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There’s a better way to interview candidates. 
With video interviewing software. 

• Faster placement - 58% reduction in time-to-offer

• Efficient process - 80% decrease in time spent on each interview

• Better interviews - 90% approval ratings by hiring managers

In this guide 

An unshakeable business case outlines a given problem, explores feasible 
solutions, and justifies expenditure and investment by identifying the business 
benefits your recommended solution will deliver. It gives your executive leadership 
team the knowledge, understanding and confidence they need to act on a 
proposed solution to best serve your organisation. 

If you’re preparing a business case for video interviewing technology, you and your 
team are likely well acquainted with the benefits this critical software will add 
to your TA toolkit; from cost reductions, to saving your team thousands of hours 
screening candidates and securing top talent more quickly.  

But how can you present these benefits in a way that’s compelling to your 
executive leadership team? 

In this guide, we share a step-by-step process to help you create a powerful, 
compelling business case for video interview technology with insights from Scott 
Allan, Director of Talent Tech Solutions. With more than 10 years’ experience in HR 
and TA Tech implementation across multiple industry sectors, Scott is a trusted 
industry expert in partnering with organisations to help them achieve their 
strategic talent objectives. 

You’ll learn common missteps and how to avoid them, as well as the structure, 
steps, and tips you need to create an unshakeable business case for video 
interview technology to gain buy-in from key stakeholders and improve your 
hiring process. 
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3 signs you need to make the case 
for video interviewing tech
1. Your organisation is struggling with  
high-volume recruitment

If your TA functions are overwhelmed with a high number of roles to fill or high 
volumes of applications, it can be a long and tedious process. And one that 
might limit your ability to provide a great candidate experience to all. 

Traditionally a hiring manager would be faced with an onslaught of resumes 
to assess. Then follows the manual labour of categorising them into the most 
qualified and least qualified piles (based solely on what’s written on that two-
sided piece of paper). Next is the scheduling, and then finally the phone or 
face-to-face/group interviews. 

Ultimately, video interview allows you screen 50 applicants in the time it would 
take to phone screen 15. Driving efficiencies through the top of the hiring 
funnel and freeing you up to do what you’re best at - building relationships 
with candidates and hiring leaders.

2. Your business is searching for niche skill sets
Some organisations need highly specialised talent and requires recruiters to 
search for prospects beyond the local territory. After the events of 2020, remote 
working has become a mainstay option, and casting global nets to attract and 
hire remote workers has also become more commonplace. 

With potentially thousands of kilometres and hours of time-zone differences 
separating you from your next best hire, traditional hiring methods could 
entail costs for flying prospects in, paying for accommodation, transport, food, 
and other expenses – a huge burden for hiring budgets to endure.

Virtual hiring technology like on-demand video interviewing offers a simpler 
and more cost-efficient hiring strategy.

3. You’re losing top talent to competitors
If you notice a recurring trend where your competitors manage to secure 
better talent, it’s a sure sign digital transformation should be on the cards for 
your organisation. 

Maybe its unconscious bias limiting the field of applicants reaching the later 
stages of recruitment. Or maybe it’s your lengthy time-to-hire that’s allowing 
your competitors to scoop up your candidates before you can finish  
screening them. 

Video interviewing tools help you engage with talent quickly and reduce 
your time to hire, while also allowing recruiters to assess candidates with the 
same questions, even removing certain identifying features which trigger 
unconscious bias.
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Structuring your business case
Your business case should lead readers through the challenges your 
organisation and team members are facing, discuss potential solutions and 
provide a compelling recommendation. 

It needs a clear structure with headings and subheadings to guide readers. 
Your business case for video interviewing technology should include:

• Problem statement 

• Recommendation 

• Budget

• Implementation

• Executive Summary. 

But even with a clear and concise structure, there are still a few key reasons 
your business case might fail. Here’s some of the most common mistakes 
made within each of the sections, and ways to avoid them.  
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Problem Statement(s)
A problem statement is a clear description of the problem(s) your organisation 
is currently facing and your reason for making a case for new technology. 

There’s no point jumping to proposed recommendations until you’ve 
demonstrated a clear understanding of the problem that needs to be solved, 
including key stakeholders and the economic opportunity related to solving it. 

Common mistakes & solutions:

1. Not framing the problem in terms of business outcomes or values 
There are several reasons why an investment in new video interviewing 
technology could be on you radar. 

• Your current recruitment software is slow, repeatedly breaking 
down or doesn’t integrate with your other platforms.

• You’re looking for a competitive advantage from the market when 
it comes to Talent attraction and efficient recruitment practices. 

