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How to Write a Business Case for Immersive
Technology Investments

The ThinkBalm Innovation Community Shares Good Practices

September 8, 2009

By Erica Driver and Sam Driver, Principals, ThinkBalm

With ThinkBalm Innovation Community contributors James Stallings, Jeff Lowe, Lara Blanch,
Peter Finn, Philippe Barreaud, and Trevor Meister

BIG BARRIER TO ADOPTION: GETTING PROJECT FUNDING

Increasingly, many Immersive Internet advocates and implementers are reaching the point
where they either need to continue their pilots or move from pilot to a production
environment. To move projects forward, they will need management buy-in and additional
funding. This is no easy task. In the ThinkBalm Immersive Internet Business Value Study, Q2
2009, we found that 23% of 66 survey respondents said getting budget approval was a barrier

to adoption of immersive technologies in the workplace.1

Obtaining the necessary buy-in and support for new technology from executive sponsors
requires a considerable amount of effort. This task is especially difficult with immersive
technologies. The business value is hard to estimate, much less demonstrate. The technology
market is still emerging and advocates are fighting against the perception that virtual worlds
are no more than a game. Also, technologists and virtual world enthusiasts often speak a
different language from that of the colleagues and leadership they need to convince.

' The core question ThinkBalm analysts set out to answer in this researchwad £ a2 KIF & A a
value of usingimmershA @S (G SOKy 2t 23ASa ¥ Righly-qualifed Iidréersive SrterdedzZNI
practitioners and conducted 15 in-depth interviews. For more information, see the May 26, 2009

¢ KAY 1. |t Yhinkedl Bg8nNEIE Intérnet Business Value Study, Q2 2009.¢
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THE PATH TO FUNDING: A CRISP, CLEAR BUSINESS CASE

To increase the probability of projects getting funding, advocates who see an opportunity for their
organization to benefit from immersive technologies are writing a business case and presenting it to

potential internal investors. Following are the ThinkBalm Innovation CommunityQa NB O2YYSy RI A2y a

writing a business case and delivering the proposal to potential stakeholders. The following suggestions
come out of practical experience, so look to the successes and failures2 ¥ (G K2 a S ¢ K 2t€h@5
you craft a winning proposal of your own. Keep in mind that not all our recommendations will be relevant
to every situation so pick and choose the ones that will best help you make your case. Treat our
recommendations as a guide, as your organization may have its own process and procedures beyond this
list.

To build up and share a store of good practices for writing a business case for immersive technology, the
ThinkBalm Innovation Community held a fast-paced, multichannel, hour-long brainstorming session on
August 28, 2009 (see Figure 1). A diverse group of participants from around the world gathered on the
ThinkBalm region in the virtual world of ReactionGrid. Our objective was to develop a series of
recommendations to help lone advocates build a strong case for immersive technology investments in
their organizations. To facilitate communication we used a suite of collaboration tools including voice
chat, text chat, a brainstorming board, and a voting tool (see Figure 2 and see Figure 3). The voice chat
integration was developed by IBM using open source application Freeswitch and community member Jeff
Lowe built the BrainBoard and the Attitudeometer voting tool.

/Figure 1: Members of ThinkBalm Innovation Community brainstormm~
how to create an immersive technology business case
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/Figure 2: The BrainBoard brainstorming tool in action
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q: Figure 3: One of two final brainstorming artifacts from the Aug.'28 )
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Include All the Critical Elements in Your Business Case Document

Some organizations and situations require a formal, voluminous text document describing all the relevant
details of a prospective technology investment. Other organizations require no more than a discussion
among the right people, supported by a few slides. The complexity of your business case will depend on

0KS dza$S OF&asS @2dzQNB G NBSA gr&reqlestingdefThinkBéindk G KS | Y2 dzy &

Innovation Community brainstorming team recommends that you include the following elements in a
business case for work-related use of immersive technologies:

f Thebusiness problemquantified LRSYy G A & GKS odzaAySaa ididMa&iot Sy &2d

employee retention? Inability to share knowledge and best practices internally now that the
annual meeting has been dropped from the budget? A measurable decrease in engagement and
/ or productivity since people started working from home? Estimate the costs of the problem.
For example, calculate how much it costs to hire and train a new employee. Or, if possible, give
specific examples of situations when shared knowledge would have resulted in a better business
outcome: the company may not have lost that $2 million deal to a competitor, or might have
been able to bring in an additional one million dollars in revenue by eliminating a delay that
g2dzZ RY Qi K ha@t®o key PeOpdeNaddabie to share their information. Be
conservative in your estimates.

