
Defining the Business Case for CPM 
- The Value Equation 
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Four Key Methods 
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Business Case Core Themes 
Client’s pick one and use the other 
for support 
Visualize your data model and 
dependencies within OneStream 
. 

 
 
 
 
 
 
 
 
 
 
 
 

 



 

CPM ROI Equation – How should it be measured? 
 

 

 

EPM ROI = 
(Re + Ri)AE 

 
 

(I1+ I2+ I3… In) x 1/AE 

 
 

Return on Saved Expenses (Re) – Are we really going to save those expenses? 

The downfall of most EPM projects is that the people that are tasked with working ‘overtime’ to implement a 
particular project, are not sure whether their jobs are on the line – so some don’t put their best forward (not out 

of spite, rather out of fear/self-defense). The consequences are that EPM projects aren’t fully baked, the 
software doesn’t fully perform, the people costs don’t go down (or worse, even more people are required). In 

essence Re never gets achieved, and we have undermined our own return – and worse than that – the poor 
execution of first project can easily compromise future investments in the program! 

 

Return from Better Revenues (Ri) – Do we really know the returns? 

There is a lot of benefit that can be realized by just having better information in order to make the investment 
decisions. A lot of the decisions we make have emotional drivers and this is good as we need a positive drive, 

but we also must do good business, and to know what that looks like means we must have good financial 
information. The returns on EPM are not just limited to the investment in EPM, it is also increasing the returns 

on all the other investments that EPM informs us on – for example, the expansion into a new market, 
development of a new product, buy out of a competitor – and doing this all in such way that increases the 
bottom line. 

Investment (In) – Do we know what we want to spend and when 

Program estimates are dangerous. They can scare off the whole investment, meaning we never get started; 

they can look too good, meaning we must take shortcuts or stop part-way; they can be uncertain, meaning they 
can be diverted. We must be purposeful, clear and concise, and goal orientated. It is about the EPM function, 
not just about the project. Good financial information. 

 
 

 

Active Engagement (AE) is the key multiplier: 

The ability to maximize your investments’ value comes from having 

the constant attention of your EPM Provider, using the 

capabilities (new ideas every day) of the Platform (OS) to help find 

the new Ri; and rather than just pretending to reduce Re on a given 

project, allocating the finite resources to the best investment; and 

finally, nurturing and looking after the Σ In, so that it isn’t just an 

EPM project, but an EPM program that really maximizes and captures 

TRUE VALUE 



 
Fixed “I” 

 
Reduced “I” 

 

Negative Contributions 
to “R” 

Client ROI for 
Corporate 
Performance 
Management 

 
New Methods to Target and 

Realize ROI 
. 

 
 
 
 
 
 
 
 

 

 

 

Cost determinant 

(Fixed “I” or reduced “I”) 
Negative contribution to “R” above 

 
Fixed start and end date 
(Fixed “I”) 

Even in perfect projects where budget is set and timelines are followed, the full value is rarely 
implemented, because somewhere a gap exists: 

• Maybe the scope is not fully executed 
• Not all users adopt, and the tool isn’t used effectively 
• Expectations are missed 

Specific projects rarely venture beyond first 
phase of a program 

(Reduced “I”) 

 
The investment returns value when the program is implemented (i.e. the IT roadmap is fully executed). 

 
Cheaper “bolt-ons” alternatives 
(Reduced “I”) 

Rather than the investment being nurtured or grown, “bolt-on” solutions that create inefficiencies (that 
appear cheaper investment choices) are added to the first project. This not only derails the overall 
program, but it also reduces the ability to grow the returns (even the cost savings expectations, if those 
were the only ones identified to begin with) 

Decisions to invest (in C/EPM) are informed by ROI or NPV calculations, and back office projects normally do a 
terrible job in first targeting and then realizing ROI. 

 
The first reason is because the focus is always on Cost Reduction – rather than total possible returns: 

• Often half-baked cost saving estimates are crafted just to push through the business case for the project, 
examples include: 

• One or two headcount reductions into perpetuity 
• Software license costs saved by implementing a new application 

• The returns are normally not tied into the overall objectives and strategies of implementing in C/EPM 
• The cost savings are normally not carried through properly 
• Total possible returns are almost always ignored as the argument made is almost always because “they 

can’t be measured” 
 
The second reason is because it is rarely understood what the investment is and how it contributes to the total 
possible returns. 



Understanding 
Direct CPM 
Benefits 
 

Great Resource 
Expert Article 

 

 
 

 

 
 

 
 

 

 
 

 
 

 

 
 

 
 

 
 

 
 

Source: http://www.brittenford.com/wp-content/uploads/2015/07/Business-Case-for-EPM.pdf 

http://www.brittenford.com/wp-content/uploads/2015/07/Business-Case-for-EPM.pdf


Four Key 
Methods for CPM 
Business Case 

 
Total Cost of Ownership (TCO) Model 

 
 

 
 

 

 
 

 
 

 

 

Number 1 (T): 
Total Cost of 
Ownership (TCO) 
Model 

Model comparing existing 
platform costs with the new 
investment in OneStream. 