• Your current practices are putting you at risk of legal and  
security infringements. 

• Relationships between you and your current vendors has broken down. 

To make a truly convincing business case you need to go deeper than this. 
These problems might mean a lot to you, but you need to relate your problem 
statement to your organisation’s strategy, goals, or vision. 

Solution: Ensure your problem statement(s) resonates with your senior 
leadership team and those who will ultimately sign off on your proposal. 
Demonstrate how the problem sits within the context of your wider corporate 
strategy, HR strategy, as well as the TA vision.

2. Misunderstanding the problem
Your problem statement should include any analysis you or others have 
carried out to identify the reasons causing the problem. Hard evidence is 
always helpful here, so include: the number of people affected or involved, 
the number of people applying to your roles, the drop-out rate along your 
recruitment process and any survey feedback around your  
candidate experience. 

It’s all too easy to think a problem is obvious and the solution is common 
sense, but this usually isn’t the case. Without a careful investigation of 
the issue and an establishment of the root cause, you will at best only be 
addressing the symptom of something else, and at worst you won’t make any 
progress at all.

Solution: Ensure you’ve done the leg work and research surrounding your 
problem before creating your business case. Tell a story with your data to 
highlight the urgency in solving the problem. 
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Recommendation 
In this section, outline how video interviewing technology will solve the key 
issues you’ve outlined in the problem statement. 

Provide a brief description of the functions of the technology, as well as 
including the likely benefits and bigger impacts of your solution. 

Explain your rationale for arriving at the recommendation. This rationale may 
be based on ROI or the Payback Period (the length of time an investment 
reaches a break-even point). Higher predicted ROI’s or shorter paybacks make 
for more attractive investments. 

Bringing it back to these types of values offers a way of quantifying benefits 
and costs. By revealing the thought processes behind your recommendation 
and the framework you applied you will add further credibility to  
your recommendations.

To create and present a compelling case, also include the forecasts of the costs 
of implementing your recommendations and identify the risks and issues 
associated. By making it clear you’ve weighed and measured these costs and 
risks into your recommendation, your argument will be all the stronger. 

Common mistakes & solutions:

1. Only offering one solution

A challenge in creating solid business cases is to resist the temptation to jump 
straight to the solution you are recommending. To give your stakeholders 
some context of how you came to this recommendation, identify, and discuss 
all possible options, including doing nothing. 

As far as possible, all the possible solutions should be realistic, and preferably 
supported by solid data. Your argument will be made no stronger by 
comparing it to solutions widely out of scope for your organisation. 

Solution: Ensure you rationally and diligently explore all feasible options 
to solve your problem. Compare all recommendations to the forecasted 
outcomes of doing nothing to solve your problem. It may also be worth 
including some competitor analysis here – how is your competition solving 
these same problems, how can you solve them better?

You may also like to rank your recommendations, for instance as gold, silver, or 
bronze level options for solving the problems. It may be better to compromise 
for a ‘yes’ to your silver recommendation, than to present only your gold option 
and get your business case completely knocked back.  
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2. Lack of self-evident validity 

One reason many business cases fail is that they don’t have a compelling  
enough answer to the question, “How do we know that we’ll see the results  
you’re proposing?”

The case predicts the future, after all, so every business case audience will have 
questions around how realistic your predictions are. 

Solution: A strong case anticipates questions like these by conveying self-
evident validity. The assumptions made when estimating benefits and costs 
should be explicitly clear and realistic. Including your benefits rationale 
removes doubts about the fairness and legitimacy of your solution research.

3. Ignoring legal or security benefits
Often when we’re preparing business cases, there can be tunnel vision to the 
financial side of the case. We forget or are unaware of the parts IT and legal 
teams play in the implementation of new technology. Typically, only after it’s 
approved are the security implications of the technology considered (non-
compliance, security vulnerabilities etc). 

Solution: Leverage the skills and knowledge of your IT or legal team in the 
research phases of your business case. Include your learnings from them as 
part of the problem statement and show how these could be solved in the 
recommendations you offer. It will help build a more robust decision in the 
end, and avoid any potential nasty media coverage, lawsuits, or fines later 
down the track. 
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Budget
Estimate how much money and hours of labour you’ll need to complete 
implementation for your recommended solution. This section should also 
provide a reasonable model representing the return on investment (ROI) and 
payback period for the investment for the preferred option. Defining and 
comparing the payback period and ROI will help your approval team compare 
which projects deliver the greatest benefit and is one of the most critically 
important parts of establishing a business case. 

ROI can be defined by dollars invested, staff-hours, or opportunity costs 
incurred by prioritising other projects or doing nothing. 

