
All investment proposals for funding from the National 
Land Transport Fund (NLTF) will be assessed by the 
NZ Transport Agency to ensure the business case is 
sufficiently developed, cost effective and aligned with 
the government’s strategic priorities for land transport 
investment, as outlined in the Government Policy 
Statement on Land Transport (GPS).

When are the assessments made?
Investment proposals are assessed at the end of each Business Case Approach (BCA) phase 
(the strategic case, programme business case, and single-stage or indicative and detailed 
business case). These assessment points are called investment decision gates. 
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Early indications of support from the Transport Agency may have been given in the point 
of entry phase to help investment partners decide whether to continue with a proposal 
and to identify the appropriate pathway through the BCA for your investment. This early 
engagement between the Transport Agency and investment partners, particularly at the 
point of entry and in ongoing conversations as proposals are developed, means there should 
be no surprises throughout the assessment process.

There are two stages to the assessment. The first is the assessment of the business 
case and is guided by the 16 business case assessment questions. Transport Agency 
investment assessors use the responses to these questions to assess the business 
case. This gives investment partners confidence that they are putting their best funding 
proposal forward and enables the Transport Agency to be confident that the principles of 
the BCA have been applied. 

Proposals that pass this assessment are then assessed against the Investment 
Assessment Framework (IAF), before being prioritised for funding. 

Business case 
developed in 
consultation  
with the  
NZ Transport 
Agency

Agreed plan to address identified gaps  
in the evidence and data provided

Failed due to inadequate justification,  
insufficient evidence or inappropriate timing
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Stages of business case assessment

The business case assessment questions
The 16 business case assessment questions don’t all need to be answered at each phase, 
but the more advanced the business case is the more questions need to be answered. For 
example, if you are developing a single-stage business case you will need to answer them all.

 – A strategic case needs to answer columns 1–2.

 – A programme business case needs to answer columns 1–3.

 – A single-stage business case (or indicative and detailed business cases) needs to 
answer columns 1–4.

The questions are slightly different depending on whether your investment proposal is for 
an improvement, for maintenance or for public transport services, but all require the same 
essential information. The questions below are for improvement activities; the versions for 
the other activity classes are available in Transport Investment Online (TIO). 

https://tio.nzta.govt.nz/
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Problem Benefits Strategic response Solution

Strategic case Programme business 
case

Single-stage business 
case (or indicative and 

detailed business cases)

How clear are the 
problems that need 
addressing (including the 
cause and effect of these 
problems)? Provide a 
brief explanation.

Briefly explain whether the benefits 
have been adequately defined.

Briefly explain the range 
of strategic alternatives 
and options that have 
been explored, including 
whether these include 
consideration of demand, 
supply and productivity 
responses.

Briefly explain whether 
a reasonable range of 
project options have been 
analysed, including an 
assessment of whether 
these are consistent with 
the strategic alternatives 
and options considered.

What is the evidence 
available to confirm 
the cause and effect of 
the problems? Provide 
a brief explanation, 
including an assessment 
of whether the level of 
evidence is appropriate 
for the current stage of 
development.

Briefly explain the value of the 
benefits to the organisation(s) 
involved. Note that this should 
include any benefits that are relevant 
to the Government Policy Statement 
on Land Transport (GPS) results, 
the objectives of the organisation 
developing the business case, or a 
combination of both. Alignment with 
GPS results will be made separately 
using the ‘results alignment’ 
Investment Assessment Framework 
(IAF) criteria.

Briefly explain the 
strategic options and 
alternatives that are 
proposed and whether 
there is a clear rationale 
for the selection of the 
preferred programme.

How clearly and fully 
specified is the proposed 
solution? Provide a brief 
explanation, taking 
all proposed business 
changes and assets into 
account.

What are the factors 
that determine urgency 
or otherwise? How 
much uncertainty is 
there? Provide a brief 
explanation.

Briefly explain how the specified 
performance measures will provide 
reasonable evidence that the 
benefits have been delivered.

Briefly explain why the 
proposed alternatives 
and options are likely 
to be the most effective 
response to the problem.

Briefly explain why the 
proposed solution is the 
best way to respond to 
the problem and deliver 
the expected benefits.

Briefly explain whether 
the problems are specific 
to this investment or if it 
is (or should be) part of a 
broader perspective.