1 Driver Based Forecast 

2 KPI-driven mindset 

3 
Commitment to digital 

strategic planning process 

Four Key 
Methods for CPM 
Business Case 

 
Digital Transformation Example 

Shifting to strategic plan and digital reporting structure 

Competitive Advantage Sustainable Culture 
 

 

 
Number 2 (D): 
Digital 
Transformation 

Accountability 

(Control) 

Structure 

Governance 

Process 

(Accuracy) 

Drivers / KPI 

Empowerment 

Growth with existing headcount or 
tapered reduction – 

 

Chief Digital Officer (CDO), Cloud 
first solutions, workflow 
optimization, user experience 

 
 
 
 

Increase 

visibility and 

margin 
improvement 

 
 
 
 
 
 
 
 
 
 
 
 

XF MarketPlace 
50+ Solutions Available 

Account Recons 

Transaction Matching 

People Planning 

Scenario Analysis 

Predictive Analytics 

 

 

 

 
• Direct Integration • Pre- and Post-Load Validations • Audit Trails • Drill-Back 

 
Performance 

 
Talent 

Management 

 
 

 
ERP GL 

 

MSFT 

D365 F&O 

 

 

 

HR / Payroll 

ADP 

 

 

 

SQL / DW CRM Operations 

iSeries 

Understand Accept Optimize 

Balance of Execution 



Four Key 
Methods for CPM 
Business Case 

 
Outcome Based Model 

 
 

1 2 3 
 
 
 
 
 
 

Number 3 (O): 
Outcome Based 
Model 

Example is 500 Basis point 

improvement in gross margin 
 

Customer and Product Profitability, 
Margin Bridge, Transparency in 
costs 

X 

 
 
 
 

 
Optimization 

Digital Process 
Automation, Simplicity, 
Short Cuts, Spreadsheet 
Removal 

 
 
 

 
Performance 

User Experience, 
Controllables, P&L, Cost 
Reduction 

 
 

OBJECTIVES 

 
 
 

 
Smart 

Create Platform for 
GHreoawdtchount avoidance, 
Accounting / Finance 
Integrated Teams, Skill 
Development 

TH
EM

ES 



 
Sales 
Force 

Planning 
LRP / AOP 

 
ADP 

Existing 
CPM 

Four Key 
Methods for CPM 
Business Case 

 
 
 

 
Number 4 (B): 
Business 
Transformation 
Model 
Acquisitions, Segment Reporting, 

New Channel Development – 
 

Tie business case to imperative 
investment to transformation 
initiative 

 
Business Transformation Model 

 

 
Current State 

 

 
 
 
 
 

 

 
  Excel  

 

    OneStream  

 
 

 
OneStream has made 
significant investments in its 
financial planning capabilities 
resulting in dramatically 
improved functionality to 
support driver-based plans and 
scenario models and provide a 
compelling opportunity to 
completely change the work for 
accounting and finance while 
materially improving the quality 
and speed of financial plans and 
forecasts. 

 
We are in the process of fully 
evaluating the capabilities of 
OneStream and plan to make a 
compelling business case to 
invest in the new functionality. 

Future State 

 
 
 
 

Planning 
LRP / AOP 

 
Planning People 

Planning Capital 

Forecasting 

Reporting 

Account 

Reconciliations  
ERP 

 
ADP 

 

 
Success 
Factors 

 
Sales 
Force 

Planning 
People 

 
ERP 

 

 
Success 
Factors Planning 

Capital 

Forecasting 

Reporting 

Account 
Reconciliations 

 



Conclusion 

Asset Recovery Partners has developed many different methods 
for defining the value of a Corporate Performance Management 
investment in OneStream Software. 

 

We are uniquely positioned to help clients define and ultimately 
realize value in their technology investments and process 
transformation. Active Engagement (AE) is ultimately the 
determinant of long-term value creation. 

About Asset Recovery Partners 

ARP employs an “Experts Only” approach. The company was 
founded from a consortium of five of the largest, most respected 
One Stream partners (Andersen, MarketSphere, Grant Thornton, 
Ranzal/Edgewater, and Ascend). These teams joined forces to 
create a powerhouse of the deepest technical & functional skills 
in the industry. ARP is a Diamond level OneStream partner. 

 
There is one leader in the OneStream partner space that creates 
value by combining process and business innovation thinking with 
the power of the platform that allows you to become Best in 
Class. ARP has established a framework of OneStream solutions to 
accelerate your implementation. 

 
We would love to have the opportunity to hear how we can help 
you transition to or grow your existing OneStream 
implementation. 

 
Please visit our Linked In site to connect with any of our Experts. 
 

Or directly at  

Assetrecoverymgmt.com
 

 
 


