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Why Better Business Cases™?
The purpose of Better Business Cases (BBC) 
is to provide a framework for objective analysis 
and consistent information to decision-makers. 
The framework supports Cabinet’s intentions:

 � to make the best investment choices for 
current and future generations

 � to ensure there is active stewardship of 
government resources

 � to maintain strong alignment between 
individual investments and the government’s 
long-term priorities.

What is a Better Business 
Case™?
BBC supports the New Zealand (NZ) 
government’s staged decision-making process:

 � A consistent approach that enables 
comparison of investment proposals

 � A staged approach with off-ramps for 
decision-makers

 � A structured approach that avoids detail 
before it’s needed

 � Adapted for NZ from international good 
practice – the five-case model.

The five-case model
BBC is based on the five-case model, a 
recognised good practice approach developed 
in the UK and adopted by the G20 and other 
countries and international organisations. 

The model addresses the five key questions 
that any business case must answer:

1  Is there a compelling case for change? 
(Strategic Case)

2  Does the preferred option for investment 
optimise public value? (Economic Case)

3  Is the proposed deal commercially viable? 
(Commercial Case)

4  Is the investment proposal affordable? 
(Financial Case)

5  How can the proposal be delivered 
successfully? (Management Case)

When must BBC be used?
BBC must be used for all investment proposals 
requiring Cabinet approval, for both physical 
and intangible assets, by organisations in 
scope for Cabinet Office Circular CO(19)6:

 � All departments (including departmental 
agencies) as defined by the Public Finance 
Act 1989

 � Crown entities: Crown agents; Autonomous 
Crown entities; Independent Crown entities

 � Crown entity companies including Crown 
Research Institutes and Crown entity 
subsidiaries

 � Companies listed on Schedule 4A of the PFA.

Chief Executives must apply the BBC 
framework for all investment proposals 
that need Cabinet or Responsible Minister 
approval. Where Cabinet approval is not 
required, there is an expectation that the 
process be adopted as good practice.

Organisational ownership 
is key
An agency Senior Responsible Owner 
(SRO) must oversee business case 
development and project implementation. 
The SRO is accountable for the development 
of the business case, delivery of the project, 
and realisation of benefits.

Ownership of business case development 
lies with the agency creating the proposal; 
the thinking must not be outsourced. 
Work such as workshop facilitation, economic 
analysis and writing may be outsourced. 
An internal executive or senior manager must 
be accountable for each of the five cases, 
to ensure appropriate internal stakeholder 
direction, ownership and involvement 
throughout the process.

Principles
 � Agency ownership and governance of the 

business case is key. The thinking process 
is what matters; the business case merely 
documents the thinking

 � Outsource the tasks, not the thinking; use 
outsourcing and improve intend capability

 � Project planning and thinking  supporting 
artefacts  business case

 � Engage stakeholders early and keep them 
involved

 � Focus continuously on achievability and 
benefits

 � Keep it simple – include only what’s needed 
for the next decision

 � Keep it short – write no more than you need to. 

BBC benefits to key 
stakeholders in the process
 � Decision-makers – analysis shows strategic 

alignment and demonstrates public value; 
consistent structure and content enables 
robust comparison of investment proposals.

 � Management – requires early engagement 
and influence on direction, leading to 
confidence; evidence-based assurance of 
commercial and financial viability and that 
the organisation has a rigorous planned 
approach to delivery.

 � Business case developers – provides clear 
process, expectations and guidance.

 � Reviewers – enables early engagement and 
a common language.

 � Private sector service providers – ensures 
early market soundings and clearly specified 
service requirements.

Alignment to NZ’s Cabinet 
approvals process 
BBC aligns the five-case model to 
New Zealand’s Cabinet-required staged 
approvals process. This two-stage process is 
designed to:

1 Respect Ministerial/Cabinet choice:

 � Stage 1 (Indicative or Programme 
Business Case (IBC/PBC)): provides 
high-level analysis of a long-list of 
options; it identifies a Preferred Way 
Forward and seeks approval to take 
a short-list forward for detailed analysis 

 � Stage 2 (Detailed Business Case (DBC) 
or equivalent for a programme tranche or 
key project): Analyses the short-list in more 
detail and seeks a decision to invest in the 
Preferred Option.

