
A business case template

You can use the following template to develop a business case. The left column explains each element of the business case and gives you some tips about what to consider and include. In the right column is a sample business case for a proposed venture developing and selling a range of branded postcards and cards drawn from the museum’s collection. This shows how each of the sections might be filled out in practice.

Sections 2 to 6 of the template investigate the venture’s feasibility. Section 6 – the financials – is often a turning point, as you quantify the numbers and consider whether there will be an acceptable rate of return. Some business cases don’t get further than the financials.

Not all sections of the template will be relevant to all projects. You should adapt the template as appropriate to your particular venture.
Executive Summary

Start your business case with a summary of everything in the main body of the business case. This should be no more than one page.
Show exactly what you’re proposing and your recommendations. Aim the summary at people who may not read the entire document in detail. This may include decision-makers, so make sure all the important information is up front.

Include:

· Purpose

· Background statement

· Description

· Objectives

· Financial highlights (how much it will cost; existing revenue, expense, and profit; projected revenue, expense, and profit; increase in revenue and net revenue [the incremental increase]; return on investment; payback period)

· Timing and next steps (business case approval; detailed marketing plan; design and tender; implementation; ongoing review and evaluation, including dates)

· Recommendation.

	BUSINESS CASE ELEMENT 
	SAMPLE BUSINESS CASE 

	1. Introduction

	What is the purpose of the document? 
	This business case explores the possibility of developing a branded range of cards and postcards featuring items from the museum collection.

	2. Current position

	Background

	Explain the background to the proposed venture. 

What basis was the idea developed from? 

Has it been through a proposal and/or feasibility stage?
	The museum is currently pursuing a strategy to increase revenue generation, and the Friends of the Museum want more products to sell in the museum shop. The museum has an excellent collection of items that would lend themselves to being used as the subjects of cards and for which copyright clearance is easy. There is also an existing internal photography resource, which is currently under-used.

	SWOT Analysis

	What are the existing strengths and weaknesses (internal to your organisation)? 

What are the key opportunities and threats? 

Include external factors that could affect you, such as economic or political factors. 

How will you make the most of your strengths and opportunities, and counter any weaknesses or threats?
	Strengths
	How to maximise

	
	Excellent collection
	Use collection items as subjects for cards

	
	Under-used internal photography resource
	Photographer will photograph items

	
	Database of customers and Friends
	Do direct mailout to customers and Friends

	
	Existing shop with good reputation
	Sell card range in shop

	
	Weaknesses
	How to counter

	
	No internal design resource available
	Use museum’s preferred supplier for design projects

	
	Limited financial resources
	Minimise financial risk by starting with small range and expanding later, if successful

	
	Shop is away from the main shopping precinct
	Increase promotion of shop; also sell cards over internet

	
	Opportunities 
	How to maximise

	
	Could develop into a business wholesaling cards to other museums
	Research possible opportunities to do this

	
	Current growth in regional tourism
	Promote cards to tourist market

	
	Threats
	How to counter

	
	A number of other local gift shops selling postcards
	Emphasise specialised aspects of range (for example, features art objects rather than landscapes)

	
	Possible cuts in funding
	Explore other avenues for funding and revenue generation

	3. Description

	Describe your proposed venture – what is it? 

This section is key, as a clear concept is central to any business venture.

Include a fully detailed description as an appendix. 

If relevant, include diagrams or samples too.
	The proposed venture is a range of branded cards and postcards depicting popular, iconic images from the museum collection. The range will comprise ten postcards and six cards initially, possibly expanding to include a further six postcards and a series of posters. The postcards will be A6, printed on quality card, and will sell for approximately $0.95 including GST. The cards and envelopes will retail for around $2.50.

	4. Objectives

	Why are you doing this? 

What targets do you want to achieve? 

These may include sales or revenue; customer numbers, and profit; when you’ll achieve these targets; and how you’ll evaluate them.

Your objectives should be clear and measurable.
	• Generate $15,000 gross revenues (GST exclusive) in the current financial year.

• Increase public access to the museum collection.

• Position the museum shop as having a distinctive range of items.

• Raise awareness of the museum’s brand.

