


How To Build A Compelling ERP
Business Case
ERP projects are often seen as technology initiatives, but the most successful ones are business 
transformation programmes enabled by technology. Executives invest in outcomes, not systems.A strong ERP 
business case translates technical capabilities into boardroom priorities such as revenue growth, cost savings, 
risk reduction and competitive advantage. This guide provides a practical framework for building a business 
case focused on measurable value, helping you secure executive buy-in whether you're replacing legacy 
systems, consolidating platforms or preparing for growth.

Who This Guide Is For
This guide is designed for the people responsible for 
making the ERP investment decision — or for those 
tasked with influencing it. If you are a CFO, COO, CIO, 
or IT/Finance Director, you will find a structured 
approach to evaluating ERP investments with rigour 
and confidence. If you are a programme sponsor or 
project lead, this guide gives you the tools to build a 
case that earns trust and secures budget. If you are a 
consultant or systems integrator, it offers a client-
ready framework to guide discovery and executive 
engagement.

• Finance and Operations leaders evaluating ERP 
investment

• IT Directors preparing board-level proposals
• Programme sponsors navigating internal approval 

processes
• Change managers and transformation leads

What Makes a Strong Business 
Case?
A strong ERP business case is not simply a features 
list or a vendor comparison. It is a strategic narrative
backed by financial evidence. The best business 
cases share four core qualities:

Evidence-Based

Grounded in real data 
from your 
organisation — not 
vendor benchmarks 
or generic industry 
statistics.

Financially Rigorous

Includes a credible 
ROI model with NPV, 
payback period, and 
sensitivity analysis.

Stakeholder-Aligned

Addresses the 
concerns of Finance, 
Operations, IT, and 
the Board — not just 
one audience.

Outcome-Focused

Clearly articulates 
what the business 
will be able to do 
differently after go-
live.

Key Principles to Keep in Mind
Start With The Problem, Not The Solution
The most common mistake is leading with technology. 
Begin instead with a clear diagnosis of the business 
problem. What is the cost of inaction? What risks does 
the organisation carry today? Define the burning 
platform before proposing the remedy.

Co-Create With Stakeholders Early
A business case built in isolation rarely survives first 
contact with the executive team. Engage Finance, 
Operations, HR, and IT early. Their input validates 
assumptions, surfaces objections before the 
boardroom, and builds the coalition of support you will 
need.

Be Conservative With Benefits
Overpromising on benefits is the fastest way to lose 
credibility. Use conservative, defensible estimates. A 
business case that delivers against modest 
projections builds far more trust than one that over-
promises and under-delivers.

Connect To Strategic Priorities
Frame the ERP investment within the context of the 
organisation's strategic goals — growth targets, 
operational excellence, regulatory compliance, or 
digital transformation. When the business case speaks 
to what leadership already cares about, approval 
becomes far easier.



Why Change? Building the Case for Action
One of the biggest mistakes organisations make is starting with the solution rather than the problem. An ERP 
business case should not begin with discussions about software platforms, functionality, or implementation 
approaches. It should begin with a compelling explanation of why change is needed— and what it is costing the 
organisation to stand still.

Many organisations underestimate the cost of maintaining existing systems because those costs are dispersed 
throughout the business. Employees spend hours each week manually moving data between systems. 
Managers make decisions using incomplete or outdated information. 

Finance teams dedicate significant effort to reconciliations and reporting. Customer service teams struggle to 
access a complete view of customer interactions. Because these activities have become part of daily 
operations, they are often accepted as normal — yet the cumulative impact can be substantial.

Questions Leadership Must Answer

• What business challenges are preventing us 
from achieving our goals?

• How much are those challenges costing us 
today?

• Are our current processes and systems 
helping us scale, or creating barriers to 
growth?

• Where do we lack the visibility, control, or 
insight needed to make confident business 
decisions?

• What capabilities will we need in the future 
that our current systems cannot provide?

• How will those costs change over the next 
three to five years?

• What risks arise if we delay action?

Common Investment Drivers

Growth Outpacing Systems

Processes built for a £10M business become 
constraints for a £50M business.