Common mistakes & solutions:

1. Expecting gift budgets
Some business cases predict great cash flow, high ROI, and short payback, 
but still get a thumbs down from senior leaders as the case is founded on the 
assumption of being gifted the start-up costs. No one’s coming past talent 
acquisitions desk saying: “Here’s $50K, go and find something to spend it on!” 
You need to create the business case to find the budget. 

Solution: You can position your business case to highlight one or all the 
following cost saving categories: 

• Technology – You’ll save the business money by consolidating 
existing technologies, removing integrations or complexity 
or by reducing ongoing maintenance overheads.

• Sourcing – You’ll save the business money by reducing spends 
on job boards, agencies or other sourcing tools e.g. LinkedIn.

• People - You’ll save the business money by reducing 
the staffing and operating costs to manage the existing 
systems, opening options to decrease FTE or redeploy. 

2. Not factoring the full labour costs
A flashy business case may have all the answers to a business’s problems, but 
it will be all for naught if these solutions aren’t accompanied by a sensible and 
comprehensive budget estimation. But end-of-the-day budgets estimations 
are often underquoted because they fail to factor the full labour costs of 
implementation appropriately. 

These costs add up quickly and are often greater than the costs of a  
software subscription.

Solution: Ensure to also factor the costs in time and dollar values for:

• Legal to review agreements

• IT to perform security reviews

• The up-front and ongoing costs of support implementation

• Change management and retraining

• Production costs of creating videos  
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Implementation
This section details how your recommended video interviewing technology 
will come to fruition. It includes:

• The necessary tasks to accomplish your goals.

• The milestones or phases of implementation.

• Who needs to be involved in each phase, and how many hours will  
be needed?

• An overall timeline from approval of project, and when to expect ROI.

Common mistakes & solutions:

1. Unrealistic assumptions 
Many projects are doomed from the start to underdeliver because they suffer 
from unrealistic assumptions and expectations. All the recommendations you 
make when you put together your business case will rest on  
several assumptions. 

Among other things, the business case might assume the integration, 
installation, and rollover to any new systems will go smoothly. Or perhaps 
the business case assumes the business has the right resources available to 
support implementation. 

You need to be sure whatever assumptions you’ve made are  
reasonably justified. 

Solution: As you build your implementation plan consider the  
following questions:

• What are the most important assumptions underlying the case?

• Which assumptions have the largest impact on business results?

• How much will results change if assumptions change?

• Are these assumptions realistic?

2. Lack of internal buy-in prior to pitch
Great business cases rarely reflect the heroic efforts of a single person. 
They’re the result of well-planned teamwork. The most successful cases 
build a consensus through their necessary stakeholder group prior to the 
presentation meeting where the business case is put on the table. That 
meeting should be a rubber-stamping exercise. It should not be the first time 
that your stakeholders are seeing the business case. 

Solution: By involving stakeholders as early as possible in the planning stages 
you can gain valuable insights and build a business case that will work for 
everyone, winning their support along the way. Understanding what their 
objections are and mould the case in terms of solving these objections. 

If you’ve built the consensus well, more likely than not, the actual presentation 
is only going to be a rubber-stamp exercise and will result in greenlights.
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Executive summary
The executive summary is a one-page summary of everything you’ll discuss in 
your business case. It’s pretty much an elevator pitch on paper. It may be the 
first thing people read on your business case document, but by writing it last, 
you’ll have a better idea of what it needs to include. 

Make your executive summary as clear and concise as possible, while still 
demonstrating how you have thought through the project in detail. 

Common mistakes & solutions:

1. Writing one Executive Summary for all 
What sells new technology to IT is very different to what sells new technology 
to marketing, or to your Chief Human Resources Officer. It’s not a one-size-fits-
all approach. The conversation is different for each of these key stakeholders, 
as each member is likely to raise different concerns. Your executive summary 
needs to consider the language and key points that makes sense for each of 
those stakeholder groups. 

Solution: Write tailored summaries for different people whenever possible, 
highlighting the anticipated concerns of each reader. 

What questions might you expect?

• CEO: Do our competitors use it? Will it scale? Are there 
any reviews? Is it suited to our company values?

• Head of HR: Will it require a lot of training? Does it require 
much set-up? What are some features that would appeal to the 
team and candidates? Does it simplify the hiring process?

• COO & CTO: Will the organisations and candidates’ data 
remain safe? Is the software in accordance with legal 
requirements? Will it integrate with our other systems?

• CFO: How much does it cost to implement? What is the 
payment structure? Is it expected to produce a good ROI?

