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Building your business case – a practical pathway
Stage 2, Step 4: Make the ask – guidance for presenting your business case
A tool to guide you through the process of formally asking for sponsorship and funding.
Time needed: 15 minutes to prepare, using your Case on a page, plus what you have learned through Step 2: Price the problem and Step 3: Anticipate challenges. The meeting itself is likely to need around 30 minutes.
What this tool is for: The ask itself. This guide helps you structure the conversation where you present your case to the person who can say yes, or who can carry it to the people who can.
What it produces: A decision, a condition, or a clear next step, captured in writing while it is warm. Any of the three is progress. What you are trying to avoid is a vague “interesting, leave it with me”.
Where it leads: Whatever is agreed here becomes the first row you complete in Stage 3, Step 1: Take the Reading.
How to use this tool: Follow the steps below and remember the value of the work you have completed so far. If you have followed Stage 1 and prepared the groundwork, this is not a cold pitch. It is the natural next step in a conversation that you have already started. You are bringing this person a response to a problem they told you about, in their own words. That is a strong place to stand.

Before the meeting: set it up well and be prepared
1. Ask for the meeting plainly. “You mentioned you have a rework problem. I’ve put together a small, low-risk way to tackle it and I’d value thirty minutes to test it with you.” Testing your solution with them invites partnership, rather than judgement.
1. Bring three things. Your Case on a page, one number (the annual cost of inaction), and one short story of a real person or team who are experiencing the problem. When you are talking to a busy decision-maker, a page, a number, and a story are likely to have much more impact than a long, detailed presentation. If, and when, they want more detail, they will ask for it.
1. Decide on your minimum ask. Be clear before you meet about the smallest version of your plan that you would happily accept: for example, a pilot with one team, or one cohort, over one quarter. Approved cases very often start smaller than was originally hoped, but then grow based on evidence.


During the meeting: a structure for the conversation
1. Use their problem, in their words (two minutes). “When we spoke, you said the team loses about a day a week to rework.” You are showing that you listened before you ask them to do the same.
1. The cost of doing nothing (two minutes). One number (from Price the problem), stated conservatively, with your working available if they ask for it it. “On deliberately cautious assumptions, I estimate the rework you have mentioned is costing our organisation around £40,000 a year.”
1. The response, starting small (five minutes). Walk them through your Case on a page. What you propose, what it needs, what it will show and by when, and how they will know it is working from numbers they already watch.
1. The challenge, anticipated by you (two minutes). “A fair challenge is whether people will make time for this. Here is how the design deals with that.” Naming the challenge yourself builds trust faster than waiting for them to raise it and ask for an answer.
1. The specific ask, then stay quiet. “I’m asking for X to run this pilot with one team for one quarter. I’ll come back to you in twelve weeks with an honest reading of the numbers, whichever way they point. Would you support that?” Then stop talking and let them respond. Notice what you are promising: a reading, not a guaranteed result. That is a promise you can always keep, and it is usually all a sponsor needs.
Have confidence in what you are promising. You are not promising a guaranteed result. You are promising to take an honest reading against an agreed measure on an agreed date, and to come back with that reading, whatever it says. That is a promise you can always keep, which is why you can make it with certainty.

Handling possible responses
1. “Let me think about it.” This is a fair, and often genuine response. Come back with, “Of course. What would help you decide, and can we put ten minutes in for Thursday to follow up?” You are keeping a date attached to the decision.
1. “Can you send me something?” Send your Case on a page the same day, with a two-line note in their language, and a clear, articulated next step with a date attached.
1. “Not now.” Ask what would need to be true for the answer to become yes, and when you can come back with that information. A dated ‘no’ is worth more than a vague ‘maybe’, and this initial conversation can often turn into the budget conversation for next cycle.
1. A “yes”, with conditions. Welcome the conditions and write them down while you are in the room. Conditions are a clear sign that a sponsor is beginning to co-own your case.

After the meeting: capture the conversation while it is fresh in your mind
	What was said
	My notes

	Who I met and when
	Write or transcribe your notes here

	The decision I received, in one sentence
	Write or transcribe your notes here

	Conditions or changes they asked for
	Write or transcribe your notes here

	What I promised, and by when
	Write or transcribe your notes here

	What they agreed to do (for example, introductions, supporting the case publicly, agreeing a budget line)
	Write or transcribe your notes here

	The agreed next step and its date
	Write or transcribe your notes here

	A note to the decision-maker, confirming all of the above. Draft it here and send it on the same day as your conversation.
	Write or transcribe your notes here







Using this tool in different scenarios
	A platform or technology purchase.
	You will rarely only be speaking to one decision-maker. Run this conversation two or three times: with the budget holder, IT, and the leader whose team will benefit. Ask each one for something specific; the budget holder for funding, IT for feasibility backing, and the leader for a pilot team to trial the approach.


	A single project or programme, such as compliance training.
	The ask is usually small, so the conversation is really about visibility and follow-through. As well as covering the subjects above, ask for one extra thing: an agreement on how success gets reported, so that, if your delivery is successful, that success builds your track record rather than disappearing.


	Next year's learning budget.
	This usually involves a series of engagements and conversations, not a single meeting. Use the same format in miniature every quarter, supported by your Take the reading results (the next step in these tools). This increases the chances that, by budget season, your formal ask is a summary of conversations you have already had and is supported by funding that has already been informally earmarked.




Where to go next: If you have received a direct ‘no’, note the reasons for the refusal and return to Stage 2, Step 3: Anticipate challenges to help you work though how you can address those concerns moving forwards.
Then, return to Stage 1 and Stage 2, and feed the new information you have gained from this conversation into the process, so that you have stronger case next time around. It will take you less time this time, because you have already done a lot of the groundwork and preparation. The tools will give you the structure to incorporate the decision maker’s feedback into the work you have already done.
If you have received a ‘yes’, or a ‘yes, with conditions, move straight to Stage 3: Step 1: Take the reading, to start the important process of following through on the commitment you have made.
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