Fragmented Technology

Duplicate data, inconsistent reporting, and 
manual integrations erode efficiency.

Digital Transformation Readiness

Automation and AI capabilities depend on 
clean, integrated, reliable data.

The strongest business cases quantify the cost of doing nothing and compare it directly with the value of 
transformation. By measuring inefficiencies such as manual processes, reporting delays and maintaining 
legacy systems, organisations can reveal the true cost of the status quo. 

These costs can then be weighed against expected benefits such as improved productivity, lower 
operating costs, better decision-making and greater scalability, helping executives evaluate the 
investment based on business value rather than software alone.



Identifying Current -State 
Business Challenges
Once the need for change has been established, the next step is documenting the specific challenges the 
organisation faces today. This stage must be evidence-based rather than anecdotal. The difference between a 
weak and a strong business case often lies in the precision of problem definition.

Weak 
Statement

"Reporting is 
difficult."

Strong 
Statement

"The finance team 
spends over 60 
hours each month 
consolidating 
reports from six 
separate systems."

One is an opinion. The other is a measurable 
business issue that executives can act upon.

Reporting and Decision-Making Gaps

Many organisations struggle because information is 
available but not accessible. Executives may have 
data stored across multiple systems but lack a 
single source of truth.

• Delayed reporting cycles
• Conflicting reports from different departments
• Limited forecasting capability
• Poor performance visibility

The result is slower decision-making and reduced 
organisational agility — a competitive disadvantage 
that compounds over time.

Manual Data Entry

Information entered multiple times across 
systems drives higher error rates, increased 
labour costs, and delayed information flow.

Spreadsheet Dependency

Unofficial systems for planning and reporting 
introduce risks around data accuracy, version 
control, security, and scalability.

Inconsistent Processes

Departments develop their own methods, causing 
variable data quality, unreliable reporting, and 
declining operational efficiency.

Operational Blind Spots

Inventory discrepancies, excess stock, stock 
shortages, and delayed fulfilment that have 
become embedded in day-to-day operations.



Defining Expected Business Benefits
A strong business case focuses on business outcomes rather than technical capabilities — not what the 
software does, but what the organisation will achieve, and by how much, expressed in measurable terms.

Financial Benefits

Reduced operating costs, improved 
cash flow, and increased 
profitability through automation 
and better decision-making.

Operational Benefits

Faster order processing, improved 
inventory accuracy, reduced lead 
times, and increased throughput 
across the organisation.

Strategic Benefits

Support for growth, market 
expansion, improved customer 
experience, and greater agility in a 
competitive marketplace.

Benefit Categories

Cashable Savings

Direct cost reductions removable 
from budgets — headcount, 
licences, overtime.

Efficiency Gains

Time savings that free skilled 
resource for higher-value activities.

Strategic Value

Scalability, faster time-to-market, 
and competitive advantage over a 
3–5 year horizon.

Example Benefit Statements

Inventory

10–20% reduction in 
working capital tied up in 
stock.

Finance Close

Month-end close 
reduced from 10 days to 
3 days.

Order Processing

35–50% reduction in 
manual order handling 
time.

Reporting

Real-time dashboards 
replacing 40+ hours of 
monthly manual 
consolidation.

Benefits Realisation Planning

• Quantify the cost of doing nothing Show the cost of delaying ERP.
• Expose inefficiencies Highlight manual work and bottlenecks.
• Assess legacy system risks Identify costs and vulnerabilities.
• Compare costs and benefits Measure investment against outcomes.
• Estimate productivity gains Calculate time and resource savings.
• Build a value-driven case Align ERP with business goals.
• Focus on ROI and growth Demonstrate long-term business value.



Understanding ERP Investment and Total 
Cost of Ownership
Executives need confidence that investment estimates are realistic and comprehensive. Underestimating costs 
is one of the most common reasons ERP business cases lose credibility . ERP software represents only one 
component of the overall investment, and organisations must present a complete picture of what the 
programme will actually cost.

