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[bookmark: _Toc167700143]Introduction
[bookmark: _Toc31719129][bookmark: _Toc167700144]Purpose
[bookmark: _Toc31719130]To assist accountable officers and agencies to meet their obligations under the Treasurer’s Direction – Infrastructure, the Financial Management Act 1995 (FMA), and other relevant legislation.
Guidance material in this document is not mandatory. If a conflict arises between this document and Treasurer’s Directions or other legislative requirements, the legislation takes precedence followed by the Treasurer’s Directions.
The Treasurer’s Directions generally designate responsibility to the accountable officer. Unless specifically delegated by the FMA or Treasurer’s Directions, accountable officers may choose to delegate certain responsibilities and functions to agency employees. 
For the purpose of the Treasurer’s Directions – Infrastructure:
approval of change in appropriation purposes and variation to the infrastructure program that will result in transfer of appropriation cannot be further delegated by an accountable officer to agency employees since this is specifically delegated by the Treasurer under section 39(1) of the FMA through the instrument of delegations.
approval of variations to the infrastructure program that will not result in a transfer of appropriation can be further delegated by an accountable officer to agency employees.
The accountable officer can delegate responsibilities and functions to agency employees through a number of mechanisms, such as accountable officer approved policies, procedures and agency delegations.
[bookmark: _Toc167700145]Statement
The objectives of the Treasurer’s Direction – Infrastructure and this guide is to provide a framework for the management and reporting of Northern Territory (NT) Government infrastructure projects for agencies. 
Agencies are strongly encouraged to ensure all employees involved in the development and management of government infrastructure projects have access to this guide.
[bookmark: _Toc31719131][bookmark: _Toc167700146]Legislative basis and related documents
Charter of Budget Discipline 
FMA
NT Government Grant Policy
NT Project Development Framework
Treasurer’s Direction – Infrastructure
Treasurer’s Direction – A2.1 Overview
Treasurer’s Direction on Property, Plant and Equipment
Treasurer’s Direction – A2.5 Improvements and Repairs and Maintenance 
Treasurer’s Direction – Disaster Recovery Funding Arrangements
Treasurer’s Direction – Organisational performance and accountability
Treasurer’s Direction – Treasurer’s Advance 
Relevant Treasurer’s Directions or guidance document for Grants and Subsidies
Treasurer’s instruments of delegations
[bookmark: _Toc167700147]Background
[bookmark: _Toc67486854][bookmark: _Toc67489830][bookmark: _Toc67571214][bookmark: _Toc67582497][bookmark: _Toc67639634][bookmark: _Toc67998596][bookmark: _Toc68101197][bookmark: _Toc68168152][bookmark: _Toc68187416][bookmark: _Toc68596507][bookmark: _Toc68596807][bookmark: _Toc31266927][bookmark: _Toc167700148]Infrastructure program development
The infrastructure program comprises the NT Government’s annual commitment to the construction and maintenance of assets across the NT (including both government and non‑government owned assets) and identified future works priorities.
The program incorporates capital works (both major and minor), repairs and maintenance, capital grants, infrastructure-related expenses and forward works, and excludes purchases of capital items. 
Infrastructure program development considers individual major works and capital grant proposals, and aggregate minor works, repairs and maintenance and infrastructure-related expenses funding levels. Agency submissions through the budget development process form the basis for the infrastructure program.
Department of Treasury and Finance (DTF) issues a budget development circular on an annual basis which sets out the information requirements and timing for agency responses for the development of budget for the coming year. The budget development circular also includes templates and other documents that provide further guidance to agencies in preparing their responses. Agencies must refer to the budget development circulars in relation to directions and supporting information required when providing a submission through the budget development process.
During the budget development process the following takes place:
1. Client agencies, working with portfolio ministers and the relevant construction authority, identify priority infrastructure projects and develop proposals for the infrastructure program.
2. A shortlist of proposals (Budget Cabinet business list) is developed in the context of government’s priorities and available resources (annual shortlisting process is determined by the Treasurer).
3. Cabinet considers agency proposals on the Budget Cabinet business list, in the context of government’s strategic priorities, overall capital works program capacity and fiscal constraints.
4. Cabinet reviews the existing program in the context of government’s strategic priorities, overall capital works program capacity and fiscal constraints.
5. Cabinet decides and approves the new infrastructure program based on consideration of new agency proposals and review of existing infrastructure program.
6. DTF advises each client agency of the outcomes of Budget Cabinet.
7. Details of the infrastructure program for the coming financial year, including estimated revote and new projects, are published in the budget papers. 
Following completion of the budget development process, client agencies engage the relevant construction authority to deliver projects.
While the infrastructure program is predominantly developed as part of the annual budget development process, there may be instances throughout the financial year where variations are necessary. For example, where an agreement with the Commonwealth is reached that requires the NT Government to construct a facility immediately.
When considering requests outside the budget development process, the Treasurer may consult Cabinet members or may refer the request to Cabinet or a Cabinet subcommittee for consideration.
Further detail on the variation processes outside the budget development process for major and minor works, and repairs and maintenance is outlined below. 
[bookmark: _Toc38890840][bookmark: _Toc66865117][bookmark: _Toc67322298][bookmark: _Toc167700149]Client agencies and construction authorities 
Client agencies are agencies that have ownership of physical assets used directly or indirectly for the delivery of services or benefit to the community. A client agency, in consultation with the portfolio minister, is responsible for identifying the agency’s infrastructure requirements based on strategic goals and priorities and developing proposals to include on the infrastructure program.
Construction authorities are agencies with significant technical competence and large asset holdings. Construction authorities are responsible for the following functions in accordance with the conditions, exceptions and limitations in the Treasurer’s Direction - Infrastructure and Appendix A of the Treasurer’s Direction - Infrastructure:
· procuring and managing infrastructure program projects either on behalf of client agencies or for themselves 
· procuring and managing recoverable works capital grant projects on behalf of external parties.
Construction authorities and the exceptions and limitations outlined in Appendix A of the Treasurer’s Direction – Infrastructure may be amended from time to time to reflect changes in government structure and management of the infrastructure program.
Client agencies that are not deemed to be a construction authority must procure capital works through the relevant construction authority.
