
Information sheet:  
POINT OF ENTRY: 
GROUNDWORK  
AND CONTEXT 

Groundwork and context helps to outline the 
starting point for a business case and make sure 
the right actions are taken. Identifying a potential 
problem’s origin and exploring what work may 
have already been done will help you to better 
understand it and start to define the likely benefits 
of investment.
Your enquiry will also help to determine whether 
it’s a stand-alone problem, or if it is part of 
something bigger.

Starting the conversation
Point of Entry conversations are often a response to the environment. For example:

 –  something entirely new (an emerging issue) is identified through monitoring, 
customer feedback or another source

 –  a council identifies that a service level agreement (SLA) isn’t being fulfilled, or an 
existing infrastructure investment isn’t delivering value for money

 –  a statutory review of documents, such as activity management plans (AMPs),  
by local government reveals that an investment is required

 –  a need for investment is indicated in a national, regional or local strategic plan  
or policy.

Asking ‘Where has this come from?’ as part of the Point of Entry thinking will help 
answer ‘What do we already know?’, helping to get the scope and level of effort right.

This information sheet 
covers the groundwork 
and context capability. It 
is one of four information 
sheets covering the 
capabilities and preparing 
a Point of Entry memo. 
It is supplementary 
to the online modules 
Introducing the Point of 
Entry and Make it real.
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Who’s involved in the Point of Entry phase?
The problem owner uses the Point of Entry phase to start to develop an understanding of the problem. 
Depending on the complexity and risks involved, it can often be helpful to involve an investor through 
discussion at this stage, and sometimes other stakeholders as well. Doing so helps identify key 
assumptions, and can ensure everyone starts on the same page.

The problem owner is responsible for:

 – identifying the potential business problem

 –  opening the discussion about investment decisions, in order to address  
the problem identified

 –  starting to outline the problem, and the possible benefits that could result  
from addressing the issue.

The problem owner is not expected to develop a detailed understanding at this phase. If the decision is to develop a 
business case, then that will be the next step. The aim of Point of Entry is to understand the potential investment well 
enough to be able to make informed decisions on how to progress.

Investors are responsible for deciding whether to invest resources to address the problems identified. In this phase, they 
could offer insights on the level and complexity of the proposed investment, and an early view on how well the investment 
might contribute towards their investment objectives.

Stakeholders are the people who have the most knowledge of a subject and/or represent an interested or affected party, 
for example a local authority, community group or iwi.

NZ Transport Agency investment advisors provide advice and agree the PoE recommendation with the problem owner.

Exploring the potential problem and possible outcomes
Using what you already know, or finding out relevant information from 
others, helps frame the thinking required to outline the potential problem 
and possible outcomes. It also helps later decisions about where to start the 
business case, if at all.
Asking some of these questions may help to determine what work or knowledge  
already exists:

 –  What do other people know that can be used to help define the problem or possible 
outcomes, and determine the level of effort? 

 – Have there been any previous discussions or meetings?

 – Has any work been done on this problem in the past? 

 – Is there an easy-to-get, existing (or under development) and fit-for-purpose:

 · Strategic Case?

 · Programme Business Case?

 · network plan?

 · Detailed Business Case?

 · activity?

 –  If there is an existing document, is the strategic context clear, or does it need  
to be revisited?

 –  Does your organisation and/or the NZ Transport Agency formally support any  
existing work?

Point of Entry enquiries can be as simple as a conversation between problem owners  
who understand what is happening across their organisation. Sometimes more people 
may need to be involved. In either case, the conclusions drawn from conversations need 
to be documented appropriately. For more information, see the Point of Entry memo 
information sheet. 
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Outlining the potential problem and possible outcomes  
at a high level
Start to outline what you’re trying to address. You don’t need to nail down 
the problem at this stage – just provide enough context to get things started. 
A high-level description of what you think the overarching business need or 
objective is and a summary of key points will suffice. The more detailed work 
will get picked up during the Strategic Case, if necessary.
Ask yourself:

 –  Are the potential problem and the possible outcome understood at a detailed enough 
level for this phase?

 – Are they defined appropriately for the outcome to be described? 

 – Do you need to do something now?

Shaping a succinct, high-level description at this point will help when you come to 
completing a Point of Entry memo.

Deciding the scope and connectivity of potential work
It is important to know whether a piece of work is stand-alone or part of a 
wider initiative. Using a fit-for-purpose level of effort to develop a business 
case is one of the BCA principles.
Review what you currently understand about the potential problem or opportunity, and 
the strategic context. Think about what you need to do to develop a fuller understanding.

 – Can you determine if it is a stand-alone problem?

 – If not, is it part of something bigger?

 – Is it systemic – does it affect the whole organisation? Or network? Or country?

Your review may lead you to decide that no further action is required in terms of business 
case development or that the issue can be parked for now and addressed in the future. 
Alternatively, it may be clear that the issue can be dealt with appropriately as part of an 
existing business case, or by going straight into a single-stage business case.

If your enquiries and thinking indicate that the potential investment is large, and the 
business case is likely to progress, you can start thinking about the next steps in terms 
of resourcing and governance. For more information, see the Point of Entry: structure 
information sheet. 


