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Writing your business case for 
transport routing software 
Overview 
Your business case is, essentially, a due diligence exercise. Its 
purpose is to show senior decision makers that you have fairly 
evaluated a proposed purchase or course of action, considering 
both possible consequences and alternatives. 
 

For some people, this piece of work can be either frustrating or 
daunting or both. If you recognise those feelings, this guide is 
designed to help. It will help you break the task into manageable 
chunks and present the information back in a format which is clear, 
concise, comprehensive and persuasive.  
 

As a business that sells transport routing software, we have 
probably slanted the content towards our product. But you might 
equally apply the structure and techniques to other projects. 
Whatever you are using it for, we hope you find it useful and we 
would love to hear your feedback. Please get in touch with 
liz.davidson@qroutes.co.uk if you have comments. 
 

Let’s get started… 

 
 
Lower emissions 
 
Lower costs 
 
Happier clients 
 
Happier teams 
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1: Defining the problem – and the opportunity 
 

Set the scene 
When you work close to an issue, the challenges and what needs to be done to address them can 
seem obvious. This may not be the case for those who have the authority to veto your proposal. 
Scene setting is important to give your reader context. 

A useful structure here is a PESTLE analysis. You can think of this as a checklist of factors that may 
influence or impact a decision. Set aside an hour or two for research. Look for white papers and 
articles that identify trends. 

 National impact Local impact 

Political 

 
 

What is the direction of travel? Do the 
Government favour personal travel 
budgets over provision? 

What is public opinion on the current 
provision? Is it likely the council will change 
political control and how will policy change as 
a result? 

Economic The costs of transport provision are rising 
even as passenger numbers drop. Who is 
bucking this trend? How? 

How much could you save if others are saving 
15% with routing software? ATCO1 may be 
able to provide some comparative data.  

Sociological Many authorities now encourage shared 
SEND transport and/or arrange public 
transport training.   

How accessible is public transport for your 
students? How could sharing transport help 
improve mental health and social skills? 

Technological 

 
 

Some Total Transport type initiatives are 
bringing economies of scale. Feeder 
services to public transport. 

What is the potential for sharing transport? 
Can technology tell us where footpaths or 
lighting will save money in the long term? 

Legal 

 

Will legislation expand entitlement to 
transport? How will licensing changes 
affect the role of community transport? 

What is your exposure to post-16 for example? 
What if contracts could only be awarded to 
PSV operators? 

Environmental 

 

What is the Government target? How many 
councils are already acting on this for the 
relevant transport service?  

What is your council’s target? Can you 
estimate of the emissions produced per year 
from the relevant transport services? If not, 
how could you begin to do this? 

 

 

  

 
1 ATCO – Association of Transport Co-ordinating Officers, http://www.atco.website/ 

 

☝Top tip. Look for evidence – news stories, 
case studies, relevant metrics - and keep 
references, hyperlinks, screenshots, etc. 
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For the national economic background to home-to-school transport you may want to know the 
following: 

• trends in passenger numbers 
• trends in spend 
• contributing factors 

 

Summarising your findings in bullet points and even a chart makes them easy to digest. Provide 
links to show your sources. For example, nationally the costs for home to school transport are up 
but passenger numbers are down: 

 

• 550,000 pupils receive home to school 
transport, 10,000 fewer than 2015 

• 26% of those are children with special 
educational needs and disabilities (SEND) 

• SEND represents 69% of annual home-to-
school budget expenditure  

 

 

 

 

 

You should dig out local data to contrast these trends against your provision:  

• Total number of pupils receiving transport year on year 
• % of which are SEND pupils 
• % total annual cost spent on SEND transport 

 

  

☝Top tip. If you’re not familiar with 
how to create charts in Excel, there 
is loads of free advice on the 
Microsoft help pages, YouTube, and 
dedicated websites. 

