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Air Force Installation & Mission Support Center

Mr. Shreyas Balaram
HQ AFIMSC/FMC

Meet the cBCA –
Decision Support at the 

Speed of Relevance
Before we begin, please complete a brief icebreaker 
using the QR code

Presented at the SCAF/ICEAA 2024 International Training Symposium - www.iceaaonline.com/its2024



Your Success is Our M ission!UNCLASSIFIED

Ice Breaker Results
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 Who We Are/What We Do
 Needs & Gaps of Timely Value-Added Decision Support
 Solution: Compressed Business Case Analysis (cBCA)
 Understanding a cBCA
 Key Components of a cBCA
 Case Study Walkthrough
 Best Practices

Overview
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Who We Are
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HQ AFIMSC

We deliver foundational Installation and Mission Support!
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Who We Are

Total Force:  3,310 
Total Budget: $9.7B
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What We Do - Cost Analysis Division 

Our Cost Analysis Division delivers expert, 
specialized financial analysis and decision 
support to enterprise-wide 
customers/priorities.

Small but mighty team of 24 Cost'ers and 1 
Ops Researcher (Colorado & Texas)
■ Perform Comparative Analysis (Economic 

and Business Case Analysis) in support of 
installation and mission support 
requirements 

■ Deliver innovation, planning, portfolio and 
resource allocation analysis

MILCON

Lease vs. BuyInnovation
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■Needs
 Direct limited resources to requirements that…

 Maximize benefit 
 Minimize/mitigate risk 
 Generate a return in the form of increased capability, cost avoidance, or both

■ Gaps
 Time
 Tools
 Expertise
 Bias
 Cost

Needs/Gaps

Our solution was to develop the cBCA!
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Solution – The cBCA
Includes:
■ Objective
■ Scope
■ Status Quo
■ Future State
■ Operating Cost Comparison
■ Non-Monetary Benefits
■ Risk and Uncertainty
■ Summary/Recommendation

Highly effective within 
innovation ecosystem!
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■What it is
 A decision support tool that compares two investment alternatives 

(status quo verses a preferred alternative)
 Fast – Can be completed in a few hours once data is gathered (versus multi-month BCA)
 Simple – Able to transform complex requirements into simple terms for all audiences
 Insightful – Captures all associated costs, return on investment, benefits, and risks
 Unbiased – Completed by third-party financial managers/cost analysts
 Easy to use – Microsoft Excel-based

■ Ultimate Goal:
 Aid decision-making by providing an unbiased investment recommendation

Solution – The cBCA

Let's review the core components! 
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■Objective/Problem Statement
■ Clearly define the goal

cBCA Components

Keep it simple!

Objective 
Statement
(2-Liner)

In simple terms, provide a few lines of what this preferred 
alternative aims to achieve.
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■Scope
■ Specific to the proposal

■ Local Level
■ Regional level
■ Worldwide

cBCA Components

Be realistic!

Scope
(2-Liner)

Clearly define and communicate the scope of the preferred alternative 
in relation to the investment amount being sought in the proposal. 
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■Status Quo

■ Future State

■ Strategic Alignment

cBCA Components

Comparison of two different realities!

Future State
(2-liner)

What will the process look like once this preferred alternative is implemented? 
What will Airmen/Guardians be able to do that they couldn't under status quo? 

Status Quo
(2-liner)

Briefly describe what the process looks like now. Highlight flaws or wasted 
resources that the preferred alternative hopes to reduce/eliminate.
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■Operating Cost Comparison

cBCA Components

Capture as many primary cost drivers as possible!