Briefly explain whether the 
performance measures are 
measurable and can be attributed to 
the investment.

Briefly explain whether 
the proposed alternatives 
and options are feasible.

Briefly explain whether 
the solution can be 
delivered as proposed.

Use the business case assessment questions to guide your business case
Even before the assessment you should use the 16 questions to guide the 
development of your business case, ensuring it answers the questions relevant to 
the BCA phase you are in.

When the business case phase is completed, the problem owner will need to enter 
the relevant information into TIO.

https://tio.nzta.govt.nz
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What the assessments mean
The Transport Agency will assess the answer to each question in the template and the 
proposal as a whole.

Assessment of individual questions
Individual questions will be marked as pass, rework or fail.

Assessment outcome All proposals

Pass There is evidence that a robust BCA has been followed for each detailed question.

Rework Evidence has been provided of some BCA thinking for some assessment questions, 
however, in order to put a robust investment proposal forward for assessment, rework 
is required to provide robust evidence for all questions.

Usually, the Transport Agency and their investment partner agree a plan to address 
identified gaps in the evidence and data provided.

Fail There is insufficient evidence of robust Business Case Approach thinking in critical 
questions to enable the Transport Agency to assess this section of the investment.

Assessment of the overall proposal
The assessor will also mark the overall proposal as pass, rework or fail.

Assessment outcome Improvement activities Continuous programmes

Pass Signifies that, based on the negotiated outcome, the investment partner has provided a 
proposal that is robust and meets the expectation that the principles of the BCA have 
been applied relevant to the phase of the business case.

Rework The Transport Agency considers that the investment partner is required to complete 
further work to robustly answer a question in the assessment of the business case.

Investment partners will need to complete 
all rework required to achieve a pass 
assessment, or a combination of pass and 
rework assessments by negotiation, before 
a proposal progresses to the IAF phase for 
funding approval.

Proposals may proceed so long as 
an agreed time-bound action plan 
is established by the investment 
partner (in this context, either an 
approved organisation or the Transport 
Agency itself) to address the question 
requirements that will ultimately lead to 
achieving a pass assessment.

Fail The investment partner has not provided the necessary evidence in its business case 
supporting the investment proposal, and has signalled that no further work is currently 
planned to complete the required evidence.

The Transport Agency determines that the business case is not sufficiently robust to 
support the investment proposal and is assessed as a fail.

The proposal does not proceed to the IAF 
phase until the investment partner agrees 
to address the business case deficiencies, 
and the proposal is then reassessed as a 
rework or pass.

Under certain circumstances, such as a 
low–risk proposal, the Transport Agency 
may provide conditional approval for 
proposals that fail the assessment of the 
business case.

The Transport Agency may decide to 
progress the proposal for funding, and 
will define conditions and the potential 
funding level if any.
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What happens next
If the business case passes this assessment, it will then be assessed using the IAF, which 
determines its prioritisation for funding. 

Further information
You can learn more about the IAF in the Investment Assessment Framework decision making 
information sheet and in the Getting to know the Investment Assessment Framework and IAF 
sketches online learning modules. To request access to the modules, email nltp@nzta.govt.
nz with your name, title, organisation and manager’s name.

For more detailed information about the IAF, visit the Transport Agency’s Planning and 
Investment Knowledge Base.

Find out more about the BCA in the Business Case Approach guidance and the online 
learning modules.

https://www.nzta.govt.nz/assets/resources/The-Business-Case-Approach/IAF-decision-making.pdf
mailto:nltp%40nzta.govt.nz?subject=Investment%20Assessment%20Framework
mailto:nltp%40nzta.govt.nz?subject=Investment%20Assessment%20Framework
http://www.nzta.govt.nz/planning-and-investment/planning-and-investment-knowledge-base/
http://www.nzta.govt.nz/planning-and-investment/planning-and-investment-knowledge-base/
http://www.nzta.govt.nz/planning-and-investment/learning-and-resources/business-case-approach-guidance/
http://www.nzta.govt.nz/planning-and-investment/learning-and-resources/business-case-approach-guidance/supporting-material/online-training-modules-for-the-business-case-approach/
http://www.nzta.govt.nz/planning-and-investment/learning-and-resources/business-case-approach-guidance/supporting-material/online-training-modules-for-the-business-case-approach/

