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Introduction
Case studies can be one of the most effective tools that companies use to 
help in their sales process. But many companies do not properly execute 
on a case study program and do not use the case studies properly when 
they are built. There should be a strategy around how to construct these 
and how to effectively use them in sales and marketing efforts. And, as 
always, the development of the strategy should precede the building of the 
actual case studies. 

This eBook will attempt to provide a framework for case study development 
and use.  It is based on work done over decades for dozens of organizations 
in a broad variety of industries.

The most important thing about a case study is to try to write it so that it has 
maximum impact on your sales productivity. You need to write the case 
study to help properly position your product versus competition, deal with 
potential objections that prospects will have and help them to overcome 
perceived risk about your solution, to support the problems that you solve 
and the outcomes or benefits that you want to achieve. It is important to 
match the prospect with the case study in terms of industry, company size, 
problems to be addressed and even their potential concerns with your 
company. You want to make the prospect feel like the company written up 
in the case study was just like them.
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What is a Case Study?
Well, it may seem obvious, but it is critical to make sure that we cover 
the basics.  

Case studies are either a written or video discussion of a real 
customer’s buying journey decision process and implementation.  
They are designed to help another potential buyer understand that 
there are other organizations out there, like them, that had similar 
challenges, selected your product to solve those challenges, went 
through an internal justification to get the project funded, were 
successful in their implementation and successful in overcoming 
internal objections and then derived the benefits that they expected.

A case study is not a press release or a blatant advertisement.  It is 
about the buyer’s journey and not your product.  Now, your product 
was used in the buyer journey and to solve the problem, but this 
should help your prospective buyer with things that they are 
concerned about in the selection and implementation process. 

5
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Why Case Studies

Companies spend a ton of energy on generating leads, but insufficient energy in 
nurturing those leads and turning them into sales.  

Case studies tell the world how valuable your products are to customers just like 
them. They go way beyond simple testimonials by telling a complete story from 
problem identification through solution. They show your prospective buyers that 
you have multiple reference organizations that are willing to stand-up for you. 
With great case studies you will be able to convert prospective buyers into 
customers (see chart on the next page)

Case studies are proven to be the most effective content that you can provide to 
potential buyers. They are more effective than influencer content because they 
are provided by people and organizations who paid you, not got paid by you. 
They directly position your product as the best solution. There’s a lot of debate 
around whether or not content should directly sell products. In this case, the 
answer is yes (sort of).  Your claims are backed up by real results. Who can argue 
with data from a real-life scenario? 

Not everyone is creating case studies. While blog posts are a dime a dozen, an 
effective customer story is much harder to duplicate.   Buyers are more likely to 
believe another buyer rather than you. This adds to your credibility claims.
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Why Case Studies
3/14/20, 7*34 AMHow to Write a Convincing Case Study in 7 Steps | WordStream

Page 6 of 23https://www.wordstream.com/blog/ws/2017/04/03/how-to-write-a-case-study

In a recent report, B2B Marketing asked a cohort

of marketers how they felt about various content

formats, including case studies. The results were

surprising:

Of the 112 marketers surveyed in B2B
Marketing’s report, two-thirds (66%) stated
that case studies were “very effective” at
driving leads and sales, and a further 32%
found case studies to be “quite effective,”
making case studies the most effective
content format included in that report.

More than half of the marketers surveyed in

Why Case Studies

If you have few references, case studies 
allow you to leverage the ones you have 
without constantly bombarding them with 
reference calls. B2B is a long buyer journey 
and providing relevant content to help the 
buyer proceed to the finish line is essential.

The chart on the right show how important 
case studies are to potential buyers. 

