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How to build the business
case for a new data
infrastructure
Demonstrate the value of investing in
an infrastructure that’s fit for the new
Age of Data

Let’s be honest: your current data
infrastructure is giving you nightmares
If your business is like most midsized to large businesses, you
probably know you’ve got data
infrastructure problems:

Deep down, you know your infrastructure is out
of hand, and it needs to be fixed before it eats
up the entire IT budget. But fixing it will cost
a lot upfront, and you have to persuade your
CFO to sign off the cash.

• You’re pretty sure all your data is getting
backed up – but you’re not sure where,
how, or who by

That means you need a business case so
compelling that the CFO will instantly see the
short, medium and long-term benefits, and sign
over the money straightaway.

• You know you’re wasting huge amounts
of cash on inefficient data management
practices

This ebook is about how to build that
business case:

• You wake in a cold sweat over whether all
your data is really, truly, 100% protected
and compliant
• You try not to think about what would
happen to the business if a disaster
struck your main site

It’s based on work we’ve done with
mediumsized and large organisations on
three continents – reviewing their current
data infrastructure; identifying inefficiencies
and trouble spots; creating a watertight case
for investment; and implementing a new
environment that demonstrably delivers the
projected ROI.

Over the next few pages we’ll outline the kind
of considerations to include in your business
case, and how to frame it in terms that will
appeal to CFOs and other senior management.
We’ll finish with a short section on how to
monitor the investment (once you’ve had
budget sign-off and implemented the new
environment!) to prove it’s delivering the ROI
you set out in your business case.
Happy reading! And if you have any questions
at all, or if you’d like to talk to us about helping
you to develop a a winning business case,
please do get in touch.

Building the business case: what
to include, and what to leave out
Before you start, it’s important to
keep in mind that this is a business
case, i.e. it sets out the advantages
to the business of overhauling the
data infrastructure.
That means everything in it must
be framed in business terms. For
example, it may make your life
much easier if a backup can be
completed in four hours rather than
seven, but that won’t impress the
CFO unless you can prove that the
shorter backup window will have
a positive impact on the business
as a whole.

Focus on four key areas:
With that in mind, your business case should
frame the need for a new data infrastructure in
terms of how it will:
1. Help the business to save money
2. Help the business to make money
3. Help the business to avoid
unnecessary costs
4. Help the business to achieve its
strategic goals

PRO TIP #1:
Keep the business case focused on the
big-picture benefits to the business –
not to IT

The first of these points – ‘help the business
to save money’ – will almost certainly be the
key one to explore. It’s probably the easiest
to quantify, and most CFOs will be swayed
by a compelling demonstration of potential
cost savings. In fact your CFO may ask you to
concentrate most of your efforts in this area.
However, you’ll earn yourself extra kudos
– and maybe even a future promotion – if
your business case also demonstrates an
understanding of the business’s revenue
models and strategic objectives, and shows
how a new data infrastructure can help to
achieve them.

PRO TIP #2:
Earn kudos by showing you understand
the business’s revenue models and
strategic goals

Building the business case: what
to include, and what to leave out
What timeline should you choose?

Don`t forget the other benefits:

The best business cases will demonstrate
a clear, quantified return on investment over
a defined period of time. We find a 3-5 year
timeline is a good one, since most of the upfront
investment will take place in Year 1, and the
financial return may not be achieved until two
or more years later. (If you can demonstrate a
financial return in Year 1, you’re almost certainly
on to a winner.) maybe even a future promotion
– if your business case also demonstrates an
understanding of the business’s revenue models
and strategic objectives, and shows how a new
data infrastructure can help to achieve them.

Remember too that not every benefit has to
be financial. The management board will also
be interested in non-financial returns like risk
mitigation, reputational enhancement and
improved compliance. (Although it’s fair to say
that only hard financial benefits are likely to
prompt a swift allocation of budget.)

PRO TIP #3:
The earlier your projected ROI date,
the more likely you are to get budget
approval

PRO TIP #4:
Include non-financial gains like reduced
risk, improved reputation and better
compliance

Four key areas to build
a compelling business case
Over the next few pages we’ll
look at each of the four areas of
potential benefit to the business,
and suggest areas for you to
explore when building the
business case.
Before we start, there are two
important things to note:

1.

