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IMPORTANT -- All business cases are different.  Headings, placement, length, etc. will differ based on your environment.  Do your homework and determine what best meets the goals of your organization.

Executive Summary

ANSWERS THE QUESTIONS:

What business problem will this solve?

Is this important or fit with our strategic initiatives and objectives?

What are the important business objectives for our organization?

What is the value this will bring?

What is the cost/benefit?

What are the risks associated with this solution? 

YOUR challenge:

- generate enough interest so that the document and idea will survive the initial screening process and

- convince people to accept and move forward on the actions requested

The BEST Executive Summaries contain the whole case in miniature.  Many readers ONLY read the Executive Summary and the Financial Analysis.  The Executive Summary data, as well as the rest of the plan, must match your environment and benefit business objectives. If less detail is required, then of course, customize it for your requirements. Typically, the Executive Summary is 1/2 to 1 full page of data.    

The data should be a concise collection of the rest of the paper. 

· History and information about company, organization, department

· Synopsis of request, reasons for the plan, goals and objectives, risks, costs

· Describe who you are and why you are writing this business case                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                   

· NOTES:

· The purpose of this business case is convincing leadership that meeting management technology is required to support your strategic meetings management program.
· Write the Executive Summary last. Or, draft it at the beginning but finalize it at the end after everything else is finished.

· A person should be able to read the Executive Summary and the Financial section and make a decision. 

· There are sentences and maybe paragraphs that could be placed in multiple sections of the business plan.  Try to determine the ‘best’ fit and if required, refer to the content as necessary. 

· Every business case will be different – no two organizations are alike.  No two SMMPs are alike.  Thus, technology requirements, when to purchase technology, etc., are all different. Headings and content placement may differ.

· If your environment is casual, some of the headings and sections may not be required. 

[This business case will address a strategic direction for …]
Problem Statement
ANSWERS THE QUESTIONS:

What is the current situation for metrics, attendee management, eRFPs, etc., how are these requirements managed today?

What are issues in the current situation? Why can’t it continue as is?

What is the gap in the current environment? (risk, spend, savings, service, consistency, processes, resources, etc). 

What do the business leaders think about the current situation?

What do other stakeholders think about the current situation?

What do the customers think about the current situation?

What do the suppliers think about the current situation?

What is the scope of your analysis and initiative?  Is it global? U.S.?  enterprise-wide?  Other?

Are meetings/events captured in a centralized system today?

Are approvals in place to ensure that meetings/events meet strategic objectives and approved budgets?

Is strategic sourcing and contract management considered (e.g. eRFPs)? 

What about small meetings? How are they captured? Is the spend transparent across the enterprise?

Are contracts signed by authorized signers and therefore, legitimate?

Are we using multiple technologies? 
When payments are made to suppliers, how do we reconcile our bills easily?

Are all legal/regulatory risks mitigated with the current system?

Do we have visibility into all meeting and event spend?

Who were the stakeholders that were contacted?  And contributed?

What are the obstacles we face?
[The current state…]

Strengths, Weaknesses, Opportunities, Threats analysis

	Positive
	
	Negative
	

	· E.g. Home-grown system is used by planning team so they are adept at using technology

	STRENGTHS
	· Current system does not have centralized calendar, eRFPs, supplier database, (etc.)
· ABC Corporation is not in the business of designing software applications and thus, cannot maintain or improve with industry trends. Best in class corporations, such as Microsoft, outsource their meeting management application.  
	WEAKNESSES

	· Technology is the foundation that allows transparency in processes, spend and risk mitigation across the organization
· Etc.


	OPPORTUNITIES
	· ABC Corporation is at risk without the proper controls in place for tracking RFPs, responses, contract management, attendee whereabouts and payment reconciliation.  Without controls and proper document retention, our process may be deemed unauditable. 
· Etc.


	THREATS


(See Appendix A - Risk Impact Graph)

Mission, Vision
ANSWERS THE QUESTIONS:

What is the mission of the strategic meetings management program?

How will using a technology map to your vision for the next 3-5 years?

How will implementing a technology achieve the savings and process efficiencies that we're seeking?
How will the application streamline the business processes and potentially, even, reduce headcount if necessary?

How does it support the ethical standards and purchasing policies?

Specific Objectives
ANSWERS THE QUESTIONS:

Do we have consensus throughout the enterprise to manage meeting spend the right way?

How much money can be saved?

How much risk can be mitigated?

How can the application be utilized to reduce duplication of effort, increase productivity?