Construction authorities may also have ownership of the physical assets upon completion, as such, construction authorities may also be a client agency for the purpose of the Treasurer’s Direction – Infrastructure.
[bookmark: _Toc38890841][bookmark: _Toc66865118][bookmark: _Toc167700150][bookmark: _Toc67322299]Project development 
Project development involves the following processes:
a. developing initial project concept and goals
b. conducting research to obtain information required on the project
c. gathering requirements from stakeholders
d. identifying key tasks involved in the project
e. estimating resources required for the project.
During project development, an accountable officer must consult with the relevant construction authority to:
a. determine the type of works required (capital works, repairs and maintenance, capital grants or infrastructure-related expenses)
b. [bookmark: _Toc38890842][bookmark: _Toc66865119][bookmark: _Ref534199964]confirm whether proposed new works are functionally inter-related with existing approved works or with other proposed new works
c. aggregate all functionally inter-related works.
The results of project development inform proposals for projects to be included on the infrastructure program. 
[bookmark: _Toc167700151][bookmark: _Toc67322300]Functionally inter-related works 
Functionally inter-related works are projects that are of a similar nature or at the same location and are determined as functionally inter-related by a relevant construction authority. 
Client agencies must consult with their construction authority to determine if works are functionally inter‑related. The construction authority will advise whether minor and major works are functionally inter‑related. 
Considerations when determining if projects are functionally inter-related include but are not limited to the following:
· Are the projects connected or interdependent in order to function?
· Are the projects procured as one? (noting there are projects that are merely bundled rather than inter‑related)
· Is staging necessary due to availability of funding? (which may result in separating inter-related projects)
[bookmark: _Toc67486859][bookmark: _Toc67489835][bookmark: _Toc67571219][bookmark: _Toc67582502][bookmark: _Toc67639639][bookmark: _Toc67998601][bookmark: _Toc68101202][bookmark: _Toc68168157][bookmark: _Toc68187421][bookmark: _Toc68596512][bookmark: _Toc68596812][bookmark: _Toc31266928][bookmark: _Toc167700152]Forward works program
The forward works program refers to the program of major works projects that have been identified by government as priority works that may proceed within the next four financial years, but have not yet received approval for inclusion on the capital works program.
Inclusion on the forward works program provides authorisation to expend funds on design and pre‑construction activities which include:
a. preparing an order of cost estimate
b. developing concept and preliminary design plans
c. resolving design issues
d. conducting site investigations and surveys
e. obtaining necessary site tenure and clearances
f. determining related infrastructure requirements
g. resolving any other constraints that would inhibit a project from proceeding to construction. 
Approval of a project on the forward works program does not guarantee that the project will progress to the capital works program. 
An accountable officer of a construction authority must obtain relevant approval to change the forward works program, including adding and removing items. This can be done by seeking approval either as part of or outside the budget development process.
In seeking approval through the budget development process, DTF issues a budget development circular which includes templates that an agency must submit in order to add an item to the forward works program. The template (including business case where required) must be endorsed by the agency’s minister prior to submission.
To change the forward works program outside the budget development process, an accountable officer of the construction authority must submit a ministerial endorsement to:
· the Treasurer – where the project is fully externally funded. Agency needs to prepare a brief and memo to the Treasurer.
· or Cabinet – for all other projects. Agency needs to prepare a submission to the Budget Review Subcommittee (BRS), including a cover sheet from the relevant construction authority.
A project is not required to have had forward works status to be approved on the capital works program. However, forward works status is strongly recommended given the need to develop an order of cost estimate and resolve design, site or other issues before proceeding to construction.
The progression of projects at end of financial year from forward works to capital works program, subject to Budget Cabinet approval, is known as the rolling program and is shown at Figure 1.
Figure 1. Forward works


[bookmark: _Toc34203820][bookmark: _Toc34233021][bookmark: _Toc167700153][bookmark: _Toc31266931]Capital works
Capital works comprise all infrastructure projects that create or improve government owned assets, as well as the construction or installation of facilities and fixtures associated with, and forming an integral part of, those works and are categorised as either:
· major works - construction projects where the estimated value exceeds $1 million (GST exclusive)
· minor works - construction projects where the estimated value is $1 million (GST exclusive) or less.
When quantifying the estimated value of a capital works project, agencies must include all costs associated with the works to ensure it is reflective of the true cost of completing the project and that the works are categorised correctly.
Capital works estimates should include:
· all civil and building costs
· site preparation (including demolition costs)
· professional fees directly attributable to the construction of the asset (for example architect, engineer, environmental and energy consultant, and external project management services)
· temporary works or building required while the primary works are undertaken
· fit-out and fixtures (excluding unattached fitting and equipment)
· other costs expected to be included when the project goes out to tender.
The estimated value generally excludes the costs of design and other documentation required to enable the project to proceed to construction as these costs are expected to be incurred while the project is on the forward works program and are managed separately by the construction authority. 
The costs related to initial design and pre-construction activities must still follow the required procurement process based on tier level.
Capital works exclude:
· capital items, which are capital purchases where limited construction or fabrication is required, such as equipment and vehicles
· capital grants, as these are funds provided to recipients and not considered works, refer to section 7 for further guidance and information on capital grants
· repairs and maintenance, as this work relates to maintaining rather than constructing an asset
· infrastructure-related expenses as these are operational costs and cannot be capitalised as part of the asset.
To be defined as capital works, the asset should be able to be capitalised in accordance with AASB 116 Property, Plant and Equipment and Treasurer’s Direction on Property, Plant and Equipment.
Works on government owned assets that do not meet the definition of capital works as above may be regarded as either repairs and maintenance, or infrastructure-related expenses. 
For further guidance regarding recognition and treatment of expenses and assets, such as determining whether a project will be managed within the capital works program or repairs and maintenance, refer to the Treasurer’s Direction on Property, Plant and Equipment.
[bookmark: _Toc167700154]Major works
Major works are construction projects where the estimated value exceeds $1 million (GST exclusive).
Prior to seeking approval to add a major works project to the capital works program, an accountable officer of a construction authority must ensure design concepts and other documentation are sufficiently developed to enable the project to proceed to construction.
The extent of design and other documentation required is the same as the initial design and pre‑construction activities that are conducted if the project is at the forward works status.
