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Building your business case – a practical pathway
Stage 3, Step 3: Bank your wins – building your evidence base
A tool to help you record and build a continuous evidence base, adding strength to every business case you build
Time needed: Ten minutes a month. The habit matters more than the making it perfect.
What this tool is for: A consistent track record is the key to gaining credibility with leaders and decision-makers. Each case you make and deliver, logged here, makes the next case easier to win, because the next case is being made by someone whose track record is proven.
What it produces: A living record of the cases you have presented, the results you have delivered, the numbers you have achieved, and what people have said about their experience of working with you, all ready to reuse whenever you need them.
Where it leads: Back to Stage 1: Preparing the Groundwork, which will help you build your next case, now with more credibility and evidence than the last time. This log is also a record of your own career journey, as your work builds your profile from someone who runs programmes to someone the business relies on to create value.
How to use this tool: Regularity is key to using this tool. You only need ten minutes a month, but you need that every month. The practitioners who struggle to show their value are rarely short of results. They are short of a record. Keep the records below, regularly and honestly, and the return on investment conversation stops being daunting, because the evidence is already gathered, in the organisation’s own language



Part A: Your record of business cases made
Complete one row for every case or ask, however small and whatever the decision. Even small ‘yes’s count; they are how credibility gets built. Make sure you record refusals and requests to come back later as well. It is all evidence you can use next time around.
	Case and date
	Decision
	What we delivered
	Result, in business numbers
	What I would do differently

	Write or dictate your answers here
	Write or dictate your answers here
	Write or dictate your answers here
	Write or dictate your answers here
	Write or dictate your answers here

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	




Part B: Your bank of wins and successes
Numbers fade and quotes get forgotten unless you record them quickly. The table below is your tool to log every win as it happens. These are the raw materials that you can then feed into every future business case, business update, and your own performance reviews and appraisals.
“That saved my team a day a week” from a named manager is worth more in most rooms than any industry statistic. Collect those sentences deliberately.
	Date
	The number, or the quote 
(exact words, and who said them)
	Where it might be reused

	Write or dictate your answers here
	Write or dictate your answers here
	Write or dictate your answers here

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	



Part C: The next-case pipeline
Problems you have spotted, conversations that may have been started and need to be continued, results that hint at a bigger opportunity. This information, logged regularly, can be fed into Stage 1 of your next business case. Keep this up to date as a habit, and that next case will already be underway and ready to pick up and build on when you are.
	Opportunity or problem noticed
	Who experiences it
	Evidence so far
	Next small step

	Write or dictate your answers here
	Write or dictate your answers here
	Write or dictate your answers here
	Write or dictate your answers here

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	



Using this tool in different situations
	A platform or technology purchase.
	Platform cases are usually multi-year. The log is where year-one evidence accumulates for renewal or expansion decisions, which will come around faster than you expect. It is important to collect this project data as part of your justification for the budget next time.


	A single project or programme, such as compliance training.
	Small projects are how your bank of evidence grows quickly. Three delivered small cases in Part A may change how your next bigger ask is received.


	Next year's learning budget.
	Parts A and B, read together, form the first draft of your full budget case. Bring the log to budget conversations; it turns “what does L&D actually deliver” into a page of answers.




Where to go next: You are now in a full cycle of winning approval, delivering your case, and reporting back. 
The loop back to Stage 1 starts here.
Everything you have done, learned, and recorded, now forms a bank of knowledge and evidence that feeds into the next case you want to make – whether that is for an individual project or a full annual L&D budget.
Re-check Choose your route to choose the right starting point for your next situation.
You can then start the cycle again, at the most appropriate starting point, but this time you are equipped with conversations relationships, evidence and credibility that is stronger than before.
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