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Today’s Goals

White papers and their 
role in funding

 Techniques for building a 
white paper strategy

 Approaches to 
translating strategy into a 
white paper
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What is a white paper?

Presenter
Presentation Notes
1)	An informal technical document that communicates a strong understanding of the sponsor’s need.
2)	Once communication of need is clear, should specify a solution to a need the sponsor experiences.
3)	Not a deep technical treatise, but rather an introduction for the proposer to the sponsor.
4)	“I understand your need. Now, let me tell you about a solution that will enable you to…”


Major points to make:
We understand the full range of your needs/requirements (not just the technical ones)
We have the best capabilities/approach to take on the project
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Types of White Paper

Unsolicited Solicited

Solicited - Preproposal

Presenter
Presentation Notes
Unsolicited: Occurs when you’ve discern a need via communications with the PM, the Lab’s POC, Industry days, website, etc. Should not be an “I have a widget” document—must know and respond to a specific sponsor’s need not simply shop via cold-calls. Could be in response to an RFI. Should be 6~30 pages

Solicited: Emerge via BAA, specific requests from sponsors, etc. Generally gives a sense of the need the PM wants addressed, but will not necessarily go into details as to the scope/range of the funding arenas. Length should match BAA specs

Solicited – Preproposal: Serves as a first down-select for a proposal cycle. PMs use to help save PIs and PMs time when it comes to preparing/reviewing proposals. Length should match specs.
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BAA example
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NA-22 Example
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Avenues for discovery

Presenter
Presentation Notes
Talk to your POC, look over the PI workbench, talk to others who have received funding, attend industry days, read the website, read recent strategic plan publications (though they’re not always Gospel for the current PM). 
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Avoid “I have a widget”
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So where do I start?

Find a person

Presenter
Presentation Notes
Start with a reader. Who will you send the white paper to? 
[find an iconic image of a lock/key dynamic or a mystery resolve] Da Vinci Code?
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Build your white paper strategy

10

Need
Approach
Benefits
Competition
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Need: Get to know your customer

Presenter
Presentation Notes
The more you can know about what is at play for the PM, the more you can understand the needs that PM would like to address.
Needs are important to understand because they help you echo-locate your projects/ideas.
When you’re learning about your sponsor’s needs, focus on listening without planning your solution. We can miss important insights if we start trying to solve the problem before we fully understand the problem.


Talk to your POC, look over the PI workbench, talk to others who have received funding, attend industry days, read the website, read recent strategic plan publications (though they’re not always Gospel for the current PM). 
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Which problems do they face?

Presenter
Presentation Notes
i.	What have they been struggling to get done?
ii.	What has their boss been struggling to get done?
iii.	What has happened to their budget recently?
1.	Why?
iv.	What are some of the driving concerns influencing their portfolios?
v.	Why are these problems pressing?
1.	Why?
2.	Why?
3.	Why?
4.	Why?




LLNL-PRES-711217
13

Which successes have they had?

Presenter
Presentation Notes
What are your sponsor’s pet projects?
History?
Progress?
Achievements?
What are their long-term and short-term priorities?
Which recent projects went well?
What are the lingering goals for that project?
Were there any elements not up to snuff?
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What are their general concerns?

Presenter
Presentation Notes
Who makes the decision and how?
Consensus?
Peer review?
PM only?
What sort of time/scope limitations do the decision-makers face?
Do these limitations impact their goals for their portfolio (e.g., more ventures, fewer one-PI projects)?
What is the turnover of the portfolio’s current projects?
When did the PM take the helm of this program?
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Homework assignment



LLNL-PRES-711217
16

Approach: What sets you apart

Presenter
Presentation Notes
With your sponsor’s needs in mind, start brainstorming ways you could help.
Note: Even if you’re going to work as a team, brainstorm a set of solutions and write them down. Some of the best ideas may be lost in a group setting because the conversation latches onto one idea too soon.
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•Increase efficiency
•Decrease costs
•Synthesize existing tech
•Build something completely new

Quantify your innovation
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Build a table: know your idea’s features

Feature Sponsor Need the 
Feature Addresses Strengths Weaknesses

Presenter
Presentation Notes
Know your strengths/weaknesses in terms of your sponsor’s needs.
Iterate on your approach’s designs until you find something whose strengths will directly address your sponsor’s needs.
Doing so will help you express your benefits.
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Benefits: Sponsor’s return on investment

Presenter
Presentation Notes
We often assume that the benefits of our ideas are self-evident—we usually define innovation by what the idea now allows us to do.
However, your sponsor is the only one who gets to define what is a benefit—and often they are too far removed from the approach to see the benefit. You must therefore associate your idea with their need and communicate the relationship.
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Build a table: features and benefits

Feature Sponsor Need the 
Feature Addresses Strengths Impact 

(the So-What factor)

