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This information sheet 
is supplementary to the 
online modules on the 
programme business 
case.

Getting everything lined up to be in a position 
to explore alternatives and options for the 
programme business case (PBC), let alone make a 
recommendation about a preferred programme, can 
take longer than expected. The amount of time and 
groundwork required should not be underestimated. 
For a larger, more complex PBC this can be at least 
four to six months.  

Ongoing work, such as building the evidence base, engaging with stakeholders and 
checking the approach is still fit for purpose, is important for developing a more in-depth 
understanding of the problems, opportunities and constraints identified in the strategic 
case.

Why have workshops?

The steps required to develop a PBC are typically supported by workshops with 
stakeholders and investors. The main steps are:

 – testing and refining the strategic case, looking for ways to fill any remaining gaps in 
evidence and analysis, and framing investment objectives

 – exploring a wide range and mix of alternatives and options to address the problems 
identified in the strategic case

 – identifying a preferred programme that addresses the strategic case to recommend to 
investors/decision makers.

Although not mandatory, workshops are an effective way of meeting expectations 
for informed discussion and are strongly recommended. We also recommend hiring 
independent facilitators to manage the workshops.

When planning your workshops or considering how many to have, think of your 
stakeholders’ experience and capabilities, as well as the scale of the proposal. Fit-for-
purpose effort is critical in this context.



NZ TRANSPORT AGENCY   Business Case Approach information sheet | Programme business case: the workshops 2 

Preparing for workshops

Before any workshops take place, it’s important to:

 – collect any evidence needed to address gaps in the strategic case, and analyse the 
evidence to objectively test the problems and benefits. Ask, ‘Do I have enough evidence 
to identify the root cause(s) of the problem?’

 – revisit the problem and benefit statements and revise them as necessary, as well as any 
assumptions made in the strategic case; doing this helps you to better understand the 
causes and consequences, including the consequence of doing nothing

 – start to shape initial SMART (specific, measurable, achievable, relevant and time-
bound) investment objectives, including establishing a baseline for measures

 – start to develop some alternative ways to intervene that draw on demand, supply and 
productivity sides, so that the workshop discussions are well informed

 – engage the right workshop facilitator, who can lead informed discussions to express 
workshop objectives and outcomes in plain language and concepts. 

Workshop 1
Workshop 1 tests and refines the strategic case, including the problem statements. It 
also identifies ways to fill any remaining evidence gaps. In this workshop, stakeholders 
consider the evidence and, if necessary, revisit and refine:

 – the problem and benefit statements

 – the percentage weightings allocated to them

 – the key performance indicators (KPIs) identified.

SMART investment objectives
A key output of this workshop is SMART (specific, measurable, achievable, relevant and 
time-bound) investment objectives, which are developed from, and must relate directly 
to, the revised problems and benefits. Investment objectives are the key to helping 
identify programme alternatives and options at the next workshop.

The effect derived from your problem statement, the wording of the benefits and the 
targets of your KPIs – that’s what helps you create a SMART objective.

The example over the page is from the safety outcome class. It uses the details from the 
benefits map, including baselines and targets. 

Deriving objectives in this way means you can show where they come from and how 
they relate to the problems and benefits. Objectives can then be used to test alternative 
responses to show which is most likely to deliver the desired benefits and inform 
discussion about trade-offs.

A good facilitator:

 – is well-briefed about the NZ Transport Agency’s Business Case Approach 
(BCA)

 – is experienced, independent and ‘content free’

 – manages the process, not the outcome.
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Workshop 2
Workshop 2 is essentially a brainstorm session to identify a mix of alternatives and 
options to address the agreed problems. It’s useful to have a variety of stakeholders 
involved so they can explore a wide range of alternatives and options in a collaborative 
way.

This workshop provides participants with a significant opportunity to be innovative, and 
to think outside the square. It’s important to have the right people in the room, including 
an experienced, well-briefed facilitator.

