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Overview of the business case materials
It is often necessary to produce a business case for inclusive design, showing the value for a business of taking on a specific inclusive design project. This can be done on a variety of levels. A more informal business case may simply highlight the key benefits of the project. In contrast, a detailed cost-benefit analysis calculates the net-present value of the project and the payback period needed to provide a return on the initial investment.

The business case materials are designed to help you to produce both kinds of business case. The materials are in the form of a spreadsheet with seven worksheets. The six main sheets look at different parts of the business case. They are intended to be used in the order given to build up a case step-by-step. The first few sheets can be used to construct a more informal business case, while the set as a whole can help you do a detailed cost-benefit analysis.

This set of instructions goes through each of the worksheets in turn, explaining what it is and how to use it:
	Possible impact factors
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Possible impact factors
The “Impact factors” sheet lists possible costs and benefits associated with an inclusive design project. Many of these are similar to those for a general project, but an inclusive project may impact them in a different way. So, for each factor, we describe common ways in which inclusive design impacts that factor. For example, we explain how inclusive design can reduce support costs. We also provide references to some case studies that show how companies have observed these changes in practice. Other references provide help in estimating the size of such changes. 
Using the list
Not all of the costs and benefits are relevant to each individual project. In addition, some may be relevant but their effect will not be large enough to make a significant difference to the business case. Therefore, the first step is to go through the list and identify the particular factors that you think will be significant for your project.
Using the case studies
Several of the factors have related case studies, listed in the column “Case studies”. Rather than giving the whole of each study (which would take up too much space), this column just lists their reference numbers. The details of the studies can be found in the “Case studies” sheet. The reference numbers refer to the numbers in the first column of that sheet. 
These case studies illustrate some of the ways in which inclusive design (and related areas of design) can affect the impact factors (the costs, benefits and drivers). Thus, they may help you to determine whether a factor will be relevant for your project. They can also serve as back-up evidence to convince others that an inclusive design project can really make a difference to the factors.
General figures
Similarly, the “General figures” column contains references to the “General figures” sheet. As before, the reference numbers refer to the numbers in the first column of that sheet. Unlike the case studies, these references do not describe specific examples of design. Rather they discuss how you can estimate the size of the change in an impact factor. For example, the general figures for “Cost of change” estimate how much more it will cost to make changes to a product in the development phase or after launch as opposed to making them in early design.
Case studies
The “Case studies” sheet contains case studies of how inclusive design (and related areas of design) can affect the impact factors (i.e. the costs and benefits). 

Each case study has a reference number (in the first column), which is used to refer to it in the “Impact factors” sheet. The next few columns contain a brief summary of the study. The last two columns explain where the case study came from, usually a paper, book or web article. Where the article is available online, we have provided a link to it in the “Weblink” column (the links were checked and worked correctly as of Feb 2011). The “Reference” column refers to the list of references at the bottom of the sheet, where details of all the papers, books and articles are given. Some of these articles describe the studies in more detail, but some only give a brief summary, similar to what is provided in this sheet.
These case studies are intended to help you to determine whether an impact factor will be relevant for your project. They can also serve as back-up evidence to convince others that an inclusive design project can really make a difference to the factors. 

General figures

The “General figures” sheet contains more general numbers to help you estimate the size of the change in an impact factor. They are not relevant to all projects, but can provide a starting point in thinking this through.
The sheet is structured in the same way as the “Case studies” sheet. Each row has a reference number (in the first column), which is used to refer to it in the “Impact factors” sheet. The next few columns contain a brief summary of the figures and how they relate to the impact factors. The last two columns explain where the figures came from, usually a paper, book or web article. Where the article is available online, there is a link to it in the “Weblink” column (the links were checked and worked correctly as of Feb 2011). The “Reference” column refers to the list of references at the bottom of the sheet, where details of all the articles are given. Some of these articles describe the studies in more detail, but some only give a brief summary, similar to what is provided in this sheet.