So, why aren’t more companies writing 
these?  There are several reasons.  One is 
that they are not easy to do properly.  They 
take time and effort that many companies 
don’t have.  They require permission to 
publish from the case study organization 
and this can be tricky to get.   And, most 
companies are more concerned with simple 
lead generation marketing efforts than 
helping buyers through the evaluation and 
decision process (see below).  
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Why Case Studies and Solution Selling

Classic Solution Selling teaches us that that as the buying journey proceeds buyers concerns evolve 
from interest development to proof to risk mitigation.  Case studies can help play a role in each of 
these major stages.  Many organizations use their case studies to get prospective buyers interested in 
their product, others use them to help prove that the product work and still others use case studies to 
help close the deal by showing that others have successfully gone through a similar buyer journey, got 
a project funded, overcame internal objections and were ultimately successful, thereby helping to 
reduce the risk of purchase that buyers have.   Case studies also help to arm your champion for the 
internal justification stage. Who can argue with case studies?
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Buyers focus the majority of their 
effort on the commitment stage of the 
buyer journey.  In this stage they are 
making a decision.  They need proof 
that the product works and they are 
trying to reduce perceived risk.  A 
well-organized and written case 
study is essential to helping them 
here.  If you try to use your case 
studies as lead generation tools, you 
will naturally shorten them to the 
point where they become useless in 
the commitment or proof stage.  

The Purpose of Case Studies

What is the purpose of case studies? They can either be for lead generation purposes or 
proof?  But they are typically more valuable for the proof stage and risk reductions stage 
of the buying journey..  Too many companies try to use case studies as lead generation 
tools.  There are a number of issues with that.  First, too much of your marketing effort 
goes into lead generation and not enough goes into helping the buyer get over risk and 
change.  This results in leads that never close.  See the chart below.  The chart explains 
the difference between where a vendor commonly applies effort and where a buyer 
applies effort in the buyer journey..  You can see the gap.  This helps explain why leads 
don’t close. 
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What Makes a Great Case Study

A great case study will help the buyer become more comfortable with your 

product, influence the buying criteria in your direction, help answer questions, 

deal with potential objections and help eliminate perceived risk in the purchase 

decision.  

The case study walks the reader through the evaluation process and decision 

process as a story.  It talks about concerns and perceived risk that existing 

customers had and how they were overcome so that the buyer understands that 

their risks have been mitigated by others.  It focuses on the derived 

benefits more than the product features.  It discusses how  the project was 

funded. The case study will focus on what pain points or problems the customer 

was experiencing or why they decided to even pursue an alternative.  It will 

cover concerns that the customer had in the buying process about the vendor 

and/or solution and how they were overcome.

But the reason that you need multiple case studies is that the prospect reading 

the case study must be able to relate to the customer in terms of size, pains, 

other issues (like funding).  If you sell into multiple industries or companies of 

various size, you should try to have case studies that the buyer can relate to.  

For instance, a small or mid-sized company will not relate to a case study of a 

Fortune 100 company.  A large public university will not relate to a case study on 

a community college.  

Best Case Study
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Who to Target for Case Studies
Sometimes this is obvious, but often it is not.  Case studies should 
probably be used for all prospective buyer situations.  

However, they really need to be used for prospective buyers who are 
skeptical of your results, have serious objections about your solution, are 
concerned about disruption to their workflow, are asking for “pilots”, and 
who need to get your product internally funded (they do not have authority 
to spend money without approval of others.  They also can be used to get 
prospects “unstuck”.

In this latter situation, you have to recognize that your champion will need 
to sell your solution internally and you will not be present at that meeting.  
The champion must be armed to the teeth for this meeting or the funding 
will not happen.  Many companies say, “we don’t have the money” when, in 
reality, they did a very poor job of convincing others about the value of your 
product.  Case studies really can help in this situation as they prove, 
without a doubt, that other organizations that are similar to your 
prospective buyer company have made similar decisions and have 
achieved success in doing so.  

target



12

Why Buyers Buy

Case studies are used to help buyers make purchase decisions in your favor.  Therefore, 
case studies are written specifically for prospective buyers. It is important to understand 
what information a buyer needs and what questions they have prior to purchase.

