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Building a Business Case

Background

As you look for new partners and funding sources for your coalition, you may approach businesses, hospitals, and
other organizations that are interested in knowing information about your coalition’s costs and financial impacts. This
resource helps you prepare for these conversations by developing a business case that demonstrates why your
coalition is a good financial investment.
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What is a business case?

@)
r\ﬁ
A business case demonstrates why partners or funders should (" . )
invest in your work. It can take different forms, such as a ﬂ Key resources: Business case
written document, presentation, or conversation, but should examples
always include: e This toolkit outlines components of
e Aclear description of your coalition’s services and their a written business case.
impact. Draw from your coalition’s vision and mission e This case study from Wellsky and
statement and its theory of change to draft this description. Reading Hospital is an example
See the Strategic Planning for Coalitions resource for business case highlighting the value
information on developing a vision and mission, and the of addressing social determinants
Evaluating Coalition Work resource for details on outlining a of health.
theory of change. As part of your description, specify the ‘ ‘
need your coalition is addressing in the community and the * This w fr.orr.1 the Vermont
people you are serving with your coalition’s activities. PUb_I'C Health Ass<.JC|at|o.n shows a
e A financial focus. Focus on highlighting the positive financial business case for investing in public
outcomes that will result from your coalition’s work. \_ health. )
/@ How to create a business case
To develop a business case, understand the funder or partner you are (" )
trying to reach and what their priorities are, and develop a plan that Key resource: Value
highlights the costs and benefits of your coalition’s work. ’ proposition tool
Step 1: Understand your audience and tailor your business case. To This value proposition tool
begin developing a business case, it is important to understand what will highlights key questions to
resonate with the partner or funder you are trying to reach. See the consider when determining
Strategic Communication for Coalitions resource for more information what will resonate with your
on understanding your audience. In your business case, consider L audience. )

highlighting:

e Alignment. How your coalition’s vision and mission align with the potential funder’s or partner’s priorities,
or how your coalition’s work is benefitting populations and communities the funder or partner serves.
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https://vtpha.org/wp-content/uploads/2025/02/Presentation_Berenbaum_2025.02.06.pdf
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e Financial outcomes of interest. Different audiences may have different financial priorities. For example,
hospitals or healthcare organizations might be interested in how your coalition’s activities can increase
efficiency, whereas policymakers might be interested in how to have the biggest impact with a limited
budget.

Key consideration: Demonstrating non-monetary benefits

Although a business case focuses on the financial aspects of your coalition’s work,
emphasizing other benefits can strengthen your case. For example, you can emphasize how
the community has benefitted from the coalition by sharing stories from clients and data
describing your coalition’s impact (if available), or demonstrate how partners benefit from
participating in the coalition through expanded networks and support for their priorities.

Step 2: Understand what financial data you can collect and what your coalition can feasibly highlight. There
are different ways to highlight the financial benefits and costs of your coalition’s work, and they have varying
levels of complexity. If you have the data and capacity, you may consider conducting a formal cost-benefit
analysis and calculating a return on investment for a specific
coalition activity. Alternatively, you can compile information
from the literature on benefits along with data you are tracking
on program costs to make a strong case for funding your

s N
’ Key resource: Return on
investment calculator

coalition without a formal analysis. The following bullets This tool calculates return on
present different options for consideration. Determine what is investment for interventions focused on
best for your coalition based on available data and capacity. addressing social determinants of

health. It works best for interventions
with an immediate impact in a
healthcare setting, such as care
coordination programs designed to
reduce hospital readmissions.

e Calculating return on investment. Return on investment is
a measure of the savings an organization might accrue
from funding your coalition’s activities. If you have the data
available and the capacity to calculate the return on
investment, this can help you make a strong business case.
To calculate return on investment: \. J

1. |Determine the impacts and activities you are measuring. Use your theory of change to determine
measurable impacts of your coalition’s work and the specific activity leading to those impacts.

Example: A nutrition-focused coalition determines that its efforts to address food insecurity through a
mobile food bank can lead to lower costs for healthcare organizations.

2. Compile data on programmatic costs. Collect data on the cost of implementing the coalition activity.

Example: The nutrition-focused coalition adds up the costs of operating its food bank over the course
of a year including staff time, transportation, etc. It calculates an average annual cost of $75,000.

3. |Compile data on impact and translate that data into monetary value. Consider what data you have
collected on the direct health impacts of your program, and whether you could translate that data into
a monetary value. To calculate the monetary value, you can draw on information in the literature.