Apart from initial design and pre-construction activities, no other financial or legal commitment can occur prior to approval of the major works project.
Major works projects must not be physically or financially combined with minor works projects, unless functionally inter-related.
[bookmark: _Toc38890845][bookmark: _Toc67322305][bookmark: _Toc167700155]Project assessment
[bookmark: _Ref532375899][bookmark: _Toc67322306][bookmark: _Toc167700156]Documents or information required when requesting for new major works projects
· Order of cost estimate 
This is prepared and provided by the construction authority to determine and present the possible costs of the project based on the project requirements and available information gathered during project development. 
Qualified cost consultants or quantity surveyors may be engaged to prepare the cost estimate taking into consideration:
· inclusions and exclusions advised by the construction authority
· description of works and preliminary plans
· known risk and conditions.
· Appropriate amount of contingency
Contingency is an allowance incorporated into the cost estimate to allow for the impact of any unexpected or unforeseen events that may occur during the delivery of the project. A quantity surveyor may be engaged to calculate the appropriate amount of contingency.
Contingency must be agreed with the accountable officer of the relevant construction authority. As a general guide, contingency should be in the order of 10% to 20% of the estimated project cost.
· Business case 
A standard business case (template attached to the budget development circular) is required for new projects that have an NT Government contribution estimated at less than $5 million (GST exclusive).
A standard business case outlines:
· the need for the project, including problem to be solved
· assessment of options to resolve the need, including advantages and disadvantages and cost estimates
· recommended project, including description, benefits, risk assessment, implementation timeframes, funding requirements (total program requirement, cash requirements, recurrent costs).
A robust and detailed business case is required for new projects that have an NT Government contribution estimated at $5 million (GST exclusive) or more.
Projects that have an NT Government contribution estimated at $30 million (GST exclusive) or more are required to be progress in accordance with the NT Project Development Framework.
Strategic and detailed business case templates are available in the NT Project Development Framework website. 
· Any other information as requested by DTF
Other information may be requested by DTF depending on the nature, specifications and purpose of the project.
A written ministerial endorsement and other supporting information detailed in the budget development circular are also required to be submitted together with the above documents.
[bookmark: _Toc67322307][bookmark: _Toc167700157]Assessment process
Changes made to the capital works program, including adding and removing items, must be actioned through the annual budget development process, where possible. However, where this is not feasible, agencies may make variation requests outside the annual budget development process. 
Major works projects are assessed on an individual basis.
[bookmark: _Ref66280331]In addition to the requirements set in paragraphs 25 to 27 of the Treasurer’s Direction - Infrastructure, projects with an NT Government contribution estimated at $30 million (GST exclusive) or more must be progressed in accordance with the NT Project Development Framework.
The NT Project Development Framework aims to ensure that government facilitated and funded projects are developed, evaluated and progressed through a consistent framework which enhances transparency and public accountability, and maximises outcomes and public benefit of government expenditure.
The framework relies principally on a considered and detailed project assessment informing the delivery options and investment decision for each project.
The NT Project Development Framework applies to capital projects that are NT Government funded or require some level of NT Government support, whether they are projects funded through the government capital works program or government facilitated strategic projects. This includes cash and non-cash contributions of $30 million and over towards and or associated with the project.
If a major works project is not sufficiently developed, consideration should be given to submitting the project for inclusion on the forward works program.
[bookmark: _Toc167700158][bookmark: _Toc67322308][bookmark: _Toc38890846]Variations 
Where the approval is sought as part of the budget development process, an agency must refer to the requirements detailed in the budget development circular issued by DTF on an annual basis. 
Where the approval is sought outside the budget development process, the following processes must be followed. 
For the purpose of the TD – Infrastructure and this guidance document, variation relates to any adjustment to the works program or a project and not variation to a procurement contract for work that has been awarded. 
[bookmark: _Toc68101210][bookmark: _Toc68168165][bookmark: _Toc68187429][bookmark: _Toc68596520][bookmark: _Toc68596820][bookmark: _Toc68596521][bookmark: _Toc68596821][bookmark: _Toc67322309][bookmark: _Toc167700159]Adding a project
A project may be requested to be added to the capital works program outside the budget development process through ministerial endorsement to:
· the Treasurer – for projects that have an estimated value less than $5 million (GST exclusive) and, are fully funded by external funding, except for projects that are fully funded by and with agreement with the Commonwealth, and or substitution from minor works, repairs and maintenance or other operational funding. Agency needs to prepare a brief and memo to the Treasurer.
· or the Cabinet for all other projects, except for projects that are fully funded by and with agreement with the Commonwealth, consistent with Charter of Budget Discipline requirements. Agency needs to prepare a submission to BRS including a cover sheet from the relevant construction authority.
Generally, the Minister of the construction authority endorses the request to add projects to the capital works program outside the budget development process.
The Charter of Budget Discipline outlines the principles under which the NT Government allocates its resources through the budget development and Cabinet submission processes, and defines the requirements for Northern Territory Public Sector agencies in seeking resourcing.
Where the new major works project is fully funded by the Commonwealth and there is a signed agreement with the Commonwealth, only notification to DTF is required. The notification must be done within 10 working days from the date of the signed agreement.
A flowchart of the process of adding a new major works project outside the budget development process is available in Appendix A of this guidance document. 
The required documents detailed in paragraph 5.1.1.1 must also be provided together with the agency submission.
[bookmark: _Ref66280234]Where, subsequent to initial approval, major and minor works projects are determined by the relevant construction authority to be functionally inter‑related, the accountable officer of a construction authority can approve the program increase to the major works project where the increase is fully funded by one or more of the following:
a. external funding
b. substitution from minor works or repairs and maintenance
c. other operational funding.
The accountable officer of the construction authority must obtain agreement from the accountable officer of the relevant client agency (or agencies) and notify DTF within 10 working days from the date of signed agreement between accountable officers of the construction authority and relevant client agency (or agencies) for:
· variations with substitution from external funding or other operational funding
· variations with substitution from minor works or repairs and maintenance where the program variation will result in the transfer of funding or allocation from the infrastructure program of one agency to another.
For variations with substitution from minor works or repairs and maintenance, where the program variation will only affect the infrastructure program of one agency, the accountable officer of the construction authority must notify DTF and the relevant client agency within 10 working days from the date of approving the variation.