Operating Cost Comparison: 5-Year Period of Analysis
Projected/Actual 
Costs FY24 FY25 FY26 FY27 FY28 Total
Status Quo

Maintenance Cost $50,000 $50,000 $50,000 $50,000 $50,000 $250,000 
Total Status Quo Cost $50,000 $50,000 $50,000 $50,000 $50,000 $250,000 
Preferred Alternative 

Initial Investment $200,000 $- $- $- $- $200,000 
Maintenance Costs $2,500 $2,500 $2,500 $2,500 $2,500 $12,500 

Total Alt Cost $202,500 $2,500 $2,500 $2,500 $2,500 $212,500 
Net Return $(152,500) $47,500 $47,500 $47,500 $47,500 $37,500 
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■Operating Cost Comparison
■ 5-year Period of Analysis
■ Investment Costs
■ Sustainment Costs
■ Other costs when/if applicable (Ex. Manpower, Hours, Others)
■ Specify appropriations (types of $)
■ Determine net return (+ or -)

cBCA Components

Limited period of analysis to expedite development!
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■Non-Monetary Benefits
■ Mission Effectiveness
■ Health/Safety
■ Security
■ Morale
■ Environmental
■ Others

cBCA Components

May overcome higher costs!
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■Risk and Uncertainty Analysis
■ Cost (lack of confidence in available data)
■ Schedule 
■ Scalability
■ Procurement
■ Training
■ Security
■ Others

cBCA Components

May overcome cost reductions!

Presented at the SCAF/ICEAA 2024 International Training Symposium - www.iceaaonline.com/its2024



Your Success is Our M ission!UNCLASSIFIED

■Cost Analyst Summary
■ THE most important component
■ More art than science
■ Written by Cost Analyst, not the requirement owners! 
■ Requires ability to transform complex ideas into simple language
■ Results in unbiased recommendation based on combined view of:

 Costs
 Benefits
 Risk and Uncertainty

cBCA Components

Combine all components into an unbiased recommendation!
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Innovation Rodeo

■ Annual competition for ideas for 
mission support

■ 1,000’s of ideas submitted annually 
■ Top eight innovations compete for 

a share of $1M
■ cBCA used by senior leaders to 

prioritize funding & by innovators 
to craft pitches with cost rigor

What do we think this “idea” will really cost and what are the benefits?
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Feedback Received

■ “Beyond Significant Impact!”
■ “Having an ROI for each of these ideas derived from an un-biased cost 

office is extremely helpful in the selection of winners!”
■ “Extremely Value Added!”
■ “Super impressed with 10-day turnaround time!”
■ Senior leader judges were reviewing our product during winner selection
■ Multiple cost data points mentioned during pitches and/or Q&A

The cBCA is now a foundational component for innovation.
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Notional Case Study

Football Club – Step Function
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cBCA Example – Football Club Step Function

■ Our UK football club is terrible!
■ Facing deregulation!
■ New coaching staff on-board
■ Fans voting w/ feet (empty seats)
■ Need positive change

We need a big improvement!  Like a step function!
Photo generated via GPT4.
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Football Club Step Function

Problem: Our UK football club stinks.  We’re facing deregulation 
and we just brought on new coaching staff.  We really need to turn 
things around for the club.

Candidate Objectives

a) Improve existing player development and training program

b) Enhance team infrastructure (stadium & training facilities) 

c) Reduce ticket prices

d) Acquire new talent to the player roster 

e) Improve morale 

Problem/Objective I Scope/Assumptions I Alternatives I Costs I Benefits I Risk/Uncertainty I Recommendation

Photo generated via GPT4.
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Football Club Step Function

Candidate Objectives (which is best?)

Improve existing player development and training program (could 
be effective, but could take too long to implement)

Enhance team infrastructure (could be effective, but lack of real 
estate)

Reduce ticket prices (could be effective, but does not address 
underlying issue with player talent)

Acquire new talent to the player roster (good objective, world-
class talent could turn things around on many levels)

Improve morale (too broad)

Problem/Objective I Scope/Assumptions I Alternatives I Costs I Benefits I Risk/Uncertainty I Recommendation

Photo generated via GPT4.
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Football Club Step Function

Candidate Objectives

Improve existing player development and training program

Enhance team infrastructure

Reduce ticket prices

Acquire new talent to the player roster 

Improve morale

Problem/Objective I Scope/Assumptions I Alternatives I Costs I Benefits I Risk/Uncertainty I Recommendation
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Football Club Step Function

Scope/Assumptions: 

 Limited to adding a player to the team, £25M is available per year

 Costs are limited to player compensation

 Anticipate increases in merchandise and ticket sales

 Moving team to another community is not feasible 

 Current coaching staff and players will remain in place

 Period of analysis will be limited to 5 years

 Discounting and sensitivity analysis will not be applied to speed analysis

 Aligns with Club’s strategic plan

Problem/Objective I Scope/Assumptions I Alternatives I Costs I Benefits I Risk/Uncertainty I Recommendation
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Football Club Step Function

