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Customer Business Cases 
Using the Tools of Finance to Sell 

 
This briefing note answers 2 questions: 
1. What is a customer Business Case? 
2. Why do a Customer Business Case? 

 
You can learn more about how to build the business case in a later briefing note “How to 
build a customer business case”. 

 
1 What is a customer business case? 
 
A customer business case is a sales tool used increasingly by vendor companies selling in 
business to business segments whereby the sales pitch includes an analysis of the financial 
benefits to the buyer using a cost benefit analysis approach/ return on investment. 
 
The tool is particularly relevant when the product or products sold represent a considerable 
level of spend to the purchasing company, and where the product generates real quantifiable 
benefits to the buyer over multiple years.  
 
If the purchase decision is a significant investment from the buying company’s point of view 
then the purchasing decision maker (probably your direct client contact) will have to justify 
the deal internally – normally by pulling together a financial business case.  
 
Preparing a customer business case means that rather than waiting for the buyer to estimate 
the benefits of your solution, you do the work for them and thus help them along the way. 
You also make sure that they do not underestimate the benefits of what you are selling and 
thereby miss a genuinely good deal from their own perspective. 
 
Customer business cases are increasingly widely used by IT companies selling IT systems 
that can deliver cost savings for the purchasing companies. Likewise telecommunications 
infrastructure companies, businesses selling tools infrastructure and systems to other 
businesses that can either save money, increase revenues or reduce risks are all in 
increasingly using this tool 
 
The customer business case is particularly relevant in the case of a long term contract type of 
sale – for example if you are selling a bundle of hardware and services whereby you build and 
maintain a set of products for the customer. The tool can be used to demonstrate that even 
though your upfront costs might be higher than the competition, the overall financial benefits 
of your offer are considerably greater when viewed over the full life cycle because your 
maintenance costs are lower. 
 
The business case examines the purchase from the buyer’s point of view capturing the costs 
and benefits of the purchase and ultimately answers core questions:  
 
Does the decision make sense to the buyer from a financial perspective:  Given the cash 
investment required and the net cash benefits over time, is the reward worth the risk? 
 
Using it as a sales tool means that you walk into the sales meeting already prepared with 
answers to all the questions they are likely to ask either to your face or behind your back. 
 
 
Ideally the customer business case is done in parallel with the business case from the vendor’s 
point of view. While you are doing the work to check that the decision makes sense to your 
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client, you also check whether the deal makes sense to you as the vendor.  
A customer business case can also be used to guide pricing strategy.  
 
Finally preparing a customer business case is an opportunity to examine other aspects of the 
project which are not purely financial – resources needed and any gaps? Other barriers and 
bottlenecks? Full assessment of all the risks involved…. 
 
2 Why do a customer Business Case? 
 
It can be a challenging exercise and takes valuable time - is the effort and investment 
justified?  
There are many reasons why a well-structured and clearly articulated customer business case 
can be extremely valuable. 
 
a) Justify marketing claims, and understand the real impact on your client 
 
Customer business cases help product management, marketing and sales to focus on the 
reasons why a customer would benefit from your solution(s). The reasons may appear 
obvious, but generic messages such as ‘reduce costs’ and ‘scalable’ often go unchallenged 
internally, only to fall down in front of the customer. A fully worked business case helps with 
the credibility and justification of your solution – and saves you from overstating of making 
woolly claims.  
 
It also enables sales people to take the discussion to a more detailed level when challenged by 
the customer, encouraging customers to consider and quantify the benefits to their own 
business. This in turn if well handled by the sales person builds the foundations for a more 
consultative relationship with your customer – rather than hared sell you are exploring a 
solution together. 
 
b) Align solutions to customers’ needs 
 
Building on the previous point, as you develop a better understanding of how your solution 
REALLY benefits your customer, and in the process better knowledge of your customer’s 
current costs and even the cost of a competitor’s solution, this helps you adapt your offering 
to meet your customers’ needs and differentiate your solution vs the competition.  
 
For example, you may think that reducing product delivery cost is really important to your 
customer, but if delivery costs are tiny as percentage of costs and the customer’s main 
concern is reducing customer churn, then it’s the customer-retention benefits of your solution 
that you need to highlight. This is the sort of clarity that often emerges from a customer 
business case process. 
 

c) Capture, quantify and highlight all your products advantages 
In a recent workshop with a global multinational client we demonstrated that in countries 
where all senior sales people used a customer business case as a standard tool, the sales 
success rate was significantly higher than in cases where the seller left it up to the customer to 
develop their own financial analysis.  
 
Delving further showed that the single biggest driver of this success was that the customers 
were more fully aware of the product features, and why these features created value to their 
own company- in some cases they had not fully realised the financial implications of some of 
the advantages. 
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d) Uncover new sales strategies – product advantages that really matter to your client 
that you may have underestimated 
 
Sometimes the business case reveals some significant but unknown or little realised benefits 
that can be used to change the sales strategy.  
For example, a recent business case for a mobile device vendor that showed that the seller had 
a significant advantage in the way its devices were re-programmed for different users and 
situations. This reduced the number of devices required vs. the competition, resulting in a 
saving for the customer equivalent to a 20% reduction in device cost. Unlike a price 
reduction, competitors could not replicate this advantage.  
 
e) Help your client sell your solution inside their own company   
 
Financial business cases are now a standard tool for corporate investment decision-making. 
Your client contact may be the CTO who is already convinced that your solution is the best 
from a technical perspective, but needs to convince the rest of the organisation. By preparing 
and presentation the financial argumentation to back this up you can help them progress the 
internal decision making process. 
 
f) Triggers an adult conversation about resources and risks 
 
When you present a solution to your client that means they have to change the way they do 
things they will naturally be worried about the risks involved. In preparing and presenting 
your customer business case you should show that you have thought this through carefully 
from their perspective and can either reassure them that risks are insignificant or that you can 
offer good mitigation strategies where necessary.  
 
Likewise the client will be wondering about the level of resources needed to implement, 
maintain and develop the solution – do they have the right sort of people to deal with this? 
Will they need retraining? The customer business case presentation is a great opportunity to 
tease out the practicalities, risks and costs of implementing the solution addressing all of these 
often unspoken concerns. 
 
 
 


