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Building your business case – a practical pathway
Stage 1, Step 2: Map who Matters – stakeholder analysis
A tool to plan which stakeholders and decision makers you need to have conversations with – and why
Time needed: About 20 minutes
What this tool is for: This tool helps you to consider who in your organisation might be willing and able to support your business case.
What it produces: You will end up with: 
· A plan for the first three conversations you should look for
· An understanding of what is important to those people, to guide those conversations
· A picture of who can help you open doors to others you may need to talk to. 
Where it leads: Your answers will prepare you to use the Step 3: Open the Conversation.
How to use this tool: Allocate about 20 minutes for your first session. You may need more time depending on the size and structure of your organisation. Start by compiling all the names you think may be important to your business case, before you consider where they sit on this map.
A note before you start: This map is a living document. As you start to open conversations, these conversations will in turn create new opportunities to build further relationships. You should revisit this map at the end of every conversation. 



How to use this map
1: Write down every name you can think of before you judge where each one sits on the map 
Consider decision makers, budget holders, the managers whose teams are experiencing the problem you want to solve, IT, finance, and the quiet people that leaders listen to. 
Especially in smaller organisations, informal influence often outweighs the official organisation chart, so think about the relationships you observe in your everyday work, and how things really work between people.
1: Place people on the map by influence and warmth, honestly
Influence means the person’s level of standing and ability to influence decisions in the organisation. 
Warmth means a positive view towards you and empathy with the idea you want to focus on. 
Someone can be warm towards you but be cold about the problem you want to solve, or the idea of spending money on it. If this is the case, place them in the “not yet warm” sections on the left of the map. 
If you do not know where someone sits but they seem important to your case, that is a finding. It tells you that a conversation is needed to get more insight into their position and priorities.
3: Use the map to choose your first three priority conversations
Start by seeking conversations with the people on the top right, where influence and warmth meet. The aim is not to lobby everyone; it is to learn from your conversations, and to let those people warm up to an idea and give you their feedback before you start to build the case on paper.
4: Return to the map after every conversation and move people around if needed
The outcomes of your conversations will naturally move where people sit on the map. You may find that:
People offer introductions to others who may be warm to your idea or have extra influence.
People become more (or less!) warm to your idea after the opening conversation.
You discover that people have a different level of influence than you thought.
These are all valuable lessons and progress. As you make these discoveries, this map should change and look different month by month. 


Exercise A: Complete the map
When you have compiled your initial list of people who are likely to have influence, or warmth, or both, start to place them in one of these four boxes. 

	High influence, not yet warm
Handle this group with care. Look for introductions through others they trust, or through conversations about areas they are curious about. Never surprise them with an ask without building a relationship first.
Write or dictate your notes here




	
	High influence, already warm
Thes people are likely to become your sponsors. Start your opening conversations with this group.

Write or dictate your notes here


	
	
	

	Lower influence, not yet warm
Monitor this group, but do not spend time and energy here yet.
Write or dictate your notes here






	
	Lower influence, already warm
These people are likely to be your allies and early evidence-gatherers. They can vouch for you in rooms you are not in.
Write or dictate your notes here






Exercise B: Plan your first conversations
Use the information you have mapped to plan your approach to your first conversations, using the boxes below. For these first conversations, prioritise the people you have identified who have high influence and high warmth.
	My first three conversations
A person who trusts you, a person who experiences a problem that your idea might support, and a person who influences budget decisions.

	Write or dictate your answers here



	What each of these people cares about
Consider that person’s priorities, and their language, using the information you found in you Step1: Know where you stand audit. Update this information after every conversation, as you learn more about their perspective.

	Write or dictate your answers here



	Who can open which doors?
Who is willing and able to introduce you to others with likely influence or warmth? Relationships carry business cases further than documents.
	Write or dictate your answers here





Using the map in different situations
	A platform or technology purchase.
	The map is likely to become crowded, and that is useful, as it ensures you properly consider an important group of stakeholders. Add:
· IT (feasibility and security)
· Procurement or finance (cost scrutiny)
· At least one leader whose team would visibly benefit from your plans. 
A platform case with no friendly face in IT is likely to fail behind the scenes before any formal ask. Plan a groundwork conversation with each group.

	A single project or programme, such as compliance training.
	The map may hold four names:
· The risk or quality owner
· The budget holder
· A team manager affected by the problem of topic you are dealing with
· A stakeholder who was affected by the last audit. 
Small maps are quick to warm. Put special effort into considering what each of these people cares about, and how to reflect that back to them in their own language.

	Next year's learning budget.
	Map the whole decision chain, including who influences opinions, before formal budget meetings are held. 
Note the timing and circumstance of when each person starts thinking about budgets, because a budget case is usually informally agreed in the quarters before the official paperwork is submitted. 
Revisit this map monthly throughout the year, as stakeholders may change roles, increase their influence, expand their networks, or change their view or priorities and problems.



Where to go next: Revisit and adjust this map after each opening conversation. Then, move to Stage 2: Preparing your business case, to start documenting your idea and the evidence and costings behind it.
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