[image: Learning and development tools][image: CIPD logo]	

	

L&D tools: Building and influencing your business case
The business case pathway: How it works
As an L&D specialist, it’s likely that you already know where skills are costing your organisation, and what L&D can do to contribute. 
This pathway gives you a structured framework to turn your knowledge into support, buy-in, and funding to implement the work you want to do.
The pathway follows three clear stages:
1. Preparing the groundwork
2. Building your case
3. Following through effectively
The pathway follows a cycle which can be repeated on a loop each time you have a case to put forward. 
Each time you use the pathway, you strengthen your organisational networks, evidence, and credibility. This builds the foundations not just for the case you are currently working on, but for future cases, increasing your chance of success each time.
Every tool is editable, built using simple everyday software, and states the time it is likely to take so that you can plan your approach and keep your work manageable. 
The pathway also guides you so that, when you make your case to a decision-maker, the only promise you make is a promise that you can always keep. You commit to providing honest progress readings, not a guaranteed result.
This approach is important – because a successful business case depends on building credibility and relationships, not just producing the right documents.



The pathway on a page
	Stage 1:
Preparing the groundwork
	
	The purpose: 
Establishing where you stand and who you should talk to before documenting anything. 
Skipping this step is how most cases fail.
	
	The activities and time commitment:
Know where you stand: 30 minutes to honestly audit what you already know.
Map who matters: 20 minutes to identify who decides, who is supportive, and who can open doors.
Open the Conversation: reflecting the stakeholder’s problem, in their words.
	
	The outcome: 
You establish a real organisational problem, and you can describe that problem in the stakeholder’s language. 
The people you are talking to are receptive to your proposal before you put anything down on paper.

	
	
	
	
	
	
	

	Stage 2:
Build your business case
	
	The purpose: 
Turning your insights into a proposal in business language.
Ensuring that your case includes the elements that most approved business cases share.
	
	The activities and time commitment:
Case on a page: 45 minutes to document the whole case, on one page, in the decision maker’s language
Price the problem: 20 minutes to calculate the conservative cost of doing nothing.
Anticipate objections: 25 minutes to anticipate and address likely objections before they are raised.
Make the ask: a 30-minute meeting and a manageable conversation.
	
	The outcome: 
You leave the conversation with a specific decision, a specific condition, or a next step with a definite date. 
You avoid a vague outcome or being told “just leave it with me”.

	
	
	
	
	
	
	

	Stage 3:
Follow through effectively
	
	The purpose: 
Feeding back with honest progress readings, little and often. Your reliability reinforces your credibility and impact with stakeholders.
	
	The activities and time commitment:
Take the reading: 10 minutes a month to report on your commitment, with measured progress.
Close the Loop: ten minutes to provide an update that leaders can absorb.
Bank your wins: record delivery, little and often, to build a bank of evidence, ready to reuse next time.
	
	The outcome: 
You start to build a track record with those who decide. 
When you present your next case, you are seen as somebody who has credibility, and whose voice should be heard.

	

	The loop: every approved case and result also forms the groundwork for the next case, as you build relationships, evidence, and credibility




How to use the pathway: Starting from where you are
You may find yourself in one of these situations – or a similar situation. 
Follow the stages and elements of the pathway that most closely match the situation you are dealing with. 
	“I only have 30 minutes – and I’m sceptical about my success.”

Complete part A of Know where you stand. Do nothing else at this stage.
	
	“Nobody in my organisation thinks this business case matters.”

Complete Stage 1, with patience. The groundwork is a meaningful step towards winning buy-in.
	
	“I need to prepare to make a full business case”


Complete the full pathway. Most business cases are ready to present in 3 to 6 weeks.
	
	“I need to make an ask this week!”



The triage approach: complete Case on a page and Price the problem now, backfill the groundwork afterwards.
	
	“The answer to my suggestion was ‘no’”


Use Stage 2: Make the ask and Anticipate objections, to decide how to recover and strengthen your case next time.
	
	“I’ve had a ‘yes’ and now I need to deliver!”


Use Stage 3 to help you measure progress realistically, report back regularly, and build your evidence bank for the next case.



Next step: Use the ‘Choose your route’ tool to decide in more detail how to use the tools in your specific situation.
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