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This information sheet 
is supplementary to the 
online module on activity-
level business cases – 
single-stage, indicative 
and detailed business 
cases.

The Business Case Approach (BCA) capabilities 
introduced in the point of entry phase continue to be 
applied as you develop the business case.

Read more below about how they are applied when 
developing a business case at the activity level, 
such as a single-stage business case (SSBC), or the 
indicative business case (IBC) and detailed business 
case (DBC).

Groundwork and context
By the time you reach the IBC, DBC or SSBC phase you will have a good measure of the 
cost, risk and complexity involved in implementing the proposal. You may also have 
established, among other things, the problems, benefits, investment objectives and a 
preferred programme.

It is important to keep applying the groundwork and context capability to test what you 
know and make sure your efforts remain on the right track in terms of the scope and 
connectivity of the work required.

That includes continuing to check that your business case is effective, in relation to the 
16 investment questions, and is aligned with Government Policy Statement on Land 
Transport (GPS) priorities.

Groundwork enables you to continue to revisit and confirm the strategic context 
(problems and benefits) and investment objectives as the business case develops. It also 
means you have the flexibility to modify any of these, if required. For example, a change in 
circumstances or priorities may necessitate a rethink and a different approach.

The work you have done in previous phases to develop alternatives and options for a 
preferred programme will create a good base to explore and identify a preferred option 
for delivery.

Similarly, the level and quality of groundwork already in place will help to confirm the 
preferred option through detailed analysis of the costs, risks and benefits, as well as 
aiding in planning for implementation.
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Relationship management
By the time you reach an activity-level BCA phase you should have developed a good 
rapport with your stakeholders. It’s essential that you continue to apply the relationship 
management capability and include all stakeholders in making decisions. 

Different stakeholders can have different perspectives and investment drivers. Having a 
stakeholder engagement plan or similar in place is a good way to record differences and 
define how you will work with different stakeholders, as necessary.

Read more about engagement and relationship management

Stakeholders include investment decision makers and NZ Transport Agency investment 
advisors. It is important to have built the relationship by keeping in regular contact and 
adopting a ‘no surprises’ approach to assessments and funding decisions.

For SSBCs, there is no formal approval required when a preferred option has been 
identified, before proceeding to detailed development. However, it is strongly recommended 
that business case developers use this as a ‘hold point’ to check the preferred option with 
investors and decision makers so that they can avoid heading down a wrong or expensive 
track. It’s also an opportunity to get buy-in, and may be as simple as an informal phone 
call; the level of risk, cost and complexity will dictate the level of effort required. 

Structure
There are different pathways that lead you to the final phases of business case 
development. As you develop an activity-level business case, applying the structure 
capability becomes more important. Make sure you know what the approval structures 
are for all the stakeholder organisations.

You can build on earlier work to establish internal approvals, define levels of complexity 
and risk, and determine a governance structure to develop the details for implementing 
the investment. Detailed plans and strategies include, but are not limited to, resourcing 
and procurement, project management, risk management, funding affordability and post-
implementation monitoring and evaluation.

You should also have a governance group in place, who will provide oversight of decision 
making and approvals, and who are accountable for the delivery of the project. Whatever 
the composition and name of this group, all the parties need to clearly understand their 
roles and responsibilities.

Find out more about developing an activity-level business case:
 – SSBC

 – IBC

 – DBC.

Stakeholders are driven to invest in order to fulfil certain needs for their organisations. 
In some cases, they may not be able to perfectly capture and convey what the 
problem really is for their customers, or the impacts on them. For example, an 
organisation’s representative may not provide an in-depth view of a cycling route from 
a customer perspective.  In that case, you may need to try riding your own bike on the 
route to understand its challenges and build a case for improvement.

Always check that your business case captures customer insights and meets 
customer, stakeholder and investor needs in a cost-effective way. You must also 
make sure that your business case addresses genuine customer needs. By doing 
this, you are applying both the groundwork and context capability (extending 
your enquiry by adding to the evidence base), and the relationship management 
capability (ensuring all stakeholders are engaged with meaningfully and have their 
concerns heard).

https://www.nzta.govt.nz/planning-and-investment/business-case-approach-guidance/supporting-material/engagement-and-relationship-management/
https://www.nzta.govt.nz/planning-and-investment/business-case-approach-guidance/single-stage-business-case/
https://www.nzta.govt.nz/planning-and-investment/business-case-approach-guidance/single-stage-business-case/indicative-business-case/
https://www.nzta.govt.nz/planning-and-investment/business-case-approach-guidance/single-stage-business-case/detailed-business-case/