Sources: 

https://www.local.gov.uk/school-transport-under-threat-bill-
set-rise-ps12-billion-2024 

https://bettertransport.org.uk/sites/default/files/research-
files/16.05.25.school-transport-matters.pdf 
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Define a framework 
The last section sets the scene and defines the scope of the business case. There are normally 
many areas to consider - costs, customer experience, internal processes, learning and innovation. 
In the example of assessing routing software the areas to consider might reasonably be: 

 

Lower emissions 
The Green agenda. Councils are increasingly 
being asked to analyse and improve on 
greenhouse gas emissions. Any credible route 
optimisation tool should be able to generate 
this data and optimise around it. 
 
 

Happier clients 
Ensuring services meet quality objectives. A 

key one here is the ‘Maximum on-vehicle 

time’. There may be complaints from parents 

about journey times being too long. GIS map-

based tools can help to identify such issues 

and re-plan around them 

Happier teams 
Planners often find it difficult to test 

assumptions or to prove the rationale for 

decisions. Appropriate digital tools can offer 

planners’ new opportunities to quickly test 

what-if scenarios and explain their 

implications. This gives teams better insight, 

clarity and confidence.  

Lower costs 
Strategic direction analysis. You may be 

considering changes to the way you provide 

services e.g. putting in place new schools, 

combining establishments, running your own 

fleet (or dropping an in-house fleet). Routing 

tools should allow you to analyse the effect of 

changes to policy in advance, de-risking 

projects. 

 

Determine objectives  
This is the point at which to roll up your sleeves and really dig in. Your framework gives structure 
but now you need to drill down, using evidence, to discover issues which need resolving and 
opportunities which can be realised. The work you do here form the criteria to evaluate different 
solutions.  

Example analysis in each area are shown on the following page: 
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 Lower emissions  Happier clients 
Example: What are our emissions per 
passenger mile compared to the national 
average? 
 

Example: What are the main causes of 
complaints from parent/carers? 

• Do we need to procure greener vehicles? 
Ø Action: Speak to procurement  

• Do we need to use our greener vehicles 
more? 
Ø Objective: Find software which can 

prioritise lowering emissions when 
planning transport 

• Can we reduce the number of vehicles 
required? 
Ø Objective: Find software which 

minimises the number of vehicles 
needed (also lower cost) 

 

• Is it unreliable service delivery?  
Ø Action: Speak to contractor and 

procurement  
• Is it longer-than expected journeys? 

Ø Objective: Find software which 
mandates in-policy ride-time for 
transport 

• Is it because of who is sharing the 
transport? 
Ø Objective: Find software which allows 

the planner to specify who can travel 
with who 

 Happier teams  Lower costs 
Example: What are the main causes of 
complaints from the planning team? 
 

Example: Why is our daily cost of SEND 

transport per student higher than average?  

• Are planning tools too difficult to use? 
Ø Objective: Find software which is easy-

to-use? 
• Are requirements always changing?  

Ø Objective: Find software which makes 
adjusting plans easy 

• Is local knowledge being ignored? 
Ø Objective: Find software which uses the 

team’s expert knowledge 

• Is it because there isn’t enough time to 
plan every provision as changes occur?  
Ø Objective: Find software to speed up 

planning  
• Is it because we DIY with google maps?  

Ø Objective: Find fit-for-purpose software 
• Is it because not all the team are trained? 

Ø Objective: Find software which is easy 
to use and improves the overall quality 
of solutions 
 

 

"# Well done! You now have a full definition of the challenge and the opportunity 

☝Top tip. When asking questions to develop your criteria, think about indirect costs 
and consequences too – schools, operators, staff turnover. 
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2: Identifying and evaluating your options 
Although you likely have an idea of your preferred solution, you should show that you have given 
alternatives due consideration. If you haven’t already, find out what others do 

• Ask your peers by reaching out through 
o networking groups like ATCO,2  
o online portals like Knowledge Hub,3 or simply, 
o by phoning other authorities. 

• Search online – a quick internet search for companies that offer, for example, “SEND 
transport planning software” 

• If you want a software solution search on the Government’s online digital marketplace (or 
“GCloud”): https://www.digitalmarketplace.service.gov.uk/buyers/direct-award/g-cloud/start  

 
GCloud requires companies to include a service definition document. While still a sales 
document, this will (or at least, should) include more detail on some of the nitty gritty of 
implementation.  
 
