
The NZ Transport Agency gives effect to the 
Government Policy Statement on Land Transport 
(GPS) through the application of the Investment 
Assessment Framework (IAF).
The Transport Agency uses the IAF to prioritise proposals for inclusion in the National Land 
Transport Programme (NLTP) and potential investment funding within the activity class 
funding ranges. If the proposal cannot support a high enough funding priority, it is unlikely 
to be approved for investment. This ensures that limited resources are being put to the best 
use, and that the Transport Agency delivers value for money.

Throughout the investment assessment process, the Transport Agency responds to proposals 
and feedback from the sector. This includes working closely and collaboratively with investment 
partners in developing investment proposals, offering advice and testing thinking at key stages 
in a proposal’s development, and assessing and providing assurance for investment decisions.
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Assessment factor Description Rating

Results alignment Assessment of how well the proposed 
investment aligns with outcomes sought by 
the GPS and guided by the Long Term View

Low/Medium/High/Very high

Cost–benefit appraisal Assessment of the whole-of-life benefits 
and costs based on the Economic evaluation 
manual (EEM) for improvement activities, 
and cost-effectiveness and performance 
comparisons for continuous programmes

For improvements:  
Low/Medium/High/Very high/PVEOL

For continuous programmes, cost-
effectiveness ranges of: 
Low/Medium/High/Very high

There are two stages to the assessment of investment proposals. First, the Transport Agency 
assesses the business case, guided by 16 business case assessment questions, to assess how 
well the Business Case Approach (BCA) has been followed. (Read more in the Assessment of 
the business case information sheet.) Proposals that pass this assessment are then assessed 
against the IAF before being prioritised.

What is the Investment Assessment Framework?
The IAF comprises two factors:

 – results alignment, and 

 – cost–benefit appraisal. 

The results of the assessment lead to an investment profile – an overall ranking that is used to 
prioritise funding. 

Results alignment 
Results alignment is an assessment of investment proposals against the outcomes sought 
by the GPS in terms of the key priorities of safety and access, and the environment priority. 
Assessment is at an activity class level and ratings range from low to very high.

There are different results alignment criteria for each activity class, and they relate to whether 
there is a gap between the current customer level of service (CLoS) and the appropriate CLoS. 

GPS priority Low Medium High Very high

Safety Continuous 
programmes: 
a higher level of 
service than required

Improvements: 
a gap in required 
levels of service

Continuous 
programmes:  
a fit-for-purpose level 
of service

Improvements: 
an identified gap of 
some significance 
in required levels of 
service

Continuous 
programmes: 
a gap in existing levels 
of service

Improvements: 
a significant gap in a 
targeted regional or 
national context

Directly links to 
specific priority 
results sought in the 
GPS

Access – thriving 
regions

Access – liveable 
cities

Environment

https://www.nzta.govt.nz/resources/economic-evaluation-manual
https://www.nzta.govt.nz/resources/economic-evaluation-manual
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
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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.

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

Cost–benefit appraisal
Cost–benefit appraisal assesses the cost-effectiveness of proposed investments, 
comparing the benefits that will be achieved with the inputs (primarily costs) used to 
achieve the benefits. This enables the Transport Agency to prioritise investments and 
ensure that these represent the GPS priority of value for money.

Improvement projects are rated very high, high, medium or low, usually based on their 
benefit–cost ratio (BCR), using EEM methodologies. For improvement activities where 
a BCR is not applicable, for example like-for-like bridge replacements, the cost–benefit 
appraisal uses least whole-of-life economic cost. Instead of a priority rating, these 
activities are designated with a present value end of life (PVEOL) rating. 

Benefit–cost ratio range Cost–benefit appraisal rating

10 or more/PVEOL Very high

5–9.9 High

3–4.9 Medium

1–2.9 Low

Continuous programmes are rated very high, high, medium and low, usually based on 
cost-efficiency benchmarking. 

In situations where a business case has not yet been fully developed, a cost–benefit 
appraisal rating of low* (‘low star’) indicates that a final rating will be determined when a 
fully developed business case is available, and a BCR can be calculated.

Programme support
Programme support helps prioritise and phase proposals based on the urgency of the 
problem – whether a problem or opportunity needs to be addressed within three years, 10 
years or beyond 10 years.

The organisation submitting an investment proposal can indicate their programme 
support rating. The Transport Agency then considers this rating as part of applying the 
IAF, and may arrive at a different rating to that proposed.

Prioritisation
Priority orders are determined by the assessment profile, a combination of the 
assessment of results alignment and cost–benefit appraisal. These orders help determine 
whether a proposal should be included in the NLTP, as well as their relative priority to 
other proposals in their activity class. 

Cost–benefit appraisal based on BCRs for improvements

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
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Prioritisation for improvement activities
Depending on the amount of funding available for an activity class, activities with 
sufficiently high priority are included in the NLTP. They are then assessed for funding 
approval when they are ready to progress and an appropriate business case has been 
developed and assessed.

The two IAF assessment factors are brought together to form an assessment profile that 
determines a proposal’s priority, as shown in the table below. 

Priority order for improvement activities

Results alignment Cost–benefit appraisal Priority order

Very high Low/Medium/High/Very high 1

Low/Medium/High Very high (BCR 10+ or PVEOL) 2

High High (BCR 5–9.9) 3

High Medium (BCR 3–4.9) 4

Medium High (BCR 5–9.9) 4

High Low (BCR 1–2.9) 5

Medium Medium (BCR 3–4.9) 5

Medium Low (BCR 1–2.9) 6

Low High (BCR 5–9.9) 7

Low Medium (BCR 3–4.9) 8

Low Low (BCR 1–2.9) Exclude

Activities with a BCR below 1 can be considered for approval if they are part of a package 
or programme that has an overall BCR of greater than 1. 

However, for all activities with a BCR of less than 1, whether standalone or part of a 
package or programme, consideration as an exception would involve greater scrutiny, and 
would require approval at the appropriate level of delegation.

To learn more about these exceptions, refer to the Planning and Investment Knowledge Base.

Prioritisation for continuous programmes
Funding decisions for continuous programmes are made when the NLTP is adopted. 
Applying the IAF to continuous programmes supports decisions around cost-effective 
levels of investment to maintain an appropriate CLoS, rather than providing definitive 
investment decisions.

Business cases for continuous programmes result from collaborative assessment by the 
Transport Agency and its investment partners, so they are expected to achieve a medium 
or above rating from the IAF assessment.

The two IAF assessment factors are brought together to form an assessment profile that 
determines a proposal’s priority, as shown in the following table.

https://nzta.govt.nz/planning-and-investment/planning-and-investment-knowledge-base/
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Priority order for continuous programmes

Results alignment Cost–benefit appraisal Priority order

Very high Low/Medium/High 1

High High 3

High Medium 4

High Low 5

Medium High 4

Medium Medium 5

Medium Low 6

Moderation and engagement
The Transport Agency decides whether funds will be allocated and, if so, what the 
allocation will entail. If the Transport Agency and investment partners have been engaged 
throughout the process, there should be no surprises.

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

You can also learn more about the IAF 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.

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

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/
mailto:nltp%40nzta.govt.nz?subject=Investment%20Assessment%20Framework
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/