How can we improve quality and consistency?

How can unnecessary meetings be eliminated by using a technology?

How can meetings be approved by leaders before being planned?

How can we capture who is attending meetings for crisis management?

How can we capture where meetings are being held for crisis management?

How do we capitalize on penalties incurred?

How do we leverage our transient and meeting spend throughout the enterprise?

How do we ensure that documents are retained in the proper location for the correct length of time?

How do we streamline our processes?

How do we know if we have the right number of preferred suppliers? 

How do we direct our spend to those preferred suppliers?

How will we overcome the obstacles that exist?

Preferred Approach
ANSWERS THE QUESTIONS:

What are the objective(s)?

What is the strategy?

What do we recommend?

What business problem will this solve?

From the Financial Analysis, will this be profitable for us?

What are the critical success factors?

What are the technology services we're proposing with this business case?
Is this important and will the services fit within our strategic initiatives and objectives?

What is the value this will bring to the business? What are the rewards?

Why are we chosing this approach?
How will we evaluate whether it works for us?
SWOT - What are the strengths, weaknesses, opportunities and threats with this solution? (similar to SWOT used in "problem statement."
What are the priorities that must be implemented first? And last?

[The proposed strategy is to ….and it is recommended …]

[The recommended approach is to ….. as it will strengthen ABC’s position in …..]

Expected Benefits
ANSWERS THE QUESTIONS

What is the ROI on using a technology as the foundation for our SMMP?
How much will it cost us if we DON'T do it?

What methods will be used to obtain the data?

How will the ROI be calculated?

What will this do for our business performance?

What can we do to maximize the results?

Which financial criteria are important to decision makers?

Who assumes the costs?

Who receives the benefits?

How much will we save? (hard dollars, soft dollars, productivity)

What risk will be mitigated that could be translated into savings? 

What resources are required?

What technology is required?

How will it be used and integrated?

What other value does it bring?

What metrics are leader's seeking? How often?

Will this meet security requirementsa across the globe?

Will this help with our corporate social responsibility efforts? Green initiative? 

Can we reduce meetings if we have transparency across the organization to see when all meetings are taking place? (e.g. reduce means less costs, less carbon emmissions, etc.)

Performance and Progress Measurements
ANSWERS THE QUESTIONS:

What key performance indicators will we put in place?

What will we do to score the supplier's performance?

What service level agreements will be put into place?

How will we know when we're successful?

Will we measure our cycle time to complete a business process to show improvement?

Will we measure and track our RFPs? Contracts? Typical SMMP metrics? (obtain common SMMP metrics from Debi Scholar)

How will we know if we’re successful?

Risks

ANSWERS THE QUESTIONS:

What are the risks with implementing a new technology?  (lack of adoption, lack of training, improper skill sets, etc.)
How will you overcome these risks?

How long will it take to overcome these risks? 1 year? 3 years? 

What will the end result be after 3 years? 5 years?

Project Plan
ANSWERS THE QUESTIONS:

Who will be the project manager?
What groups, teams did you involve (IT, Marketing, HR, Training & Development, other stakeholders?) They want to know that you've incorporated everyone's ideas and their input is on the project plan if possible.
How will we transition to this new application? Over time?

Will we do a phased rollout by business line?  By heavy users of the system? By department?

What are the milestones?

What happens if we miss our deadlines?
How did we build in time for everyone to work on this project? What are the benefits?

Cost Estimates and Funding

ANSWERS THE QUESTIONS:

What will it cost?

What are the hard dollar benefits? (use of penalties, less money spent on properties, etc.)

Soft dollar benefits? (productivity gains, etc.)

If we do not implement the application, what are we losing?
IMPORTANT:

Make sure you prepare a PROPOSED environment, a CURRENT environment and then create an INCREMENTAL CASH FLOW difference.  Cost savings are apparent only when two scenarios are compared in the cost analysis.   

NOTES:

· Make sure you include an analysis in addition to the numbers.  Never just include numbers without commentary.

· You should spend the majority of time on the financial analysis, statistics state that it could be 80% of your time creating this section.  

· Typically, "hard $ savings" are what people think of when they hear the word "cost savings." 

· If an action contributes to an important business objective, it belongs in the business plan. Try to assign financial value to all such benefits.   If cycle time is reduced, there is a cost savings opportunity in addition to another benefit such as improved service…which may increase compliance or usage of services.  Then, ask these questions:

· What is it worth to reduce cycle time?