2.

Every business is different, and your aspirations
for a new infrastucture may not involve all
of the areas we outline here. However, it
should provide a good outline of the kind of
things you should be looking at in order to
create a compelling case. However, you’ll
earn yourself extra kudos – and maybe even
a future promotion – if your business case
also demonstrates an understanding of the
business’s revenue models and strategic
objectives, and shows how a new data
infrastructure can help to achieve them.

– especially trying to uncover current costs
of operation across multiple sites. We know
because we’ve been there! But although they’re
difficult, the effort is ultimately worth it, because
the more you can prove that the business is
wasting money or operating inefficiently, the
more likely you are to get budget approval for
change.

The points suggested below are
by no means definitive

Some of the suggested exercises are
extremely gnarly and time-consuming

With those caveats in mind, let’s get started!

1. How will the new environment help
the business to save money?
This is the main area to focus on,
and the one where your CFO will
want to see a hard comparison
between what the business is
spending today and the projected
savings from an investment in a
new environment.
We suggest looking at the
following areas:

A. Your current data infrasctructure
Chances are your environment is currently
extremely complex, with multiple sites,
technologies and processes. These exercises
will help you establish the level of complexity
you’re looking at, and the associated costs
of operation.
Calculate the potential savings from
consolidating, streamlining or relicensing in
these key areas. For example, do you really
need five different backup software systems?
Could you centralise on one, with an all-youcan-eat license that lets you add new servers
and clients easily? How much would that save?

Exercise A
Calculate how much the business is
paying overall, across all of its sites, for:
• Storage/backup/ recovery
software licenses
• Storage/backup/ recovery
hardware and software
maintenance and support
contracts
• Admin personnel to conduct
data management tasks
• Finance and purchasing
personnel to handle vendor
contract management
• Third-party logistics
(e.g. for tape transportation)

1. How will the new environment help
the business to save money?
B. Data volumes and data growth
How much data is the business handling today
– and how will that change in future? Does all
that data need to be stored, or is some of it
being retained needlessly?

Exercise B
Calculate how much the business is
paying overall, across all of its sites, for:
1. Examine your data
management policies. Are
they complicating data
management processes? Could
they be leading to more data
being kept than is necessary?
2. Calculate how much data
could be deleted by
streamlining or updating data
management policies.
3. Calculate how much
storagespace/backup time this
could free up.

4. Calculate the likely increase
in your data volumes over the
period of your timeline. You
could base this on past years’
growth, or on what you know
about how the business is likely
to grow over the next few years
(or both).
5. Calculate how much it would
cost to keep adding disk at
the current rate to cope with
this data growth. This could be
based on the cost you
identified in section A, with an
extra 10% per year or 15% per
year added, depending on
how much you think data
volumes are likely to grow.

1. How will the new environment help
the business to save money?
C. Data management tools
and hardware
How is data being stored and backed up
today? Is the business using available tools
and hardware in the most cost-effective way?
D. Power and cooling
If you have data infrastructure running at
multiple sites, they will inevitably all be
incurring power and cooling costs.
After completing all of these exercises – which
may take several weeks – you’ll have a very
strong idea of your current operating model,
and a new target operating model with its
associated (and much lower) costs. You’re now
ready to move on to the next section!

Exercise C

Exercise D

1. Review the technologies being
used for data storage and
backup. What is the mix of disk
and tape? Is there a cheaper
alternative?

Calculate how much your business is
spending on power and cooling for your
data infrastructure today. Then calculate
how much it could save on energy bills by
consolidating or streamlining servers and
storage – especially if this could involve
reducing the number of sites where
infrastructure resides.

2. Calculate how much time and
money the business could save
by consolidating or using different
technologies. For example, is tape
really the cheapest option – or
do the time, technologies, admin
overheads and transportation
costs involved actually make
it more expensive? Could you
make more effective use of
tiering, deduplication and
compression technologies to save
capacity, time and money?