The expected output from this workshop is a longlist of programmes of work, including 
different alternatives and options that meet the investment objectives. Following the 
workshop, business case developers need to decide on an approach for evaluating the 
different programmes.

This workshop is where participants can ‘go to town’ on ideas, so create a safe, 
collaborative environment where you can get the best out of their creativity and 
innovation. This is an opportunity to be open-minded and brainstorm, where everyone 
is listened to and encouraged to put their ideas on the table, even if they’re not fully 
formed. Good facilitation can be critical to creating this environment in workshops. 
A good facilitator doesn’t reject alternatives too quickly, and can draw out seemingly 
random ideas from participants. The unconventional ideas could be the ones that end up 
providing the best outcomes. 

Example of SMART investment objectives: safety outcome class

Improved safety 
along the corridor

60%

BENEFIT INVESTMENT 
BENEFIT/INDICATOR

MEASURE DESCRIPTION BASELINE TARGET

Increased safety

40%

Increased 
infrastructure quality

20%

Deaths and serious 
injuries, by mode

30%

Crashes with deaths and 
serious injuries, by mode

10%

Road assessment rating 
 – state highways

20%

Numbers of deaths 
and serious injuries, 

by mode

Number of crashes 
with deaths and serious 

injuries, by mode

KiwiRAP Assessment 
Programme star

13 deaths and serious 
injuries from June 
2014 to June 2017

10 crashes with deaths 
and serious injuries from 
June 2014 to June 2017

2-star rating as at 
2017

50% reduction by  
June 2020

3-star rating as at 
2020

50% reduction by  
June 2020

This is the benefit 
gained from addressing 
the consequence 
part of the problem 
statement. It is agreed 
by stakeholders at the 
end of the problems 
and consequences 
workshop or the start of 
the benefits workshop.

These come from the investment performance 
measurement list of measures and are agreed 
by stakeholders at the benefit workshop as to 
the best way to measure the benefit sought. 

These are agreed with stakeholders 
at the benefits workshop.

SMART investment objectives need to use the information from the benefit map. For example, two 
possible investment objects from the above benefit map are:
‘We will improve safety along the corridor between X and Y by reducing the number of deaths and 
serious injuries over the next three years (2017–2020)’
‘We will improve the infrastructure quality along the corridor between X and Y from a 2-star rating 
to a 3-star rating by 2020’
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Evaluating workshops 

Evaluating your findings after each workshop helps you to identify any gaps and decide if 
you need further discussion in certain areas. 

When evaluating the workshop:

 –  reflect on what was discussed

 –  consider checking in with your investors or decision makers, particularly when 
investment objectives are being drafted.

Apply critical thinking throughout the workshops so that you can maintain the credibility 
and integrity of the business case, and not lose sight of the bigger picture.

Example of a preferred programme
A five-year programme to improve a section of state highway might consist of 
four activities to be done in various timeframes, that have been reviewed and 
discussed as above:

 – improve section A to C to reduce travel time: year 1 to 2

 – improve bridge access to increase resilience: year 1 to 3

 – upgrade intersection D to make it safer: year 2 to 4

 – improve accessibility to port to encourage economic growth: year 1 to 5.

Workshop 3
Workshop 3 evaluates the range of alternatives and options identified earlier. Use this 
workshop to:

 – identify and discuss the shortlisted alternatives and options

 – test programmes with stakeholders and draw out their feedback and support

 – check you have captured the right mix of alternatives and options in the programmes.

Again, it’s important to listen to stakeholders’ input. Even if they raise a ‘new’ alternative 
or option, it may turn out to be the best approach.

The output of this workshop is a single programme of works identified by participants as 
best meeting the agreed investment objectives and outcomes that will be recommended 
to investors or decision makers – once investors have agreed to the recommended 
programme it becomes the ‘preferred programme’.

Remember to refer to the investment objectives to help distinguish between alternatives 
and options. Using investment objectives and other criteria related to cost, risk, 
interdependencies and so on to inform discussion about trade-offs provides a solid basis 
for a preferred programme. 


