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DOIA-REQ-0033363 
 
 
Tēnā koe , 
 
Thank you for your email of 21 May 2026 to the Ministry of Business, Innovation and Employment 
(MBIE) requesting, under the Official Information Act 1982 (the Act), the following: 
 

All documents and communications relating to the Biometric Capability Upgrade. 
Including contracts, internal communications, ministerial briefings, budget documents, 
resourcing.  

 
On 22 June 2026, we advised you that we were refusing your request for all documents and 
communications relating to the Biometric Capability Upgrade (BCU) project under section 18(f) of the 
Act as the information cannot be made available without substantial collation and research. This task 
would remove MBIE staff from their core duties and therefore the greater public interest would not 
be served.  
 
However, as discussed, MBIE is currently reviewing approximately 400 documents submitted to Greg 
James as part of the independent review into the BCU project, with a view to releasing them to you  
as they are finalised. 
 
The first tranche of information being released is attached as Appendices A and B. The documents 
included in this release are listed in the table below. These documents relate to advice provided to 
the Minister of Immigration regarding the BCU project, between January and April 2024.   
 
Table of documents released 
 
Appendix A:  

#  Date Description / Title Withholding grounds 

1 21 February 2024 
 

2324-0026 Weekly Report to the Minister and 
Associate Ministers of Immigration  

9(2)(a), 9(2)(g)(ii), 
Out of Scope  

2 4 March 2024  2324-1491 BRIEFING - Immigration fee and levy 
review: proposed rates and draft Cabinet paper  

9(2)(a), 9(2)(g)(i), 
9(2)(g)(ii), 9(2)(h)  

3 19 March 2024  
 

2324-2658 Biometric Capability Update project - 
Proposed approach to increasing Whole of 
Life Cost  

6(c), 9(2)(a), 
9(2)(b)(ii), 9(2)(g)(ii)  
 

4 28 March 2024  
 

2324-2793 Aide Memoire – Further information 
on the Biometric Capability Update project and 
proposed increase to Whole of Life Cost  

9(2)(a), 9(2)(b)(ii), 
9(2)(g)(ii)  
 

5 27 October 2022  2022 BCU Independent Quality Assurance 
Review Report 

6(c), 9(2)(a), 9(2)(b)(ii)  
 

Privacy of 
natural 
persons

Priva
cy of 
natur
al 
perso
ns



6 10 October 2023 2023 BCU Independent Quality Assurance 
Review Report 

6(c), 9(2)(a), 9(2)(b)(ii)  
 

7 12 July 2023 2223-4450 Immigration New Zealand’s 
Biometric Capability Update 

9(2)(a), 9(2)(g)(i)  
 

6 26 April 2024 MEMO – Biometric Capability Update – Timeline 
of advice to Minister of Immigration  

 

7 30 April 2024 Letter from Carolyn Tremain to Minister 
Stanford  

 
 

 
Appendix B: 

#  Date Description / Title Withholding grounds 

8 30 April 2024 Letter from Carolyn Tremain to Minister 
Stanford and Table of Contents.  
 
Please note the table of contents lists the 
documents contained in Appendix B.  

6(a), 6(c), 9(2)(a), 
9(2)(b)(ii), 9(2)(g)(i), 
9(2)(g)(ii), 9(2)(h), Out 
of Scope 
 

 
 
As noted in the tables above, some information has been withheld under the following sections of the 
Act: 

• 6(a) the making available of the information would be likely to prejudice the security of 
defence of New Zealand or the international relations of the Government of New Zealand.  