1 Clear connectiorto high-level organizationabbjectivesand principles llluminate the

relationshil] 0 S 6SSy (GKS o0dzaAAy S&aa LINE defeSiganitatiodaQ NBE (i NEB A ]
202S0GAGSa YR LINAYOALX Sad ! 3IF22R LI I OS (2 TFAYR

report. For example, in his letters to shareholders in the company's 2008 annual report, Target's

chairman, president, and CEO describes their objectives as fuelling profitable market share
growth, controlling expenses while maintaining a consistently positive guest experience,
investing capital to deliver appropriate shareholder returns, and ensuring sufficient liquidity in an
uncertain market. Likewise, in his company's 2008 annual report, the chairman and CEO of

energy giant Exxon Mobile describes their objectives as effective long-term risk management,
disciplined capital investment, enduring business controls, and an unwavering commitment to
safe and reliable operations.

91 Description of thesolution you propose, supported byisuals In your business case document,
write up a description of the solution: a collaborative workspace, convention center, learning
environment, rehearsal studio, or facility operation center. Describe your target users by role and
department. If you have identified specific early adopter candidates, list them. Put the immersive
technology into perspective by discussing other 3D applications the organization uses, like
product design and simulations® / 2 YYdzyAOF S (KIFG GKS AYYSNHEAGS
is not so different from those other 3D applications T yet is less expensive. Support the write-up
with snapshots or video of mockups, prototypes, or immersive environments and applications
other organizations are using.

9 The lusinessbenefits of the solutiont with numbers. Will the proposed solution increase
workforce proficiency? Make it easier or faster for the R&D team and others to innovate? Save
the organization hundreds of thousands of dollars in travel costs? Enable people to rehearse risky
or difficult business activities like a deep sea dive or invasive medical procedure? Improve

© 2009 ThinkBalm. All rights reserved.
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disaster preparedness? Work with appropriate business process owners and other stakeholders
to develop a financial model for the solution you propose.2

Focus not just on cost savings, but also benefits like increased innovation, competitive

differentiation, employee productivity improvement, streamlined business processes, new or

increased revenue, business practice standardization across a wide geographical area, and

enabling people in disparate locations to spend time together. Look for opportunities to do

GKAy3a GKFG aAiAyYLi @ Oduahtdyievergthing. Rduye$hatlyoyf R 2 ¥ QK SND $NI@ O
commit to the benefits of the proposed solution, which would result in lost credibility for both

you and the solution you are proposing.

9 Costsof the solution.Include all the costs, not just the software license or subscription costs.
RemembSNJ G KI G y2yS 2F (GKS az2fdziazya I NBE FNBES: S@Sy
OpenSim or Sirikata. Include software development, customization, and integration. Include

hardware (e.g., servers, laptop or desktop computer upgrades, graphics cards, and headsets).
Include networking improvements, if they are needed (e.g., upgrading the Internet connection at
an eastern European office so critical target users can have a decent experience with the
immersive technology). Include the cost of labor T not just staff or consultants you may need to
hire, but also the time existing staff members will spend developing, launching, and maintaining
the project. If appropriate, including some or all of the training costs. To be safe, over-estimate,
rather than under-estimate.

9 Critical(yet minimal) education Most business people have not yet been exposed to the
Immersive Internet. If they are even aware of it, they may have a poor understanding of what it
is.? Many may think that the limits of immersive technology are video games and social
networking. Educate your audience about adoption of immersive technology in the workplace.
Let them know that not all immersive environments are virtual worlds; some are learning
simulations and others are simply private meeting or collaboration spaces. This will set their
minds at ease about some security concerns, like the general LJdzo f A OQ& oAt AGE& G2 | O
environment. Communicate that meetings in immersive environments are more akin to in-
person meetings than they are to Web conferences or video conferences.

