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My Work is all about common sense!
What I do:
• Strategic and Business
Management Consulting
• Agility Coaching
• Facilitate workshops on Strategic
PM and Business Case
• Speak at Conferences
• Write books on Business
Processes and Agility
• Teach Strategic Planning &
Management to MBA students
© 2016 ShareDynamics

3

Volatile

Complex

Unknown

Ambiguous

Strategic Planning for PMs
“(1) : the science and art
of employing the political,
economic, psychological,
and military forces of a
nation or group of nations
to afford the maximum
support to adopted policies
in peace or war
(2) : the science and art of
military command
exercised to meet the
enemy in combat under
advantageous conditions.”

What is Strategy
Envisioning the Changing
Landscape of Business…..

and Doing Something About It.

Focusing Resources on Objectives

Let’s Start with Strategic Planning

What do I need to know before developing a strategy?

Five Questions
of Peter
Drucker

What is
our
Mission?

Who is
our
customer?

What is
customer
value?

What is
our
result?

What is
our plan?

Strategic Management Questions for situational analysis

Business Case
Development &
Prioritization

Strategy
Development

Strategic Program
Setup

Resource Planning &
Management

Benefits Realization
& Performance
Management

Strategic Planning for PMs

Are we delivering value?
What Keeps Executives up at Night?
Effectiveness: are we doing right things?
“What is the best possible outcome?”
Efficiency: are we doing them right?

“How will it be delivered?”
Efficacy: “What and who are the best and
what are the best tools and resources
needed to properly perform the task?

Strategic Considerations

Corporate Strategy
Considers

Competitive Strategy
Considers

•
•
•
•
•
•
•

• What does the market want?
• What are we going to offer?
• How are we going to offer it?
• How will the competition
respond?
• What to we need to change?
• Will we satisfy our
stakeholders?

Business Segmentation
Branding
Capital Strategy
Vertical integration
Corporate positioning
Corporate philosophy
Portfolio management
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Corporate vs. Competitive Strategy
Key differences between Corporate and Competitive strategy
Corporate Strategy

Competitive Strategy

Overarching Statement

Vision

Mission

Level

Broadest View
Sets general goals

Management level
Focuses on markets
Sets specific goals

Resources

Sets priorities

Allocates

Focus

Financial

Commercial

Products

Relates to them in general
sense

The focus of the strategy
Own specific product brand

Competitive Strategy Delivers to the Corporate Strategy
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What is Business Benefit?

Benefits are
net positive
changes in
outcomes.

Project is an
enabler for
business
benefits.

Benefits
always
impact
business.

Benefits
rarely occur
as planned.

Benefits are
realized
over time.

Benefits
realization
requires
governance.

Business benefit is an outcome of a project that contributes towards objectives

Customer
Benefits directly
realized by users or
multiple user groups.
Users or customers
will vary based on
the type of initiative
being assessed

Social
Benefits not
related to direct
users

Financial
Financial
benefit (e.g.,
cost savings,
cost avoidance)
realized by the
organization

Operational/
Foundational
Improvements
realized in
company
operations and
processes and in
laying the
groundwork for
future initiatives

Project Value
Definition
Value
Project
(Measures)
Definition
(Measures)

Project Value
Value
Project
Definition
Definition
(Measures)

Project Value
Definition
(Measures)

Project Value
Definition
(Measures)

Definition
Value
Project
Definition
(Measures)

What kind of benefits can I produce with my project?

Strategic/ Political
Benefits that move an
organization closer to
achieving its strategic
goals, the priorities
established by the CEO

Business Case is developed for several kinds of reasons:

• To address decision support question “Should we fund the proposed project?”
• To answer business planning question: “How much funding will we need if we approve the
project?”
• For management and control questions, such as “How to maximize returns and minimize risks?”
• To address accountability: “How do we show that we complied with vendor selection
requirements?”
• To identify Critical Success Factors (CSFs) and contingencies to achieve business results.
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The Power of Imagination vs. Reality
“Business Cases
contain untested
assumptions
masquerading as
facts.”

“Business cases are generally
viewed only as documents
for gaining funding. Once
approved they are put
away…. Few track the
business benefits the project
actuality achieved.”

Ed Morton,
Government of Canada

Gartner,
Building Brilliant Business
Cases

"Largely works of fiction
based on delusional
optimism and “strategic
misrepresentation.”
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Stephen Jenner quoting
Daniel Hahnerman

Presenting a Business Case is a Challenge!
• Do you have a challenge with
your business case to be
understood and approved?
• Do you have stakeholders
questioning your proposed
idea?
• Are you frustrated with the
response to your
presentation?
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Lack of fact and/or
rationale.
Sections of
document are not
clearly linked
together .

Lack of convincing
storyline.
Not structure and
illogical.

No clear message
Inadequate support
data.
Just present facts,
no “so-what??”

Not attractive &
professional visual
appeal.
Inconsistency in
terms & reference .
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“Wish list”.
“Death by numbers”.
Not knowing your
audience.
Trying to be all things
to all people.

You need a story and a story board of a Business Case!
Why?
To show how investment in your ideas will
bring benefits and value to the
organization:
• To bring together stakeholders
• To articulate goals and strategies of
the proposed solution and desired
outcomes.
• Visually explain why your ideas
represent good solution to the
problem that needs to be solved.
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Let’s Consider the Human Factors
• People tend not to listen to things
they already know.
• Only if it is of interest, people want
to find out what they don’t know.
• If people hear something they
don’t know, it raises questions.
• Making a statement to your
audience that tells them
something they don’t know, will
automatically raise a question in
their minds. Why? How?
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How to Make Your Presentation Compelling?
• Know your audience:
– What is on their mind?
– What kind of problems and
challenges do they have?
• Prepare your story in advance
with a hierarchical structure.
• A structured story is much
easier to understand and to
remember.