• 6(c) the making available of the information would be likely to prejudice the maintenance of 
the law, including the prevention, investigation, and detection of offences, and the right to a 
fair trial; 

• 9(2)(a), to protect the privacy of natural persons, including that of deceased natural persons; 

• 9(2)(b)(ii), to protect information where the making available of the information would be 
likely unreasonably to prejudice the commercial position of the person who supplied or who 
is the subject of the information; 

• 9(2)(g)(i), to maintain the effective conduct of public affairs through the free and frank 
expression of opinions by or between or to Ministers of the Crown or members of an 
organisation or officers and employees of any public service agency or organisation in the 
course of their duty; 

• 9(2)(g)(ii) to maintain the effective conduct of public affairs through the protection of such 
Ministers, members of organisations, officers, and employees from improper pressure or 
harassment; and 

• 9(2)(h), to maintain legal professional privilege. 
 
MBIE does not consider that the withholding of this information is outweighed by public interest 
considerations in making the information available. 
 
Information unrelated to BCU has been marked as out of scope, and pages redacted in full have been 
removed from the appendices. I have also excluded duplicate copies of briefings.  
 
Given the considerable public interest in matters relating to BCU, MBIE has decided to publish this 
response and the information released in response to your request. Any personal details relating to 
you will be withheld when publishing the response.  
 
You have the right to seek an investigation and review by the Ombudsman of this decision. Information 
about how to make a complaint is available at www.ombudsman.parliament.nz or freephone 0800 
802 602. 

http://www.ombudsman.parliament.nz/


 
If you wish to discuss any aspect of your request or this response, please contact media@mbie.govt.nz 
 
 
Nāku noa, nā 
 

 
 
Stephen Vaughan 
Acting Associate Deputy Secretary  
Immigration New Zealand 
Ministry of Business, Innovation & Employment 
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3.8. Biometric capability upgrade 

Background 

The Biometric Capability Upgrade (BCU) project aims to deliver a significant upgrade of INZ’s identity 
management, capture, and matching solution, which is used as the authoritative source of identities 
for non-New Zealanders, both within INZ and across government.  

When completed, the upgrade will improve efficiency through higher levels of automation and will 
lower the number of cases that require manual intervention to resolve; this will have a positive impact 

  
 

 
  

Out of Scope

Out of Scope

Out of Scope

Out of Scope
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on visa processing times. It will also deliver upgraded equipment used by front line staff for enrolment 
(capture) of biometrics, including for offshore refugee missions. 

The project will deliver core capability for New Zealand’s future protection in an environment where 
identity fraud, criminal activity and other sources of harm are prevalent, and increasingly 
sophisticated. The updated capability is crucial to risk mitigation and meeting INZ’s future business 
needs.  

The BCU is a multi-year, technically complex project, involving multiple IT systems, products and 
vendors, as well as very large volumes of biometric and biographical data.  

A Cabinet-set funding threshold of $35M for the project Whole of Life Cost (WoLC) has previously 
been approved by Ministers. 

Current situation 

The project is in the delivery phase and is executing Priority One (P1) test scripts in the System 
Integration Testing (SIT) environment with 69 percent of P1 test cases successfully completed. These 
scripts were due to be completed on 23 February 2024 although are now slightly delayed until 7 March 
2024. 

The updated project schedule is currently projecting a probable Go Live date of 29 October 2024 with 
the Project Closure Report due in January 2025.  These dates will solidify as further testing progresses. 
These probable dates also take into account the busy holiday period and the additional pressure on 
the Immigration system if go live is any later and is also across the long Labour Weekend period which 
will allow an additional day for successful project deployment.  

There is the possibility that the BCU Project will exceed its current authorised spending limit.  This will 
become more certain as further testing is carried out and completed.  If this becomes the case, any 
additional finances required (via fees) would require consideration alongside the upcoming fees and 
levies review.  If additional funding is required,  we would keep you appraised of progress and present 
a more detailed update and business case alongside the Fees and Levy paper to Cabinet in April 2024 
to confirm the importance of the project, the new probable Go Live date, an update on the Whole of 
Life Costs (WOLC) and likely additional funding (via fees) required to complete the project successfully 
which would ultimately require Cabinet approval. 