[bookmark: _Toc38890848][bookmark: _Toc67322311][bookmark: _Toc167700160]Project variations
Variations to a project include:
· an increase in project amount
· a significant change to the scope of works
· a significant change to any aspect of the project that Cabinet or the Treasurer has specifically approved.  
Project variations are categorised as:
· material – where the most recent estimate of a major works project materially exceeds the approved program by more than 10% or $250,000 (GST exclusive), whichever is the lesser 
· immaterial – where the most recent estimate of a major works project exceeds the approved program by less than or equal to 10% or $250,000 (GST exclusive), whichever is the lesser. 
Agencies may fund material project variations externally or use substitution to cover the increase in project costs. Substitution may include minor works redirection or reprioritisation of other operational funding, including repairs and maintenance where appropriate.
The accountable officer of a construction authority, can approve:
· one immaterial variation per project
· [bookmark: _Toc38890849][bookmark: _Toc66865128]material variations and further immaterial variations for a project that are fully funded externally or through substitution in agreement with relevant accountable officer of the client agency.
For material or further immaterial variation, the accountable officer of a construction authority must obtain agreement from the accountable officer of the relevant client agency (or agencies) and notify DTF within 10 working days from the date of the signed agreement between the accountable officers of the construction authority and relevant client agency (or agencies) for:
· variations with substitution from external funding or other operational funding  
· variations with substitution from minor works or repairs and maintenance where the program variation will result in the transfer of funding or allocation from the infrastructure program of one agency to another.
For material or further immaterial variation, with substitution from minor works or repairs and maintenance and the program variation will only affect the infrastructure program of one agency or where the construction authority is funding the increase from its own approved program, the accountable officer of the construction authority must notify DTF and the relevant client agency within 10 working days from the date of approving the variation. The same notification requirement applies with the one immaterial variation allowed per project.
Refer to sections 9 and 10 of this guidance document for details on changes in appropriation purpose and details on reporting and notifications, respectively.
Where the project variation is outside the delegation of the accountable officer as discussed above, the accountable officer of a construction authority must either:
a. re-scope the project, in consultation with the relevant client agency and portfolio minister, to remain within the approved project amount. In this case, approval required is based on client agency’s internal delegations.
b. [bookmark: _Ref66189701]submit a ministerial endorsement to seek Cabinet approval for a material program variation, consistent with Charter of Budget Discipline requirements. Agency needs to a prepare submission to the BRS including cover sheet from the relevant construction authority.
Agencies are encouraged to use external funding or substitution to cover a variation in project costs. 
A flowchart of the major works variation process outside the budget development process is available in Appendix B of this guidance document.
The project must not proceed to tender or contract until the relevant approvals in accordance with the Treasurer’s Directions – Infrastructure have been received. 
In the event that the variation was based on tender prices received, that is if tender prices are significantly higher than the approved program amount, then the tender must not be progressed and awarded until the variation has been approved or re-scoped to remain in the approved program amount.
[bookmark: _Toc67322310][bookmark: _Toc167700161]Removing a project
To remove a Territory-funded major works project from the capital works program outside the budget development process, an accountable officer of a construction authority, in consultation with the accountable officer of the client agency, must seek ministerial endorsement and the following approvals:
· Treasurer’s approval – for projects with an estimated NT Government contribution of less than $5 million (GST exclusive). Agency needs to prepare a brief and memo to the Treasurer.
· Cabinet approval – for projects with an estimated NT Government contribution of $5 million (GST exclusive) or more. Agency needs to prepare submission to the BRS, including cover sheet from the relevant construction authority.
To remove an externally-funded major works project from the capital works program, the accountable officer of a construction authority, in consultation with the relevant client agency, must submit a ministerial endorsement to the Treasurer including supporting evidence of agreement with the external funding body.
Requests to remove major works projects must clearly outline the reasons why the project should be removed, rather than progressed or deferred. Cessation or discontinuation of external funding and change of government priorities are some of the possible reasons for removal of major projects from the capital works program.
[bookmark: _Toc72307977][bookmark: _Toc72310407][bookmark: _Toc72402274][bookmark: _Toc167700162]Minor works 
Minor works are construction projects where the estimated value is $1 million (GST exclusive) or less. 
The minor works program is reviewed annually by Cabinet during the budget development process, taking into consideration the total whole of government minor works program and aggregate allocation per agency.
[bookmark: _Toc67998614][bookmark: _Toc68101216][bookmark: _Toc68168171][bookmark: _Toc68187435][bookmark: _Toc68596526][bookmark: _Toc68596826][bookmark: _Toc38890852][bookmark: _Toc66865132][bookmark: _Toc67322313][bookmark: _Toc167700163]Program assessment
[bookmark: _Toc38890853][bookmark: _Toc66865133][bookmark: _Toc67322316]A construction authority, in consultation with the relevant accountable officer of a client agency, is responsible for compiling and prioritising minor works projects within the agency’s total approved minor works program allocation. 
Minor works program are assessed at an aggregate level for each agency, rather than on a project by project basis. An agency’s minor works program allocation is made up of revoted and new minor works. 
[bookmark: _Toc71646376][bookmark: _Toc72249126][bookmark: _Toc72307980][bookmark: _Toc72310410][bookmark: _Toc72402277][bookmark: _Toc71646377][bookmark: _Toc72249127][bookmark: _Toc72307981][bookmark: _Toc72310411][bookmark: _Toc72402278][bookmark: _Toc67998616][bookmark: _Toc68101218][bookmark: _Toc68168173][bookmark: _Toc68187437][bookmark: _Toc68596528][bookmark: _Toc68596828][bookmark: _Toc167700164]Variations 
An accountable officer of a construction authority, in agreement with the accountable officer of the relevant client agency (where applicable), may seek approval to vary the agency’s minor works program allocation either as part or outside of the budget development process. 
Variations to minor works can either be:
· an increase or decrease in the total minor works program allocation 
· or a change in category from minor works to major works project.
The change from minor works to major works project will arise where the estimated value of a minor works project is expected to exceed $1 million (GST exclusive) or the combined value of two or more minor works projects determined by the relevant construction authority to be functionally inter-related to exceeds $1 million (GST exclusive).