Think of how you make a purchase decision and the questions that you have when doing 
so.  Buyers buy when they have a problem that is serious enough for a change.
They must be motivated to spend resources (time and money) to solve that problem.
They need to have their perceived objections overcome.  These objections could be 
cognitive, resource, political, motivational, feature related or risk related.   They are not 
afraid of change to the organization.  And, they are not afraid of the risks of purchase 
and implementation

Therefore, your case studies must help potential buyers deal with these critical issues.  
Case studies are not like brochures or other marketing collateral, which are filled with 
features and product specifications.  They are about the buyer journey and dealing with 
obstacles to purchase.  They help comfort the buyer that others have gone through a 
similar process, resolved issues and had success with your solution.  

What was their decision criteria?
Why did they make the decision that they did 
(for you)?
What obstacles or objections did they have to 
overcome?
What benefits did they derive?
Are they happy with their decision?

When companies or buyers buy, they want to 
know:
Who else (like me) uses this?
What problems did they have?
How were they addressing this problem prior?
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Case Study Subjects

Obviously choosing the right or best customers for a case study is essential.  
Often, early-stage companies don’t have much of a choice.  They only have one or 
two reference accounts using the product.   This is why taking very good care of 
early pilot customers to make sure that they are deriving the benefits that you 
hoped.

So potential buyers have specific criteria for who they will listen to and why.  

The case study organization should:
• Be live with the product
• Have had similar challenges or pain points to market
• Be able to properly support your messaging and positioning
• Be relatable by potential buyers (why you need 3-4 case studies))
• A paying customer that had to go through a funding process
• Be like your ideal customer in terms of industry and size
• Have evaluated competition

This helps explain why there should be more than one case study and not a single 
one.  If you sell to multiple industries and companies of various size and solve 
multiple problems, one or two case studies may not apply to your entire market.  
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Getting Permission from Case Study Subjects

You have to engage customers who will ultimately give you permission to use 
and publish the case study on your website and for other marketing purposes.  
This can be very tricky.  Approaching a customer correctly is the key.

Organizations should tell the customer that they have hired and outside resource 
to help them get multiple cases for their website.  The outside person will call 
them to schedule a telephonic interview.  This interview will be recorded.  The 
outside resource will then convert the recording to text and write up a v1.0 
version of the case study and send it to the vendor (that’s you) for editing.  You 
will then send the case study to the customer.  At that point they have two 
choices.  Either they can make edits and send it back with approval or they can 
decide that they don’t want the case published.

This is critical.  You don’t want your customer to think that they are blindly 
agreeing to be a case study without seeing the actual case study.  The need to 
understand that they give approval at the end of the process not the beginning.

Also, if you already have some published cases, you can send these to the 
customer so that they can see what you are trying to accomplish.  This helps 
them determine that this is a win-win.  They will get positive publicity and you will 
get positive publicity out of this.

Approved
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Good Case Study Outline

A good case study tells a story from beginning to end, is filled with customer quotes and 
follows a specific outline.  This outline helps the buyer understand the buying journey of 
the case customer.  

• Background on company
• Problem that they were trying to solve
• Competition that was evaluated
• Evaluation process and who was involved
• Decision criteria
• Why the vendor was selected?
• Internal obstacles faced and overcome
• Issues and concerns that they had during the decision process
• How the project was funded
• Implementation learnings
• Bumps in the road and how they were overcome
• Help from vendor and personnel (support)
• Outcomes achieved
• Are they happy with their decision?
• Final observations and advice
• Quotes that we are trying for.  These should be called out in the case publication
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Case Study Design

It is also essential to design your case studies and make them attractive to buyers.  White space, images, 
graphics and quote call-outs are your friend.  Professionally laying out the case study and using either 
imagery or color schemes form your website or logo will make the case seem more interesting and 
integrated.  It is also important to recognize that you may want to print them out.  So, also make sure that 
they are attractive in that format as well.  In terms of length, case studies should be about 2 pages.

Arbor Dakota

“This process dramatically 
improved my win rate and 
increased my revenues”

3/19/20, 8*35 AMCase Studies QA Reader

Page 1 of 3https://qareader.com/resources/case-studies/

Search …

Login

(https://app.qareader.com/login?