Building a 5-Year TCO Model

A Total Cost of Ownership (TCO) model should 
normally cover at least five years and provide full 
visibility into initial investment, annual operating costs, 
future enhancement costs, and expected savings.

This creates a more balanced and credible financial 
assessment that executives can scrutinise with 
confidence.

Internal effort is often one of the most significant and 
underestimated costs. Subject matter experts will be 
required throughout the project, and their time away 
from business-as-usual activities must be planned and 
accounted for. 

Failing to include these costs often leads to budget 
overruns and erodes trust in the overall programme.

What the TCO Model Should Include

Year 1

Software licences, implementation consultancy, 
internal resource costs, data migration, training, 
and infrastructure setup.

Years 2–5

Annual subscriptions, support and maintenance, 
continuous improvement activities, system 
enhancements, and ongoing training.

Expected Savings

Quantified benefit delivery year-by-year against 
the investment, demonstrating when the 
programme moves into positive return.



Evaluating Risks and Mitigation Strategies
A business case that ignores risk appears unrealistic. Leadership teams expect risks to exist — what matters is 
whether those risks are understood, openly acknowledged, and actively managed. Organisations that 
proactively address risk in their business case often experience faster executive approval and better 
programme outcomes.

Common ERP Programme Risks

Implementation Risk

Scope creep, budget overruns, resource 
constraints, and timeline delays are the most 
frequently encountered challenges in ERP 
delivery.

Organisational Risk

Change can create resistance from 
employees, reduced productivity during 
transition periods, and potential loss of key 
personnel.

Technical Risk

Data quality issues, integration complexity 
with legacy systems, and security concerns 
require structured assessment and 
remediation planning.

Risk Mitigation Framework

Governance

Clear accountability, decision-making structures, 
and robust project controls maintained throughout 
the programme.

Executive Sponsorship

Visible leadership support that reinforces 
organisational commitment and helps resolve 
escalations promptly.

Change Management

Structured training, proactive communication, and 
stakeholder engagement activities from day one.

Phased Delivery

Reducing complexity and risk through staged 
implementation, allowing learning and adjustment 
between phases.



Calculating ROI & Building A Financial Model
For many executives, this is the most scrutinised section of the business case. The objective is to demonstrate 
clearly that expected benefits exceed costs, that investment returns are achievable, and that the assumptions 
underpinning the model are conservative and defensible. A credible financial model is the foundation of 
executive confidence.

Return on Investment calculations must begin with an accurate understanding of current performance — a 
baseline. Without a baseline, benefits cannot be measured effectively and the business case risks appearing 
speculative. Key baseline inputs include current labour costs, inventory carrying costs, reporting effort, error 
rates, and ongoing support costs.

Return on Investment (ROI)
Total net benefit divided by total investment, expressed 

as a percentage over the model period.

Net Present Value (NPV)
The present value of all future cash flows minus the 

initial investment — a key indicator of long-term financial 
viability.

Benefit -Cost Ratio (BCR)
Total benefits divided by total costs — executives expect 

to see a ratio significantly greater than 1.0 before 
approving investment.

Payback Period (PBP)
The point at which cumulative benefits exceed the total 

investment made — typically targeted within 24 to 36 
months.

The most credible financial models use conservative assumptions, clearly explain calculation methods, 
and present sensitivity analyses showing outcomes under best-case, base-case, and downside scenarios.

Considering All Metrics

Return on Investment is perhaps the most widely understood metric for software implementation. But its not 
the only one. Organisations should assess all of the financial metrics below to understand which best 
represents a value measure for them.



Aligning Stakeholders Around 
The Business Case
Even a strong financial case can fail if key stakeholders are not aligned. ERP affects virtually every department 
across the organisation, making stakeholder engagement an essential programme success factor — not an 
optional activity. Alignment should be viewed as an ongoing effort rather than a one-time approval exercise.

Different stakeholders evaluate success through different lenses. Understanding those priorities and 
addressing them explicitly in the business case demonstrates organisational maturity and significantly 
increases the likelihood of securing approval. The business case must speak to each audience in the language 
they care about most.