Market and ompetitive analysis! NB &2 dzNJ 2NBIF yAT FGA2yQa O2YLISGAG?2
immersive technologies to solve business problems similar to the one you are targeting? If so,
include examples with references or links to public information. Highlight the business value
those organizations have obtained, if you can.*If you have no evidence that competitors are

? ThinkBalm provides a detailed analysis of the business value of immersive technology investments in

the ThinkBalm Immersive Internet Business Value Study, Q2 2009.

3 For an introduction to the Immersive Internet see the November 17, 2008 report, éfhe Immersive internet: Make
Tactical Moves Today for Strategic Advantage Tomorrow.€&

* ThinkBalm has published several blog articles that highlight the business value organizations have obtained from

GKSANI LYYSNBAGS LYGSNYySG Ay @ %hadactBsCéntieyilotf 18xSevetilk S CS0® Ho X H
generation, travel costs reduced by $IMCADF YR (1 KS WI y & Lanapdhilots ortedowvelh.ahFi farOf ST &

innovation in customer experience> ¢ G KS { S LJG & Digital Frotosypeshyglp uhiviidith t€f 53556k in

technology fundingZ ¢ G KS | dzZ3 & Accefurenenruiting i SiNAhd\Lid £o&-Effectively targets the
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pursuing a similar opportunity, explain why investing in this emerging technology provides your
organization with a competitive advantage. Perhaps you can associate your project with
organizational objectives or principles related to innovation and first-mover advantage.
Reference industry research data and market intelligence. Include a graphic showing where the
industry is in the technology adoption Iifecycle.5

1 Technology analysi©f the two dozen or more available enterprise immersive platforms, which
ones are the best fit for your project or initiative?® How do you know this? Show that your team
has analyzed the market, at least at a preliminary level. If the project for which you seek funding

Ada I RSGIATSR Fylfeara 27 ide&SinclidSyOu¢ prdihidarge 2 LG A 2y A

thinking. Also, this is a good spot in the document to explain why immersive technology offers a
superior solution compared to alternatives like in-person meetings / training / events,
videoconferencing, Web conferencing, telepresence, and phone calls. Be sure to stay focused on
the specific business problem as you compare immersive technology to these alternatives. Show
the choice of technology being driven by your organization's need.

9 Barriers to adoption.You are asking stakeholders in your organization to be, or become,
pioneers. Make sure they know what they are getting into. Early adopters face significant
barriers: inadequate hardware for target users, corporate security restrictions, difficulty getting
users interested in the technology, vendor risk in an immature technology market, conflict with
enterprise IT standards, issues with enterprise technology integration, and unexpected effort in
training the target user base. Discuss the specific barriers your organization faces and the plans
you have in place to overcome them. Enlist the aid of the team responsible for the latest
emerging technology introduced to your organization. They may have skills and experience you
can leverage.

9 List your advocates and desired pegjt team membersif part of your proposal is to get all or

LI NI 2F 20KSNJ SYLX 28SSaQ GAYS F2NJ GKS AYYSNERAGS
the businesscase R2 OdzY Sy i@ Ly Of dzRS LIS2L) SaQ aiAtta FyR ol

members, create a table or graphic that lists your supporters T others who work in your

2NEHFYAT FdA2Y FyYyR 43S0 Addé t SNKI LA F20dza 2y

volunteer basis. If an Immersive Internet community and apprenticeship culture has emerged in
your organization, discuss this briefly; management teams like to see evidence of cross-

FdzyOliA2ylt O2ftl02NIGA2yd LT &2dz R2y Qi &S
@2dzNJ 2NBI yAT I (A 2y Qdty, okddcNlhdtwiork T & yhibGEiNekIMdalZoSrceR A NS

of information, like LinkedIn. You may find great potential team members through their profiles.