	5. Market analysis

	Competitor analysis

	Who are your key competitors? 

Are many others doing what you plan to do? (If not, why not?) 

What are your competitors’ strengths and weaknesses? 

How does your product/service compare with theirs? 

How do customers perceive your brand in comparison with theirs? 

Think about price, quality, image, service, convenience, and customer loyalty. 
	• Other local gift shops. These are established retailers with an extensive range of cards and are in the town’s central shopping area. However, the quality of their postcards is low, and their subjects are more traditional ‘tourist’ subjects, for example, landscapes.

• Other galleries which produce ranges of art cards for sale. These are more expensive than the proposed range and are not widely available locally.

• Discretionary spend within the museum. Research shows that 20 per cent of museum visitors purchase some item. This is usually coffee or food.

	Target market

	Who are your most likely customers? 

What are their demographic (age, gender, income, and so on) characteristics? 

What do you know about your target market’s size and geographical location?
	• Museum visitors. 500,000 people visit the museum each year.

• Friends of the Museum. There are currently 500 people enrolled in the Friends programme.

• International tourists. Research shows 40 per cent of museum visitors live outside New Zealand.

• Visitors to the museum’s website. The website has 200,000 visitors a year.

	Research 

	Has any research been done into your target market? In some cases research may be available from outside sources.
	Tourism research done by the local council shows that tourism is increasing in the region. Research in the museum shows that 20 per cent of visitors purchase some item, and a survey of shop customers found that 30 per cent of respondents wanted to buy cards or postcards.

	6. Financials

	These should summarise how much you will invest and how much revenue you’re expecting. Project financials for a few years out, and include the return on investment and the payback period.

It’s generally best to do your financials in a spreadsheet. Put in-depth financials in an appendix.

Include a number of ‘what-if’ scenarios – what if we had to drop the price to $X, or what if the price of goods increased to $X because of the New Zealand dollar exchange rate?

Financials may include:

• development cost – the cost of developing the product or service

• investment cost – how much it will cost to set up

• cost of goods – cost of producing

• existing profit – existing revenue, expense, and profit (if relevant)

• projected profit – projected revenue, expense, and profit. Basically a forecasted budget you can relate actuals to

• incremental increase – increase in revenue and net revenue

• return on investment

• payback period – how long it will take until development and investment costs are paid back

• breakeven – how much money you have to make to cover your costs.
	See the table on pg 7.

	7. Marketing

	Marketing communications objectives

	What do you want to achieve? 

Make your objectives clear and measurable.
	• Establish awareness of the new range of cards among target markets.

• Encourage card sales over the internet.

• Reinforce the museum brand.

• Position the museum shop as having a distinctive range of products.

	Strategies 

	What’s the main strategic approach you will take to achieve your marketing objectives?
	Our approach will be to maximise awareness and uptake among visitors to the museum and Friends, and over the internet.

	Tactics

	What specific campaigns and/or advertising plans will you implement?

What advertising channels will you use? Radio, television, print, internet? 

What other communications/promotions channels will you use, for example, product profiles, interviews? 

When will these campaigns take place? 
	• Develop a brochure advertising the card range for staff to hand out to visitors, and for direct mailout to Friends.

• Have the cards available for sale on the e-commerce section of the museum’s website.

• On the museum’s home page, place a visually obvious link to the card sales page.

• Improve website placement in Google and other search engines, using appropriate keywords.

• Hold a launch party for the postcard range, inviting artists and media.

• Include an article about the cards in the Friends newsletter.

• Have a special two-for-one offer available to Friends.

	Budget

	Include the budget for the tactics above. 
	See the table on page 7.

	Evaluation

	When and how will you check whether it worked?
	• Track uptake of special offers.

• Record numbers of website visitors.

• When doing shop research, ask customers how they heard about the card range.

	8. Roles and responsibilities

	Who is responsible for what? 

Be specific about resourcing for your venture. 

Include people who have an accountability.
	• Project manager – leads the project.

• Photographer – takes photos of items.

• Marketing assistant – develops and implements promotional campaign. Coordinates design and production of postcards.

• Website administrator – adds card range to website. Submits site to search engines.

• Volunteer co-ordinator – liaises with Friends. 