Where the approval is sought as part of the budget development process, an agency must refer to the requirements detailed in the budget development circular issued by DTF on an annual basis.  
The accountable officer of a construction authority can approve a variation to the minor works program outside of the budget development process if it relates to any of the following: 
· an increase to an agency’s total minor works program allocation, or change from minor works to major works project where the total value of the project is within a 30% tolerance of the minor works limit (i.e. equal to or less than $1.3 million (GST exclusive), and is fully funded by one of more of the following:
a. external funding 
b. substitution from repairs and maintenance
c. other operational funding.
· a decrease to an agency’s total minor works program allocation where the decrease relates to an externally funded minor works project.
The accountable officer of a construction authority must obtain agreement from the accountable officer of the relevant client agency (or agencies) and notify DTF within 10 working days from the date of signed agreement between accountable officers of the construction authority and relevant client agency (or agencies) for:
· variation increase with substitution from external funding or other operational funding
· variation decrease that relates to an externally funded minor works project
· variation with substitution from repairs and maintenance where the program variation will result in the transfer of funding or allocation from the infrastructure program of one agency to another.
For variations with substitution from repairs and maintenance where the program variation will only affect the infrastructure program of one agency, the accountable officer of the construction authority must notify DTF and the relevant client agency within 10 working days from the date of approving the variation.
Refer to sections 9 and 10 of this guidance document for details on change in appropriation purpose and details on reporting and notifications, respectively. 
Where the increase is outside the delegation of the accountable officer discussed above, the accountable officer of a construction authority must either:
a. reprioritise the agency’s minor works projects in agreement with the relevant client agency, to accommodate the project within the agency’s total approved minor works program allocation. In this case, approval required is based on client agency’s internal delegations
b. seek Treasurer’s approval to add a new project in excess of $1.3 million (GST exclusive) to the capital works program, including identifying external funding, substitution from minor works or repairs and maintenance or other operational funding
c. submit a ministerial endorsement to seek Cabinet approval for an increase to the agency’s total minor works program allocation, consistent with Charter of Budget Discipline requirements, where agency needs to prepare submission to the BRS, including cover sheet from the relevant construction authority
A flowchart of the minor works variation process outside the budget development process is available in Appendix C of this guidance document.
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External funding may be used to fund a new project or to increase an existing project, subject to relevant approvals. 
External funding means funds that comes from parties outside the NT Government such as Commonwealth Government, local government, school representative bodies and own source revenue. 
Agencies should provide a copy of the external body’s financial commitment to a project to DTF to assist the Treasurer to reach a decision on whether to approve a new project.
Prior to signing an agreement for an externally funded infrastructure project, ownership of the asset, and who is responsible for recurrent expenditure and repairs and maintenance costs, should be clarified.
To add an externally funded project to the capital works program, agencies are to follow the same process as adding an internally funded asset onto the capital works program.
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Write-back is a process that reduces the approved program for a financially complete major works project by the amount of savings that have accrued on the project. The amount of write back is determined based on the following reports required to be submitted by construction authorities to DTF:
· construction progress, including financially completed projects
· actual expenditure against the project
· final expenditure reports for works programs.
To use savings on a Territory-funded major works project to expand the scope of the same project, an accountable officer of a construction authority, with notification to the relevant client agency, must either:
· seek approval as part of the budget development process
· seek approval outside the budget development process by submitting a ministerial endorsement to the Treasurer for approval.
Savings on Territory-funded major works projects must be written back by DTF and cannot be used for substitution unless towards expanding the scope of the same project subject to ministerial endorsement and Treasurer’s approval.
For the purposes of the Treasurer’s Directions on Infrastructure, scope refers to the range of works approved to be undertaken within a project, originally presented for approval (for example, through the business case to Cabinet) and summarised by the approved infrastructure program project name.
Write-back applies on the total approved program for the major works project. If the major works project consists of sub-projects, overspends and underspends from the sub-projects can be internally managed as long as it is within the total approved program amount for a major works project.
The write-back only reduces the approved program amount and will not have any impact to the client agency’s profit or loss accounts.
Where a major works project is externally funded or co-funded by the Territory and external entity, the treatment of the external savings will be assessed based on the following:
a. the agreement between the client agency and external funding body or construction authority in relation to the return of any unspent funds
b. otherwise, the savings lapses and are not permitted for use.
Examples of treatment of savings for externally funded or co-funded major works project
External funding body
Agency A receives $5 million from the Commonwealth to be used for a major works project and the grant funding agreement between Agency A and the Commonwealth states that all unspent funds must be returned to the Commonwealth. During the year, the major works project was completed for $4.9 million, as a result the $100,000 savings will be returned to the Commonwealth based on the grant funding agreement.
Own source revenue
Agency A has a $5 million major works project that is funded by the Territory for $4 million and by its own source revenue of $1 million. Prior to commencement of the project, Agency A agreed with the construction authority that the Territory funds must be exhausted first and any unspent funds coming from its own source revenue will be given back to Agency A. During the year, the project was completed for $4.9 million. Based on the agreement, it will be deemed that all of the $4 million Territory funds has been used and the $100,000 savings comes from Agency A’s own source revenue contribution. The savings must be returned by the construction authority to the client agency based on their agreement.
In the instance where there is no agreement between client agency or construction authority, then any unspent funds will lapse and is not permitted for use.
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As construction of capital projects, including minor works, may span more than one financial year, any works that remain uncommitted or incomplete at the end of the financial year are carried over and included in the capital works program and minor works program in the following financial year. Revote items are determined based on the following reports required to be submitted by construction authorities to DTF:
· construction progress, including financially completed projects
· estimated revote out and financial completion date for each project
· final expenditure reports for works programs.
Revote value is the approved program at the end of the financial year, less expenditure incurred during the financial year as advised by the relevant construction authority. 
Uncommitted minor works program allocation for the current financial year expires at the end of that financial year.
Revoted minor works projects:
a. cannot be used to increase the minor works program allocation for the following year where projects are Territory-funded
b. can be used to increase the minor works program allocation for the following year where projects are externally funded and approved in accordance with paragraph 55a of the TD.
The remaining value of an externally-funded minor works project which has been approved and confirmed in accordance with paragraph 55a of the TD in a given financial year, will increase the total approved minor works program for the agency for the following financial years, for as long as that project is still in progress. 
