change, so why do many or-

ganisations fail to put this basic disci-

pline in place:

= Pressure for results leads to an “act
1st, think later” culture

= Sponsors with no experience of
projects lead the change

= The ‘discovery’ phase can elon-

gate & overlap with early delivery

phases - but with no case

A thorough business case may re-

sult in a “No!” to the project
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Even where there is a business case, it
is invariably written from the perspec-
tive of making the initiative happen
and often in isolation from other
events. Often it paints the initiative in
the best possible light, espousing the
critical nature of the project to the
success of the business and highlight-
ing the financial benefits which are
anticipated. The resulting case will al-
ways attempt to convince the reader
to say “Yes!” to the proposition and
the financial case.

Therefore, as you insist upon the pro-

duction of a business case, you must

also insist that it presents a balanced

view. Ensure you independently chal-
lenge each case to achieve this.

So, what do we find when we evalu-

ate projects where the business case is
weak or does not existe
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Lack of ownership & accountability

amongst key staff & lack of buy-in
from key stakeholders

Inability to prioritise the project
against others or against wider busi-
ness initiafives

Cost overruns without control & little
view of when the investment be-
comes too expensive

A failure to really understand the

benefits or buy into them

Pressures on business resources who
stfruggle to cope with multiple initia-
tives & the day job

Operational risks (e.g. SOX conftrols,

financial conftrols,) ignored
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All of these indicators point towards a
failing initiative and they all stem from a
poor project initiation phase. The business
case is a fundamental which needs chal-
lenge to ensure its robustness, but as you
can see from the list above there are
many ofher aspects which require the
same degree of scrutiny and rigour.

It often feels like you cannot cancel a
major programme or put the brakes on to
‘take stock’ and establish a firm basis
upon which to proceed, even when you
are nervous about a poor business case
or absence of one altogether. Do not be
afraid to do so - sometimes it's the most
valuable confribution you can make.

The Zn/5+4a42 Launch Toolkit is a proprie-

tary suite of techniques which we used to
evaluate project inifiation & progress. It
considers the key characteristics of suc-
cessful projects we have studied & ap-
plies them to the project in hand.

We use this Toolkit to help our clients en-
sure that a robust business case is pre-
senfed, considering & articulating all the
key aspects, i.e. not just the financial
measures but the associated risks, and
non-financial business outcomes.
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A distinct advantage of the Za/S54at=

Launch Toolkit is that the disciplines it
assesses apply throughout the lifecycle
of a project. Consequently, we are of-
ten called in by clients to Healthcheck
their major Programmes and Projects.
We also use the same toolkit to evalu-
ate clients’ entire Portfolio of Projects.

During these assessments we help cli-
ents to re-establish the connections be-
tween activities and the business case.
Then, frequently re-visiting the business
case is fundamental for the success of
each programme or project. The
ZndStat2 Launch Toolkit provides the
framework that empowers you to opti-
mise the business outcomes you seek
from a Portfolio, Programme or and in-
dividual Project.

Conclusion: Clearly, the lack of an
agreed proposition and business case
should be seen as a major challenge -
and the business response should not
be to blindly accept the situation and
pour more money and resource into

something to which, as an organisation,

you have not fully committed.

ZnJ5+at2 maintain that the business

case should always say “Yes!”, but for
the right reasons and only after inde-
pendent challenge.

The ZadS+st2 Launch Toolkit will help

you initiate for success, monitor to keep
things on track or help you repair the
damage on a failing Portfolio, Pro-
gramme or Project.

Find out more about Za/5+st2 at
www.endstate.uk.com.
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Mcake your case with the
help of the ZadS4atz

Launch Toolkit.

“ITIS A SIGN OF

|
v

-'" T
SRam T

e —

|
§ Gics
1
A business case is about
acceptable business
risks as well as financials
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