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Introduction

This document provides a high-level summary of the key steps outlined in DoF’s

Guidance for Incorporating Environmental and Climate Considerations into Business

Cases. The purpose of this is to provide users with a quick practical guide, with more

detail on specific aspects found in the main Guidance document.

It is recognised that there continues to be a lot of work ongoing in this area, and the
application of the guidance may be novel to some appraisers. To aid understanding
of the business case requirements we have included a frequently asked questions

(FAQs) section within this document.

This guidance may need to be subsequently updated to reflect new changes to the
guidance and, therefore, users should ensure they refer regularly to the Better

Business Cases NI website for the latest version.


https://www.finance-ni.gov.uk/topics/better-business-cases-ni
https://www.finance-ni.gov.uk/topics/better-business-cases-ni

Guidance Requirements

For all new programme and project business cases appraisers are required to
complete the Environmental and Climate Screening table below to assess the level
of impact that their programme/project is likely to have on the environment and
climate’. See section 3.3. of the Guidance for more detail on what is included under
each consideration, how to complete the screening exercise and what constitutes a

notable impact.
If the screening identifies any notable impacts, appraisers are required to:

» Consider including an environmental and climate spending objective to help
set appropriate programme/project parameters.

» Consult with the relevant stakeholders to ensure that all possible impacts and
options have been identified and considered.

» Consider the inclusion of a Green Solution dimension as part of the options
framework which considers different options to avoid/ mitigate negative
impacts and/or enhance positive impacts.

» Compare the extent of the impacts across options by accounting for it in the
analysis within the Economic Case.

» Ensure that the environment and climate is sufficiently factored into key
decisions in the Commercial, Financial and Management cases for the

preferred option.

Figure 1 summarises the process that should be followed, for all new programme
and project business cases, when considering the potential impact on the
environment and climate. Ultimately, it is the responsibility for the Senior
Responsible Owner (SRO) to determine, on a case-by-case basis, what advice and
input they require from experts/specialists to inform the Environmental and Climate
Screening Exercise and the subsequent analyses where notable impacts have been
identified.

T Except for minor expenditures based on proportionate effort — see relevant FAQ below



Figure 1: Environmental and Climate Guidance Pathway
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Frequently Asked Questions

The consultation on updating DoF’s Guidance for Incorporating Environmental and
Climate Considerations into Business Cases raised several common questions
which we have provided answers to below. Departments are encouraged to flag any

recurring or novel questions to DoF, so this section may be updated in due course.

Proportionate Effort

Should the guidance and screening be applied to all programmes

and projects or will there be any thresholds to ensure
proportionality?

All programmes and projects should at least consider environmental,
climate and green requirements. The intention is to ensure that climate
action, the environment, and green jobs are considered in the
development of business cases for all programmes and projects for
which there are public funding implications.

The screening (or a form of it for minor expenditure) should allow for
proportionate effort as programmes and projects can be screened out if
they are deemed to have no/negligible environmental or climate impact.

There cannot be expenditure thresholds because every project is
different, and lower-level projects could still potentially have
disproportionate impacts/risks. However, the level of effort put into the
appraisal of impacts should reflect the level of spend/ complexity and
often a qualitative approach will suffice if it is not feasible or proportionate
to quantify or monetise.

See DoF’s minor expenditure pro forma for an example of how to
address requirements for low-level or routine expenditure.

Environmental and Climate Screening

What does notable (impact) mean?

A notable impact is one which is not considered negligible or minor.
Notable means it is relevant to the decision-making process, and it will be
addressed within the appraisal.



https://www.finance-ni.gov.uk/publications/business-case-pro-formas

If in doubt, screen in and appraise the impact but ensure to apply
proportionate effort.

Could this be subject to interpretation and potential disagreement
between appraisers/reviewers? How can DoF and Departments

ensure a consistent approach as the impacts will be subjective
depending on the appraiser?

Business cases will always have a level of subjectivity and will never be
totally consistent within or across departments e.g., non-monetary or risk
analysis. The requirement for appraisers has not changed, in that any
impact (economic, social, or environmental) which could influence the
decision-making process should be proportionately appraised within the
business case.

The HMT Green Book (P.64) effectively suggests further assessment for
any impact; however, we want to have flexibility for appraisers to screen
out if not proportionate or practical to do so.