Initial impact assessment
The “Initial assessment” sheet helps you to perform an initial assessment of the business case for an inclusive design project. Each row of the table examines a different impact factor and considers how it would be affected by the proposed project. An example is shown in the first row of the table (shaded in grey). The rows for you to fill in are shaded in green. You can add extra rows by copying and pasting existing rows.
Using the sheet

Before using this sheet, it is useful to examine the “Impact factors” sheet and identify the particular factors that you think will be significant for your project. The next step is to transfer these factors to the rows in the “Initial assessment” sheet. One factor goes in each row, along with the relevant stakeholder. The main stakeholders are already written in the table to encourage you to consider all of them. It is important to consider whether there are any relevant impact factors for each of these stakeholders. Additional rows can be added if you have more than one impact factor for a particular type of stakeholder or if you identify additional stakeholders.

The remaining columns can then be completed as described below. Comment boxes are attached to each column heading to provide a brief reminder of what goes in that column.

Explanations of the columns

· Stakeholder: This indicates which parts of the company or process will be affected by the project. Some possibilities are given, together with some suggestions of things that would impact on those stakeholders. These possibilities are taken from the “Impact factors” sheet. Extra rows can be added if there is more than one impact factor for an individual stakeholder.

· Impact factor: This describes the factors that will impact on the business case for the specified stakeholders. These include costs, revenues and other drivers. Suggested impact factors are given in the “Impact factors” sheet.

· Type of cost/benefit: The impact factor can result in increased or decreased cost, increased or decreased revenue, or it may be hard to quantify (“Intangible”). Click on the cells in this column to get a drop-down list of possibilities to choose from.

· Rationale: This column explains why you think the project will have the specified effect on the impact factor. For example, an inclusive design project may be expected to reduce support costs. The rationale behind this is that the inclusively designed product will have fewer usability problems. As usability problems cause many of the current calls to the helpline, there should be a reduction in calls and thus in support costs. 

· Size of impact: In the initial assessment, you do not need to put in details of how much money the impact factors will cost or return. A rough estimate of the size of the cost or benefit is enough. Click on the cells in this column to get a drop-down list of possibilities (Low, Medium and High impact) to choose from. 
Full cost-benefit calculation
If required, the “Full calculation” sheet can then be used to conduct a more detailed cost-benefit analysis, and to calculate the NPV (Net Present Value) and payback period of the impact factors. It is not always necessary to do the full analysis and you can choose a level of analysis that fits your needs.
The layout of the sheet
The sheet has a similar format to the “Initial assessment” sheet and, in fact, the first four columns are the same. As with the previous sheet, an example is shown in the first row of the table (shaded in grey), and the cells for you to fill in are shaded in green. The results of the calculations are shaded in yellow.
Some further examples of full cost-benefit calculations are given in the “Examples” sheet. Explanations of each of the columns are given below:
“Impact Factor Descriptions” columns

The first four columns of “Full Cost-Benefit Calculation” sheet are the same as in the “Initial Impact Assessment” sheet, and their entries can be copied directly from the previous sheet. Explanations of what these columns mean can be found on the previous page of these instructions.
“Size and Likelihood of Factors” columns
The next set of columns specify numbers that are important for calculating the cost-benefit value of each impact factor. 
· Indicator: This describes how you plan to measure the impact factor. If possible, it should be something specific and concrete that can be used to assess how much the factor is affected by the project. For example, to determine the change in support costs, you may decide to examine the number and length of support calls.
· Quantity: This estimates how much the indicator will change as a result of the project. The more accurate this estimate, the more accurate the cost-benefit calculation will be. In the example in the table, an estimate of 20% fewer support calls has been given.
· Value of the cost/ benefit: The indicator may not measure the impact factor directly in terms of money. For instance, the example in the table uses the number and length of support calls as its indicator, rather than their monetary cost. However, we need to know the value of the impact factor in terms of money in order to do the cost-benefit calculation. Therefore, this column specifies the monetary value of the change in the impact factor. A positive value in this column means that the company will gain money (increase revenue, reduce costs, etc) as a result of the project, while a negative value means that it will lose money.