· What if we don't do it?

· What is the impact?

SHOW some data such as the typical time it takes for professionals to plan a meeting vs. an ad-hoc planner just as an idea.

[ABC Company has an opportunity to save $…. and recognize …%.ROI over the next five years]

Add one or two charts in this section and add the remaining in the appendix. 

NOTE: Contact Debi Scholar for a copy of the Excel document.

Alternatives Considered

ANSWERS THE QUESTIONS:

What are the options for this type of application?
Where do the competitors lag?

Where do the competitors excel?

What are the competitors' pricing strategies?

What do your company's competitors use?  Same tool? Different tool? Why? (not that you have to be "like the Jones" but it is good to know what they use and you can defend why you're making the same choice or a different choice). 
Why do you think that the option you chose is the best one?

	Service Provider
	Unique Selling Points (USPs)
	Strengths
	Weaknesses
	Pricing Strategy
	Pricing Strategy Comparison

	Application #1
	
	
	
	
	

	Application #2
	
	
	
	
	


Opposing Arguments and Responses

ANSWERS THE QUESTIONS:

Brainstorm all the reasons WHY a leader will NOT buy into your business case - and PROVIDE the responses here.  Obviously, you WILL want to reword these for your organization.
1.  We don't have enough meeting spend to justify a meeting technology.  RESPONSE: In fact, we don't know how much meeting spend we have because it is hidden throughout the organization. Meeting spend is between 25-35% of T&E spend, and often 2-3% of revenue.  So, while it doesn't appear that we have enough meeting spend, a strategic meetings management program, with technology as the foundation, will help uncover the spend.
2.  Our IT department can build a meeting management application.  RESPONSE: There are numerous components to an enterprise-wide tool (may want to list them - talk to Debi Scholar if you don't know where to start).  If companies who are in the business of creating software applications, e.g. Microsoft, use an outsourced provider, then why would we try to create one internally?  ABC Corporation is not in the business of developing software. (Refer back to the cost differences of having dedicated IT developers, support staff on a tool full time).
3.  It costs too much.  RESPONSE: Determine the costs of not having one in place -- the wasted time, maintaining hundreds of Excel documents, or Access databases that do not offer the functionality, the lack of transparency of spend, the risks of not having everything in one place for audit purposes, etc.)
4.  WHAT ELSE? -- GOOD LUCK!
Conclusion

ANSWERS THE QUESTIONS:

What is the most important message of this business case?

What is the business objective it maps to? 

What problem will it solve?

What will it cost?

What motivational ending will sell it?

[In conclusion, analysis shows …]
[In order to increase service quality, avoid risks and reduce costs, it is recommended that ….]
Glossary

	Term or Acronym
	Definition
	Description

	CMP
	Certified Meeting Professional
	

	FTE
	Full Time Equivalent or Full Time Employee
	

	NBTA
	National Business Travel Association
	The association who coined the term, "Strategic Meetings Management Program" in March, 2004. 

	SMMP
	Strategic Meetings Management Program
	

	USP
	Unique Selling Point
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Appendix A - Risk Impact Graph
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Strategic Meetings Management Programs (SMMP)

SMMP Benefits - Successful Risk Mitigation

Legal/Regulatory Risks
Sarbanes Oxley regulations are followed.
Healthcare and Pharma Code compliance laws are followed.
Government Federal Regulations for government conferences are followed.
Contracts contain approved language, negotiated properly and signed by authorized signers.
Insurance riders are obtained for certain activities.
Document retention of RFPs and contracts is maintained.

inancial Risks
Savings and cost avoidance are maximized by standard and aggressive negotiations .
Cancellation and attrition charges are minimized and reusable.
Preferred suppliers are created in order to leverage spend.
Meeting/event spend and business travel (transient) spend are leveraged with suppliers for maximum value.
Payment and Expense reconciliation is thorough for allowable and auditable tracking of expenses.
Payments are made by meeting cards or P-cards to reduce spend on corporate point-accruing cards.
Business leader approvals are in place to heighten visibility into meeting spend, volume, and type thereby
reducing, eliminating or substituting face-to-face meetings.
ROI and analysis metrics are reported to meeting sponsors and leaders.

perating Risks
Crisis management preparedness is managed by knowing where all meetings/events are occurring and
monitoring attendee well-being.
Business continuity, increased quality and consistency are managed by using professional meeting planners
and securing backups for the unexpected.
Automated processes and standard operating procedures are used to improve staff efficiency and maximize
productivity.
Customer Service is exceptional and consistent with business goals and brand standards.
Resources are forecasted and skilled professionals are sourcing and planning meetings.
Systems and technology are used and integrated with other systems (e.g. online booking, learning
management systems) to maximize reporting and productivity.