GCl OSo 221 anduhelWMdZ 2O Suy Y At Minrgsoft) coddpfvidifal SvEnts bout 1/3 the cost of
traditional events® €

P¢CKAY]l. FfYQa fFiSad OSNBRA2Y 2F Fy LYYSNEMEFS6 20080 SNy S
NXB LI2TNGkBaIm tmmersive Internet Business Value Study, Q2 2009.£

GFoIIowing is a partial list of vendors and open source projects that offer enterprise immersive platforms or
applications: Altadyn, Applied Research Associates, Breakaway Ltd., Engineering and Computer Simulations (ECS),
Forterra, G2, IBM, Icarus Studios, Linden Lab, Moondus, Nortel, OpenSim, PowerU, ProtonMedia, Qwag, Sirikata,
Simmersion, Sun Microsystems, Tixeo, Unisfair, VastPark, and VenueGen.
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Develop a Multimedia, Multi-Pronged Pitch

Take advantage of easy-to-use multimedia tools and the power of immersive technologies to supplement

the text business case document with slide shows, videos, live demos,F YR (G2 dzNA® LGQa O2YY2y

LYYSNBEA@GS LYGSNYySiad FR@20F0GSa | yR A YihiusSnd Soyds, KutNE

afirstK I yR SELISNASYOS Aa af2ndpitén is Honelwk2tidzBeheffitfof thdA O (i dzNB & d ¢

immersive technology will be obvious, resulting in the question "How did you DO this?"
A few tips from the ThinkBalm Innovation Community:

1 Deliver a highquality written document.Keep the business case document as short as possible.
Be concise with words. Spell-check it and have an editor review it. Organize the document

Ot SFNI e [SIF@S LIX Syide 2F GKAUGSrPethdpip@bsttazk G KS NEBI

bullet points on the left, with more detail on the right. Create a table of contents and an
executive summary that readers can skim, especially if the document is long.

1 Share images abundantlynclude lots of snapshots in your business case document. Even before
that, begin circulating images T being sensitive to any security, privacy, and intellectual property
concerns T or brief video clips to get people excited. Post snapshots and video from immersive
events and meetings on the intranet or YouTube or Flickr or TwitPic. Publicize links to uploaded

images via Twitter or Yammer.

1 Developa narrative Everyone likes a good story. Via a slide show or video or first-hand
immersive experience, take your potential project sponsors through a scenario. Explain T or
better yet T show the difference between how a business process or sub-process works today
and how it would be improved by immersive technology. Use 3D content creation tools to create
immersive experiences that get your point across.’ In your narrative, show work getting done,
R2y Qi 2dza( RaPavilkiys &f thdlsbfiwse. (i K S

f  Showt or even nakeyourownt video.L ¥ @2 dzQ@S ONBIFGSR | LINRG2
application you want to introduce, a video is a great way to show it off*L ¥ & 2 dz R 2 Yy Qi
skills or resources to record a movie in an immersive environment, assemble still images into a
narrated, recorded slide show that can then be produced as a video file. For the slide show,
storyboard the solution you want to provide, using images taken from immersive environments.

1 Give a brief lie demonstrationt though not necessarily a firshand experiencekeep demos
short and focused on the business problem. Have several people log into the environment during
the demo so the collaborative nature of immersive technology becomes clear. If time,

’ For an example of using 3D content creation tools and an immersive environment to communicate information, see

the ThinkBalm video ThinkBalm Data Garden tour 7 July 2009. This video gives an abbreviated tour of the ThinkBalm

Data Garden in Second Life. The data garden communicates findings from the ThinkBalm Immersive Internet Business

Value Study, Q2 2009.

® For more examples of videos created in an immersive environment, see these videos up on YouTube: ThinkBalm
LYV2@lIGA2Y [/ 2YYdzyAG&Y aniKikBalnNdhdRagdidh EommunityzZafessiinal Mepwibrking 11 1 g
Event, Aug. 4™ 2009.
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technology, or the skill level of your audience makes it impractical for all to take part, have some
watch while others participate directly. Or show a live video stream via the Web using tools like
Livestream Procaster or have one of the participants share their screen using web conferencing

technology like Cisco WebEx.