Where an externally funded minor works project has already been completed or will no longer be progressed, the construction authority and relevant client agency should initiate variation to the client agency’s total minor works allocation in accordance with paragraph 56 of the TD.
DTF issues a revote statement to each agency after consideration of final expenditure reports from construction authorities. The agency revote statement includes major works by project and minor works program at an aggregate level.
In the budget papers, which are usually published prior to the end of the financial year, the estimated revote value is published by project for major works.
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Repairs and maintenance are works undertaken to maintain existing assets in working condition or keep an asset functioning at its required capacity. Works that enhance the asset significantly or extend its useful life are not classified as repairs and maintenance, and are either major or minor works.  
Repairs and maintenance include:
a. specific maintenance – works that are forecasted and scheduled at a given point in time
b. unforeseen maintenance – works that are unexpected and cannot be predicted to occur at a given point in time
c. cyclical maintenance – works that are carried out on a recurring basis throughout a specified period
d. disaster maintenance – works arising from effects of a natural disaster or major event
The repairs and maintenance program is reviewed annually by Cabinet during the budget development process, including a total whole of government repairs and maintenance program allocation, and a notional repairs and maintenance program allocation per agency.
Funding is centrally managed by the relevant construction authority, in accordance with the exceptions and limitations in the Appendix A of the Treasurer’s Direction – Infrastructure, on behalf of client agencies. Repairs and maintenance expenses are recorded in the constructions authority’s ledger and reported in its financial statements and are recorded on a notional basis under a services received free of charge in client agencies’ ledger.
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Construction authorities prepare repairs and maintenance program returns, which are used to inform the budget development process, on behalf of client agencies, having regard to client agency priorities and available resources, and technical assessments from relevant asset management systems. 
Construction authorities also prepare and provide agency liability statements and condition reports based on asset inspections by construction authorities. These documents are used to identify works required to preserve or maintain assets in an appropriate condition.
Repairs and maintenance program returns are assessed at an aggregate level for each agency, rather than on a project by project basis. 
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Variations to an agency’s notional repairs and maintenance allocation may be sought by the relevant construction authority as part of the budget development process, and must be prepared in agreement with the relevant client agency, having regard to:
a. client agency priorities and available resources 
b. technical assessments from relevant asset management systems.
Where the approval is sought as part of the budget development process, an agency must refer to the requirements detailed in the budget development circular issued by DTF.  
Increases in repairs and maintenance funding outside the budget development process can be approved by an accountable officer of a construction authority where the increase is fully funded by one or more of the following:
a. external funding 
b. substitution from minor works
c. other operational funding.
Decreases in repairs and maintenance funding outside the budget development process can be approved by an accountable officer of a construction authority where the decrease relates to externally funded repairs and maintenance projects.
The accountable officer of a construction authority must obtain agreement from the accountable officer of the relevant client agency (or agencies) and notify DTF within 10 working days from the date of the signed agreement between the accountable officers of the construction authority and the relevant client agency (or agencies) for:
· variation increase with substitution from external funding or other operational funding
· variation decrease related to externally funded repairs and maintenance project
· variation with substitution from minor works where the program variation will result in the transfer of funding or allocation from the infrastructure program of one agency to another.
For variation with substitution from minor works and the program variation which will only affect the infrastructure program of one agency or where the construction authority is funding the increase from the construction authority’s approved program, the accountable officer of a construction authority must notify DTF and the relevant client agency within 10 working days from approving the variation.
Refer to sections 9 and 10 of this guidance document for details on change in appropriation purpose and details on reporting and notifications, respectively. 
Where the increase is outside the delegation of the accountable officer discussed above, the accountable officer of a construction authority must either:
a. reprioritise the agency’s repairs and maintenance projects in agreement with the relevant client agency, to accommodate the project within the agency’s notional repairs and maintenance program allocation. In this case, the approval required is based on the construction authority’s internal delegations.
b. submit a ministerial endorsement to seek Cabinet approval for an increase to the agency’s repairs and maintenance program allocation, consistent with Charter of Budget Discipline requirements, where agency needs to a prepare submission to the BRS, including a cover sheet from the relevant construction authority.
Construction authorities, subject to exceptions and limitations in Appendix A of the Treasurer’s Direction – Infrastructure, may adjust notional repairs and maintenance program allocations per agency throughout the year in consultation with client agencies, within the limitations of the total approved whole of government repairs and maintenance program allocation having regard to:
· delivering urgent works as they arise
· delivering priority works for client agencies
· optimising expenditure timing within the approved annual budget.
This can be done through consultation with the relevant agency Infrastructure Committees and Chief Finance Officers in accordance with respective agency partnering agreements, and approved by the accountable officer of the construction authority.
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Capital grants are contributions made by the Territory Government for the purchase, construction or upgrade of significant assets owned by a party other than the Territory Government. 
Works may be managed by either the grant recipient, to which the grant is provided directly, or by the NT Government. Only construction authorities can procure and or manage capital grant projects on behalf of grant recipients subject to exceptions and limitations stated in Appendix A of the 
Treasurer’s Direction – Infrastructure.
Grants can be specific or non-specific. Where a specific grant is authorised, the purpose and outcome of the capital project is clearly defined. A non-specific grant will establish the purpose or intent for the grant, but does not specify the details of the project.
The Northern Territory Government Grant Policy (the Grant Policy) states that capital grants are for projects including the construction of new facilities, extension to or upgrading of existing facilities and the purchasing of major equipment or assets. These grants are also one-off. Capital grants do not include general repairs and maintenance on existing assets. Repairs and maintenance grants may be provided to entities outside the budget sector (grant recipients). 
Agencies should clearly identify to applicants where a grant is considered a capital grant.
For further guidance on recognition and management of grants, refer to relevant Treasurer’s Direction or guidance documents for Grants and Subsidies.
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Infrastructure‑related expenses are operational costs that directly relate to the infrastructure program. 
Infrastructure‑related expenses cover items such as strategic infrastructure planning for major infrastructure assets, including the development of master plans and facility reviews, delivery and consultancy costs that are not specific to an asset and programs of low value projects that individually do not classify as assets, such as signage and landscaping. 