Presenter
Presentation Notes
Taking the time to define your approach’s strength in the face of your sponsor’s needs will help you complete this table

Ask yourself “so what?” five times to get a sense of how each feature/strength can address/change/remove/solve the need.
“This 3D manufacturing approach offers a 300% increase in product yield.”
So what  Saves costs
So what  Saves time
So what  Saves materials
So what  Prevents reputation-deteriorating defects
So what  Ensures supply chain
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Ask for feedback

POC
 Provides sponsor 

perspectives

Colleagues
 Provides clarity filter

Presenter
Presentation Notes
Ask both groups to tell you how they interpret these features/benefits (what do they think you’re saying)
Ask them to tell you what is most exciting
Ask them to tell you what was confusing

Revise your tables to integrate the feedback.
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Discounting your competition discounts 
your white paper

Competition:  Which alternatives does your 
sponsor have?

Presenter
Presentation Notes
You need to know your competition
Allows you to analyze how you stack up­—if you’re not improving the state of the art, you won’t win.
Allows you to demonstrate knowledge—your sponsor will be impressed by your awareness of what’s going on.
Helps you communicate your advantage over others.
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How does your team/facilities measure up?

Presenter
Presentation Notes
Do you need to add members to help address weaknesses?
Helps you understand the competitive edge you have in your location
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Build a table: your features and benefits vs. 
others

Solution Features Benefits

Yours

Competitor A

Competitor B
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Build a table: desirable features and how the 
competition stacks up 

Solution Feature 1 Feature 2 Feature 3 Feature 4 Feature 5 Feature 6

Yours X X X X

Competitor A X X X X

Competitor B X X X

Competitor C X X X

Presenter
Presentation Notes
Consider partners from among your competitors. Would these alliances help your project?
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Politics are important

Presenter
Presentation Notes
When discussing competitors, be sure to be polite. Your sponsor may have funded the work or the PIs.
No insults
Use language such as “Limitations” or “Ongoing gaps in knowledge”
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Questions about building strategy?
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Translate strategy into a white paper

Need
Approach
Benefits
Competition

Need
Competition
Approach
Benefits
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Structure

Need
Competition
Approach
Benefits

*

*From: Lucile Vaughan Payne’s The Lively Art of Writing

Presenter
Presentation Notes
N & C: Discuss the central need and what the competitors have done thus far to fill it. Mention the lingering needs.
A: Discuss your approach. State in clear terms what you will do and why it will address the need.
B: Explain the benefits of your approach to the sponsor. Explain why your approach has the better return on investment.
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Real estate matters

Presenter
Presentation Notes
Consider which figures you could use/build to communicate these ideas (hint: we already built a bunch of them)
Consider your length restrictions (if any)
Choose content that best communicates your message in the given space (i.e., mix and match text and figures
Shop your outline. Get feedback.
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Verbs matter, too

To investigate To develop To work
To demonstrate To map To hone

To confirm To assemble To move 

To quantify To create To chisel

To answer To synthesize To weld

Presenter
Presentation Notes
Use the verbs you identified to turn content into sentences.
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Find the balance between style and substance

Clarity Technical Competency

Responsive to sponsor 
need

Appropriateness of 
approach

Easy-to-grasp visuals 
and text

Straightforward voice
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White papers must…

Be clear and concise

Use figures

Use clear structure



LLNL-PRES-711217
34

White papers must…

Make a point in 
each first sentence

 Specify the benefits 
to the sponsor
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White papers must…

 Include a 
call-to-action
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White papers must…

Go through IM
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White papers should…

 Include an executive 
summary box

“To fix ____, 
we will ___, 

which will allow 
____.”
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White papers should…

Help readers locate 
key information
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White papers should…

Contain a budget with 
a risk/mitigation plan

Plan Budget
Feasibility study 1 FTE
Option Year 1 1 FTE
Option Year 2 2 FTE
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 https://proposal.llnl.gov

 Handouts from today

 Electronic copies of our recommended tables

Resources

https://proposal.llnl.gov/
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 The PDS Team:
— Christine Hartmann: Hartmann6@llnl.gov

— Ellen Raber: Raber1@llnl.gov

— Lisa Valdez: Valdez24@llnl.gov

— Michelle Rubin: Rubin4@llnl.gov

— Kathy Mauldin: Mauldin2@llnl.gov

— Jeanette Yusko: Yusko1@llnl.gov

More Resources

mailto:Hartmann6@llnl.gov
mailto:Raber1@llnl.gov
mailto:Valdez24@llnl.gov
mailto:Rubin4@llnl.gov
mailto:Mauldin2@llnl.gov
mailto:Yusko1@llnl.gov
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What are the three kinds of white papers?

Where do you start when you’re creating a new 
white paper?

What is a successful structure for white papers? 
Hint:

Quiz
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