1 Use the best technique for reaching your audiend@u will likely need to deliver your pitch
multiple times to various audiences. Choose the most appropriate technique for each audience.
For an initial presentation to an upper-management level audience you may need paper
documents with a minimum of interactive support. Bulleted lists of key points, with supporting
statistics, may be the backbone. Your continuing audience (your target end users and their
immediate managers) may be more comfortable with images, videos, and interactive
experiences. Regardless of the techniques you use to deliver your proposal, never lose sight of
how the technology will solve specific business problems and provide new avenues for business
growth, or streamline old ones.

Avoid Common Pitfalls When Building Your Business Case

One of the pitfalls that came up repeatedlydurind G KS ¢KAY 1. FfY Lyy2@FiAz2y

sessionwad F2NBASGOUAY3I 6K2 gSQNB GFHE1Ay3a (G2 6KSYy 6SQNB

investments. Be sure to develop the business case document and the pitch with your specific audience in
mind. This audience is likely a business person, not a technologist.

Be careful about:

1 Focuéngtoo much on technology and too little on the business problefhe language, the
document, and the pitch must all focus on the business. While the business case document
aK2dz R YIFI1S AG OftSIFEN)I@2dz {y2¢ 6K @&2dzQNB
of the document should be about the solution the technology provides to a business problem.

Pyt Saa @2dzQNB GF f { Ay 3 canverdakon foctisedlaNd@vFtiisa & A 2 y | | &4 =

G§SOKy2f23e Oly KStLI 6KS 2NBFIYATF{iA2Y R2 6K

1 CGetting mired in virtual world lingo.While virtual world lingo is second nature to Immersive
Internet advocates, implementers, and tech marketers, it is alien to most decision makers who
would sign off on an investment in the technology. Most business people are unfamiliar with
virtual world terms like texture, prim, terraform, rez, teleport (or TP), grid, sim, machinima, and
in-world. Steer clear of the term real-life (or RL); distinguishing real life from solving business
problems can set you up for failure. Also be careful when using terms like avatar, immersive,
game, and virtual. If you use these terms, be sure to define them early in such a way that the

RSTAYAGAZ2Y NBtLGSa o101 G2 (KS odaAySaa LINROE SY(

1 Overselling the technologyManage expectations. Make it clear that you are aware of the
barriers that lie ahead and have thought them through. Flag the constraints, but point the way
F2NB I NRP { K2 ( Kthelrang &f tizBridI8gy dptions andl RdstEBBdRhe best

° For a definition of theterm G A YY S NE A @S¢ A y (KS O2yGSEG 2F OANIdz f
Handg ¢KAY]. | Wiat bakeaFirtual Nidiihn®énSimeréive?é
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http://www.webex.com/
http://www.thinkbalm.com/2009/09/07/what-makes-a-virtual-environment-immersive/comment-page-1/#comment-522

ones. Define the limits of the technology. For example, if the technological limit of the software
is 50 avatars in one place at one time, think twice about selling the technology as place to hold a

ASYAYIFN) GKIF(G dzadzl £t f& aSNIPSa computer-didsdddsin®AD) LT & 2 dz

models into the environment, and this could be an issue, lay it out right up front. If the vendors
you are short-listing can only provide a 75% solution and the rest must be customized, make this
clear.

Picking the wrong use case or too generic a use cas&ackle one problem at atime T notall

GKS 2NBIFYAT I GA2Y QatforkdNB e heSnihgfubprobldm®and bGild up i NI A 3 K
credibility from there. Start with small, achievable goals. Focus on what the organization is

already doing T look at processes and events (e.g., seminars and conferences, training classes).

Be specific. D2 Y @yito position immersive technology as an all-around superior alternative to

team collaboration tools already in use in the organization. Instead, show that immersive

technology adds value to specific business processes.