Your Objective: Create Environment for Collaboration
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Develop a Scenario

Have a Story!

“Scenarios are stories.
They are work of art, rather than
scientific analysis.
The reliability of (their content) is less
important than the types of
conversations and decisions they spark”
- Arie de Geus The Living Company
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Scenarios are created through an “Outside-in” Approach

Adapted from
Monitor Co. Group

Connect three environments in engaging strategic conversation!

Define the Purpose of your Business Case
What is the “Big
Picture”?

What is the
problem you are
trying to solve?

What value do
you deliver to
the customer?

What is the
strategic fit to
your company?

What are the
benefits to your
company?

What is a
problem?

Strategic Fit

Who is currently
addressing this
problem?

How is the
current solution
delivered?

How effective is
the current
solution?

.

What can be
improved?

What is an
Alternative
approach?

Are you solving the Right Problem?

Assess an Opportunity

Define a Problem
•
•
•
•

What is a problem?
Who is affected by the problem?
How are they affected by the problem?
Why is it important to solve this problem?

• Who is currently addresses this problem?
• How is the current solution delivered?
• How effective is the current solution?
• What can be improved?
• Alternative approach?

Ask the Right Question!

Assess an Opportunity
Strategic Fit

What is a
problem?
.

•
•
•
•
•

Who is currently addressing this problem?
How is the current solution delivered?
How effective is the current solution?
What can be improved?
Alternative approach?

What is a
problem?

What is a
problem?

Strategic
Context
Business needs &
desired Outcome

Define Strategic Context

What is a
problem?

Strategic Fit

Where are we
now? –
Where do we want
to be?
What is the
business need?
What has
triggered the need
for change?
What are we
trying to achieve?
What is the
strategic fit?

How will the
project be
managed and
How will the
business outcomes
be realized?

How will the
business risks be
mitigated and
managed?
How will
performance be
measured

Why is it
important to
solve this
problem?

What is a
problem?
What is a real
problem?
How will we get
there?
What is the best
option?

Who & How is
affected by
the problem?

Develop a Structure for your Business Case
Management
&
Capacity

Preferred Option
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Costs

Strategic
Alignment

Analysis
&
Recommend
ation

The Strategic
Content

Cost-Benefit
Analysis

Risks

Implementation
Plan

5

3

2
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Step 1: Define Business
Needs and Outcomes.
Step 2: Identify
Preliminary Options.
Step 3: Select Viable
Options.
Step 4: Justify and
Recommend.
Step 5: Plan and
Manage Investment.

Structure Your Business Case Presentation
Situation
Complication
Resolution

BLUF Slide

The Strategic
Content

Analysis and
Recommendation

Strategic
Alignment and
Cost-Benefit
Analysis
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Preferred Option

Costs

Risks

Implementation
Plan

Management &
Capacity

Slide1: Strategic Content
• Where are we now? (Business
environment)

1

Business Needs and
Desired Outcomes

The case for change is
established and the
need for investment is
clearly defined.

• Where do we want to be?
(Business objectives)

• What is the business need?
(Problem or Opportunity)

• What has triggered the need for
change? (Drivers for change)
• What are we trying to achieve?
(Business’ desired outcomes)
• What is the strategic fit? (Connect
to organization goals and priorities
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Slides 2,3,4: Analysis and Recommendation
Full comparison of
each viable option
against the evaluation
criteria has been
completed and the
case is made to
recommend a
preferred option.

Option Selection
Presents the viable
options and associated
costs and benefits that
will undergo detailed
analysis and the
evaluation criteria that
ultimately will be used
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to determine an overall
recommendation.
How will we
get there?

What is the
best option?

This question could be
answered by a financial
appraisal to ascertain
funding, affordability, and
cost balancing in relation
to benefits and risks.

Slide 5: Managing Investment

Managing the Investment
How the investment
will be managed at
the strategic level is
described
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Where and how will the
investment fit within the
organization’s broader
governance and oversight
structure?
How will the project be
managed and reviewed
throughout its life cycle?

Describes the governance
and oversight structure for
the investment.

How will the business
outcomes be realized?
How will the business risks
be mitigated and managed?

Describes the outcome
management strategy for the
investment.
Describes the risk management
strategy for the investment.

How will change be
managed and
implemented?

Describes the change
management strategy for the
investment.

How will performance be
measured?

Describes the performance
measurement strategy for
the investment.

Describes the project
management strategy for the
investment.

Summary
Sell Business Case to people,
particular those it will affect

Sell the benefits in terms of what it
will do for them:
Will it save them time, effort, money and
embarrassment?
• Address their particular concerns?
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My Advice
Telling a good
story to your
audience isn’t
just about the
topic

People will lose
attention if a
story is
unstructured

Make sure all
stakeholders
understand
reasons and value
of your Business
Case

Identify gaps in thinking by
anticipating and responding
to questions

Relating to the way people
think is a major success
factor
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Questions?
“ It is easier for the losers
to see what they will lose
than the gainers to see
how they will gain”

© 2016 ShareDynamics

Thank You!
www.sharedynamics.com
Contact Joe Raynus at (781) 863-9634
e-mail joer@sharedynamics.com
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