Example: The nutrition-focused coalition has gathered data on the clients reporting food insecurity
before and after participating in the mobile food bank for one year, and found that 50 clients who
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previously experienced food insecurity were now food secure. The coalition then references this study,
which estimates $1,834 in annual healthcare costs per individual that are associated with food
insecurity. It uses this number (51,834) to calculate the potential savings on healthcare costs from its
program outcomes (50 clients served): $1,834 x 50 = $91,700 in cost savings.

4. |Compare costs and benefits. Subtract your estimated costs from benefits and divide by costs to give
you the potential return on investment, expressed as a percentage.

Example: The nutrition-focused coalition calculates $91,700 in benefits—$75,000 in costs/75,000 in
costs =0.22 or a 22 percent return on investment.

Example. Reading Hospital demonstrated a return on investment for its efforts to screen for and address
health-related social needs in partnership with community-based organizations by estimating reductions
in avoidable emergency department visits and associated cost savings.

e Other ways to demonstrate financial impact. Your coalition may not have the capacity or the data to
conduct a formal return on investment analysis for your specific activities, but you can still make the case
for why an investment in your coalition is worthwhile. For example, you can:

= Show the financial benefits of similar work. As you put together your business case, highlight
literature that shows the cost of not addressing your coalition’s focus area. For example, for food
and nutrition initiatives, you could emphasize the increasing healthcare costs associated with Type
2 diabetes and provide data on the rates of Type 2 diabetes in your community.

= Be transparent about costs. Share the amount of funding or in-kind support you are asking the
funder or partner for. The less expensive participating or funding is for them, the stronger your
case. If your coalition is approaching a healthcare organization about ongoing partnership in a
coalition activity, consider using this tool to determine the costs of partnership.

= Highlight business and marketing opportunities. If you are planning to ask a business or for-profit
organization for funding or other in-kind support, tell them the number of potential new customers
they could reach by marketing at coalition activities and events. You could also do a return on
investment analysis (similar to the one above) that compares the cost of investing in your program
with the potential profits from new customers.

Sources
The content in this document was informed by the following resources:
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https://www.gettingfurtherfaster.org/uploads/images/website/ROI-Business-Case-FAQ-Document.pdf.

e Centers for Disease Control and Prevention. “Five-Part Webcast on Economic Evaluation.” 2024.
https://www.cdc.gov/cardiovascular-resources/php/training/economic-evaluation.html.

e Turner H.C., Y. Hori, P. Revill, W. Rattanavipapong., K. Arai, J. Nonvignon, M. Jit, and Y. Teerawattananon. “Analyses of the
Return on Investment of Public Health Interventions: A Scoping Review and Recommendations for Future Studies.” BMJ
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		50				Doc->0		Guideline 3.2 Make Web pages appear and operate in predictable ways		Change of context		Passed		An action of type Go To Destination is attached to the Open Action event of the document. Please ensure that this action does not initiate a change of context.		0 XYZ -2147483648 -2147483648 -2147483648

		51						Guideline 3.2 Make Web pages appear and operate in predictable ways		Header/Footer pagination artifacts		Passed		All pages define page headers and footers appropriately		

		52						Guideline 1.1 Provide text alternatives for all non-text content		Alternative Representation for Formulas		Not Applicable		No Formula tags were detected in this document.		

		53						Guideline 1.1 Provide text alternatives for all non-text content		Alternative Representation for Other Annotations		Not Applicable		No other annotations were detected in this document.		

		54						Guideline 1.1 Provide text alternatives for all non-text content		Alternative Representation for Forms		Not Applicable		No Form Fields were detected in this document.		

		55						Guideline 1.2 Provide synchronized alternatives for multimedia.		Captions 		Not Applicable		No multimedia elements were detected in this document.		

		56						Guideline 1.3 Create content that can be presented in different ways		Form Annotations - Valid Tagging		Not Applicable		No Form Annotations were detected in this document.		

		57						Guideline 1.3 Create content that can be presented in different ways		Other Annotations - Valid Tagging		Not Applicable		No Annotations (other than Links and Widgets) were detected in this document.		

		58						Guideline 1.3 Create content that can be presented in different ways		RP, RT and RB - Valid Parent		Not Applicable		No RP, RB or RT elements were detected in this document.		