Once you’ve drawn up your shortlist of contenders, you’ll need to compare them.  

Defining criteria 
The criteria to evaluate against should include: 

• Functional requirements. These detail what you need the solution or software to do. These 
should already be largely covered by the objectives identified in the last section.  

• Non-functional requirements. The most obvious is the financial cost of the solution to your 
organisation. But other important factors might include the timeframe for implementation, 
interoperability with your existing systems and the quality of support.  

  

 
2 ATCO – Association of Transport Co-ordinating Officers, http://www.atco.website/ 

3 https://khub.net/ 
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Evaluating options 
Your authority may already have a template for comparing the offerings of different suppliers, but 
if not, the structure overleaf may help. 

The most important thing in any transparent process is to evidence your assessment. Some 
people feel reticent about asking suppliers to prove that their offering actually works. But a 
negative reaction to this request should set of alarm bells. If they can’t their claims, how can you? 
And getting all shortlist contenders to do this with the same data set, ensures you are comparing 
like with like. 

Although you’ll ultimately present the option evaluation in a table, you may want to provide 
references at the end of your document or even an appendix which provides a more thorough 
overview of the various options. Remember ‘Do nothing’ is often an option and you should 
include it as a benchmark.  

☝Top tip. Ask suppliers to prove their claims with your data. QRoutes, for example, 
will do an on-site demo using a data set of your choice. This creates meaningful output 
that helps verify value. 
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Factor Weighting Do nothing Option 1 Option 2 Option 3 
  Score  

(1-10) 
Weighted 
score 

Score  
(1-10) 

Weighted 
score 

Score  
(1-10) 

Weighted 
score 

Score  
(1-10) 

Weighted 
score 

Lower emissions: Prioritise lower CO2 5         
Happier clients: Enforce ride-time policy 10         
Happier clients: Specify who travels with who 5         
Happier teams: Easy-to-use software 10         
Happier teams: Easy to adjust plans 5         
Happier teams: Can use local expertise 5         
Lower cost: Speed-up planning 10         
Lower cost & emissions: Minimise the number of 
routes 

20         

Lower cost: Involve the whole team 5         
Non-functional: Financial cost 5         
Non-functional: Timeline 5         
Non-functional: Interoperability 10         
Non-functional: Support 5         
SCORE          

 

 

☝Top tip. Remember to include the impact of 
doing nothing – ironically, it can trigger action! 

☝It may be that some factors are more 
important than others, in which case you can 
prioritise these by assigning a ‘weighting’.  
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3: Implementation strategy 
Once you’ve evaluated your options, you need to show how you would implement the winning 
option. There are four elements to this  

Schedule – How long will it take? Are the timeframes realistic? What dependencies are 
there? 

Scope – Have we thought of everything we need? And conversely, have we kept the scope 
of the project sufficiently bounded? Proper scoping can define the success of a project, 
clearly setting expectations.  

• Think about including a list of what is not ‘in scope’ but which might be 
opportunities for future work. 

Budget – How sound is the budget? Are there any hidden costs? Of course, hidden costs 
are, by definition, difficult to spot. Make the most of others’ experience by talking existing 
customers or users of your chosen solution. 

Quality – Will the solution do what we expect? As with budget, talk to others about their 
experience.  

Getting others’ perspectives 
If you haven’t already, this is the time to involve other stakeholders for their input particularly 
around identifying risks – and opportunities.  

Use a workshop structure to encourage a flow of ideas and to help capture them all. There are 
various techniques but one we like is ‘brainwriting’. 

Brainwriting 

1. Give the meeting attendees some plain index 
cards and ask them to write three potential risks on 
the cards (one idea per card) within five minutes.  

2. When the time is up, swap the cards with someone 
else to review.  

3. Attendees respond to the risks on the back of the 
cards. 

4. This process can be repeated several times. 
5. Once complete, the group then assesses the 

likelihood and the impact of each risk to create a risk register. 
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4: Financial analysis 
It may be tempting for your reader to skip to the bottom line. But how you perform your financial 
analysis affects how your reader will perceive the return on adopting a particular solution.  