Intangible Risks

o0Ow>»

mmm
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u Conflicts of interest policies are followed --e.g. not accepting free hotel stays, gifts, etc.
\Y, Confidentiality is ensured by proper contract language and onsite consciousness.

w Branding requirements are followed.

X Corporate Social Responsibility initiatives are used.

NOTE: RISKS in your environment may be mapped differently. Talk to your business leaders to determine
what areas of risk are most important to mitigate and manage throughout the enterprise.

© Copyright 2008 Debi Scholar. All rights reserved.




Appendix B – Financial Analysis
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Appendix C - Time Study Analysis
Time Study - The goal of a time study is to accurately capture all the hours associated with all tasks in sourcing and planning BEFORE a technology is considered and AFTER it is implemented and in production. Of course, adoption and proficiency takes time so you may want to capture the "after" affects when proficiency is in full swing. 
	Tasks
	Meeting Complexity #1
	Meeting Complexity #2

	(add line items as you deem necessary)
	Hours to accomplish without tool
	Hours to accomplish with tool
	Hours to accomplish without tool
	Hours to accomplish with tool

	Lead retrieval and creating a profile
	
	
	
	

	Creating and sending RFP
	
	
	
	

	Estimated Cost Site Analysis for client
	
	
	
	

	Contract (review, negotiations, execution)
	
	
	
	

	Group travel set up
	
	
	
	

	File turnover to planner
	
	
	
	

	Administrative and assignment communications
	
	
	
	

	Technology set up for attendee management and for other functionalities
	
	
	
	

	Specs
	
	
	
	

	Rooming List
	
	
	
	

	BEOs
	
	
	
	

	Ground Transportation
	
	
	
	

	Off-site activities/outside vendors
	
	
	
	

	Reporting on budgets, attendees, offsites, selection of activities, etc.
	
	
	
	

	Cost analysis, reconciliation, budgeting vs. actual analysis, etc.
	
	
	
	

	Total
	
	
	
	


Appendix D - Project Plan

MS Project would be best to show the comprehensive project plan.  If you do not know how to use it, use a simple table for the work breakdown structure of each task. 

	Activity
	Start Date
	End Date
	Assigned

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Appendix D - Communication Plan

	Theme:  Communicate importance of using new meeting management application as part of the process

	Description
	Messages
	Audience/

Stakeholders
	Purpose/Goal
	Medium
	Developer and Timing
	Approver and Timing
	Deliverer and Timing
	Status
	Feedback

	Present opportunity

(to business leaders)
	(Efficiencies

(Cost Savings

(Risk Mitigation

(Capture spend

(Ask to support and communicate
	Leaders who must instill accountability to using the system 
	To obtain buy in and ask them to distribute messages to their reports
	One-on-one conversations followed up by email
	Mtg. Plng. Mgr.

(by what date)
	Executive Sponsor

(by what date)
	Executive Sponsor

(by what date)
	On target
	Confirm that message went out and agreed upon

	Present new process

(e.g. to sourcers and planners)
	(Efficiencies
(Cost Savings

(Risk Mitigation

(Capture spend
	Who ever is using the application or process.
	To get them to use the system
	Training sessions, communications,

Webcasts, etc.
	Mtg. Plng. Mgr.

(by what date)
	Executive Sponsor

(by what date)
	Executive Sponsor

(by what date)
	On target
	Confirm that training sessions were held, etc.


Appendix E - Other ideas

Other things you may want to include in the appendix are:

· The financial spreadsheets to back up the numbers in the financial section

· Organization charts and bios of key staff

· Meeting and/or Travel policies

· Screen shots of technology interface or system

· Skillset analysis

· Research by NBTA, MPI or other organizations

· Cost comparisons of suppliers proposed

· Process maps and project plans

· Sample metrics and reporting analysis

Resources used to create the business case
· The Definitive Business Plan by Richard Stutely, published by Financial Times, Prentice Hall.

· http://www.canadabusiness.ca/ibp/ 

· The Business Case Guide, second edition, by Marty Schmidt.  www.solutionmatrix.com
· Perfect Phrases for Business Proposals and Business Plans by Don Debelak, published by McGraw-Hill
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