 � It requires final confirmation of cost and 
detailed plans before funding is appropriated 
– often delegated to Joint/Responsible 
Minister approval (Implementation BC).

2 Help agencies avoid doing too much work 
too early:

 � The content of each case builds over 
the stages, providing just enough detail at 
each stage to support the required decision.

 � Each business case stage is an off-ramp 
if decision-makers don’t want to proceed.

3 Maintain supplier market confidence:

 � Aligns with NZ government procurement 
rules. 

 � Avoids raising market expectations; 
agencies may not formally approach the 
market without Cabinet approval based 
on understanding the preferred option, 
costs, and benefits.

Scaling the framework 
The core of the BBC is the five-case model. 
The appropriate level of effort depends on 
the scale and risk of the proposal; this can be 
varied by agreement with Treasury.

What is expected?
Cabinet engagement

All investment proposals requiring Cabinet 
approval must:

 � Be developed in accordance with Treasury’s 
BBC guidance

 � Engage Cabinet in the decision-making 
process as early as practicable

 � Use the 2-stage approval process, unless 
otherwise agreed by Treasury

 � Unless otherwise agreed by Cabinet/
Treasury:

 - Report back to Cabinet within 12 months 
of the in-service date on the actual level 
of benefits achieved compared with those 
outlined in the approved business case.

 - Provide information to Treasury at agreed 
intervals on the actual level of benefits 
achieved

 - Send to Treasury 
investmentmanagement@treasury.govt.nz 
copies of any benefits realisation reports. 

Where do I get support?
Guidance, templates, more information

 � Risk Profile Assessment, to determine the 
inherent risk of a proposed initiative:  
www.treasury.govt.nz/RPA

 � Business Case Scoping document, to agree 
effort with Treasury/monitoring agency:  
www.treasury.govt.nz/BBC-scoping

 � Detailed online guidance and templates: 
www.treasury.govt.nz/BBC

Training and support

Treasury-led Business Case Clinics for eligible 
high-risk high-value projects – ask your vote 
analyst or contact investmentmanagement@
treasury.govt.nz

Treasury-led – ask your vote analyst or contact 
better.businesscases@treasury.govt.nz:

 � Seminar for senior managers – free

 � Seminar for PMOs, interested staff – free

For any queries or for further information: 
better.businesscases@treasury.govt.nz

International training –  
https://apmg-international.com/

 � Foundation (2-day) and Practitioner (2-3 day) 
courses – cost (formal certification optional).

Related Guidance
BBC guidance includes links to more detailed 
guidance, eg, benefits management

 � Cabinet Office Circular CO (19)6:  
www.dpmc.govt.nz/publications/co-19-6 

 � Cost Benefit Analysis guidance:  
www.treasury.govt.nz/CBAx 

 � Wellbeing focus – Living Standards 
Framework: www.treasury.govt.nz/LSF 

 � Investment reviews, including Gateway: 
https://treasury.govt.nz/investmentreviews 

 � Government procurement requirements: 
www.procurement.govt.nz

 � New Zealand Infrastructure Commission: 
www.infracom.govt.nz  

Risk Profile Assessment

Before substantive work starts on a business 
case for any significant initiative, agencies 
must complete an RPA to determine the 
inherent risk: www.treasury.govt.nz/RPA.  
This ensures early engagement with system 
leads, and helps determine the appropriate 
business case pathway.

Business Case scoping document

Agencies should engage early with those 
reviewing the business case to agree the 
business case and decision pathways and 
determine assurance needs. Engage with the 
agency, Treasury Vote Team and monitoring 
agency (if any) early in each business case stage. 

To ensure a fit-for-purpose business case,  
they agree:

 � Business case pathway (the stages and 
documents required)

 � Timing and nature of decisions required

 � Scope and depth of analysis needed

 � Assurance requirements.