Richard Owen 
General Manager 

Immigration Risk and Border 

 

 



 

 



 

 



 

 



2324-1491 Budget - Sensitive  10 

 
 

 

 

Upcoming policy changes and investment proposals 
27. Policy work on AEWV settings is underway, which includes reviewing fee rates to ensure

charges reflect the level of assessment required.  Our proposed approach is to incorporate
adjusted AEWV rates as part of our final advice to Cabinet in June 2024.  The future AEWV
rates will not be part of the targeted consultation material.

28. In our earlier modelling we provisioned for costs including the Biometric Capability Upgrade
(BCU), 
[2324-1069 briefing refers].  The proposed rates include  and some
BCU costs only to not pre-empt Cabinet policy and investment decisions.

29. MBIE is preparing two business cases on ICT investment as follows:

5 A ballot is open to citizens from: Kiribati (75 places), Tuvalu (75 places), Tonga (250 places) and Fiji (250 
places).   
6 There are 1,100 places each year and a further 550 extra places each year until 2026.  
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Background 

1. The Biometric Capability Update (BCU) is a project to deliver a significant upgrade of
Immigration New Zealand’s (INZ’s) identity management, capture, and matching solution.
Updating INZ’s capability here is crucial to allowing MBIE to better manage fraud and
immigration risk, meet national security requirements and international partner agreements.

2. The current system was operationalised in 2016 with a capital cost of $53 million.

3. INZ continues to carry security exposures due to a legacy platform component not being
compatible with a core MBIE security software.

4. The current solution lacked sufficient capacity and flexibly to support other initiatives such as
NZeTA, Biometric Enrolment, and Automated Decision Assist without each of those projects
undertaking independent development to meet their needs.  The core IDme biometric matching
and management engine is out-dated, unnecessarily complex and inflexible.

5. In addition to the technical components of the project, the following benefits will also be
achieved:

• Reduce the risk of illegal migrants entering New Zealand - By detecting non-
genuine applicants at the application stage, visas will not be issued, which in turn will
reduce that fraudulent arrivals and the cost incurred facilitating departures is reduced.

• Cross agency initiatives – Provide the path to simplify working with other agencies
(e.g. NZ Customs with the Biometric at the Border) by delivering a single biometric
matching service consumable by different channels.

• Facilitate administrative efficiency and improved processing time – Through
greater confidence in biometric matching, leading to automated processing and a
reduction of processing time for visa applicants (e.g. tourists, international students and
skilled labour).

History of the project 

6. Identity resolution is a core component of INZ’s processing of visa and NZeTA travel authority
applications, ensuring only bona fide customers can travel to New Zealand. INZ’s identity
holdings are also critical in supporting New Zealand’s data sharing arrangements with other
Migration 5 (M5) countries and is the authoritative source for non-New Zealander identity used
by DIA, NZ Police and Ministry of Health.

7. The current system is unable to meet deal with the significant volumes it has had to process.
It also remains limited in its ability to accommodate new initiatives or legislative changes. This
has a corresponding impact on application processing timeframes during periods of high
demand or broader system change.

8. The project has been in progress since August 2019, when the initial Business case was
approved to update the biometric matching and management platforms components.

9. The original IDme platform went live during 2016 as part of a larger Immigration NZ
transformation programme (Vision2015) however the core components provided by NEC and
Daon were sourced in 2012. At the time of the BCU Business case approval these components
were 6 years old and  during 2020.

10. The BCU project was commenced in 2019 to provide the appropriate lead in times to provide
the future upgraded capacity and to take advantage of technology changes in line with normal
ongoing support and maintenance activities.

11. The existing IDme platform will be fully depreciated during the next financial year.

s6(a) and s6(c)
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12. The BCU project is now well progressed however project costs and delays have significantly 
increased since the original business case due to the following: 

• The initial scoping underestimated the requirements of the project. This together with 
technical challenges led to a full rescope of the project (from being an upgrade of the old 
system to the implementation of a new system). This allowed for significant changes from 
the original specifications to ensure that the initiative could work within the wider 
immigration platform. 