Infrastructure‑related expenses cannot be allocated directly to a specific project.
Infrastructure-related expense funding is determined through the annual budget development process. Output appropriation for infrastructure-related expenses is allocated to the relevant construction authority.
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The infrastructure program is funded through both capital and output appropriation. 
Output appropriation is provided either to the relevant construction authority to carry out client agency repairs and maintenance works and infrastructure-related expenses, or directly to the client agency to pay grants to grant recipients. Capital appropriation is provided to construction authorities, who are responsible for carrying out and or managing capital construction projects.
The type of appropriation allocated to the different components of the infrastructure program is shown at Figure 2.
Figure 2. Components and funding of the infrastructure program


[bookmark: _Toc67998693][bookmark: _Toc68101297][bookmark: _Toc68168252][bookmark: _Toc68187516][bookmark: _Toc68596607][bookmark: _Toc68596907][bookmark: _Toc167700174][bookmark: _Ref66265660]Approval process
[bookmark: _Ref72312685][bookmark: _Ref71707392]Changes in appropriation purpose in accordance with section 20(1) of the Financial Management Act 1995 (FMA), can only be approved if: 
a. it is necessary to do so for the administration of government; and
b. in accordance with a written direction from either:
i. the Treasurer 
ii. a delegate authorised by section 39(1) of the FMA, subject to conditions set in paragraphs 79 and 80 of the TD
Where Treasurer’s approval is required to change an appropriation purpose, requests to the Treasurer must have ministerial endorsement and at a minimum include: 
a.	reasons for the change in appropriation purpose
b.	reasons why the change in appropriation purpose is the most appropriate course of action and is necessary for the administration of government
c.	information demonstrating that the accountable officer reasonably believes the transfer relates to excess appropriation and will not cause expenditure to exceed the approved budget expenditure.
An accountable officer may approve a change an appropriation purpose when all of the following criteria are satisfied. The change:
a. is a transfer between output appropriation and capital appropriation and associated expenditure capacity to fund increases in:
i. major works in accordance with paragraphs 32, 35 or 63 of Treasurer’s Direction - Infrastructure
ii. minor works in accordance with paragraph 55 of Treasurer’s Direction - Infrastructure
iii. or repairs and maintenance in accordance with paragraph 71 of Treasurer’s Direction - Infrastructure
b. the change is within the approved budget and accountable officer’s area of responsibility
c. the accountable officer reasonably believes that the transfer relates to an excess appropriation and will not cause actual expenditure to exceed the approved expenditure budget
d. the accountable officer is of the opinion that the change in appropriation purpose is necessary to do so for the administration of the government.
[bookmark: _Ref149833062]An accountable officer may approve a change in appropriation purpose for a change in delivery method of a project when all of the following criteria are satisfied:
a. the change is a transfer from capital appropriation to output appropriation and associated expenditure capacity for the same project 
b. the change is restricted to transactions with the public non-financial corporation sector entities
c. the change is one-off and affecting current financial year only
d. the change is within the approved budget and accountable officer’s area of responsibility
e. the accountable officer is of the opinion that the change in appropriation purpose is necessary to do so for the administration of the government.
A template is available in Appendix D of this guidance document for use in actioning change in appropriation purpose requests.
The accountable officer must notify DTF within 10 working days of approving a change in appropriation purpose along with the summary of reasons for the change and showing that the conditions set in paragraphs 79 and 80 of the TD – Infrastructure have been met. 
The table below provides some examples on actions required for a change in appropriation purpose.
	Example scenario 1: Material increase in major works funded by excess operational funding
The construction authority advised Agency A that the most recent estimate of a major works project materially exceeds the approved program by $250,000. Agency A has determined that there is excess operational funding within the agency to fund the increase in major works in order to complete the major works project.
Who can approve the change?
In accordance with section 79 of the Treasurer’s Direction – Infrastructure, the accountable officer of Agency A may approve a change in appropriation purpose as the following criteria has been satisfied:
· change is to transfer output appropriation to capital appropriation to fund an increase in major works through operational funding that is within the threshold set in paragraph 35 of the TD
· change is within the accountable officer of Agency A’s area of responsibility and within the approved budget (funding from output appropriation of Agency A)
· funding is from excess operational funding and is necessary to complete the major works project.
Construction authority’s responsibilities:
· Prepare the necessary documentation (such as completion of Appendix D - Change in Appropriation Purpose agreement) for the accountable officers of the construction authority and Agency A to sign off to increase the project via operational funding from Agency A.
· Notify DTF and Agency A within 10 working days of countersigned agreement to increase the project funding.
Budget variation journal
Following confirmation from DTF’s Infrastructure team regarding the change, both Agency A and construction authority’s finance teams raise budget adjustments to recognise the transfer of agency output appropriation to the construction authority’s capital appropriation.

Example scenario 2: Increase in repairs and maintenance allocation from minor works substitution
 Agency B requires additional funding to complete repairs and maintenance works necessary for the current financial year. The construction authority has determined that Agency B has excess minor works allocation that can be substituted to fund the repairs and maintenance requirement and there is sufficient capital appropriation available within broader the capital works cash allocations to fund the increase.
Who can approve the change?
In accordance with section 79 of the Treasurer’s Direction – Infrastructure, the accountable officer of the construction authority may approve a change in appropriation purpose as the following criteria has been satisfied:
· change is to transfer capital appropriation to output appropriation to fund increases in Agency B’s repairs and maintenance allocation through substitution from minor works allocation (paragraph 71b of the TD)
· change is within the accountable officer of the construction authority’s area of responsibility and within the approved budget (substitution from minor works which is under construction authority’s control)
· funding is from excess minor works allocation and is necessary to complete the repairs and maintenance project.
Construction authority’s other responsibility:
· As the change is affecting one agency only, the accountable officer of the construction authority needs to notify DTF and Agency B within 10 working days from the date of approving the increase to Agency B’s repairs and maintenance allocation and the associated decrease to Agency B’s minor works allocation.
Budget variation journal
· Following confirmation from DTF’s Infrastructure team regarding the change, the construction authority’s finance team will raise budget adjustments to recognise the transfer of capital appropriation to output appropriation.