Chief Financial Officer

Wants confidence in ROI, cost control, and financial governance. Scrutinises the TCO model, 
benefit assumptions, payback period, and NPV. The business case must demonstrate financial 
rigour and conservative, defensible projections.

Chief Operating Officer

Focuses on operational performance, productivity gains, and process improvement. Wants to 
see specific, measurable operational outcomes — reduced lead times, improved inventory 
accuracy, and faster fulfilment are the metrics that resonate.

Chief Information Officer

Prioritises security, scalability, and integration with existing technology. Will evaluate 
implementation risk carefully and wants assurance that the chosen solution fits within the 
broader technology strategy and roadmap.

Business Unit Leaders

Typically focused on user experience, process efficiency, and departmental outcomes. Engage 
them early, address concerns openly, and demonstrate how the programme solves their specific 
day-to-day challenges to build genuine ownership.



Measuring Success: Defining ERP KPIs
The business case should define success before implementation begins . Without clear metrics established 
upfront, organisations struggle to demonstrate value after go-live, benefits realisation becomes difficult to 
evidence, and the programme's overall return becomes impossible to measure with credibility.

Financial

• Operating margin
• Cash flow
• Days Sales 

Outstanding 
(DSO)

• Inventory carrying 
costs

Operational

• Order fulfilment 
rate

• Production 
efficiency

• On-time delivery
• Inventory 

accuracy

Customer

• Customer 
satisfaction

• Quote-to-order 
conversion

• Service response 
times

Benefits Realisation Programme

Organisations should establish a formal benefits realisation programme that measures actual progress against 
the original business-case assumptions on a quarterly basis. 

This creates accountability across the leadership team and supports a culture of continuous improvement.

The programme should assign a named owner to each benefit, define the measurement approach, set target 
achievement dates, and create a regular reporting cadence to the executive team. 

Without this structure, the gap between promised and realised value tends to widen quietly over time.

Baseline 
Performance

Go-Live 
Measurement

Track Quarterly 
KPIs

Optimise 
Continuous

People & 
Adoption

• Customer 
satisfaction

• Quote-to-order 
conversion

• Service response 
times

Key ERP KPIs To Measure Business Success

To understand whether the investment is delivering real business value, organisations should define a set of clear 
and measurable Key Performance Indicators (KPIs) aligned to their strategic objectives. 

These metrics provide a baseline for performance, establish targets for improvement, and create a framework for 
ongoing benefits realisation. While the specific KPIs will vary by organisation, they typically fall into several core 
categories that reflect financial performance, operational efficiency, customer outcomes and user adoption. For 
example:



Assessing Organisational Readiness
The final step in building a compelling ERP business case is determining whether the organisation is genuinely 
prepared to undertake transformation. Even the strongest financial case can fail if readiness is overlooked. 
Readiness assessment is not about finding reasons to delay — it is about identifying the actions needed to 
maximise the probability of success.

1

Leadership Readiness

Is there active executive sponsorship? Are 
organisational priorities aligned? Is a governance 
structure established with clear decision-making 
authority?

2

Process Readiness

How mature are current processes? Are they 
documented? Where do standardisation 
opportunities exist that will accelerate ERP 
configuration and adoption?

3

Data Readiness

ERP success depends fundamentally on data 
quality. Review data accuracy, master data 
governance, and reporting requirements before 
implementation begins.

4

Resource Readiness

Successful programmes require available subject 
matter experts, dedicated project leadership, 
change management capability, and adequate 
training resources.

A compelling ERP business case is ultimately a story about business improvement. It demonstrates that 
the organisation understands its challenges, has quantified the opportunity, evaluated the risks, and 
developed a credible path forward. When outcomes are supported by evidence, realistic assumptions, and 
stakeholder alignment, executive approval becomes significantly easier to achieve — and the organisation 
is far more likely to realise the full value of its ERP investment.

Lower Costs

Eliminate waste and reduce 
operational overhead

Greater Efficiency

Automate processes and free 
up capacity

Better Visibility

Single source of truth for real-
time decisions

Reduced Risk

Stronger controls and governance across the 
business

Sustainable Growth

Scalable foundations for future ambition
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