2. How will the new environment help
the business to make money?
You may be able to reinforce
yourcase by showing how a
new data infrastructure could
activelycontribute to top-line
revenue generation (or ‘making
money’, as we non-finance
types call it).
Here we’re talking about notional
money, rather than tangible
money like cost savings, but
you may still be able to make
a convincing demonstration of
projected financial gain.
Areas you may like to look
into include:

A. Attracting/onboarding new customers

C. Rolling out new services

If you can, try to find a way to show that a
streamlined data infrastructure will improve
your business’s ability to attract or onboard
new customers.

Could better data storage, backup and
recovery help the business to offer new
services – for example by enabling customers
to upload and store their data on the
company’s servers? If so, consider how much
extra business this might enable the company
to generate in each year of your timeline.

For example, if your business holds and
manages a lot of data on behalf of clients,
you may be able to onboard new clients (with
all the revenue that entails) with no additional
investment in storage technology.
B. Increased productivity
The proposed new infrastructure may have a
significant impact on users in terms of faster
and easier access to key applications and data.
If you can quantify this in terms of improved
productivity – and tie that to a material financial
gain for the business – you could strengthen
your case.

D. Re-using physical space
Could a streamlined, consolidated data
infrastructure free up space that could be used
to generate revenue for the business – by
selling it, letting it, or using it for other moneymaking activities? If so, estimate the revenue
potential from the freed-up space in each year
of your timeline.

NB: Your CFO may disregard some or all of
these projections when making his/her own
calculations. However, he/she may well keep
them at the back of their mind, and you’ll get
kudos for thinking in business terms

3. How will the new environment help the
business to avoid unnecessary costs?
This is another notional area, and
one that your CFO may not wish to
take into account when weighing
up the case for investment. If you’re
preparing a business case, it’s best
to check first whether it’s worth
your while exploring cost
avoidance. It may be that even
if the actual cost benefits aren’t
taken into account, the associated
risk mitigation and reputationprotection benefits will be.

Avoided costs of non-compliance

If you think it’s worth exploring this
area, the kinds of things you’ll be
looking out for are:

• Loss of reputation – a difficult thing to
quantify in financial terms, but it could
be worth including a case study of a
comparable organisation that has suffered
a loss of reputation (and potentially share
value) as a result of a data breach

If you feel the current environment leaves
the business open to potential breaches of
regulatory or internal policy compliance, try
calculating the cost of such a breach occurring.
This may include:
• Regulatory fines – perhaps you can
compare against other organisations in
your industry who have incurred a fine for
a data protection lapse
• Loss of business – again, look at other
comparable organisations who have
suffered a loss of business due to a security
or data protection breach. What was the
financial cost to the business?

4. How will the new environment help the
business to achieve its strategic objectives?
Last but not least, your business
case should show how the new
environment will help the business
to achieve its strategic objectives
– as this will reinforce the case for
approval.

These objectives will be laid out
in the organisation’s business
plan; presented to employees
during annual ‘all-hands’ or ‘town
hall’ meetings; and – if yours is
a publicly-listed company – set
out in annual or quarterly public
statements to investors and
shareholders.

Exercise D
Review your organisation’s stated strategic
objectives and note any that your new
data management environment could
help to achieve. Make explicit reference
to them where appropriate throughout the
business case.

Congratulations – you’ve finished the
exhausting (but rewarding) exercise
of creating a well-researched and
compelling business case for investing
in a new data infrastructure. Budget
approval awaits!

One Final Word: Measuring and
reporting on ROI
When your new environment
receives budget approval –
particularly if it’s a big investment –
you’ll almost certainly be asked to
keep senior management advised
of its progress towards meeting the
projected ROI.

Be prepared to put monitoring tools
in place that can analyse how the
environment is faring in delivering
the proposed cost savings and
other material gains. You’ll also
need to be able to deliver nontechy, easy-to-understand reports
to senior management that clearly
map the actual savings made
against the projected savings
outlined in the business case.

If you get stuck, Tectrade can help.
If you need any help with creating your
business case, sizing, scoping and
implementing your new environment, and
monitoring and reporting on the results,
please don’t hesitate to get in touch. At
Tectrade we work on projects like this for
large, complex companies every day, and
we’d be delighted to do the same for you.

Find out more

At Tectrade, we live and breathe data.
It’s in our DNA. And we’re relentless
in finding the solution that’s right for
your business.

Tectrade.com
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