

HM Treasury, 1 Horse Guards Road, London, SW1A 2HQ

[The Rt Hon/ Lord/ Professor etc] John Smith [MP]
[Ministerial or other title if applicable, e.g. Secretary of State for Defence]
[Department]
[Address line 1]
[Address line 2]
[Postcode]
Dear [Name],  

Delegated Authority Letter – [Department name] 

1. I am writing to set out the [Department name’s] updated delegated spending authorities for 26-27 financial year. This letter determines where HM Treasury’s consent must be sought, the process for doing so and the conditions of delegation.

2. As set out in the Office of Value for Money’s “Reforming the spending control and accountability framework” report published on 26 November 2025, the government announced significant reforms to the public spending control framework. Reforms include new spending delegated authorities reflected in this letter, streamlined spending approval processes and a more focussed Government Major Projects Portfolio. These reforms mean departments will assume more responsibility over decision making, strengthening accountability, removing duplication, and ultimately driving better value for money for taxpayers through more efficient and effective delivery of government’s priorities. In return for this enhanced responsibility, I expect departments to adhere to conditions in Annex A – Conditions of Delegation that are designed to strengthen financial management, improve delivery, and facilitate increased transparency. 

3. By convention, HM Treasury controls all public expenditure ensuring that it is compliant with Parliamentary expectations regarding the use of public money. Departments therefore require HM Treasury authority for all resource and expenditure commitments. In practice HM Treasury delegates some spending authority to departments, allowing them to commit spending without prior HM Treasury consent within predefined limits (with certain exceptions). Detailed guidance on HM Treasury consent and delegated authorities can be found in Annex 2.2 of Managing Public Money. The predefined limits that apply to your department are set out in Annex B – [Department name’s] Delegated Authority Limits for Financial Year 26-27.

4. Outside of these predefined limits (Delegated Authority Limits, or “DALs”), or in the absence of an explicit delegation, [Department name] must seek HM Treasury approval before committing spending. There are also certain categories of spending (including spending that is considered Novel, Contentious or Repercussive or “NCR”) that require HM Treasury approval irrespective of size, or for which a lower DAL is set. This letter should be read in conjunction with other guidance setting out the parameters of departmental spending authority, including Managing Public Money. More detail on the requirement to seek HM Treasury approval – including the process that must be followed - is set out in Annex C – HM Treasury Approvals. 

5. Historically departments have also been required to seek approval from certain Government Functions to progress spending above different thresholds in specialist areas, like commercial, digital, and communications. From the start of 26-27, these controls will be integrated into departmental and HM Treasury approval processes and any spending below DALs will not be subject to central approval unless otherwise agreed (such as spending that is considered NCR), and spending above DALs will follow the process described in Annex C – HM Treasury Approvals.

6. Departments are accountable to Parliament for their budgets and ensuring they achieve value-for-money for taxpayers. Delegations will only apply on the basis that departments adhere to all conditions set out in Annex A – Conditions of Delegation, with departments managing expenditure within control totals and ensuring their internal systems are set up to effectively manage risks and assuring and implementing spending proposals in a way that maximises value for taxpayers. Departments will be required to share evidence of these conditions, set out in Annex A – Conditions of Delegation. Conditions include increased data sharing requirements such as identifying 5% of their allocated DEL that could be reprioritised to fund unforeseen pressures and submitting pipeline information. 

7. Where departments do not uphold the conditions of delegation, HM Treasury reserves the right to pursue remediation action including by reducing delegations or reintroducing spend controls. The framework that will be applied to non-compliance and underperformance is detailed in Annex D – Framework for non-compliance and underperformance. 

8. Delegations will be reviewed annually by HM Treasury at Main Estimates moving forward. You will receive further correspondence confirming revised arrangements in future financial years and should assume that from the start of 26-27, 26-27 limits will apply until that correspondence is received. 

9. I am copying this letter to [Department name’s] Accounting Officer, the Cabinet Secretary and Civil Service Chief Operating Officer. 

