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Building your business case – a practical pathway
Stage 3, Step 2: Close the loop – reporting back effectively
A tool to help you produce effective, consistent reporting in just ten minutes
Time needed: Ten minutes per update, once a month or at each project milestone. If you are finding the process takes longer, you are at risk of producing a lengthy report, and lengthy reports tend to get skim-read. So, use the structure and guidance here to keep you reporting brief and to the point.
What this tool is for: Approval of your case is the halfway point, not the finish line. This guide helps you report back in a way that builds trust, keeps sponsors invested, and assembles the evidence for your next case.
What it produces: Short, regular updates that leaders actually absorb, and a growing reputation for you as someone who delivers what they said they would.
Where it leads: Every update also becomes data in your evidence bank (Stage 3, Step 3: Bank your Wins), and every conversation about results is the groundwork conversation for your next case. The loop back to Stage 1 starts here.
How to use this tool: Spend just ten minutes per update, but make sure you update regularly. The regularity is the point: when it comes to sponsors, little and often is typically what builds trust.

The habit that changes everything. 
Functions, departments, and people that successfully go from being seen as a cost centre to a trusted partner, share one habit: 
They close the loop. 
They report against what they promised, using numbers that the organisation already monitors, and regardless of whether the news is good, bad, or mixed. Reliability builds credibility faster than any single result. 
Remember what you promised: not a guaranteed outcome, but an honest reading, taken on time. Deliver that reading consistently and when agreed, and you have kept your word, whatever the numbers say.

The ten-minute update
Little and often is almost always better than lengthy and infrequent. A ten-minute conversation, or half a page, each month or as you hit each milestone, should be sufficient unless you are specifically asked for more.
The recommended structure:
1. What we said we would measure. One line, taken directly from Stage 3, Step 1: Take the Reading. For example, “We agreed to track onboarding time for the sales team, and to report back today.” You promised a reading, and here you are with it. The promise is already kept before you say another word.
1. What has happened. The current numbers against the baseline. No decoration, no drama. If you are still too early in delivery to offer concrete numbers, be clear about what signs of potential success or difficulties you are monitoring instead.
1. What we have learned. One honest insight, including what may not be working. Sponsors give credibility to people who bring them mixed news early far more than people who only ever bring good news.
1. What happens next. The next action, the next check-in date, and anything you need from them. Make them a participant, not an audience.
Delivering the message well
1. Share a win: For example, “You backed this in March. Here is what that decision has achieved.” Credit the sponsor's decision; it makes the next ‘yes’ easier for them and for you.
1. Share mixed results honestly: For example, “Uptake in one team is behind where we wanted. Here is why we think that is, and what we are changing.” Bad news plus a plan shows competence and initiative.
1. Turn results into the next conversation: For example, “The pilot suggests the same approach would work for the service team. Is this worth a conversation with their manager?” You are letting the evidence speak for you, and making it easy for your sponsor to make the introduction.




The half-page update template
If a formal written update is appropriate, specifically requested, or useful, keep it to the format below, and stick to half a page and no more. Fill in this table and then, when you are happy with the content, copy it into an email or a page of its own before you send it to the sponsor.
	Section
	Your content

	What we said we would measure, and by when (one line)
	

	Where we are against that measurement (numbers vs baseline)
	

	One thing we have learned
	

	What happens next, and the date
	

	One thing we need from you (only if true)
	







Using this tool in different situations
	A platform or technology purchase.
	Report adoption honestly and early; it is the number everyone privately worries about. An update in month two that says “usage is below target and here is the fix” builds more credibility than keeping the information to yourself until month six. Always use adoption numbers as a lead into asking about what is important to the business (see single projects below).


	A single project or programme, such as compliance training.
	Do not let your feedback end at completion rates. Report one step further in the sponsor’s words. For example, perhaps there have been fewer incidents, faster audits, or risk has been reduced. That context, aligned to the language of the organisation and the sponsor, is what turns your project into your track record.


	Next year's learning budget.
	Your quarterly updates are what forms your budget case, assembled in instalments. By the time you submit anything formal, every number in it should already be familiar to the people deciding, because they have already seen those numbers as the months go by and you consistently report back.




Where to go next: You are now in a full cycle of winning approval, delivering your case, and reporting back. 
All of this work expands your relationships, knowledge and evidence for your next business case. Go to Stage 3, Step 3: Bank your wins, to start recording that evidence trail, so that you have what you need readily available whenever you need it.
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