		59						Guideline 1.3 Create content that can be presented in different ways		Correct Structure - Ruby		Not Applicable		No Ruby elements were detected in this document.		

		60						Guideline 1.3 Create content that can be presented in different ways		Table Cells		Not Applicable		No Table Data Cell or Header Cell elements were detected in this document.		

		61						Guideline 1.3 Create content that can be presented in different ways		THead, TBody and TFoot		Not Applicable		No THead, TFoot, or TBody elements were detected in this document.		

		62						Guideline 1.3 Create content that can be presented in different ways		Table Rows		Not Applicable		No Table Row elements were detected in this document.		

		63						Guideline 1.3 Create content that can be presented in different ways		Table		Not Applicable		No Table elements were detected in this document.		

		64						Guideline 1.3 Create content that can be presented in different ways		Correct Structure - Warichu		Not Applicable		No Warichu elements were detected in this document.		

		65						Guideline 1.3 Create content that can be presented in different ways		Correct Structure - WT and WP		Not Applicable		No WP or WT elements were detected in the document		

		66						Guideline 1.3 Create content that can be presented in different ways		Article Threads		Not Applicable		No Article threads were detected in the document		

		67						Guideline 1.3 Create content that can be presented in different ways		Identify Input Purpose		Not Applicable		No Form Annotations were detected in this document.		

		68						Guideline 1.3 Create content that can be presented in different ways		Header Cells		Not Applicable		No tables were detected in this document.		

		69						Guideline 1.3 Create content that can be presented in different ways		Summary attribute		Not Applicable		No Table elements were detected in the document.		

		70						Guideline 1.3 Create content that can be presented in different ways		Scope attribute		Not Applicable		No TH elements were detected in this document.		

		71						Guideline 1.4 Make it easier for users to see and hear content including separating foreground from background.		Content on Hover or Focus		Not Applicable		No actions found on hover or focus events.		

		72						Guideline 1.4 Make it easier for users to see and hear content including separating foreground from background.		Images of text - OCR		Not Applicable		No raster-based images were detected in this document.		

		73						Guideline 2.1 Make all functionality operable via a keyboard interface		Character Key Shortcuts		Not Applicable		No character key shortcuts detected in this document.		

		74						Guideline 2.2 Provide users enough time to read and use content		Timing Adjustable		Not Applicable		No elements that could require a timed response found in this document.		

		75						Guideline 2.3 Do not design content in a way that is known to cause seizures		Three Flashes or Below Threshold		Not Applicable		No elements that could cause flicker were detected in this document.		

		76						Guideline 2.4 Provide ways to help users navigate, find content, and determine where they are		Focus Not Obscured (Minimum)		Not Applicable		This criterion is not applicable to pdf files.		

		77						Guideline 2.5 Input Modalities		Dragging Movements		Not Applicable		This criterion is not applicable to pdf files.		

		78						Guideline 2.5 Input Modalities		Label in Name		Not Applicable		No Form Annotations were detected in this document.		

		79						Guideline 2.5 Input Modalities		Motion Actuation		Not Applicable		No elements requiring device or user motion detected in this document.		

		80						Guideline 2.5 Input Modalities		Pointer Cancellation		Not Applicable		No mouse down events detected in this document.		

		81						Guideline 2.5 Input Modalities		Pointer Gestures		Not Applicable		No RichMedia or FileAtachments have been detected in this document.		

		82						Guideline 3.2 Make Web pages appear and operate in predictable ways		Consistent Help		Not Applicable		This criterion is not applicable to pdf files.		

		83						Guideline 3.3 Help users avoid and correct mistakes		Accessible Authentication (Minimum)		Not Applicable		This criterion is not applicable to pdf files.		

		84						Guideline 3.3 Help users avoid and correct mistakes		Redundant Entry		Not Applicable		No form elements requiring redundant information detected in this document.		

		85						Guideline 3.3 Help users avoid and correct mistakes		Form fields value validation		Not Applicable		No form fields that may require validation detected in this document.		

		86						Guideline 3.3 Help users avoid and correct mistakes		Required fields		Not Applicable		No Form Fields were detected in this document.		

		87						Guideline 4.1 Maximize compatibility with current and future user agents, including assistive technologies		4.1.2 Name, Role, Value		Not Applicable		No user interface components were detected in this document.		

		88						Guideline 4.1 Maximize compatibility with current and future user agents, including assistive technologies		Status Message		Not Applicable		Checkpoint is not applicable in PDF.		
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