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Building the Business 
Case for ITAM
A practitioner’s essential guide in 
three steps

AN ESSENTIAL GUIDE FOR FUTURE-THINKING IT LEADERS
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Struggling to deYeloS a coPSelling business 
case is frequently as a result of presenting 
ITAM as a standalone function concerned with 
cataloguing assets and how they are used. 
What’s often missing is information about how 
ITAM impacts business initiatives that are 
already perceived as important.

In this guide, we explore the business case for 
ITAM  as well as the reasons that many IT asset 
managers Iind it Kard to PaNe tKePselYes 
Keard� :e outline three practical steps that will 
empower you to deliver an eIIectiYe business 
case Ior setting uS a neZ ITAM function or 
investing in existing capabilities –  a business 
case tKat \our staNeKolders Zonȇt be  able to 
ignore.

ITAM investment is a critical enabler for 
recognized business priorities such as 
digital transformation, cost 
optimization, cyber  securit\ and 
oSerational eɝcienc\� 'esSite  this, 
when it comes to securing investment  
for ITAM, IT leaders often struggle to 
develop a convincing business case. 
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Step 1 

What is the business case 
for ITAM anyway?

*iYen tKe Yalue Ze NnoZ Ζ7$0 can deliYer� ZK\ is tKe 
business case so oIten diɝcult to PaNe" $t tKe root 
of this problem is the fact that many IT professionals 
conIuse a business case ZitK a Mustiȴcation Ior inYesting 
in tecKnolog\� %usiness cases KelS senior staNeKolders 
Srioriti]e inYestPent oI ȴnite resources in initiatiYes 
that support business objectives – a business case 
needs to articulate tKe risNs� beneȴts and iPSacts oI 
tKe SroSosed cKanges in terPs tKat reȵect business 
priorities. These three foundational pillars will help 
ensure your business case stands up to scrutiny: 

PUT BUSINESS STRATEGY AT THE CORE

Ζ7 leaders need to NnoZ tKeir organi]ationȇs Pission� 
objectives and strategy and understand their products 
and services. 

KNOW YOUR NUMBERS

%eneIits and Iinancial iPSacts need to be clearl\ 
stated� $ctual nuPbers sKould be assigned to eacK 
beneIit along ZitK a coPPitPent to deliYer tKose 
beneIits� 

BE CONCISE, BUT THOROUGH 

While the business case needs to be concise, ensure 
that ITAM is positioned as supporting business 
decision�PaNing tKrougKout tKe organi]ation as digital 
transformation permeates every aspect of its activities.
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Putting ITAM in 
context: aligning ITAM 
with the business

A successful ITAM program needs to be 
positioned in the context of business 
change. Ζ7$0 Ior Ζ7$0ȇs saNe is rarel\ 
going to ZorN Ȃ any successful ITAM 
solution will be aligned to Ne\ business 
initiatiYes and sKoZ KoZ it is critical to 
the success of existing funded projects. 
'ecision�PaNers need a coPSelling 
reason Ior immediate investment or 
inclusion in the next budget cycle.

ENGAGING STAKEHOLDERS

No business case will succeed without the support 
oI Ne\ staNeKolders to cKaPSion it� and tKese
staNeKolders also KaYe a role to Sla\ in ensuring tKe
beneȴts are Iull\ reali]ed b\ tKe Zider business� Ζn
most cases the budget holders, system owners and
Srocess oZners ZKo Zill beneȴt IroP Ζ7$0� sit across
tKe organi]ation� &ruciall\� tKese staNeKolders Pust
sign o΍ on beneȴts tKat directl\ iPSact tKeir budgets
or business activities. This approach delivers three
critical advantages:

1. It demonstrates the breadth of the potential
impact of ITAM on the organization

2. Ζt ensures all staNeKolders are coPPitted to
helping ITAM succeed

3. Ζt ensures tKe beneȴt oZners Zill be Keld
accountable Ior deliYering tKe beneȴts

The result is widespread support for the project 
and the ITAM team that strengthens the overall 
business case.
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Business Benefits of ITAM
BUSINESS  
INITIATIVE