Alternatives (cBCA limited to status quo and preferred alternative): 

 Status Quo: Our UK football club stinks

 Select top talent player under 25

 Select top talent player over 25

 Select multiple players within budget

Problem/Objective I Scope/Assumptions I Alternatives I Costs I Benefits I Risk/Uncertainty I Recommendation
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Football Club Step Function

Alternatives (cBCA limited to status quo and preferred alternative): 

 Status Quo: Our UK team stinks

 Select top talent player under 25

 Select top talent player over 25

 Select multiple players within budget

Problem/Objective I Scope/Assumptions I Alternatives I Costs I Benefits I Risk/Uncertainty I Recommendation

Get after objective to “Acquire new talent to the player roster” 
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Football Club Step Function

Costs (cBCA limited to status quo and preferred alternative):

 Status Quo:
 Base Salary: £70M

 Preferred Alternative:  Select top talent player over 25
 Base Salary: £80M 
 Sign-on Bonus/Transfer Fee: £5.0M at Yr 1 & £2.5M for Yrs 2 through 5
 Sponsorship & Endorsements: £5M per year

Problem/Objective I Scope/Assumptions I Alternatives I Costs I Benefits I Risk/Uncertainty I Recommendation
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Football Club Step Function
Problem/Objective I Scope/Assumptions I Alternatives I Costs I Benefits I Risk/Uncertainty I Recommendation

Projected Costs FY25 FY26 FY27 FY28 FY29 Total
Status Quo

Base Salary 70,000,000£              70,000,000£              70,000,000£              70,000,000£              70,000,000£              350,000,000£            
Status Quo Total 70,000,000£              70,000,000£              70,000,000£              70,000,000£              70,000,000£              350,000,000£            

COA - Future State
Base Salary 80,000,000£              80,000,000£              80,000,000£              80,000,000£              80,000,000£              400,000,000£            

Sign-on / Transfer Fee 5,000,000£                 2,500,000£                2,500,000£                2,500,000£                2,500,000£                15,000,000£              
Sponsorship 5,000,000£                 5,000,000£                5,000,000£                5,000,000£                5,000,000£                25,000,000£              

Total COA Cost 90,000,000£              87,500,000£              87,500,000£              87,500,000£              87,500,000£              440,000,000£            
Net Return 20,000,000-£              17,500,000-£              17,500,000-£              17,500,000-£              17,500,000-£              90,000,000-£              

Cost Comparison: 5-Year Period of Analysis
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Football Club Step Function

Benefits (focused on the preferred alternative): 

 Brand Reputation - New player results in positive brand recognition through global media 
coverage &  potential higher winning % – global marketing exposure – recognition

 Retention - Potential low player turnover rate based on team’s success

 Ticket Volume - Potential increase in ticket volume by attracting diverse audience with 
enhanced player engagement

 Engaged Community - Opportunity to significantly grow and strengthen existing and new 
community partnerships 

 Team Morale - Integrating talent boosts team spirit/motivation & fosters a positive and 
dynamic competitive environment

Problem/Objective I Scope/Assumptions I Alternatives I Costs I Benefits I Risk/Uncertainty I Recommendation
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Football Club Step Function

Weighted Benefits (focused on status quo and the preferred alternative): 

 Most important benefits gets a weight of “10” 

 Subjective % value to each benefit to status quo and preferred alternative

 Multiply weight by % and add across

Problem/Objective I Scope/Assumptions I Alternatives I Costs I Benefits I Risk/Uncertainty I Recommendation

Weighted Benefits Brand Reputation Retention  Ticket Volume Engaged Community Team Morale Total
Weights 10 9 8 7 9 43

Status Quo 20% 20% 20% 40% 20% 10
Future State 90% 100% 90% 100% 100% 41.2

Benefits 4x to status quo!
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Football Club Step Function

Risk and Uncertainty (focused on the preferred alternative): 
 Injury – new environment raises injury risk & hinders development and execution 