Overwhelming your audiencdf your prospective stakeholders are given a direct, first-hand
experience (e.g., a tour or demo) in the immersive environment before they fully understand the

LINPOfSY 22dzQNBBYRNEBR Y I0IR2dz8 22 WSGKS az2fdziazy @& 2dz:Q

overwhelmed. Limit the number of features you show off, and show features only in the context
of telling your story. Otherwise, people may be excited about what they see, but feel burdened
by the amount of change and learning they think the new application will require. They may not
realize how easy it was to create the environment, or how common and affordable the skills are
GKIG @2dzQR ySSR (2 O02YLX SGS &2dzNJ 4GS Yo

Letting technical glitcheg NJ & (i I { SK 2 f RS N&rin thelfiGtlexp@sdre PEidtidalS NA Sy O S
your pitch before you give it. If you will be bringing your prospective stakeholders directly into

the immersive environment as part of the pitch, make sure all participants in this critical event

are well-trained and understand your objectives. Make sure that everyone can log in ahead of

time. Establish a backup communication plan T for example, distribute a dial-in number or set

up a Skype call in case you have problems with the built-in voice over IP (VolP) technology.

Canming across as unprofessionah conservative organizations or in front of audiences that are

not familiar with the wide range of personal expression that is commonplace in virtual worlds

and video games, take the cautious route. For snapshots and live demos, dress avatars

professionally. In the words of one participant in the ThinkBalm Innovation Community

0 NI Ay & 2 NI AvgiRurningud thelfistyday dréssed as a furry; save that for the second
5SSL®¢E dzASNE Ol y Qi ONJE tedl Sofeksighbl iamdy,havelbtarsiweat K | NB
yEYS GF3ad LT GKS LIXIFGF2NY 22dz2QNB dzaAy3a F2NJ |
possible to prevent unwanted visitors from appearing during your presentation.
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CONCLUSIONS AND RECOMMENDATIONS

Some early adopters have learned the hard way and offer others the following advice:

1 Choose your words carefullfor Immersive Internet advocates and implementers, the business

OFad R20dzYSyid Aa 2yS 2F GKS Y2NBIfwig® NIi I yi R2 Odz

odzaAySaa OFasS AayQi @&2dzNJ T2 tdheb you. NIk © blbinkess
decision makers who are not part of your target audience to find out what elements they like to
see in a business case and what leads them to invest in one project over another.

91 Design your pitchThe pitch is a multimedia, multi-pronged approach to storytelling. The
business case is at the center of the pitch. Design the pitch to convey information and to
persuade decision makers to fund your project. Use images, videos, and first-hand immersive
experiences to show what you are trying to do. Remember: the pitch is about clearly
demonstrating how the technology will solve a business problem so your audience will decide
they need the solution, not just like the idea of it. Evolve your message and technique over time
because your initial audience will be different from your continuing audience.

1 Safeguard your effortsYou are proposing a solution to a business problem. Frame all your
efforts and communication in that context. Keep your target audience in mind at all times.
Brainstorm with your fellow advocates to come up with a list of all the things that could go wrong
with the project, and put plans in place to mitigate risk. Do the same with the presentation or
demo® [+ & 2dzi Fff GKS GKAy3Ia dGKFG O2dzZ R 32
happen, or that a backup is in place if they do.
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About ThinkBalm

ThinkBalm offers independent IT industry analysis and strategy consulting services. ThinkBalm
was established in June, 2008 and is headquartered in Rhode Island, USA.

1 Research area: workelated use of the Immerise Internet. This includes virtual
worlds and campuses, immersive learning environments, and 3D business
applications. ThinkBalm offers research and analysis and custom strategy consulting
on these topics to technology marketers and Immersive Internet advocates,
implementers, and explorers. ¢ KAy {1 . F f YQa Of ASyda KI @S
Systems, Linden Lab, Qwagq, and Tandem Learning.

I ThinkBalm Innovation Commomity. The ThinkBalm Innovation Community is a
collaborative community with the mission of advancing adoption of work-related use
of the Immersive Internet. We focus on use cases like learning and training, meetings,
conferences, business activity rehearsal, data visualization, collaborative design and

prototyping, remote system and facility management, and HR management.
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