• Resourcing constraints due to the highly technical skills required (for the vendors and 
MBIE) for biometric and biographic activities including testing and assurance of matching 
processes. This resulted in delays to the project. [Due to the nature of MBIE’s contractual 
obligations, however, we continued to be liable for a level of fixed costs, which had the 
effect of pushing the overall costs of the project up]. 

• Migration of large amounts of data through testing environments, beyond what was initially 
forecast, which had a cost and timing impact. 

• Strengthening Cyber security requirements. The security certification and accreditation 
 
 
 
 

.    

• The Covid-19 pandemic delayed the project as MBIE had to reprioritise resources on it. As 
noted, MBIE continued to have ongoing fixed liabilities through this. 

• High turnover of Project Management and support staff throughout the whole programme, 
which reduced the expected rate of efficiency of the project. 

These challenges are being overcome and the project has progressed significantly.  

 

13. The BCU Go Live date is planned for Quarter 2 2024/25 and MBIE has sought assurance from 
all vendors involved in the project that they can meet this date subject to the successful 
completion of System Integration (system integration testing (SIT) – testing to ensure that the 
new system works within the MBIE environment) and User Acceptance Testing (user 
acceptance testing (UAT) – testing in the “real world” by future users). 

14. The proposed Go Live date is based on the critical path activities been completed and 
approved by the business as part of Go Live activities. Any decision to defer Go Live for a 
material amount of time (for whatever reason) will raise the risk profile during the peak holiday 
period and would not be supported. Deferral of Go Live post the holiday period would have an 
additional cost impact.  

Increases to the Whole of Life Costs 

15. The original Business Case and subsequent Change Requests (CRs) approved the following 
capital investment, operating expenditure, and Whole of Life Costs (WoLC) (including 
additional costs sought to complete project) 

Section 9(2)(b)(ii)
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• Provide an independent view of the effectiveness of the project planning and delivery

phases with specific focus on what went well, areas for improvement, and how the

projects current state.

• Provide the Sponsor, Project Steering Group and Delivery Governance Board assurance

that the project is well positioned to deliver expected outcomes within time and budget,

and to the expected level of quality.

• Identify any strengths and possible areas for improvement and highlight learnings and

lessons so they can be incorporated into future projects.

21. The IQA findings highlighted that the proposed implementation date would not be met, and
successful delivery of the change was “Unlikely”.

22. The IQA made 18 remediation actions. These are summarised in the table below:

1. Governance

• Update terms of reference and membership.

• Have MBIE only Project Steering Group meetings.

• Update project milestones.

• Gain senior leadership support.

2. Delivery and Management Controls

• Review and update risks and issues.

• Review and update internal communications plan.

• Review and update external communications plan

3. Re-planning and Delivery

• Complete the replanning and gain vendor acceptance.

• Confirm remaining delivery budget.

• Confirm the continuation tolerances and criteria.

• Confirm the day 1 must haves and align go/no go.

• Look for ways to manage parallels to gain time.

• Capture the SIT deployment issues.

• Determine alternate options.

4. Testing and validation

• Look for ways to reduce the testing timeframes.

5. Contractual Arrangements

• Statements of work, milestone payments and costs.

• Support arrangements.
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6. Benefits Management

• Consolidate and finalise the benefits.

23. All these actions have been agreed to by MBIE. Remediation is underway and monitored by
the Delivery Governance Board with the majority completed last calendar year which has
enabled to project to move forward to System Integration Testing (SIT) and Cyber Assurance
before proceeding to User Acceptance Testing.

24. A Go Live IQA Report will be commissioned and MBIE will use the same organisation and
reviewer that was used for the October 2023 review.

Governance 

25. Governance for this project is being overseen by two additional groups. The first is a senior
Steering Group which is made up of three MBIE General Managers and senior project staff,
along with senior project staff from NEC as well as their Biometrics General Manager (for
Australia and New Zealand), as well as NEC’s Country Manager.