Yours sincerely, 


Rt. Hon. Emma Reynolds MP
Chief Secretary to the Treasury











Annex A – Conditions of Delegation

1. HM Treasury is delegating spending authority to [Department name] on the condition that it:

a. Manages within its control totals without assuming additional Exchequer support and implements robust practices for managing long-term risks - in line with Consolidated Budgeting Guidance, Managing Public Money and the Government Finance Functional Standard. 

b. Upholds the government’s Functional Standards and ensures it has the capabilities to effectively self-assure in areas of functional spend below DALs. 

c. Builds a strong project delivery culture - championed by senior leaders - with the systems, governance, and professional capabilities to enable effective delivery of major projects and programmes.

d. Produces robust business cases that follow guidance set out in the Green Book and accompanying business case guidance and demonstrate a rigorous analysis of different options for achieving a proposal’s objectives.

e. Builds an outcome-focussed culture, where spend is aligned to the long-term impact the government seeks to achieve.

f. Shares information and implements ways-of-working that evidence commitment to a-d. The specific requirements are set out in Table 2 - Conditions of delegation. 

g. Implements a Memorandum of Understanding with HM Treasury which agrees how these information-sharing and ways-of-working requirements will be implemented in practice. 

2. If conditions are not met, an escalation process will be followed to resolve concerns. HM Treasury reserves the right to lower delegations or introduce controls as part of the resolution process. 
Table 2 - Conditions of delegation
	Condition
	Mandatory Standards and guidance to be implemented 
	Information and ways-of-working requirements to evidence compliance

	Financial management 

	The department manages within its control totals without assuming additional Exchequer support and implements robust practices for managing long-term risks. 
	· Consolidated Budgeting Guidance

· Managing Public Money

· Government Finance Functional Standards

· Government Finance Function Common Charts of Accounts Data Standards
	· Monthly meetings between HM Treasury Spending Team and Department that adhere to monthly board pack guidance, produced by the Government Finance Function. [Required]

· At start of year, departments must identify 5% of their allocated DEL that could be reprioritised to fund unforeseen pressures in their area of responsibility, and to share these plans with HM Treasury. This amount can be made up either by having a list of contingency plans for how the department could reprioritise resources should this ever be necessary, or by a DUP, or a combination of the two. Departments should update this monthly, with sign off from the Accounting Officer – that sets out the savings and reprioritisation options available to manage any risks and pressures that may emerge. [Required]

· Departments must share details of any indicative multi-year allocations, and [monthly] must provide an updated cost profile of spending committed in future years through signed contracts, agreements and commitments. [Required]

· Departments must share an agreed pipeline of business cases, including cost profile with HM Treasury Spending team. The Departmental Accounting Officer must judge affordability for business cases based on overall budget position in year and future, expected resource. [Required]

· Departments must share their monthly strategic risk-registers with HM Treasury. [Required]



	Functional standards and capabilities 

	The department upholds the government’s Functional Standards, and ensures it has the capabilities to effectively self-assure in areas of functional spend below DALs
	· Government Functional Standards

· Functional capability assessment guidance










	· Departments must submit pipeline information in the form that central Functions determine, at agreed thresholds and at an early stage. [Required]

· Departments expected to develop and maintain appropriate capabilities in functional areas and undertake regular (e.g. at least annual) assessments of those capabilities, and the performance of contracts, working together with the central Functions. [Required] 

· Departments and their Arm’s Length Bodies (ALBs) will adhere to the government Functional Standards, or the Accounting Officer will set out to HM Treasury and the Head of Function why they have chosen to diverge from standards on a comply or explain basis where the standard gives flexibility to do so; or HM Treasury consent has been granted to department from the standard. [Required]

· For spend below main DALs, there will be no functional spending controls administered by the centre of government. Departments will be responsible for ensuring they draw on appropriate functional expertise (either in their department or from the central function) in their decision-making processes. Departments are expected to seek specialist support from the centre of government proactively where issues are particularly complex or risky. For expenditure above main DALs there will be a multi-disciplinary single approval point in HM Treasury, with advice to the Chief Secretary to the Treasury informed by the central functions where appropriate.

	Delivery 

	The department builds a strong project delivery culture - championed by senior leaders - with the systems, governance, and professional capabilities to enable effective delivery of major projects and programmes.
	· Project delivery functional standard

· Expectations set in Government Project Delivery Policy Notes

· The guidance for effective portfolio, programme and project management set in The Teal Book

· Project delivery subject-specific standards together with any products and services provided by the Project Delivery Function, such as the Teal Book and use of common reporting tools and standards.

