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L&D tools: Building and influencing your business case
Choose your route – adapting the tools to your work
Find the right starting point to tackle your current situation
These tools and the pathway they follow are your map to guide you through the process of building strong relationships with stakeholders, gaining credibility with decision makers, and ensuring that your case is sound and supported by evidence and costings. 
But you do not need to complete every step right now. The pathway is designed to be flexible and adaptable to the situation that you are currently trying to solve.
Start by finding the situation on the next page that sounds most like yours and doing only what is recommended. 
Then, come back to this document to explore the pathway further when your situation changes, and progress your work and relationships. 
Every route below also includes one manageable action for the next seven days, because one small, completed action is always more valuable than lots of good intentions without tangible progress.
Wherever you start, remember that building credibility and relationships is just as important to success as documenting and presenting the business case itself.


	Your situation
	
	Your route
	
	Your next seven days

	“I only have thirty minutes and I’m sceptical about whether this approach will solve my problem.”
	
	Do Part A of Where You Stand and nothing else. Write down what you already know about where skills are costing your organisation. That is all you should do right now.
	
	Pick the one problem on your list with the most urgency behind it and think about who else recognises the problem in your organisation. 
You now know more than you did, and have the beginnings of an approach, for the price of half an hour.

	“Nobody here thinks L&D’s work is relevant. I can’t even get a meeting to discuss my ask.”
	
	Complete Stage 1: Preparing the groundwork, and nothing else. Work through the steps patiently, more than once if you need to. You do not need to build a full case yet. In an organisation where stakeholders are not receptive, this groundwork is the most important work right now.
	
	Use the time you already have – wherever you have it - with stakeholders. Add one question to an existing one-to-one or team meeting. Frame the question around the stakeholder’s problems, not your plans. Do not say the word training at this stage.

	“I need to prepare to make a full business case”

	
	Complete all steps in Stage 1: Preparing the groundwork and Stage 2: Building your business case. It will take less time than you think. 
Most people are ready to make the ask within three to six weeks.
	
	Complete Stage 1: Know where You Stand and book your first groundwork conversation. Booking that time with a stakeholder who has influence is a key step in making the rest happen.

	“I need to make my case this week!”*
	
	Use the triage route. Go straight to Stage 2: The case on a page and Price the problem, and work through them in that order. Then, spend 15 minutes on Stage 2: Anticipate objections. Use the language and priorities of the person you will be asking, even from memory of previous conversations with them.
	
	Make the ask and be honest that the case was built at speed. Then, having survived the deadline, go back to the pathway and complete the rest of Stages 1 and 2 retrospectively: the conversations you had to skip before will now become your follow-up plan.

	“I made my case, but the answer was ‘no’.”  
	
	Use Stage 2: Anticipate Objections, alongside the “handling the wobble” section of Stage 2: Make the Ask. These will help you follow up on the ‘no’ in a productive way.
Then, return to Stage 1. 
Remember that most first cases are rejected because of a lack of groundwork, even if the case itself is sound. Stage 1 gives you the tools to overcome that issue moving forwards.
	
	Focus on finding out what you would need to provide for a ‘yes’, and when to come back with that information. 







	“I have already had a ‘yes’ to an activity, and now I’m nervous about delivering on expectations.”
	
	Go straight to Stage 3: Take the Reading, today, while the agreement is warm.
	
	Log every commitment you have made as a row in the Take the Reading tool, now, so that you have a fresh and available record of what you have offered. Them use Stage 3: Close the Loop to support you through the regular process of delivering on your plans and reporting back.



*A gentle warning about taking the triage route. 
A case built without groundwork will be a weaker case, and these tools do not pretend otherwise. Expect any objections to your case to be sharper, and any agreement to be limited or cautious. That is fine. Survive the deadline, then let the follow-up conversations turn the original rushed case into a productive, ongoing relationship. We all hurry to meet deadlines from time to time. Ongoing failure to win a case is not caused by working in a hurry once; it is caused by falling into a pattern of working in a hurry every time.

2
© CIPD. Authored by Laura Overton FCIPD in collaboration with the CIPD’s Knowledge Content team. 
Reviewed by CIPD’s subject matter experts and L&D practitioners. 

image1.png
Learning and development tools





image2.png




