
The Business Case Approach (BCA) is the  
NZ Transport Agency’s principles-based approach  
for developing investment proposals for land 
transport activities. 
The Transport Agency requires BCA principles to be applied for all new proposals for 
funding from the National Land Transport Fund (NLTF). 

The core BCA principles are:
 – investing for benefits
 – clarity of intent
 – fit-for-purpose effort.

The BCA ensures that investment proposals are effective and robust, and that they are 
assessed in a clear and transparent manner.

Proposals are assessed at investment decision gates at each phase of the BCA, first 
through an assessment of the business case and then, if it passes, against the Investment 
Assessment Framework (IAF).
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Information sheet:  
INVESTMENT ASSESSMENT 
FRAMEWORK AND THE  
BUSINESS CASE APPROACH

This information 
sheet relates to the 
Investment Assessment 
Framework for the 
2018–21 National Land 
Transport Programme. It 
is supplementary to the 
online modules about the 
Investment Assessment 
Framework.
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What are the BCA requirements for IAF assessment?
Applying the BCA ensures that investment proposals are robust and effective, and 
meet requirements for identifying problems/opportunities and developing and selecting 
options. In developing a business case, it is very important to appropriately define the 
problem and to identify underlying causes, including gaps in customer levels of service 
(CLoS). These factors are taken into account when considering whether resulting 
solutions meet the strategic outcomes sought by the Government Policy Statement on 
Land Transport (GPS), which is assessed in the results alignment portion of the IAF.

Continuous programme proposals for public transport existing services and road 
maintenance will generally not require a separate business case, but do require evidence 
that BCA principles have been applied when developing strategic documents.

What are customer levels of service?
Customer levels of service (CLoS) define expectations, in measurable terms, of 
what customers will experience when using the transport system. CLoS help 
define a problem, particularly in terms of gaps between actual levels of service and 
appropriate levels. Some CLoS are pre-defined frameworks, such as One Network 
Road Classification (ONRC). Where CLoS have not yet been nationally established 
for a specific activity, proxies are recommended.

Gaps in CLoS will be identified at the problem definition stage of developing a 
business case. 

Find out more about CLoS on the Planning and Investment Knowledge Base.

BCA capabilities and the IAF
BCA capabilities of groundwork and context, relationship management and structure, 
which you can learn more about in the BCA learning modules, are also important in 
relation to the IAF.

Groundwork and context
Applying the groundwork and context capability is important for demonstrating that 
the overall application of the BCA is sound. In developing the business case, investment 
partners need to explore the root cause of a potential problem, do research to understand 
it and define the likely benefits of investment.

For the IAF, looking at CLoS and performance measures is part of this process. 

Relationship management
Applying the relationship management capability to the development of proposals 
aligned with the IAF demonstrates how investment partners, key stakeholders and the 
Transport Agency can work closely and collaboratively. Transport Agency staff offer 
insights as trusted advisors and test thinking with investment partners at all stages in the 
BCA. Working consistently within the BCA and in partnership with the Transport Agency 
will ensure fit-for-purpose effort at each stage of the development of your investment 
proposal.

The assessment of the business case is an opportunity for the Transport Agency to set 
up a feedback loop and a line of communication with investment partners. It also helps to 
manage expectations and reinforce a no–surprises approach.

Thinking about how to manage communications when tough conversations are required 
is also important. For example, when a business case is assessed as needing rework, 
or has failed, it is important to have clear communication about the rationale for the 
assessment outcome. This may be because of inadequate justification, insufficient 
evidence or inappropriate timing.

http://www.transport.govt.nz/ourwork/keystrategiesandplans/gpsonlandtransportfunding
http://www.transport.govt.nz/ourwork/keystrategiesandplans/gpsonlandtransportfunding
http://www.nzta.govt.nz/planning-and-investment/planning-and-investment-knowledge-base/2018-21-nltp-investment-assessment-framework-iaf/developing-an-assessment-profile-2018-21/#customer-levels-of-service
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/
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Structure
Structure helps in understanding what approvals are required for time and resources, 
the level of complexity and risk, and what kind of governance structure is required as a 
proposal develops. Applying the structure capability involves making sure everything 
is aligned and set up correctly, enables efficient and effective use of resources and 
minimises risks. This contributes towards preparing effectively for assessment under  
the IAF.

Further information
Find out more about the IAF in the Investment Assessment Framework decision making 
information sheet, and in the Planning and Investment Knowledge Base.

Find out more about how business cases are assessed in the Assessment of the business 
case information sheet. 

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
http://www.nzta.govt.nz/planning-and-investment/planning-and-investment-knowledge-base/2018-21-nltp-investment-assessment-framework-iaf/
https://nzta.govt.nz/assets/resources/The-Business-Case-Approach/Assessment-of-the-business-case.pdf
https://nzta.govt.nz/assets/resources/The-Business-Case-Approach/Assessment-of-the-business-case.pdf
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/