26. The second governance group is MBIE’s Digital Governance Board which meets monthly. This
group is made up of two Deputy Secretaries and five MBIE General Managers and several
senior technical staff. Project delivery and financial tracking are required to be reported on to
this governance group including any escalation items. The system is still tracking to the revised
agreed plan with the vendors to go live in early November 2024.

27. The project has a Business Owner and Project Sponsor as the Senior Responsible Officer.
These roles ensure the project is delivering to the business requirements and have
accountability for benefit realisation and accepting the delivered platform post go live.

28. Several levels of project governance are in place that include project team stand ups, vendor
alignment and a project steering committee that includes the key delivery partner and senior
managers. Escalation channels have also been established both for the key delivery partner
and senior management.

Approach to managing further increases to costs 

29. The majority of cost pressure comes in the form of delivery delays as vendors raise change
requests to cover resourcing requirements for an extended period of time.

30. In order to manage further cost increases MBIE has proactively worked with the key vendor to
remove any commercial uncertainty and sought confirmation from all other vendors regarding
implementation timeframes. Cost confidence continues to increase as over 80% of priority 1
and 2 test cases have now been executed. The contingency sought will cover any costs that
are required to be remediated any system defects uncovered during SIT.

31. The project has also proactively engaged Cyber resources to ensure advanced security
assurance and penetration testing can be undertaken early to minimise any potential
vulnerabilities.

32. Finance Business Partners have oversight of project costs and validate the monthly forecasts
for accuracy and have provided inputs for ongoing costs including out years and their impact
on the Immigration NZ fee and levy review.
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Next steps 

33. The project is focused on the completion of priority 1 and 2 test scripts for System Integration
Testing as this provides the baseline and assurance of a fit for purpose system. Once
Governance approval is obtained the establishment and completion of User Acceptance
Testing environments (including performance testing) is required, data migration, final defect
remediation and security certification and accreditation.

34. Business readiness activities and operational team involvement are also starting to increase
to ensure change impact activities are completed to support Go Live.

35. The project also needs to complete commercial arrangements with vendors for post go-live
support and maintenance agreements, operational readiness activities including
communication and change plans, business readiness and operating procedures, contingency
plans and go-live approval. These items are well progressed and are on track for completion
prior to 30 June 2024.

 

 



 

 



Michael Alp He/Him

CHIEF OPERATING OFFICER, CORPORATE SERVICES

Ministry of Business, Innovation & Employment

michael.alp@mbie.govt.nz | 

Level 18, 25 The Terrace, Wellington | PO Box 1473, Wellington 6140, New Zealand

NZBN 9429000106078
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from all major delivery partners for the updated delivery plan, will formalise this commitment to meeting 
the agreed delivery milestones. We have recommended the project re-launches itself and this will 
demonstrate both the commitment from senior leaders and set expectations around the culture and 
delivery. 

• The Project Steering Group (PSG) must play a fundamental role in holding itself, and its members to
delivery account. Strengthening the project status report with the detailed baselined delivery milestones
and forecast dates will provide the appropriate transparency and visibility of the milestone progress.

• There are a number of recommendations contained in this report intended to strengthen the project,
and its delivery. We have also included some key lessons and the ongoing future learnings/considerations
that apply. Whilst it is important to reflect on these, the focus must remain firmly on project completion.
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INTRODUCTION 

BACKGROUND 

The scope of the BCU Project is to deliver an upgrade to the biometrics management software and algorithms to 
provide improved matching rates, maintain security and supportability, and improve total cost of ownership. It 
also includes replacement of In-Person Enrolment used by a variety of INZ business functions including Border, 
Refugee and Compliance. 

REVIEW APPROACH 

The approach taken included a review of key project documents, and one-on-one discussion with a range of 
key stakeholders involved in oversight and delivery, to obtain their views of the project.  Our review of the 
provided documentation, and discussion with key stakeholder took place between 16 and 28 September 
2022, and reflects the status of the project at that time. 

See Appendix A for a full list of the documents reviewed and the key stakeholders we met with 

 

 



 

 



 

 