[bookmark: _Toc167700175]Budget journals
Agencies must submit budget adjustments in the APEX system to reflect approved changes in appropriation purpose. The adjustments must be submitted during the annual, mid-year or final budget rounds depending on the timing of when the change was approved.  
Submission of the budget adjustments will enable DTF collate the relevant changes in appropriation purpose in accordance with section 20(1) of the FMA.
[bookmark: _Toc71646391][bookmark: _Toc72249142][bookmark: _Toc72307997][bookmark: _Toc72310427][bookmark: _Toc72402302][bookmark: _Toc71646392][bookmark: _Toc72249143][bookmark: _Toc72307998][bookmark: _Toc72310428][bookmark: _Toc72402303][bookmark: _Toc67998696][bookmark: _Toc68101300][bookmark: _Toc68168255][bookmark: _Toc68187519][bookmark: _Toc68596610][bookmark: _Toc68596910][bookmark: _Toc67998697][bookmark: _Toc68101301][bookmark: _Toc68168256][bookmark: _Toc68187520][bookmark: _Toc68596611][bookmark: _Toc68596911][bookmark: _Toc67998698][bookmark: _Toc68101302][bookmark: _Toc68168257][bookmark: _Toc68187521][bookmark: _Toc68596612][bookmark: _Toc68596912][bookmark: _Toc67486927][bookmark: _Toc67489922][bookmark: _Toc67571305][bookmark: _Toc67582588][bookmark: _Toc67639725][bookmark: _Toc67998699][bookmark: _Toc68101303][bookmark: _Toc68168258][bookmark: _Toc68187522][bookmark: _Toc68596613][bookmark: _Toc68596913][bookmark: _Ref67906428][bookmark: _Ref67926493][bookmark: _Toc167700176]Reporting and notifications
The Treasurer’s Direction - Infrastructure requires various reporting and notification requirements to DTF from the construction authorities and agency accountable officers.
The reports and notifications to DTF should be actioned via email to DTF.Infrastructure@nt.gov.au.
A table of reporting and notification requirements and relevant timeframes is available in Appendix E of this guidance document. Discussed below are the various reporting and notification requirements to DTF.
[bookmark: _Toc167700177]Construction authorities reporting requirements
DTF uses reports provided by construction authorities to monitor the capacity and progress of the infrastructure program and to assist in the management of cash requirements.  
Discussed below is the list of reporting requirements from the construction authorities.
[bookmark: _Toc67998702][bookmark: _Toc68101306][bookmark: _Toc68168261][bookmark: _Toc68187525][bookmark: _Toc68596616][bookmark: _Toc68596916][bookmark: _Toc167700178]Monthly 
Construction authorities must provide DTF with monthly reports within seven working days of the end of the month on the current status of the capital works program and minor works program including, at a minimum, the following information:
a. current estimated project costs against approved program level
b. cash allocation for the current financial year
c. construction progress, including notification of financially complete projects
d. actual expenditure against each project
e. estimated revote out and financial completion date for each project.
Construction authorities must provide to DTF within seven working days of the end of the month, an update on the status of the repairs and maintenance program including, at a minimum, the following information:
a. program allocation in the current financial year by client agency
b. actual expenses in the current financial year to date against approved program by client agency
c. estimated expenses for the current financial year on an accrual basis by client agency
d. location in which works are being undertaken.
[bookmark: _Toc167700179]End of financial year 
At the end of each financial year, timely reporting from construction authorities is necessary to assist with the smooth transition of works programs from one year into the next.
Construction authorities, on behalf of relevant agencies, must submit final expenditure reports for works programs to DTF within ten working days of the end of each financial year, unless otherwise agreed by both parties.
[bookmark: _Toc167700180]Ad hoc 
In addition to reporting requirements discussed above, construction authorities may also be required, from time to time, to provide DTF with other reports, such as:
· actual and estimated expenses in the current financial year for capital grants
· historical expenditure for a client agency’s capital works projects
· whole of government expenditure by region or functional category. 
Such reports should be provided to DTF by a due date agreed between both parties. 
[bookmark: _Toc167700181]Notifications
The Treasurer’s Direction – Infrastructure requires accountable officers to notify DTF in a range of circumstances within specified timeframes where changes to the infrastructure program has been approved by the accountable officer of a client agency in agreement with the accountable officer of the relevant construction authority. This enables DTF to action the necessary program variations and monitor the changes in appropriation purpose in a timely manner. 
A table of reporting and notification requirements and relevant timeframe is available in Appendix E of this guidance document.
[bookmark: _Toc67582590][bookmark: _Toc67639727][bookmark: _Toc67998707][bookmark: _Toc68101311][bookmark: _Toc68168266][bookmark: _Toc68187530][bookmark: _Toc68596621][bookmark: _Toc68596921][bookmark: _Toc167700182]Natural disasters and unforeseen events
Unforeseen repairs include those works deemed as urgent repairs because they have health, safety and or security implications. Items in this category, because of their nature, are not predictable and need to be undertaken immediately. Unforeseen repairs or works may arise from natural disaster, major or minor event.
Unforeseen repairs or works should be accommodated within the approved infrastructure program allocation where possible. 
If the unforeseen repairs or works arise from natural disasters or a major event and the cost of repairs and maintenance or works cannot be accommodated within the approved infrastructure program, an accountable officer of a construction authority, in agreement with the accountable officer of the relevant client agency, may increase the program subject to the works meeting the criteria outlined in: 
a. Treasurer’s Direction – Treasurer’s Advance 
b. Treasurer's Direction – Disaster recovery funding arrangements.
The accountable officer of the construction authority must notify DTF within 10 working days from the date of approving the program variation.
[bookmark: _Toc167700183]Recordkeeping
An accountable officer of an agency must maintain records that support compliance with the 
Treasurer’s Direction - Infrastructure which include, at a minimum, the following:
a. document approvals and agreements to increase major works, minor works and, repairs and maintenance program allocation
b. document approvals given on change in appropriation purposes, including details on the program, function or expenditure category used for substitution and the type of works to be funded
c. document approvals to increase infrastructure program arising from natural disasters and unforeseen events
d. retain records for the specified minimum period, in accordance with the agency’s records disposal schedule.
Upon request, an accountable officer must provide DTF a copy of approvals or any other relevant information as necessary.
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