ReturnUrl=%2f) 

Request a Demo

(http://explore.qareader.com/see-

how-qa-reader-

works)

How It Works Key Benefits Solutions Resources Blog About Contact

Case Studies

QA READER (HTTPS://QAREADER.COM) / RESOURCES (HTTPS://QAREADER.COM/RESOURCES/) / CASE STUDIES

StoneBridge Senior Living
“We are an organization focused on quality. Of course, our team would be happy with any solution that

helps us improve our quality. We have come a long way with respect to QAPI in the last year, and I would

definitely give that credit to QA Reader.”

StoneBridge is a 14-facility organization operating out of Missouri and Arkansas. It’s a family owned

and operated company founded over 50 years ago. StoneBridge offers skilled nursing, assisted living,

memory care and rehabilitation services across the 14 facilities. The mission of the organization is to

provide exceptional care and services in a family-like setting. As a family institution, StoneBridge is

dedicated to providing quality clinical care and focuses on enhancing lives. Its communities provide a

spectrum of high quality care in a comfortable, residential setting. Family is the forefront in the

organization’s communities and it operates to support and assist all family members and friends of

residents.

Learn how QA Reader uses adverse event management to improve communications and improve

care.

(http://explore.qareader.com/case-study-alc-0)

 

Lakeside Meadows
“QA Reader identifies issues that the EHR simply can not tell you.”

Lakeside Meadows, part of StoneBridge Senior Living, is a 96 bed facility in central Missouri. It offers a

wide range of lifestyle, care and rehabilitative choices. It is a beautifully appointed and gracious

facility.

Learn why preventing adverse events is mission critical to senior care facilities.

 

(http://explore.qareader.com/case-study-alc-0-0)

 

(/)
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Uses of Case Studies

As discussed in a prior section, there are a number of potential uses for case 
studies.  It is recommended that they be primarily used to help the potential buyer in 
the decision process.  Some examples include:

Instead of reverence call – You don’t want to burden your precious references with 
many reference calls.  Often, a detailed case study can help reduce the number of 
reference calls.
Overcome objection – Potential buyers will have objections to your solution.  Your 
case studies can cover how the case overcame those objections and ease the 
potential buyers mind.  
Helps with the proof stage of the buying journey.  All potential buyers want to 
know that the product works for another organization that is much like them.  
Overcome the request for a “pilot”.  Potential buyers love to suggest a pilot to test 
the program.  Case studies can help deal with this by showing that the product works 
just fine.  
Reduce risk.  Buyers hate change and risk.  They do not want to disrupt their work-
flow and worry that the product won’t work or the vendor won’t be there for them.  
Case studies can address this.
Get an organization interested? Interest development (sometimes). But better to 
be used as proof and risk reduction
Sales Training.  The recording of the case interviews are great training for new 
sales people who get to hear the backstory of purchase and are great research for 
marketing and product people.
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Promoting Your Case Study

There is no sense in developing case studies if they are not properly promoted.  
Many organizations do not feature this critical content on their website, in their social 
media efforts, in outbound communications or even with their prospective buyer 
interactions. No one will read your case studies unless they are properly promoted.  

The case studies should be in a prominent place on the website.  They should either 
be on your home page or on their own page that is easy to find from the home page.  
They can also be emailed out as a group for lead gen purposes.  Most importantly, 
sales people should schedule a call and go over them with prospective buyers in 
buying process (very effective, rarely done).  This can be for proof purposes, to help 
deal with objections or get a stalled deal moving. The thing not to do here is to throw 
them over the wall and hope that the prospective buyer reads them. 

You can also try to turn these into webinars or into an article that gets placed in an 
industry publication.  As a webinar, ask the case study customer to be interviewed as 
part of the webinar.  It is also critical to take printed case studies to trade shows as 
booth materials.  They can also be turned into slides that can be incorporated into 
your sales presentation decks.

The most important part of this is to be proactive with case studies and not “hope” 
that potential buyers find them and read them.  Hope is not a good strategy here.
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Case Study Promotional Checklist

Below is a summarization of some ideas to help you promote your case 
studies. 