Also use this document to agree any significant 
changes during business case development:   
www.treasury.govt.nz/BBC-scoping

Two-stage Cabinet approval
1 Two-stage Cabinet approval
2 Breadth – five cases
3 Strategic Case – ILM required
4 Economic Case – moderate CBA/

MCA, full sensitivity analysis
Gateway reviews required

Two-stage Cabinet approval
1 Two-stage Cabinet approval
2 Breadth – five cases
3 Strategic Case – ILM with accredited 

facilitator required
4 Economic Case – full CBA/MCA, full 

sensitivity analysis
Gateway reviews required

Single-stage Cabinet approval 
(combined IBC+DBC)
1 Breadth – five cases
2 Strategic Case not required
3 Economic Case – light CBA, light 

sensitivity analysis
Expected to only be submitted during 
Budget process

Two-stage Cabinet approval. Cabinet 
may agree at IBC to conditionally 
delegate DBC approval to Joint or 
Responsible Ministers
1 Breadth – five cases 
2 Strategic Case – ILM required
3 Economic Case – full CBA/MCA, 

light sensitivity analysis
Gateway reviews available on request

High Risk  
Small Scale
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Large Scale
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Low Risk  
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BBC Scalability Matrix

mailto:investmentmanagement@treasury.govt.nz
https://dpmc.govt.nz/publications/co-19-6-investment-management-and-asset-performance-state-services
https://www.treasury.govt.nz/information-and-services/state-sector-leadership/investment-management/review-investment-reviews


Summary of actions required for each type of business case with an indication of the recommended approach 

Indicative Business Case (IBC) – 
Project
An IBC may also be required for a programme 
tranche or a high-risk project within a programme.

Strategic Case – Make the case for change

Confirm the strategic context for the investment and 
make a robust case for change.

 � Strategic context
 � Investment objectives, existing arrangements 

and business needs
 � Key service requirements and potential scope
 � Benefits; including Wellbeing
 �  Key risks, constraints and dependencies.

Approach: 

The investment objectives are best identified by 
key stakeholders in a facilitated 2-hour workshop.

Economic Case – Explore the Preferred Way 
Forward

Identify and assess a long-list of options. Identify the 
Preferred Way Forward and a short-list of options for 
more detailed assessment.

Approach: 

The options are best identified by key stakeholders 
in two 2-hour workshops; a long-list workshop, then 
a short-list workshop.

Commercial Case – Prepare for the procurement

Initial planning for the potential deal:

 � Outline the procurement strategy and market 
approach

 � High-level service requirements.

Financial Case – Ascertain affordability and 
funding requirements

Initial assessment of the affordability and funding of 
the Preferred Way Forward.

Management Case – Plan for successful delivery

Outline the intended arrangements to manage the 
project and its benefits and risks.

The Chief Executive’s statement

Detailed Business Case (DBC) – 
Project
A DBC may be required for a Programme tranche.

Revisit the Strategic Case

Revisit and confirm or update the Strategic Case to 
reflect material changes.

Further analysis of the Economic Case – 
determine potential value

Detailed analysis of the short-list options:

 � Detailed benefit/cost economic assessment of the 
short-list options. If PPP include the Public Sector 
Comparator.

 � Intangible benefits costs (including Wellbeing)
 � Risk and uncertainty
 � Identify the Preferred Option; carry out sensitivity 

analysis to confirm.

Approach: 

The short-list options, especially intangible 
costs and benefits, are best assessed by key 
stakeholders in a 2-hour workshop.

Commercial Case – Prepare for the procurement

Detailed planning for the procurement for the 
preferred option

Approach: 

Follow NZ Government Procurement and Property 
(NZGPP) and InfraCom guidance.

Financial Case – Ascertain affordability and 
funding requirements

Detailed assessment of affordability and funding for 
the preferred option.

 � Update the financial costing model.

Management Case – Plan for successful delivery

Detail the planned arrangements to manage the 
project, its benefits and risks:

 � Project management
 � Change management
 � Benefits management
 � Risk management
 � Post-project evaluation.

The Chief Executive’s statement

Programme Business Case

Strategic Case – Make the case for change 

Confirm the strategic context for the investment and 
make a robust case for change.

 � Strategic context
 � Investment objectives, existing arrangements 

and business needs
 � Key service requirements and potential scope
 � Benefits; including Wellbeing
 � Key risks, constraints and dependencies.

Approach: 

The investment objectives are best identified by key 
stakeholders in a facilitated 2-hour workshop.

Economic Case – Explore the preferred way 
forward

Identify and assess programme options and 
recommend a Preferred Programme.

Approach: 

The options are best identified by key stakeholders 
in two 2-hour workshops: a long-list workshop and a 
subsequent preferred programme workshop.

