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Building your business case – a practical pathway
Stage 2, Step 1: Case on a page 
A tool to support you to plan, structure, and document your case in a one-page, digestible format
Time needed: Usually about 45 minutes. 
What this tool is for: This tool supports you to plan a one-page version of your business case. It helps you ensure that your case reflects what you have heard during your opening conversations. Keeping the format to one page helps you present your case it in a way that leads to further conversation and questions – not frustration because people don’t have time to read it. 
What it produces: Your whole case on one page, in business language.
Where it leads: Your one-page case gives decision makers and stakeholders the ability to quickly absorb what you are asking for and how it might solve their problem, before asking you more about your plans. 
How to use this tool:
Start with boxes 1 and 2 and focus on them for longer than feels natural
When business cases fail, they often fail at the foundations. A common mistake is to start by designing a solution, rather than solving a real problem. Box 1 should quote real people that you have spoken to. Box 2 should focus on the likely cost of the problem and assume that a stakeholder may be skeptical and halve that figure. When these two boxes are well thought through, boxes 3 to 7 should follow naturally.
Write in the organisation’s language throughout
Think about, and use, phrases and problems that you may be hearing regularly. For example, rework, errors, retention, time to competence, customer complaints, margins, returns on time and investment. At this stage, avoid using a phrase that would only ever be used inside L&D (for example, engagement scores, learning journeys, blended solutions). If you must use them, try to translate them into the language of the business.
Keep it to one page
This is what you will present at Stage 2: Make the Ask. It is also what you should leave behind or send straight afterwards. The detail should live with you, in your thinking and workings, ready to expand if you are asked. A one-page summary is manageable for busy stakeholders to absorb and understand. It invites conversation. A lengthy, detailed deck asks too much of their time, so risks being deferred or delayed.


Complete the boxes on this page based on your groundwork so far. Aim to spend about 45 minutes on this.

	1. The problem, in their words
The business problem, quoted from your groundwork conversations. If it reads like an L&D problem, using L&D language, go back a step and revisit what you have heard from your conversations, the problems talked about and the language they used.
	
	2. The cost of doing nothing
This figure will come from your next step, Step 2: Price the Problem. Keep the numbers deliberately conservative. Keep this to one headline number. Be ready to justify that number and be ready for stakeholders to challenge it and make it lower.
	
	3. What we propose
Your actions to address the problem. Start with a smaller proposal than feels ambitious. For example, ask for a pilot of your solution, across one team, for one quarter. What exactly will you do, and for who?


	
	
	
	
	

	4. What it needs
What resources are you asking for? This might be budget, people's time, manager support, tools, or systems. Be specific and keep your requests modest. This is the basis of your ask.

	
	5. How we will know it is working
Align your measurements to two or three measures the organisation already tracks, for example, returns on investment, specific KPIs. Include a baseline that you will measure against, and a time scale to check in and review progress. Do not rely on learning metrics alone.
	
	6. Possible risks, and the top objection answered
Before completing this box, run your work so far through Step 3: Anticipating Objections. This equips you to name the most likely objection yourself, before somebody else does, and have your honest answer ready.

	
	
	
	
	

	7. Write down your ask by completing this sentence.
“I am asking for [resource] to [do what] with [who] for [how long], and I will come back with an honest reading of [measure] on [date].”  
NOTE: You are promising the reading, not the result. That is important, because that is a promise you know you can keep.





Using the business case on a page in different situations
	A platform or technology purchase.
	Boxes 4 and 6 are the most important focus. Focus on full costs (for example, licenses, set-up, admin time), and the objections you have already anticipated and rehearsed with IT and procurement. 
In box 3, consider proposing a limited pilot or phased rollout.
In box 5, commit to reporting user adoption honestly, because when platforms or technology are rolled out, that is typically the number that everyone is worried about.

	A single project or programme, such as compliance training.
	Boxes 2 and 5 are the most important focus. 
In box 2, consider that the cost of doing nothing may be a risk exposure rather than a running cost, for example fines, failed audits, incidents, or reputational damage. 
Keep box 3 modest and box 5 concrete, so the delivered result compared to the effort and resource is visible enough to add to your evidence base and build your credibility.

	Next year's learning budget.
	The six boxes work together to present a summary of your ambitions for the year ahead. 
Box 1 gathers the two or three problems leaders have voiced to you.
Box 2 totals the cost of combined inaction to address those problems
Box 5 points to results you may have already delivered through pilot activities. If you have already used these tools to compile and present a previous case, you may have recorded and reported these results using Stage 3: Take the Reading. If so, include that data. If not, include what you know.
This approach is important, because a full annual budget case is more likely to be successful if it presents a track record with a price attached.



Where to go next
Use Step 2: Price the problem, to calculate a cautious cost of doing nothing. Use your findings to complete box 2.
Stress-test this page before you present it. Run Step 3: Anticipating challenges, to find out where others may raise challenges or questions and prepare your response. Then, ideally, test the page out with at least one warm contact from your map before you put it in front of a decision maker.
Finalise this Case on a page, and move to Step 4: Make the Ask, to guide you through presenting your case.
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