• Put them on your website under a tab labeled “Case Studies” 
• Use them on your home page to add instant credibility
• Develop a slide presentation on them to be used by sales people or in a 

call to action button
• Write about them in your blog posts
• Use them in your social media campaigns
• Take them to trade shows.  Trade show attendees are more interested in 

customer success than product brochures
• Turn them into webinars if possible
• Use them on relevant landing pages 
• Use them in your email campaigns under the titles like  “Read ‘em and 

Reap”
• Use them in your published newsletters to both customers and prospects.  
• Use them for sales training purposes.  Most sales training is product 

training.  Case study recordings help new sales people better understand 
the buyer journey which is far more effective and helpful than 
feature/function training.  
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Keys to Success

The fundamental key to success is to understand that people buy stories before 
they buy products. 

• Know what you want from the case studies
• Have an experienced interviewer who has done this before work with your 

customers
• Have a strong question set that covers a variety of topics from beginning to 

end
• Write your case study for your ideal customer
• Know your ideal customer profile
• Tell a story not give facts and tell that story from beginning to end
• Make sure that your reader can relate to the case company and speaker
• Look for memorable quotes that will persuade
• Look for quantifiable outcomes that you can tout
• Design the case studies so that they are easy to read and are warm and 

friendly. Make sure that they look good both in digital and print form.
• Promote the case study with website visibility, use it in email campaigns. 

Send to appropriate prospects and follow up
• Build a library of case studies for different industry segment and company 

size (preferably 3 or more)
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Benefits of Case Studies

Case studies are not free.  They require effort and sometimes, money to do 
right.  So, the benefits must be tangible and provide a solid ROI

Having a good case study strategy will:

Increased revenue.  It should result in more sales
Better conversion rate.  It should help improve your win rate and reduce 
”no decisions”.
Higher dollar volume.  It should help to prevent you from having to discount 
your product
It will dramatically improve your credibility
It should shorten the sales cycle
It will lessen your dependence on reference calls
Lowers the risk of purchase for the buyer
Help eliminate the need for the dreaded pilots that prospective customers 
always seem to ask for
Dramatically improve your chances for funding and help your overall 
valuation.  Investors what to know that you have reference customers and 
this is a great way to help them understand why you will be successful
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Questions to Ask Yourself

When developing your case study strategy, asking yourself and honestly 
answering some key questions can help you do a better job implementing 
case studies.  

What are our goals for the case studies?
What messages do we want them to deliver?
Can we improve our sales and sales win rate?
Do we have prospective buyers who we can’t get to make a decision?
Do we have the time and expertise to develop great case studies?
How will we get customers to agree to do them with us?
How will we prominently promote and use them?
How will we get prospects to read them?
Do we have enough case studies to cover all of my target market?
Are any of my customers in good enough position to be a case study 
reference site?
What do we want the prospect buying criteria to be?
Do your case study companies match the above criteria?
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Summary

Case studies, when done properly and promoted properly can have a dramatic effect on your sales 
and on your business.  But they require a strategy and experience to do correctly.

Having the right resources available to help you with case study development and promotion can 
improve your odds of success.  

We hope that this eBook was useful and helped create a better understanding of some of the basic 
issues in case study development.  Good luck.

3
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1. Thought Leadership – How to develop a thought leadership program 

to prepare your market for your product

2. Promotion and Lead Generation– Generating leads for your business

3. Early Stage Customer Acquisition– Getting early buyers successfully 

through the decision process

4. Objection Planning – Planning for “no”

5. The Justification Toolkit– Helping a buyer internally justify your 

solution to others in the organization

6. The Dreaded Pilot– Everyone wants to “pilot” your product.  How do 

you prevent this from happening and deal with it when it is demanded

7. The Justification Toolkit – A guide to helping prospective buyers 

internally justify your solution to their company

8. Handling Objections – How to proactively deal with common 

objections that come up with potential buyers of your products 

Visit https://arbordakota.com/ebook-store/ to see more eBooks  in this 

series

Other Relevant eBooks in this Series

This book is part of a series called “Passion To Profit”.  Below are other topics that may be of interest 

and available from Arbor Dakota.  

https://arbordakota.com/ebook-store/
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