Commercial Case – Prepare for the procurement

Initial planning for the procurement:

 � Procurement strategy and market approach
 � Service requirements.

Financial Case – Ascertain affordability and 
funding requirements

Initial assessment of the rough-order costs and 
potential funding sources, affordability and funding 
for the preferred programme.

Management Case – Plan for successful delivery

Outline the intended management and control 
arrangements and describe how the organisation 
plans to organise tranches and deliver the preferred 
programme/project.

The Chief Executive’s statement

Implementation Business Case – 
Project
Cabinet usually delegates approval of the ImBC 
to Joint Ministers, if the finalised contract remains 
within tolerances set in the DBC approval.

Revisit the Strategic Case

Revisit and confirm the Strategic Case.

Revisit the Economic Case 

Revisit and confirm that the selected solution 
remains within parameters set in the DBC 
approval. If significantly different, this may require 
resubmission to Cabinet.

 � The preferred option
 � Benefits.

Commercial Case – Contracting for the project

Summarise and reference the procurement process 
used; identify the preferred supplier(s). 

 � Evaluation of offers and due diligence process
 � Summary of the negotiated deal, contractual 

arrangements and payment mechanisms.

Financial Case – Funding the project

Revisit and confirm that affordability analysis and 
funding arrangements remain within parameters set 
in the DBC approval. If significantly different, this 
may require resubmission to Cabinet.

 � Financial modelling
 � Financial implications for the organisation
 � Contingencies and risks
 � Overall affordability.

Management Case – Ensure successful delivery

Confirm reference the arrangements in place to 
manage the project and the ongoing delivery of 
services and benefits.

 � Governance and project management
 � Change management
 � Benefit Management
 � Risk Management
 � Contract arrangements
 � Post-project evaluation.

The Chief Executive’s statement

Economic

Financial Commercial

Strategic

Management

How can the 
proposal be 

delivered 
successfully?

Is the 
investment 
proposal 

affordable?

Is the proposed deal 
commercially viable?

Does the 
preferred option 
optimise value 

for NZ?

What is the compelling 
case for change?   

Strategic fit &  
business needs

Project (Large scale and/or high risk)

Programme

Project (Other)

The analysis 
 effort for each of the 
5 cases is scaled to 

be proportionate to the 
scale and risk of the 

initiativeOutline fit with strategy and the 
need to invest

Way forward with short-listed 
options (Contingency)

Confirm case for change, preferred 
programme, project tranches, 
funding (Contingency)

Confirm best value option, outline 
potential deal, delivery plan, 
assess affordability  
(Final contingency) 

Confirm  supplier offering best 
value, detailed commercials, confirm 
affordability, detailed  delivery 
arrangements (Appropriation) 
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Strategic  
Assessment

Strategic  
Assessment

Single Stage Business Case

Detailed  
Business Case

Programme  
Business Case

Indicative  
Business Case

Implementation  
Business Case

Implementation  
Business Case

Key stakeholders do 
the thinking together 
through workshops 

for the  strategic and 
economic cases

Each case is developed in further detail 
through the process.

Strategic Assessment – for a 
programme or project

Enables stakeholders to consider the merits of 
a proposed investment and determine if it should 
proceed to further investigation and preparation 
of a business case.

 � Strategic context
 � The case for change.

Key questions:

 � What is the problem or business need that 
requires a new investment?

 � How does the proposal contribute to government, 
sector and organisational priorities?

 � What benefits will the organisation gain in 
successfully responding to the problem or 
business need?

Approach:

The Problems and Benefits are best identified by 
key stakeholders in two 2-hour Investment Logic 
Mapping (ILM) workshops; a Problem workshop 
and a Benefits workshop.

If the proposal is high-risk an accredited ILM 
facilitator must run the sessions; otherwise a trained 
ILM facilitator may be used.

Infrastructure Projects
If whole-of-life-cost is over $50m, or if considering 
non-traditional procurement (including PPP) you 
must engage early with the NZ Infrastructure 
Commission – Te Waihanga info@infracom.govt.nz 
and follow its guidance.

The five case model
The 5 key elements of good practice business cases.

Selecting the BBC pathway 

Determine which type of business 
case best delivers the required 
decision/s 