Your organisation will probably favour one methodology, e.g. internal rate of return, net present 
value, or payback period. In most cases you will need to estimate the financial benefits from 
adopting a solution over the next few years. But, in some cases, benefits can be difficult to 
measure. How do you value the benefits of ‘Happier Teams’? So, whilst your evaluation criteria 
should be wide, it helps to narrow the focus when it comes to finance. And then include these 
wider benefits in your recommendation. 

 

Below is a typical example for QRoutes which shows the benefit more than compensates the 
outlay after the first transport plans are introduced. 
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Year 19/20 20/21 21/22 22/23 23/24 24/25 25/26 26/27 27/28 
Cost          
Software license £18,000 £18,000 £21,000 £21,000 £21,000 £21,000 £21,000 £21,000 £21,000 
Benefit          
% SEND students re-planned  50% 100% 100% 100% 100% 100% 100% 100% 

Number of routes saved  10  10  0  0  0  0  0  0  

Annual saving (£20,000 per route)  £200,000 £200,000 £0 £0 £0 £0 £0 £0 
% Mainstream students re-planned  20% 20% 20% 20% 20% 20% 20% 20% 

Number of routes saved  4  4  4  4  4  0  0  0  

Annual saving (£20,000 per route)  £80,000 £80,000 £80,000 £80,000 £80,000 £0 £0 £0 
Payback calculation  20/21 21/22 22/23 23/24 24/25 25/26 26/27 27/28 
Outlay £18,000 £18,000 £21,000 £21,000 £21,000 £21,000 £21,000 £21,000 £21,000 
Benefit flow  £280,000 £280,000 £80,000 £80,000 £80,000 £0 £0 £0 

Cumulative flow  
-

£18,000 £244,000 £503,000 £562,000 £621,000 £680,000 £659,000 £638,000 £617,000 

          
 

☝ Top tip. It may look like the benefit drops in the future. But full 
analysis shows that sticking with the solution is better than 
subsequently switching to alternative which begins to allow an 
increase in the number of routes again. 
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5: Making your recommendation 
Although your business case will likely have taken a long time 
to build, your reader will appreciate it if you keep your 
presentation clear and concise.  

This is easier said than done, so here are some tips which I 
hope will help 

1. Structure – copy this document’s headings to structure your document  
2. Getting started – “the first draft is always rubbish”. Set yourself a target of writing 

continuously for, say, 20 minutes, longer if you get into a flow. It’s much easier to improve 
words written down than those in your head.  

3. Images – pictures, charts and tables. Apart from painting a 1000-words, they provide a 
visual break from long chunks of text.  

4. Authors – keep the number of authors to a minimum. While it may be tempting to get 
others to write sections for you, the finished document will be better if it has a consistent 
style.  

5. Grammar – that old chestnut. It matters more to some people than others. But if your 
document lands on the desk of a grammar pedant, you may find that they are only too 
keen to spot missing apostrophes and incorrect capitalisation and to dismiss your 
message. Fear not, there are free online tools, like Grammarly,4 that will suggest 
corrections and improvements to style suggestions based on readability.  

6. Evidence and case studies – (am I repeating myself?) you may wish to include these in 
appendices or via hyperlinks, but make sure they’re there. 

7. Proofread – get someone you trust but perhaps not connected with your work to read 
through your document. Does it make sense? It’s an important question.  

 

Need a helping hand? ! 
For a demonstration of how QRoutes’ could help you to achieve your 
strategic goals, please get in touch 

jeff.duffell@qroutes.co.uk 07770 410228 

 

Or for more detail on how to construct your business case for QRoutes, 
please get in touch with Liz, liz.davidson@qroutes.co.uk 

 

 
4 https://www.grammarly.com/ 

 

“I have made this letter longer 
than usual, only because I have 
not had the time to make it 
shorter.” Blaise Pascal 