CYBER�SECURITY 
& PRIVACY

DIGITAL  
TRANSFORMATION

DATA 
MONETI=ATION

IT/OT INTEGRATION IoT & AI PROJECTS SOURCING DECISIONS

• You can’t secure what you
donȇt NnoZ about

• Understand where data is
held and how it is accessed
to aYoid leaNs

• Identify and resolve
or protect against
vulnerabilities

• Avoid reputational damage
and erosion of customer
relationships

• IT expected to enable
innovation as a transforming
Sart oI tKe business �see
7(.s\tePs linN1)

• Insights to support
options analysis and cost
comparison – application
rationalization, cloud
migration, capacity
management

• Measure migration targets
and adoption rates

• Identify where data resides
and what software is used to
PaNe it PeaningIul

• Identify EOL and
unsupported HW & software
critical to OT systems to
support cyber physical
security

• Locate, identify, classify IoT
and edge devices

• 0aS data IloZs and
the relationships and
dependencies between
individual assets

• IoT hardware and software
data to support digital twin
development

• Cross-silo/cross-
organi]ational view of digital
technology data

Insights into current state of 
digital technology and how it is 
used to support:
• 'ecisions on ZKetKer to

in-source, outsource or
multi-source

• Choice between product,
service or hybrid solution

• Options analysis and clear
business case for decision

• Support ongoing vendor
performance management

IT BENEFITS MAINTENANCE & SUPPORT SHELFWARE REDUCTION SOFTWARE LICENCE COMPLIANCE AUDIT

• Single view of support and maintenance for each vendor
across whole investment

• ΖPSroYed Srocess to PiniPise risN and reduce oYerKead
• 'ata to suSSort Yendor PanagePent actiYit\

• SKelIZare �botK on�SrePises and SaaS� estiPated at
������

• Reduce costs within contractual constraints

• /iabilit\ SroYision Pade and adMusted according to risN leYel
• Single coordinated audit management process
• Improved control of audit management process
• Reduced administrative overhead and operational disruption

INTANGIBLE 
BENEFITS

FINANCIAL INSIGHTS PROCESS IMPROVEMENT PROVISIONING/DE-PROVISIONING

• /inN tecKnolog\ costs to business Srocesses�3	/
• 'ePonstrate ȴnancial controls

• Support and maintenance renewals
• Licence compliance audit management
• Service management
• +elSdesN

• Reclaim unused technology for reuse
• 0anage stocN leYels
• Enable user self-service and improve delivery times

Step 2 

Articulating the benefits

:orNing closel\ ZitK ȴnance is an essential Sart 
of building a strong business case - they help 
\ou account Ior ȴnancial beneȴts� %eing clear 
as to ZKat Tualiȴes as a cost saYing �saYing 
against budget� and ZKat is cost aYoidance �not 
spending money we hadn’t planned on spending 
but might have to) and how the two should be 
assessed and weighted will add credibility to the 
business case� :Kile budget Kolders �ZKo Zill 
need to sign o΍ on tKe beneȴts� are generall\ 
Iocused on saYings against budget� ȴnance 
professionals are often more concerned about 
cost avoidance and ensuring there is minimal 
unplanned expenditure.

While many business cases go straight into 
tKe detail oI tKe ȴnancial beneȴts Ȃ generall\ 
Iocused on saYings based on Yer\ sSeciȴc 
use cases Ȃ it is iPSortant to looN be\ond tKis 
and demonstrate how your investment will 
support each business initiative. Here are some 
e[aPSles oI ZKere tKe beneIit oI ITAM should 
be articulated:
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Calculating the Financial Benefits Working out the impact 
of benefits can be hard. 
We’ve made some 
suggestions here as  
to how you might  
come up with a realistic 
explanation of the  
impact (both financial  
and operational) of the 
broad benefits of ITAM. 