· Treasury Approvals Process (TAP) guidance
	· Departments must share regular performance reporting via GRIP for all projects or programmes that meet the threshold for HM Treasury approval. [Required] 
· Departments must engage NISTA before agreeing the Strategic Outline Case internally for any project or programme likely to require HM Treasury approval, including to develop a Risk Potential Assessment and Integrated Assurance and Approvals Plan. [Required]

	Long-term outcomes 

	Build an outcome-focussed culture, where spend is aligned to the long-term impact the government seeks to achieve.
	· Strategic Plan guidance
	· Departments must set outcome-focussed strategic objectives and agree these with HM Treasury. [Required]

· Departments must produce Strategic Plans and agree these with HM Treasury by the start of the Financial Year, based on these strategic objectives. [Required]

· Departments must produce summary versions of their Strategic Plans for publication at the start of the Financial Year. [Required]

· Departmental boards must monitor performance against their Strategic Plan at least quarterly, and share this reporting with HM Treasury, including proactively highlighting emerging risks to delivery of agreed commitments. [Required]

	Appraisal and evaluation 

	The department produces robust business cases in line with the Green Book and accompanying business case guidance and the Magenta Book guidance on evaluation.
	· The Green Book and Business Case guidance

· The Magenta Book

· Treasury Approvals Process (TAP) guidance
	· Departments must produce high-quality business cases demonstrating a rigorous analysis of different options.

· Departments must produce evaluation plans for all projects and programmes.  

	Transparency

	The department meets all relevant transparency requirements, including those related to business cases, accounting officer assessments and evaluations.
	· Publishing business cases: guidance

· Accounting Officer Assessments guidance

· Guidance on using the Evaluation Registry
	· Departments must publish business cases for all projects and programmes on the GMPP within four months of final approval. [Required]

· Departments must produce an Accounting Officer Assessments (AOA) at the key stages or approval points of any GMPP project or programme. They must publish summary of the key points of the assessment. [Required]

· Departments must log evaluation plans and outputs for all their projects and programmes in the Evaluation Task Force’s Evaluation Registry. [Required]





[bookmark: _Ref212732012]Annex B – [Department name’s] Delegated Authority Limits for Financial Year 26-27

1. [Department name’s] Delegated Authority Limits are set out in Table 1. 26-27 limits apply from the start of the 26-27 financial year[footnoteRef:2].  [2: Approval is required if spending falls outside one or more of the applicable delegated limits. Spending should be measured on a whole life cost basis except where this is not sensible, for example for ongoing annual commitments. 
This includes all new projects and proposals/ announcements, even when they are part of a larger programme or payment that was provided for as part of a Spending Review or other HM Treasury written approval and that are not covered by prior written approval from HM Treasury.
This also includes renewal of existing projects and programmes where significant changes are being proposed.
Costs are on current net present value accruals basis.
Where relevant, when comparing costs against delegated limits, non-recoverable VAT will count towards the delegated limit (recoverable VAT will not).
The cost is the sum of all payments committed to a body, organisation or individual from a single programme over its lifetime (i.e. costs should not be “unbundled” to fall below the delegation). 
] 

[bookmark: _Ref212716424]
Table 1 - Delegated Authority Limits 26-27
	Delegation Type  
	Type  
	Delegated Limit 25-26  
	Delegated Limit 26-27  

	Main DALs: Projects, programmes, announcements, policy and other spending proposals  
	Within a defined timeline  
	Resource  
	 
	 

	
	
	Capital  
	 
	 

	
	Spending commitments beyond the current Spending Review period  
	Resource  
	 
	 

	
	
	Capital  
	 
	 

	Delegated authority limits for smaller areas of spend   

	Novel, contentious or repercussive spend (NCR)  
	Including novel, contentious or repercussive spend in any category below and spend which may give rise to NCR spend in future.  
	Resource or Capital  
	Nil  
	Nil  

	Expenditure using specified legislative powers  
	Spend using powers in the UK Internal Market Act  
	Resource or Capital  
	Nil  
	Nil  

	
	Where HM Treasury approval is required by law  
	Resource or Capital  
	Nil  
	Nil  

	
Losses [varies by dept] 
	
Constructive Losses  
	Resource or Capital  
	



Varies by department 
	[Retain departmental specific limits] 

	
	Claims waived or abandoned (where counterparty is solvent or insolvency proceedings are incomplete) 
	
	
	

	
	All other types (including stock write offs and impairments)  
	
	
	Unlimited - reporting requirements apply. 