For example, the monetary value of 20% fewer support calls can be calculated from the current number of support calls and the cost per call. However, in some cases, it will not be possible to calculate the monetary value precisely and a rough estimate may have to be given.
· Value per month: The cost-benefit calculations need to know the value of the impact factor over a standard period. We have chosen a month for simplicity. If the cost or benefit is a one-off, then put its whole value in this column (and give a duration of 1 month in column M). If the cost or benefit is ongoing, then calculate it over the period of a month. For example, if 10,000 labels are produced a month and the extra cost for label is €0.02, then the extra cost comes to €200 a month.
· Evidence / reasoning for these figures: Give your reasons for giving these figures, with evidence where this is available. In the example in the table, this cell explains why we believe there will be 20% fewer support calls. You can also attach comment boxes to individual cells to give more details of your reasoning behind those cells. In the example, a comment box has been attached to the “Value of the cost/benefit” cell to explain that the monetary value is based on an individual support call costing €10.
· Likelihood of the change occurring: This gives the likelihood or probability that the cost or benefit you described will actually occur. A likelihood of 100% means that you are absolutely certain that it will happen (although, in practice you can never be 100% sure, so it would be safer to give 90% or 95%). A likelihood of 0% means that you are absolutely certain that it will not happen. Most likelihoods will be between 0% and 100% and indicate a level of uncertainty. For instance, the example uses an estimate of 60% to indicate that there is some risk that the inclusive design work will not catch the usability issues that people complain about in their support calls, but that this is fairly unlikely.
If there is a possibility that the change may be greater than estimated (e.g. that the development costs will turn out to be higher than predicted), then you can give a likelihood of over 100%. 

· Duration (in months): This describes how long the change in the impact factor will last in months. If it is a one-off cost or benefit (e.g. the cost of usability testing), then put down a duration of one month, as this is the smallest time unit that can be put in this column. Otherwise, put the number of months the cost or benefit will last for. Please only use whole numbers of months. Many cost and benefits will last for as long as the product is in the market. 
· Change per year: This column explains how the impact factor varies year-by-year. We have used a year rather than a month here, for simplicity. A one-off cost or benefit will have a change of -100% (i.e. its value in Year 2 and subsequent years will drop to 0). Ongoing costs and benefits may have either negative, positive or zero changes. A negative change means that the factor has less effect as time goes on. For example, novel features in a product may become less exciting to consumers over time. A positive change means that the factor has more effect over time. For example, a project may involve adding a new component to a product, and the cost of manufacturing this component may increase each year. A zero change means that the cost or benefit stays stable over the 5 year time period. 
“Cost/Benefit Calculation” columns
The remaining columns (with a yellow background) use the values you entered into the first parts of the table to calculate the cost/benefit of each impact factor over a period of 5 years. The overall cost/benefits for each year are also calculated and are shown at the bottom of each column. These values are calculated by the spreadsheet and you should not enter anything into these cells.

Summary results
The NPV (Net Present Value) and payback period of the impact factors as a whole are calculated and displayed below the table. As before, these are calculated by the spreadsheet and you should not enter anything into these cells. 
The NPV also depends upon the Company Weighted Average Cost of Capital. This is also in a cell below the table and can be changed to reflect your company’s situation.
The payback period is given in months and describes how long it will take for the impact factors to “pay back” the cost of the initial investment. The payback period is a fairly simple estimate and does not use the weighted cost of capital (or discount rate).
Example Calculations

Some examples of full cost-benefit calculations are given in the “Examples” sheet. They are based around a fictional project that involves doing some inclusive design work to improve a product which has usability issues. This involves some design analysis and usability testing, as well as adding a label to the product. The example is fictitious and simplified but illustrates how to use the sheet.

Some explanations of the reasoning behind the figures are given in the comment boxes attached to the cells in the spreadsheet.
WARNING


This sheet contains embedded Excel calculations. These will not work if you cut and paste or move cells. 


So you must not:


Cut and paste cells


Move cells around


You can:


Copy, paste and delete cells


To add a new row to the table, copy the whole of an existing row (including the intermediate calculation columns) and then insert it as a new row. To do this:


Right click on the row number to the left of an existing row, then select “Copy”


Right click on the row number just below where you want to insert a row, then select “Insert Copied Cells”
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