How were the impact considerations in the Environmental and
Climate Screening Exercise decided and is this robust enough to
cover all areas?

The impact considerations included in the Environmental and Climate
Screening Exercise are high-level areas which reflect the current Green
Book guidance on economic appraisal.

When developing the updated guidance, DoF also consulted with a large
pool of stakeholders, all with different priorities and interests to ensure a
wide coverage regarding the Environmental and Climate Screening
Exercise. Therefore, the guidance should, in theory, cover all the relevant
environmental considerations.

Options Framework

Should the additional dimension to the options framework (i.e., the

green solution) be included in all business cases which have
identified the potential for a notable impact?

No, the green solution is only a suggested/recommended way of
approaching the appraisal of options. This is not mandatory, and it is up
to appraisers to decide the best approach for their project. If departments
find that this is not helpful or suitable for their specific programmes and
projects, they are encouraged to produce a solution more suited to their
needs.



https://www.gov.uk/government/publications/the-green-book-appraisal-and-evaluation-in-central-government

Could appraisers reject options which are less eco-friendly at long-

list stage?

Yes. If appraisers can justify rejecting less eco-friendly options based on
the programme or project’s spending objectives and critical success
factors, which will be linked to the strategic context (strategies and
policies), then they can do so if the reasoning for this is clear/robust.

However, appraising these options might help decision makers to make a
fully informed decision by illustrating the green vs brown/traditional
solutions in terms of cost, benefits, and risks.

Monetising Impacts

Not all environmental and climate impacts can be easily monetised

— does the general Green Book principle of proportionate effort still
apply?

The level of resources used to monetise impacts should be proportionate
to the level of expenditure, impact, and risk. Where impacts cannot be
proportionately monetised, appraisers should consider using qualitative
methods, as outlined in business case guidance.

The Green Book is the foundation of economic appraisal - this will
continue to be the basis for the methodology on monetising
environmental and climate impacts.

In the past, we have found it difficult to find comparable cost data

for NI - will NI data be made available?

It is accepted that there might be difficulty sourcing NI-specific data,
however, there is the option of completing benchmarking exercises using
GB and ROI data. It is important to remember, if the resources required
to quantify/monetise impacts are disproportionate, then there is an option
to measure impacts in the qualitative (or risk) assessment. The aim is to
ensure the environmental impacts are considered, in a proportionate
way, when making decisions.

It can be difficult to monetise and quantify impacts, is there any

help available for this aspect?

Annex C of DoF’s Guidance signposts users to tools/sources that could
be useful for monetising and quantifying environmental and climate
impacts, where proportionate.

DoF’s emissions calculator and worked example also include various
guidance notes on how to monetise carbon impacts. DoF will consider




the merit of developing further worked examples for various aspects of
the guidance.

Where proportionate, appraisers can also consider employing specialist
support for this aspect. (See the section on Specialist Advisors below).

Specialist Advisors

Is there now a requirement to obtain specialist advice on the

Environment and Climate for all programmes and projects?

No, the guidance states “appraisers should consider employing
specialist support.” As with the use of any specialists (e.g. IT specialists),
this needs to be proportionate to the level of expenditure and scale of
impact/risk.

Who are these specialists?

An environmental/climate specialist might be required for major projects —
however, it should be noted that many large infrastructure/building
projects already require Environmental Impact Assessments through the
planning process and, therefore, SROs should consider using this to
inform the environmental impacts in the business case. The Ministerial
Advisory Group (MAG) may also be a good source for advice.

In some cases, specialist advice may need to come from internal or
external consultants, or academic research teams, depending on the
nature of the programme/project. The SRO should consider the merits of
obtaining this advice and ensure related expenditure follows standard
approval procedures.

Are there plans in place to have in-house specialist advisers

specifically for environmental/climate change factors who can
provide input here?

This is for departments to consider. However, given most of the specialist
work is likely to be employed for major projects there may not be merit in
having a permanent resource. This may be a time-bound professional
service. For lower-level appraisal a qualitative approach is likely to be
appropriate.

Is a new sign off, indicating evidence of specialist advice, required

as part of the assurance framework?




As outlined above, not all programmes/projects will need to obtain
specialist advice. As with the use of any specialists (e.g. IT specialists),
this needs to be proportionate to the level of expenditure.

