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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? 

Transport users have expectations, such as safety, 
travel time and accessibility, for every journey they 
make whether they are driving, on a bus or cycling. 
The NZ Transport Agency, as a provider, is working to 
standardise these and other customer expectations 
across the transport system. We call these customer 
levels of service (CLoS).

A CLoS is an offer to a transport user from the provider that defines what the customer 
can expect to experience, in measureable terms, when using the system for their journey.

A gap in CLoS is defined as the difference between the expected level of service and the 
current level of service.

Evidence is needed to define the significance of the gap. The problem and benefits 
should have been described in the strategic case with reference to expected levels of 
service. Evidence collected about the current performance compared to the expected 
performance will help define a gap, if any.

Evidence is needed to show that:

 – the right level of service framework is being used to define the gap

 – the framework is being used appropriately for the activity

 – current system performance expectations or CLoS are not being met

 – the benefits will deliver an improvement in current levels of service or system 
performance

 – the benefits are significant with regards to Government Policy Statement on Land 
Transport (GPS) priorities.
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In the strategic case phase, the type of gap in CLoS and the evidence to support it will 
have been identified as part of the problem definition. You can apply Business Case 
Approach (BCA) critical thinking skills, behaviours and outcomes to gaps in CLoS, in 
particular:

Read more in the information sheet on Critical thinking in the BCA.

Defining problems related to CLoS and applying critical thinking may result in:

 – Significant gap – the problem has been robustly defined against appropriate levels of 
service for the issue. Applying critical thinking has identified a gap in the appropriate 
service levels that significantly impacts on the customer offer.

 – Identified gap – the problem definition provides evidence that a gap in service level 
exists. Applying critical thinking has identified the value of the benefits of changing 
service levels, but it does not significantly impact on the customer offer.

 – Addresses an issue – the problem provides evidence that a transport problem is 
addressed, but the value of benefits and change to levels of service are not robustly 
defined or significant.

When developing a business case, applying critical thinking may not uncover any strong 
evidence that a gap in service level exists. By engaging with the NZ Transport Agency as a 
trusted advisor throughout the process, there should be no surprises if that is the case. In 
fact, this is a good outcome and could suggest that the system is running optimally.

There may also be cases where service levels are at a greater level than expected, and 
the service exceeds the classification. This is also a good outcome because it provides an 
opportunity to consider system performance and optimisation using the BCA.

Skill Behaviour Outcome

Evaluate arguments for 
relevance and accuracy

Uses criteria to evaluate 
information

Information evaluated 
based on evidence, logical 
inference and informed 
guesses

Weigh data appropriately Seeks to understand Ideas and plans are 
presented in a coherent 
and well-thought-out 
fashion

https://nzta.govt.nz/assets/resources/The-Business-Case-Approach/critical-thinking-info-sheet-v1.pdf