2. Too much complexity
Many business cases fail because they are too complex and fail to get the key 
messages across clearly and concisely. All features of the business case, but 
especially the executive summary need to be explained clearly and simply. If 
you can’t summarise the project plan in simple terms and explain the value 
of the project within a simple one-pager, then it’s going to be much harder to 
convince your team as you get into further detail.

Solution: As with any written document, it is always a good idea to look again 
at your work after a break. It’s also a good idea to get someone else to check 
your work, not only for sense and clarity, but for spelling and grammar as well. 
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Formatting
After all the work you’ve put into researching and preparing your 
business case, the last thing you want is to stumble at the last 
hurdle. Spend some time ensuring the delivery of your business 
case is flawless through clear formatting. 

We’ve created a visual example of ways you may present your 
business case. But please keep in mind, an unshakeable business 
case requires far more than simply filling the boxes of a template. 
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Common mistakes & solutions:

1. Missing standards
Many organisations have a very well documented approval process for 
business cases. This process might include noted stakeholders involved in 
approval, or even set standards for business case structure and required 
content. Ignoring or not researching these processes will put you on the 
backfoot for approval in the long run. 

Solution: Leverage the experience of colleagues who’ve made successful cases 
in the past. Who do they think needs to be involved and what do they think 
the process is going to be? 

2. Bland delivery
Whether your business pitch is being prepared on a document or as a 
presentation slides, it’s likely to be a rather large piece of work. Forgetting 
to add visual interest may not immediately discount the approval of your 
case, but it will certainly make it harder for your audience to maintain their 
attention to the end. 

Solution: Consider the use of infographics, images, or even test videos to help 
sell the advantages of video interviewing technology. Facts and numbers are 
important, but what will really connect with your audience on an emotional 
level is a story. Emphasise the need your case is answering by referencing 
customer feedback. Create stories as you predict the benefits and ROI of  
your solution.

“A business case is not just a template you fill out and send. 
It often takes months of groundwork to effectively capture 
the problem statement, to consult and gain buy-in from 
key stakeholders, and clearly show how your recommended 
solution can deliver benefits and solve problems. Once 
submitted, business case approval is typically a formality.” 
     
         - Scott Allan
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Final thoughts 
A successful business case for video interviewing technology outlines the 
challenges your organisation is facing, feasible solutions and a compelling 
recommendation to justify expenditure and investment. 

Give your executive leadership team the knowledge, understanding and 
confidence they need to act on your proposed solution to secure video 
interviewing technology (and by extension, the best hiring outcomes for  
your organisation!). 

Engage key stakeholders as early as you can; sufficient executive backing and 
interest in your recommendation will reduce opposition and increase your 
chances of success. 

While there are many ways to create and format a business case, developing 
your case with these guidelines in mind will ensure you deliver a compelling, 
well-researched proposal that will get the green light! 



About the authors

Jane Bianchini 

Jane Bianchini is the Founder & CEO of Alcami, an online, data-driven video 
interviewing platform promoting Diversity & Inclusion and minimising bias 
in the recruitment process for positive impact. With more than 20 years’ 
experience in the IT/HR/Recruitment industries, Jane has held senior executive 
positions in large organisations and SMEs across the Asia Pacific. She is well 
known for her courage, resilience, and boundless positive energy. 

Scott Allan
Scott Allan is the Director for Talent Tech Solutions. With more than 10 years’ 
experience in HR and TA Tech implementation across multiple industry 
sectors, he is a trusted industry expert in partnering with organisations to help 
them achieve their strategic talent objectives. 

About Alcami
Alcami was founded on the belief that there is a better, more fair and efficient 
way to interview candidates.

We are a next generation Digital Video Interviewing platform helping 
organisations make meaningful connections with their diverse candidate base 
for positive impact. Our platform drives objectivity in candidate evaluation by 
minimising biases in the screening process. 

Founded in 2012 and headquartered in Australia, Alcami works with customers 
in over 15 countries to provide a world-class brand immersive experience  
for candidates. 

     
www.alcamiinteractive.com  | hello@alcamiinteractive.com

About Talent Tech Solutions

Talent Tech enables organisations to transform how they compete to attract, 
engage, hire, develop and retain top talent. 

We understand that our clients’ reputations are built on the successful delivery 
of Tech projects and as such can cause major anxiety and stress. We’re here 
to take away the pain, helping our clients achieve project objectives and 
realise ROI. With over a decade of local and international experience we add 
capability and capacity to our clients existing team and leverage project 
management, consulting, and implementation best practices.

         
www.talenttechsolutions.co

http://http://
http://www.talenttechsolutions.co