**artner� SoItZare $sset 0anagePent Ior tKe &loud� &onsuPStion 0anagePent and 2StiPi]ation 7aNe &enter Stage� 3ublisKed ��tK 1oYePber ����� $utKors� SteSKen :Kite 	 5\an SteIani� Ζ' *��������

MAINTENANCE AND SUPPORT 

7Kis area SroYides Slent\ oI oSSortunities Ior TuicN 
wins. Most maintenance is paid annually and allows 
regular review of each support requirement in line 
with the payment schedule. Software maintenance 
and suSSort t\Sicall\ PaNe uS KalI oI an organi]ationȇs 
software spending, with maintenance rates currently 
aYeraging around ��� oI tKe license cost� SaYings can 
be made by:

• &ancelling unnecessar\ Paintenance �it is
iPSortant to cKecN tKe contract as in soPe cases
partial cancellation can lead to recalculation of the
remaining contract line items).

• 3a\ing Ior tKe correct leYel oI suSSort based on an
understanding oI KoZ it Kas been used �e�g� nuPber
or type of support calls raised).

• Co-termination of renewal dates to minimize the
administrative overhead involved with renewal
payment, and the potential to renegotiate
the support contract based on a view of the
organization’s entire support spend with
the vendor.

• Renewing or cancelling subscriptions on time to
avoid late payment penalties or auto-renewal,
as well as avoiding any downtime that may be
caused by late renewal.

SHELFWARE REDUCTION 

8nused assets �ZKetKer KardZare� soItZare or cloud 
services) can be reassigned or retired to avoid costs 
associated with maintaining them unused. 

Research by Gartner shows 
that through 2022 in any 
given month, over 30% of  
the growing expenditure  
on software and cloud 
services will be unused*.
AUDIT 

SoItZare license coPSliance audits can KaYe signiȴcant 
disruptive impacts on the organization including:

• &ost oI carr\ing out tKe audit �)7( da\s [
standardi]ed )7( cost calculation � cost oI tKird�
party assistance).

• &ost oI business disruStion �iPSact oI an\ SroMect
dela\s or e΍ect on deliYer\ oI %$8 serYices��

• Cost of remediation over and above what it would
have been if dealt with proactively.

• True-up for total shortfall rather than licenses needed.

• 3a\ing list Srice ratKer tKan contractual Srice�

• $n\ interest Sa\Pents or bacN Paintenance�

• Any penalty fees or payment for the vendor’s cost of
auditing.

Use details from previous audits and any data as to 
the frequency with which the organization has been 
audited, to come up with the estimated annual impact 
of being audit-ready.

INTANGIBLE BENEFITS

Ζntangible beneȴts sucK as iPSroYed Srocess 
eɝcienc\ and SroductiYit\ iPSroYePents� reduced 
business disruption, minimizing reputational damage 
and improved vendor relationships may not have a 
direct ȴnancial Yalue but sKould still be considered 
when assessing the investment opportunity. 
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7Ke Za\ content is Sresented and articulated is Ne\ 
to a successful business case. It needs to be relevant, 
clear and easy to understand, focusing only on what 
decision�PaNers need to NnoZ in order to decide KoZ 
investment in ITAM should be prioritized.

MAKING USE OF STANDARDIZED TEMPLATES

Use your organization’s standardized template, as 
this ensures you will provide the information that the 
SeoSle reYieZing \our business case Zant� )ailure 
to use tKis tePSlate is liNel\ to result in Pissing 
information and rejection of the business case and 
may also suggest that the person completing the 
SaSerZorN doesnȇt understand business Sriorities�

Most organizations have an existing process for 
obtaining approval for investment, and often have 
set templates to use. While these templates might 
be restrictiYe� tKe\ KaYe been deYeloSed b\ Ne\  
people in your organization to allow them to  
prioritize investment. 

Before getting started and gathering your material, go 
tKrougK tKe tePSlate careIull\ and ZorN out ZKere \ou 
are liNel\ to struggle� 7Kese are tKe areas to Iocus on�

CONSIDERING FORMATS

7Ke ȴnancial data sKoZing return on inYestPent and 
tKe tiPe taNen to acKieYe it is usuall\ a Ne\ Iactor 
in prioritization. While much of the content will be 
descriStiYe te[t �SrobleP� Sossible solutions� SreIerred 
option, plans etc.), there is usually a tabular section for 
Keadline ȴnancial inIorPation� &onsider aSSending 
or embedding more detailed spreadsheets showing 
KoZ costs and beneȴts are calculated as Zell as tKe 
coPSarison oI tKe di΍erent oStions Ior tKose ZKo Pa\ 
want to dig into the detail.