	Payments in advance of need 
	Within categories set out by guidance 
	Resource or Capital  
	Nil 
	Main DALs if within guidance/ Nil if outside 

	
	Endowments 
	
	Nil 
	Nil 

	Special Payments 
	Ex-Gratia 
	Resource or Capital 
	Nil 
	Nil 

	
	Low value consolatory payments (one-off) 
	
	£0.0005m 
	£0.0005m 

	
	Compensation payments (solitary/ outside statutory schemes) 
	
	Nil 
	Main DALs if within guidance/ Nil if outside 

	
	Reasonable legal costs 
	
	Unlimited 
	Unlimited 

	
	Special Severance Payments 
	
	a) under £100,000, b) not NCR or c) not to an individual earning over £174,000 
	Nil if NCR (refer to SSP guidance)

	
	Extra-contractual payments 
	
	Varies by department 
	Main DALs if within guidance/ Nil if outside 

	
	Out-of-court settlements (other) 
	
	Varies by department 
	Main DALs if within guidance/ Nil if outside 

	
	Extra-statutory and extra-regulatory payments 
	
	Varies by department 
	Main DALs if within guidance/ Nil if outside 

	
	All other special payments  
	
	Varies by department 
	Nil 

	Subsidies  
	Resource or Capital  
	Varies by department 
	Main DALs apply  

	Gifts [varies by department] 
	Resource or Capital  
	£0.3 
	£0.3m [typical but may vary by dept] 

	Administrative expenditure   
	Resource  
	Varies by department 
	Main Resource DAL applies  

	Guarantees and indemnities not in the normal course of business  
	Resource or Capital  
	£3m 
	£3m  

	Charitable Grants [varies by department] 
	Resource or Capital  
	Varies by department 
	Varies by department 




2. Notwithstanding these delegations, there are categories of spending that will always require HM Treasury approval – regardless of size. These are set out in Annex C – HM Treasury Approvals.

3. Accounting Officers should interpret whether spending falls within these categories with reference to guidance as set out in Managing Public Money and Dear Accounting Officer letters. In cases of doubt, it is appropriate to consult the relevant HM Treasury spending team. 

4. The Accounting Officer of the spending organisation is responsible for ensuring that all expenditure is backed by the necessary authority and must be prepared to defend that judgment to auditors (typically the National Audit Office) and the Public Accounts Committee. Auditors are likely to place significant weight on HM Treasury’s advice but are not obliged to follow it, nor accept the Accounting Officer’s judgment. 

5. Spending decisions which are the subject of substantial disagreement or debate within government, including between HM Treasury and a department, are likely to be contentious. Therefore, where there is likely to be a dispute over whether spending falls under the NCR category, it is generally advisable to seek explicit HM Treasury consent to put the issue beyond doubt. This includes where there is dispute between a sponsor department and an Arm’s Length Body (ALB.) 

Arm’s Length Bodies (ALBs) Delegations
6. [Department name] should set out the delegated authorities to its executive agencies, non-departmental public bodies or other sponsored bodies in a delegation letter that follows the format of and content of the Arm’s Length Body template. These should be reviewed regularly and shared with HM Treasury. 

7. Delegations for ALBs should be within the department’s own delegations. [Department name] may approve any ALBs spending without reference to HM Treasury, provided it falls within its own delegated authority limits. Delegations and spending which do not fall within the department’s own delegations will require HM Treasury consent and should be agreed separately as part of the department’s delegations. 

8. HM Treasury reserves the right to satisfy itself about the adequacy and scope of [Department name] internal financial control arrangements for handling expenditure within these delegated authorities. More detail is set out in Annex C – HM Treasury Approvals.

Spending beyond the current Spending Review period
1. [Department] has the authority to commit spending beyond the current Spending Review period without prior HM Treasury approval within the pre-defined limits set out in 
Table 1 - Delegated Authority Limits 26-27. [Remove/edit if untrue]

2. In line with conditions set out in Annex C – HM Treasury Approvals, HM Treasury requires departments to monitor and report on the level of spending that has been committed post-SR. If HM Treasury has concerns about the level of commitments that have built up, it may require all spending proposals committing money beyond the current Spending Review settlement to have HM Treasury approval, regardless of the level of spending involved.
3. 

