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Building your business case – a practical pathway
Stage 1, Step 1: Know where you stand
A 30-minute self-audit to prepare the initial groundwork for your business case
Time needed: About 30 minutes, in one sitting or three short ones. Part A alone is a worthwhile ten minutes.
What this tool is for: Before you even begin to build your case on paper, this tool helps you to take stock of what you already know, who you already have a relationship with, and how your organisation really makes decisions. Most practitioners who follow these steps discover that they are closer to a credible business case than they thought.
What it produces: You will end up with three sentences that anchor everything that follows: 
· The problem you can evidence, 
· The people who care about that problem
· The gap you need to close.
Where it leads: Your answers feed straight into Stage 1: Map Who Matters. This, in turn, will help you decide who to speak to first when you use Stage 1: Open the Conversation.
How to approach the task: Allocate about 30 minutes, on your own, and answer the questions honestly. Not knowing some answers is expected, and useful. You will learn something about what you need to do next just from the fact that you do not have the answer.
A note before you start: Research into why proposals succeed or fail keeps landing on the same finding: the business case is judged partly on who makes it. A strong argument from someone the decision maker does not yet know, or trust, is more likely to be unsuccessful. That is not a reason to doubt yourself. It is simply a reason to be honest about your starting position, because credibility and relationships can be built. This audit shows you how and where to build them.



Exercise A: What do you already know?
As an L&D specialist, you have been watching how people in your organisation learn, struggle and improve more carefully than most people have. This process helps you to get that knowledge out of your head and into words. 
If you are staring at a blank page: here are some prompt questions you can ask yourself:
· Where do new starters take the longest to become productive?
· What issues do managers escalate repeatedly?
· Which mistakes seem to happen repeatedly?
· Are there any common themes mentioned during exit interviews?
· Where have I noticed that one or two capable people seem to be carrying all the work?
Do not worry about deciding what feels important yet. Write everything down in the table below. 
	What do I know about skills and performance in my organisation?
	Write or dictate your answers here



	How do I know that this is an issue? What have I heard, seen, or counted?
	Write or dictate your answers here



	Who else recognises that this is a problem?
	Write or dictate your answers here







Exercise B: Where do you stand now? 
The following questions are not a judgement and there are no right or wrong answers. They simply help you decide whether you should start with building the case itself, or start with the groundwork. Remember that skipping the groundwork is the single most common reason for business cases failing, so this is an important exercise to complete.
Answer every question as honestly as you can.
	When did a senior decision maker last ask for my view on a business problem, not a training request?
	Write or dictate your answers here

	What have I delivered in the last year that a leader would remember and describe as useful?
	Write or dictate your answers here

	Who would speak highly of me in a room I am not in? Who actually has?
	Write or dictate your answers here

	Do I currently get invited to conversations about problems, or only handed solutions to implement?
	Write or dictate your answers here



If you struggled to answer these questions, or you feel like your answers are negative, do not be discouraged. Low scores in these areas should not prevent you from making progress. They simply tell you that you need to concentrate on the groundwork of building credibility and relationships as a starting point, before you even begin to focus on building your written business case.




Exercise C: How your organisation makes decisions
Business cases succeed when they are presented in the right language, at the right moment, and through the right avenue. These questions will help you find out how decisions get made in your organisation, so that when you do ask, you are confident that you are asking in the right way.
	Which three numbers is the organisation watching most closely right now? For example: revenue, margin, retention, utilisation, error rates, customer scores?
	Write or dictate your answers here

	When are budgets officially set, and when are they quietly explored behind the scenes?
	Write or dictate your answers here

	Who really makes the spending decisions at the level I will be asking? And who influences them?
	Write or dictate your answers here

	What was the last internal investment that got approved, and what did the winning argument sound like? 
	Write or dictate your answers here

	What is the organisation most worried about this quarter?
	Write or dictate your answers here



If you do not know these answers, that is normal. Understanding what you do not know is a finding, not a failure. Here are some safe places to look for the answers: 
· The last all-staff presentation (the strategy slides should tell you what the organisation is monitoring most closely)
· The person who runs finance or payroll
· Your own manager 
Do not be afraid of asking these questions. Usually, people are only too happy to be asked about their work and their experience. Asking these kinds of questions is groundwork, because it starts a conversation that you were not having before.

Your output: Three anchor sentences
Use the prompts below to condense everything you have thought about into three plain sentences. Rough wording is fine. You will sharpen your thoughts as you work through the groundwork conversations in the rest of Stage 1.
	The problem. A business problem I can evidence, in the organisation's own numbers or words.
	Write or dictate your sentence here

	The people. The two or three people who might recognise this problem and could support a response.
	Write or dictate your sentence here

	The gap. What I need to strengthen before I make an ask: this might be evidence, relationships, or my visibility.
	Write or dictate your sentence here



Using this tool in different situations
	A platform or technology purchase.
	Your answers to Exercise C matter most. Platform decisions attract scrutiny from IT, procurement and finance, so map who makes those decisions, and what the last approved technology case looked like.

	A single project or programme, such as compliance training.
	Your answers to Exercise A matter most. You are likely to already hold the evidence: completion gaps, audit findings, and near misses. Your case is mostly assembled; check your answers to Exercise B to see who should hear it from you.

	Next year's learning budget.
	All three parts are important and should be considered early. Budget cases are won months before budget season. It is especially important to focus on the conversations and considerations you discovered in Exercise C of this tool. Ideally, you should start completing this self-audit tool two quarters before budgets season.



Where to go next: Use Step 2: Map who Matters, to start planning who you should seek opening conversations with.
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