 Cultural/Language – moving to a new country/culture could impact performance, but has a 
history of quickly adapting

 Team Dynamics – uncertainty in fitting into team’s style and locker room dynamics

 Performance – new player investment adds pressure and scrutiny on coaches and players  

 Cost – unknown investment impact in scouting, facilities, & coaching staff 

Problem/Objective I Scope/Assumptions I Alternatives I Costs I Benefits I Risk/Uncertainty I Recommendation
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Football Club Step Function
Problem/Objective I Scope/Assumptions I Alternatives I Costs I Benefits I Risk/Uncertainty I Recommendation

Risk Definitions
Severe Extremely high likelihood of severe degradation in supportability.
Significant High likelihood of major shortfall in supportability w/ moderate impact on program success.
Moderate Moderate likelihood of supportability w/ impact on program success.
Minor Minor likelihood of supportability redux.  Can be tolerated w/ little impact on program success.
Minimal Minimal likelihood and consequence to supportability.  Will not impact program success.
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Football Club Step Function
Problem/Objective I Scope/Assumptions I Alternatives I Costs I Benefits I Risk/Uncertainty I Recommendation

Risk Definitions
Severe Extremely high likelihood of severe degradation in supportability.

Significant High likelihood of major shortfall in supportability w/ moderate impact on program success.

Moderate Moderate likelihood of supportability w/ impact on program success.

Minor Minor likelihood of supportability redux.  Can be tolerated w/ little impact on program success.

Minimal Minimal likelihood and consequence to supportability.  Will not impact program success.
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Football Club Step Function

Recommendation (narrative format): 
In consideration of the objective, scope, costs, benefits, risks and uncertainties, I recommend proceed with acquiring 
the talented football player to enhance the premier club's performance, boost marketability, and secure long-term 
financial stability.  Although the initial investment is significant at £20 million, the long-term benefits, including 
improved on-field results, increased fan engagement, and elevated brand value, significantly outweigh the associated 
risks.  Given the club's need for revitalization, this acquisition is a strategic move that maximizes the use of available 
funding.

The key risks—such as injuries, cultural adaptation, and team dynamics—are manageable.  To mitigate these risks, 
implement performance-based incentives, support cultural integration, and closely monitor team dynamics. The 
financial investment is significant, but the potential return, both financially and in terms of brand growth, far 
outweighs these risks. Given the club's need for revitalization, this calculated risk could lead to substantial rewards.

Cost Analyst: Shreyas Balaram 

Problem/Objective I Scope/Assumptions I Alternatives I Costs I Benefits I Risk/Uncertainty I Recommendation

Presented at the SCAF/ICEAA 2024 International Training Symposium - www.iceaaonline.com/its2024



Your Success is Our M ission!UNCLASSIFIED

Final Product
Front Page Back Page – Show homework
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 Communication is key for data gathering – early & often
 Keep it simple – 2-liner
 Deliver and present prior to decision
 Review results with stakeholders
 Allow time for questions
 Watch out for formatting - Excel to PDF

Best Practices

cBCA – utility limited to quality of inputs
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■ Full BCA Support (innovation projects that get further traction)
■ 4-6 months to complete
■ 30-50 pages of analysis

■ Completed Innovation BCA
■ Scott AFB expanded use of robot mowers
■ Yokota Infrastructure in an AR World – Ground Penetrating Radar for utilities

Follow-on Full BCA Support

cBCA feeds full BCA opportunities!
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 Who We Are/What We Do
 Needs & Gaps of Timely Value-Added Decision Support
 Solution: Compressed Business Case Analysis (cBCA)
 Understanding a cBCA
 Key Components of a cBCA
 Case Study Walkthrough
 Best Practices

Wrap-up
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Q&A

Questions?
Contact us! afimsc.fmc.workflow@us.af.mil

Principle Developer Mr Robert Steffen

Contributors

Mr Christopher Underwood
Mr Daniel McDermott
Mr Evan Mallard
Mr Kevin Leverson
Mr Marc Ellis
Mr Shreyas Balaram
Ms Alicia Maxwell
Ms Hailey Do
Ms Jennifer Sherbert

Case Study PDF 
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