[bookmark: _Ref213423263]Annex C – HM Treasury Approvals

Requirement for HM Treasury Approval
1. Departments (including their Arm’s Length Bodies) require HM Treasury approval before committing expenditure where: 
· It is outside of the department’s delegated authority limits, listed in Annex A – [Department name’s] Delegated Authority Limits for Financial Year 26-27.
· It falls within the list of categories of spending which always requires HM Treasury approval:
· Proposals that could create pressures leading to a breach in Departmental Expenditure Limits, administration costs limits, or Estimates provision. 
· Proposals that could set a potentially expensive precedent. 
· Proposals that require primary legislation. 
· Proposals that are Novel, Contentious, or Repercussive (“NCR”). 
· Where HM Treasury consent is a statutory requirement. 
· It relates to new policy proposals and announcements submitted to the Cabinet or a Ministerial committee for collective approval[footnoteRef:3]. Where proposals with financial implications are to be submitted to the Cabinet or a Ministerial committee for collective approval (including via write-round), HM Treasury approval must be secured well in advance. Where the department proposing the policy and HM Treasury cannot agree in advance, any proposal for collective Ministerial consideration must record HM Treasury’s position in terms which are acceptable to HM Treasury. Cabinet Committees will not sign-off policy proposals with public expenditure implications unless HM Treasury Ministers are content. Issues will be referred to the Prime Minister, if necessary, for decision, or to Cabinet if the Prime Minister so decides.    [3:  Clearance of proposals with expenditure or legal implications, Chapter 4, Collective Cabinet decision-making, The Cabinet Manual, Cabinet Office, https://www.gov.uk/government/publications/cabinet-manual
] 

Project and Programme Spending
2. As set out in the Treasury Approvals Process (TAP) guidance, projects and programmes require HM Treasury approval where they exceed, or are likely to exceed, the department’s delegated authorities. 

3. The need for HM Treasury approval extends to:
· The renewal of existing projects and programmes. 
· Instances where significant changes are being proposed to existing projects or programmes. 
· Instances where additional contracts raise the expenditure of an existing project or programme above the delegated authority limit. 
· Projects and programmes delivered through all the department’s Arm’s Length Bodies.
4. Departments may not break down multiple contracts tendered for a programme, that would collectively exceed delegated limits, to avoid the need for HM Treasury approval. HM Treasury approval must be sought for the aggregate costs of those programmes. 

5. For projects that exceed or are likely to exceed DALs, HM Treasury approval must be given (at minimum) at each key stage of the project. In line with the Green Book and accompanying business case guidance, this means: 
· Initial approval at the Strategic Outline Case (SOC) phase. 
· Approval at the Outline Business Case (OBC) phase, before going out to the market or tender. 
· Approval at the Full Business Case (FBC) phase before any spending is committed. In the case of projects procured under the competitive dialogue process, approval is required before close of dialogue; further approval is then required at the FBC stage for any substantive changes since close of dialogue. 
6. For programmes, programme business cases should typically be updated and revised for approval upon completion of each tranche, and/ or iteration of the programme.

7. Additionally, for projects and programmes:  
· NISTA and the relevant HM Treasury spending team will agree with the department a set of milestones as part of the project’s Integrated Assurance and Approval Plan (IAAP). HM Treasury reserves the right to add further approval milestones where necessary; 
· The department must continue to provide NISTA and the relevant HM Treasury spending team with details of projects and programmes as early as possible and no later than the first TAP until the project or programme is operational, including on project performance, cost and time envelope, on a quarterly basis. This information will be collected via NISTA’s data collection platform the Government Reporting Integrated Platform (GRIP); and  
· The department is required to share its post-implementation review for each project with NISTA and the relevant HM Treasury spending team.  
8. Where these processes are not followed, or where departments do not accept NISTA recommendations, HM Treasury will consider withholding funding until it is satisfied the recommendations have been properly implemented or considered. 

9. To inform an approval decision, HM Treasury and NISTA may seek expert advice from the central functions, including the Cabinet Office as part of a single, integrated approval process.

