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This information sheet 
is one of six that are 
supplementary to the 
online modules on the 
strategic case: Building a 
strategic case – 1, Building 
a strategic case – 2 and 
What’s your strategy? 

Investment logic mapping (ILM) is a structured 
way of reaching agreement on likely problems and 
benefits, and testing the rationale for potential 
investment with key stakeholders. Using ILM, even 
the most complex investments can be communicated 
clearly on a single page.

How does ILM work?
ILM involves a series of workshops, led by a facilitator, and involving key stakeholders. 
Usually, it comprises two workshops:

 – a problem and consequences workshop 

 – an outcomes and benefits workshop.

An ILM helps you get stakeholder alignment – not necessarily agreement – on the 
purpose of an investment.

When is ILM used? 
ILM workshops normally happen at the beginning of the development of the strategic 
case and, less formally, at the beginning of the development of the detailed business case.

ILM, like all of the Business Case Approach (BCA), should be fit for purpose. Though the 
ILM process is not compulsory, it is highly recommended, particularly for complex, high-
risk or multi-party proposals. You may not always need formal ILM workshops to achieve 
this, but using the same format and principles is useful in defining your problems and the 
benefits of addressing them.
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What are the outputs of ILM workshops?
The main outputs of an ILM are the investment logic map and benefits map. Both are 
simple, single-page flowcharts, written in plain English. They define problems and 
benefits. They tell the story of an investment and highlight its underpinning logic. 

Example investment logic map: Townsville congestion project

The increasing number of 
private vehicles is creating 

increasing levels of congestion 
across the city

Greater economic return to 
the city

30%

The public transport network 
is insufficient to meet 

demand, meaning more 
people have to drive a car

Greater network efficiency

50%

A lack of quality walking and 
cycling facilities means fewer 

people are walking and cycling 
than should in a compact city

People have greater travel choice

20%

PROBLEM BENEFIT

30%

45%

25%

KPI 1: Reduce travel time average (by mode)
KPI 2: Reduce travel time delay

KPI 1: Improve travel time reliability
KPI 2: Increase throughput: 

passenger transport

KPI 1: Greater mode share of pedestrians 
and cyclists

KPI 2: Increase throughput: pedestrians 
and cyclists

What are the characteristics of ILM?
 – It’s a series of time-limited workshops (two hours each).

 – Workshop outcomes are not always predictable.

 – It brings together those accountable for benefits realisation and key stakeholders 
(informed thinkers).

 – It can be applied at a strategy or activity level.

 – It’s a scalable process, and can be streamlined for similar investments.

 – It should be low-cost and low-effort.

The ILM is not about generating new information. It’s about: 

 – bringing together the best available information to agree on the investment story

 – demonstrating the strength of the available information

 – exposing gaps where additional information will be required.

The facilitator will guide the development of problem and benefits statements. Read more 
in the Strategic case: defining problems and benefits well information sheet. 

What should a problem owner do to prepare?
Before the workshop the problem owner(s) should do some preparatory work, such as 
checking the available evidence and helping stakeholders be prepared to come to an ILM 
ready to take part in discussions and offer their opinion and expertise. This increases the 
value of the ILM workshops considerably and helps avoid the risk of having to start over.

https://nzta.govt.nz/assets/resources/The-Business-Case-Approach/SC-defining-problems-and-benefits-well.pdf
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Who should be at the workshop?
The problem owner needs to select the right stakeholders for the ILM workshops. 
Typically they include:

 – the problem owner – the person who has identified the business problem and will be 
responsible for delivering the benefits

 – the Transport Agency investment advisor

 – stakeholders who:

 · understand problems and can provide evidence that the problems are real 

 · will be important to making the potential investment successful.

Most of these people should already have been involved in the point of entry 
conversation.

The problem owner drives the effort, but all stakeholders need to contribute in order to 
create the investment story. Engaging the right stakeholders aligns with the BCA principle 
of maintaining clarity of intent and the key behaviour of informed discussion.

How do you know if an ILM has been effective?
An effective ILM will result in all stakeholders understanding and endorsing the problem 
statements, and agreeing on the way forward. All stakeholders should feel that their 
contribution has been heard. 

When is an ILM successfully completed?
By the end of the ILM, you should be able to decide whether:

 – it is worth investing resources in more fully investigating the investment by proceeding 
to the next step, or

 – there is no merit in going any further at this time, or

 – based on available evidence, the strength of the case for change is unclear, but the 
potential consequences or benefits mean it is worth gathering more information to 
inform a good decision.

After the ILM
As you develop your business case, you can continually revisit the ILM outputs to:

 – ensure problems are well articulated

 – confirm that the stakeholders agree that these are the right problems

 – reach a consensus of agreement of the problem and benefits with stakeholders

 – get a clear understanding of the direction to proceed in (evidence required as well as 
programme or activity level)

 – gain a clear understanding of the investment story being constructed.