On this basis, currently no changes are planned to the assurance
framework. However, if specialist advice has been obtained as part of a
business case, this should be documented in the business case, and any
evidence of this engagement should be made available on request.

Training/ Worked Examples

Are there plans to provide training on the updated guidance?

There are no plans to provide specific training on this aspect of business
case guidance. However, as with all guidance, it will be covered as part
of the wider training course provided through LINKS23 on Better
Business Cases NI.

The requirement for appraisers has not changed, in that any impact
(economic, social or environmental) which could influence the decision-
making process should be proportionately appraised within the business
case.

The additional ask is for appraisers to complete the high-level screening
exercise to indicate how any of the impacts influence the decision-making
process.

A worked through example would be useful, is this something that

DoF will be providing in the future?

As part of the update, we have developed an emissions calculator
template to help appraisers monetise emissions savings proportionately
for renewable energy projects. Alongside the template, a worked
example of a solar panel project has been provided to illustrate how to
use the calculator.

DoF are currently considering developing further worked examples for
various aspects of the guidance. If departments or Arms Length Bodies
(ALBs) have any worked examples that they think others would benefit
from, they are encouraged to share this with DoF by contacting
economicappraisal@finance-ni.gov.uk.

2 Course: Better Business Cases NI - Introduction to the Five Case Model (e-Learning)

8 Course: Better Business Cases NI - Practical Application of the Five Case Model (Virtual Classroom)


mailto:economicappraisal@finance-ni.gov.uk
https://www.nical.gov.uk/course/view.php?id=471
https://www.nical.gov.uk/course/view.php?id=497

Green Policy and Departmental Strategies

Are current legislative requirements/ Nl level policies enough to

drive forward the Green agenda at the programme and project
level?

The Climate Change Act (Northern Ireland) 2022, sets out targets for the
years 2030, 2040 and 2050 for the reduction of greenhouse gas
emissions. However, it does not state how these targets will be achieved.

Similarly, many of the NI level policies/ strategies concerned with
achieving the 2050 target are only at draft stage. Whilst they include
various commitments/areas of focus for achieving the 2050 target, they
do not specifically state how these commitments will be met.

There are likely to be varying ways departments can deliver on
environmental and climate policy commitments, with trade-offs to be
made, as not all programmes/projects can meet all these objectives, and
some will remain detrimental to the environment. Strategies need to be
put in place at a departmental level to meet these commitments, which
then feed down into the business case process for programmes and
projects.

The risk is that there could be instances whereby green solutions may
not be viewed as VfM in the absence of specific strategies e.g. based on
cost and affordability. Green strategies enable an appraiser to effectively
rule out more traditional solutions at an early stage where this reflects a
department’s policy position. Furthermore, tackling these issues in a
piecemeal manner at project level could lead to inconsistencies within
departments.

Therefore, it is important that Ministers, their departments and arm’s
length bodies (ALB'’s) consider their own policies/strategies in the context
of environmental and climate policy (such as the Climate Change Act
(Northern Ireland 2022)) and make decisions at that level as to how they
can best meet commitments. This will enable decisions on expenditure to
be made that best reflect a department’s approach to achieving
environmental policy objectives.

What is NI's Net Zero commitment, and can every

programme/project be Net Zero?

NI has committed to achieving net zero by 2050, whereby the net
emissions account for the year 2050 is at least 100% lower than the
baseline (e.g. 1990 levels for CO?).




It is important to note that Net Zero does not mean zero emissions, for
instance, a new building could offset the amount of energy required to
build and operate throughout its lifetime.

Furthermore, it will not be possible to make every programme/project Net
Zero, but the aim should be to reduce/mitigate/offset emissions as much
as possible. Such initiatives may not make the project itself Net Zero, but
they should bring down emissions and contribute towards the wider Net
Zero target at an NI level.

The guidance notes that the High Court ruling of 23 June 2025 in relation
to the A5 road project could have potentially far-reaching implications for
large emissions-heavy proposals. Appraisers should remain aware of the
latest developments regarding this case and be cautious of undertaking
any action as a result of the A5 ruling that would potentially get in the way
of, or undermine, the grounds for appeal, taking legal advice as
necessary.
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