10. To note – HM Treasury expects to make changes to the Treasury Approvals Process (TAP) guidance during 26-27. Departments will be notified of any changes, including if they revise the terms of delegation described above. 
Process for HM Treasury approval
11. For any proposal that requires HM Treasury approval, applications should be submitted to the relevant HM Treasury spending team and NISTA via GRIP, as set out in the Treasury Approvals Process (TAP) guidance. This must include details of the cost estimates, together with an identification of how costs will be met, and impact on other departments. 

12. Except where specifically agreed with HM Treasury, departments are required to submit a business case that follows guidance set out in the Green Book and accompanying business case guidance. 

13. Before any expenditure is submitted to HM Treasury for approval it should have already passed the highest level of scrutiny for that expenditure within the department, which as a minimum requires sign-off by the Principal Accounting Officer or Finance Director. It should also have been signed off by the relevant Ministers within the departments (except cases relating to special payments). Where the Principal Accounting Officer assesses a Ministerial direction will be needed in relation to the expenditure, the reasons should be discussed with HM Treasury, and no direction should be sought in advance of obtaining HM Treasury approval. 

14. Where provided, approval will be given in writing, it may not be inferred in the absence of a response. It is the responsibility of departments to retain records of any approvals for audit purposes. 
Disclosure limits 
15. In addition to delegated limits, separate disclosure limits apply [Spending Teams to add detail]. Disclosure thresholds are set by HM Treasury spending teams and are put in place to facilitate effective HM Treasury oversight and knowledge of departmental spending, as well as Cabinet Office oversight of delivery risk and capability. On a quarterly basis, the department is required to provide the HM Treasury spending team with information on all projects whose whole life costs exceed or are likely to exceed delegated limits or disclosure thresholds.  
Regularity 
16. Failure to obtain the required HM Treasury approval for expenditure will render it irregular. The Principal Accounting Officer must immediately notify HM Treasury as soon as they become aware of a breach of spending controls, together with the National Audit Office (NAO). 

17. The Comptroller and Auditor General may then qualify his or her opinion on the account and the Public Accounts Committee may decide to hold an oral hearing. In the case of voted expenditure, HM Treasury will present an excess vote to Parliament to regularise the situation. See Chapter 2 of Managing Public Money.
Non-spending approvals
18. HM Treasury approval must be sought in the following areas: 
· New services and sole authority: HM Treasury agreement is also needed to introduce new services on the sole authority of the Supply and Appropriations Acts. New services can never be introduced on a permanent footing without legislation, but there is a temporary services derogation that may be used for services lasting no more than two years in total. Using this derogation requires agreement from HM Treasury. 
· Fees and charges: HM Treasury agreement is needed to introduce or modify fees and charges schemes and for any proposal to retain fee and charge income to finance expenditure. 

· Banking and cash management: Departments must maximise the use of publicly procured banking services (accounts with commercial banks managed centrally by Government Banking) and require HM Treasury agreement to any commercial accounts before they are opened. As part of its delegated authority the department must forecast their cashflow via the cash management scheme set out on One Finance and Managing Public Money – which captures inflows and outflows at the point they leave the department’s group of accounts. 
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1. As set out in Annex C – HM Treasury Approvals – this delegation is conditional upon the department maintaining and evidencing standards in several areas. If these conditions are not upheld, HM Treasury retains the right to intervene to improve performance. The nature of the intervention will be targeted towards the nature of the concern, but as far as possible – a common, tiered framework for escalation will apply. 

2. HM Treasury will develop final guidance on this framework following consultation with departments. We expect this to follow the following broad structure, with entry and gateway criteria formalised in final guidance:
· Tier 1: where there is a capability gap in a department, HM Treasury could put in place targeted support to improve that capability. Where issues were driven by a department failing to meet its enhanced obligations, this would trigger enhanced official and Ministerial engagement with the department.  
· Tier 2: temporary reintroduction of some controls, with the possibility of notification to Parliament and the National Audit Office, and of an external review of performance.
· Tier 3: this will only cover the most serious cases where actions in tier 1 and tier 2 have not led to an improvement in performance. Potential actions in this tier include formal performance management measures for key decision-makers, the reopening of Spending Review settlements; and potentially a formal Parliamentary process. 
3. Compliance and performance will, in the usual way, inform decisions on future delegation limits. 