	9. Evaluation 

	How will you know if your venture is successful? 

Who is responsible for evaluating it? 

You may measure whether you’ve achieved your objectives in terms of finance, market research, or new business.
	• Track sales data from both shop and internet.

• Get feedback from museum visitors – include awareness of and reaction to the cards in visitor surveys.

	10. Timing and next steps 

	What will happen next, and when, to launch the new venture? 

Consider business case approval; developing a detailed marketing plan; design and tender; implementation; and ongoing review and evaluation. Include dates.
	• Approval from finance section (February)

• Copyright clearances for items (March)

• Design and production of cards (March April)

• Marketing campaign development (March April)

• Stock in store (May)

• Review period after three to six months (August November)

	11. Recommendations

	What are your recommendations? 

Should the venture proceed? 

On what basis (for example, a pilot)? 

What do you want approved, and by whom?
	We recommend proceeding with an initial range of ten postcards and six cards for a cost of $12,300, with a review after three to six months that will consider expanding the range to include more cards and a series of posters.


	Financials
	
	
	
	

	
	
	
	

	ABC Museum Card & Postcard Range
	
	
	

	NOTE: All dollar amounts are GST exclusive 
	
	

	

	
	RRP/item
	
	
	

	Postcard (10 in series)
	$0.84 
	
	
	

	Card (6 in series)
	$2.22 
	
	
	

	
	
	
	
	

	
	QTY A
	QTY B
	QTY C
	

	Print run quantity (each item)
	200 
	500 
	1,000 
	

	
	
	
	
	

	REVENUE
	
	
	
	

	Proportion of Print Run sold:
	100%
	100%
	100%
	

	Postcards
	$1,689 
	$4,222 
	$8,444 
	

	Cards / Envelopes
	$2,667 
	 $6,667 
	$13,333 
	

	Total Revenue
	$4,356 
	 $10,889 
	$21,778 
	

	
	
	
	
	

	COSTS
	
	
	
	

	Design, Production & Print
	
	
	
	

	Postcards
	
	
	
	

	Design and Production
	$1,000 
	$1,000 
	$1,000 
	

	Postcard Print
	$1,100 
	$1,800 
	$2,100 
	

	Cost per unit (cpu)
	 $1.05 
	 $0.56 
	 $0.31 
	

	
	
	
	
	

	Cards 
	
	
	
	

	Design and Production
	$750 
	$750 
	$750 
	

	Card Print
	$2,000 
	$2,800 
	$4,800 
	

	Envelopes
	$50 
	$100 
	$150 
	

	Cost per unit (cpu)
	$2.33 
	$1.22 
	$0.95 
	

	Total Production Costs
	$4,900 
	$6,450 
	$8,800 
	

	
	
	
	
	

	Marketing
	
	
	
	

	Brochure x 500
	$800 
	$800 
	$800 
	

	Direct Mail x500
	$1,000 
	$1,000 
	$1,000 
	

	Website Update
	$500 
	$500 
	$500 
	

	Launch event & invites (x100)
	$1,200 
	$1,200 
	$1,200 
	

	
	
	
	
	

	TOTAL COSTS
	$8,400 
	$9,950 
	$12,300 
	

	
	
	
	
	

	NET PROFIT
	-$4,044 
	$939 
	$9,478 
	

	
	
	
	
	

	Considerations

	1  People resource to carry out the work

	2  Viability of selling through total volume printed, and sensitivities around different sales levels, e.g.:

	PRINT RUN
	BREAKEVEN SALES
	COMMENT
	
	

	200 
	not possible
	Project not worth it, given upfront design & production costs. Per unit costs > proposed retail price

	500 
	91%
	Need to sell through large proportion of stock before profit made. Consider justification of marketing costs.

	1,000 
	56%
	Good return - providing all volume sold. Consider other variations (e.g. lower card print run) to reduce upfront cost.

	3  Impact on stockholding of museum store if greater volume produced.

	4  Future print runs will not incur the initial design & production costs.


Source: He Rauemi Resource Guide No. 21: Developing Business Cases for Museum Projects, pg 5
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Fact Sheet 7: Template and Sample - Business Case for a museum project









- 1 -