Step 3 

Presentation



Content
Review the template carefully to see what 
information you need to provide and 
ensure  that you have it Ζncluded. If you’re 
just setting out on  \our Ζ7$0 Mourne\� it 
can be diIIicult to ansZer Pan\ oI tKe 
Tuestions� )ocus on ZKat \ou do NnoZ� 
ZKere \ou can get inIorPation and KoZ 
you can use this to support your business 
case. Even if you have no ITAM tools to 
provide data, \ou Pa\ Iind tKat e[isting 
discoYer\� deSlo\Pent� security and 
management tools, contract management 
and purchase-to-pay systems can provide 
useful information.

OPTIONS

0aNe clear tKat \ou KaYe considered seYeral oStions 
and explain why the proposed solution is the best one. 
Broadly your options should be positioned as:

• 'o notKing Ȃ carr\ on ZitK tKe current leYel oI
caSabilit\ and asN tKe audit coPPittee to acceSt tKe
associated risNs�

• 'o too little too late Ȃ Zait until \ou KaYe a PaMor
audit and then rush round and do \our best.

• 'o too PucK Ȃ tKereȇs alZa\s an oStion to do all tKe
‘nice to haves’ that aren’t necessary to address your
current requirements� %ut there’s a cost involved
ZitK including unnecessar\ e[tras� so looNing at tKis
oStion PaNes clear tKat \ou considered tKe scoSe oI
your proposal carefully.

• 'o tKe rigKt tKing �i�e� ZKat Zeȇre SroSosing�� Spend
a sensible amount for a realistic solution that
delivers to \our requirements based on current and
future business needs.

8
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COSTS

Most ITAM business cases are built solely around 
the cost of the tool or service that a third-party has 
quoted for and fail to account for the additional 
resources needed to carry out the processes, analysis, 
inYestigation and tracNing oI rePediation and 
optimization activity, as well as recording and reporting  
on the success of the ITAM function in meeting business 
obMectiYes and .3Ζs�

THESE INCLUDE: 

• 3(23/( – Whether provided in house or via
Panaged serYices� Ζ7$0 reTuires sNilled SeoSle
to ensure tKat it is carried out e΍ectiYel\� :Kile
the use of a managed service helps to reduce
internal headcount and the overhead involved in
sourcing and retaining experienced ITAM, SAM
and licensing professionals, there is a limit to the
responsibilities that can be assigned to a service
provider. Any organization will need at least one
individual responsible for ensuring that the service
is delivered, and recommendations are either
rejected or acted upon.

• 352&(SS – ITAM is driven by the processes that
provide the data and ensure the accuracy of its
outputs and there will be costs involved in process
redesign, integration, implementation and training,
and continuous improvement.

• TECHNOLOGY – this is not just about specialist ITAM
and SAM tools, but about all the data sources and
tools needed to KelS Panage all tKe di΍erent t\Ses
of technology assets within your organization.

When putting the business case together, all these 
costs Pust be identiȴed� considered and e[Slained� to 
ensure that the solution stands up to scrutiny and the 
true cost of both the project and the ongoing support 
for ITAM is understood.
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ASSUMPTIONS

When planning any project there will be assumptions 
made, whether about the availability of data or 
resources� staNeKolder bu\ in� or sSeciȴc tecKnologies 
tKat are alread\ �or sKould be� in Slace� 7Kis section 
should include any assumptions by other projects that 
Ζ7$0 data Zill be aYailable to suSSort tKeir ZorN and 
highlight the associated timescales.

RISKS & DEPENDENCIES

<our business case needs to include details oI all risNs 
and dependencies on other parts of the organization 
that may impact on the success of your project. These 
may be dependencies on other tools and technology 
sucK as ȴnancial� (53� 3�3 or +&0 s\stePs� on otKer 
SroMects being coPSleted� or on sSeciȴc resources 
being aYailable to suSSort tKe SroMect� 'eSendencies 
should be carefully mapped so the impact of any 
dela\ or Iailure in one Slace can be tracNed tKrougK 
the entire project. This section should also call out all 
dependencies that other projects have on the ITAM 
iPSlePentation and tKe associated risNs oI not being 
able to support them.
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Build your ITAM Business Case – Checklist

<ouȇYe read tKe guide� 1oZ use our Kand\ cKecNlist to ensure \ou 
cover all the aspects required to build your ITAM Business Case.

Create the context. A successful ITAM initiative needs to be positioned in the context of business 
change and your ITAM investment needs to be aligned with your business strategy. You must 
understand your organization’s: 

  MISSION STATEMENT

  OBJECTIVES

  STRATEGY

Identify relevant business change and strategic initiatives. No business case will succeed without the 
suSSort oI Ne\ staNeKolders to cKaPSion it� Ζt is tKese staNeKolders ZKo KaYe a role to Sla\ in ensuring 
tKat tKe beneȴts oI Ζ7$0 are Iull\ reali]ed b\ tKe business� <ou Pust engage ZitK Ne\ staNeKolders to� 

  GET AGREEMENT ON BUSINESS NEED

  ASSIGN BUSINESS BENEFITS TO OWNERS

  ASSIGN FINANCIAL BENEFITS TO BUDGET HOLDERS

.noZ \our nuPbers� :orNing out tKe Iull iPSact oI beneȴts can be cKallenging but rePePber to align 
beneȴts ZitK sSeciȴc business initiatiYes� &onsider tKese suggestions as to KoZ \ou Zould create tKe 
ȴnancial and oSerational iPSact oI iPSlePenting Ζ7$0 in \our business�

  WORK WITH FINANCE TO CALCULATE AND VALIDATE NUMBERS

  USE HISTORIC DATA TO DEVELOP ESTIMATED BENEFITS. LOOK AT:

• Maintenance and Support
• Shelfware Reduction
• 3otential $udits �botK Iees and disruStion to tKe business�

 DOCUMENT INTANGIBLE BENEFITS – CONSIDER IMPROVEMENTS TO
PROCESSES, PRODUCTIVITY AND VENDOR RELATIONSHIPS, AS WELL
AS REDUCED DISRUPTION AND REPUTATIONAL DAMAGE.

3resent \our business case Ȃ be sure to coPSl\ ZitK organi]ational standards and include all
information and data available to support.

  USE STANDARDIZED FORMATS AND TEMPLATES FOR DOCUMENTATION 

   ENSURE CONTENT INCLUDES ALL:

• &osts �rePePber 3eoSle� 3rocesses and 7ecKnolog\�
• Assumptions

• 5isNs and 'eSendencies
 OPTIONS – MAKE CLEAR YOU HAVE CONSIDERED SEVERAL OPTIONS

AND EXPLAIN WHY YOUR PROPOSED SOLUTION IS THE BEST ONE!

TIME TO ACT

Contact us
7o learn Pore about KoZ to articulate tKe 
beneȴts  of implementing an ITAM function to 
the business  and gain executive support, 
contact our experienced team who will equip 
you with additional step-by-step advice on 
how to identify and engage critical 
staNeKolders and construct a coPSelling case 
Ior  ITAM in your business. 

&KecN eacK coPSleted tasN�

https://go.snowsoftware.com/take_a_snow_test_drive.html?utm_source=ebook&amp;utm_medium=content&amp;utm_campaign=auditdefense&amp;utm_term=VendorAudit
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Contact Snow

www.snowsoftware.com
info@snowsoftware.com

Follow Snow

Try Snow for yourself

http://www.snowsoftware.com
mailto:info@snowsoftware.com
https://www.linkedin.com/company/snow-software-ab/
https://twitter.com/SnowSoftware?ref_src=twsrc%5Egoogle%7Ctwcamp%5Eserp%7Ctwgr%5Eauthor
https://www.youtube.com/channel/UCIOsdYngV-rY_T4kHfwdZyg
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