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7 Benefits Realisation Activities  

Describe specific benefit realisation activities including modifying benefits realisation plan, profile changes, 

adding new benefits, reporting responsibilities and when these occur and what the expected triggers are. 

TO BE COMPLETED 

7.1 How will the benefits plan be managed? 

The realisation of monetised benefits is essential for the funding of the programme. Business owners for 

each benefit area have accepted and endorsed these benefits and will be responsible for delivery of these 

benefits. 

A full-time role will be created in the programme with responsibility for the benefits realisation plan and 

reporting on progress. 

The Programme Board (chaired by the SRO) will monitor any changes, including changes to outputs and 

outcomes. 

Each benefit has an owner who has nominated a person responsible for providing information and data at 

regular checkpoints throughout the programme (Measure Owner). 

The expected benefits are based on a number of operating environment assumptions regarding the 

operational context of the immigration system at the time this business case and corresponding benefits 

were developed. These assumptions can be found in Appendix Nine of the business case.  

The assumptions will be reviewed every six months and any changes to these will have an impact on the 

benefits stated. 

 

Outcome Area 1: Improved efficiency of service 

Benefit 1 - Average number of visa applications decided per day & Benefit 2 - The percentage of visa 

applications that use automated rules-based decision making  

Productivity gains 

Improvements in visa processing efficiency will be achieved as each product is built onto ADEPT due to 

automation of data entry, fee receipting, health case matching and character check determination.  End-to-

end automation will be implemented for five low risk and low complexity products.  

A benefits model has been developed which identifies baseline productivity (average daily decisions per 

immigration officer for each product group) and assumed productivity for each visa product once it is 

migrated to ADEPT. Observed activity from Permanent Resident Visa migration to ADEPT (190% increase) 

was used to inform the assumptions, however a more conservative productivity increase has been applied, 

as follows:  

• 50% productivity increase to the number of visa applications decided per day for non-complex 
products (defined as more than 5 decisions per day per immigration officer) 

• 30% productivity increase to the number of visa applications decided per day for complex products 
(defined as 5 decisions or less per day per immigration officer). 
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Attrition modelling has been completed at the pre-programme delivery stage in August 2024 which 

indicates that for the four roles listed below realisation of the benefits can be achieved through natural 

attrition in line with product migration i.e. the level of expected attrition between the date that a product 

goes live on ADEPT and the date that the associated benefits need to be realised is sufficient to meet the 

required reduction in FTE.   

• Immigration Manager (Immigration officer) 

• Immigration Manager (Support Officer) 

• Practice Lead 

• Visa Operations Manager 

For the remaining four roles listed below, the required FTE savings cannot be realised through natural 

attrition in line with the related product groups going live in ADEPT, and we would need to reduce roles 

(choose not to back fill) in anticipation of products moving to the platform.  

• Immigration officer 

• Technical Advisors 

• Verification Officer 

• Support Officer 

The attrition rates which have been applied are averages across the business per role. It is likely that 
attrition will not correspond with the location of the sites where products being built in ADEPT are currently 
processed. For example, for the Student product build, we need to deliver a reduction of 28 Immigration 
officer roles in February 2026 - it is unlikely there will be sufficient attrition in the current student 
processing sites of Palmerston North and Porirua to realise this benefit. 
 
The attrition approach therefore will be supported by a training and upskilling plan. Immigration officers 
who process a visa product where FTE savings are made but where there is no natural attrition, would need 
to be reassigned to process visa products currently processed in a different location. 

A detailed Attrition and Training Plan will be developed as part of this Benefits Realisation Plan pre-delivery. 

 

Benefit 3 - Reduction in licencing and maintenance cost 

As legacy visa processing and submission systems are decommissioned annual licence costs will be realised. 

• IGMS – annual licence cost of $12.4m (decommissioned at the end of December 2027, realisation 
from January 2028) 

• Plone – annual licence cost of $1m (decommissioned at the end of September 2029) 

• AMS – will remain as the system of record. We have assumed a 25% saving against the annual 
licence cost of $7m. The target state of AMS will be implemented in October 2031, resulting in 
annual savings of $1.75m. 

In addition to licence costs, savings in annual legacy system enhancement and policy implementation costs 
will be realised. 

• IGMS – using the FY24/25 budget allocation, $3.5m is budgeted for implementing policy, business 
enhancements and technical optimisation for IGMS. Following decommissioning, we have assumed 
that $1.5m will move to the core ADEPT team to implement policy change and the remaining $2m 
will be realised as monetised benefits on an ongoing basis (from January 2028). 
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• AMS – using the FY24/25 budget allocation, $6m is budgeted for implementing policy, business 
enhancements and technical optimisation for AMS. Following implementation of the target state for 
AMS, we have assumed a $3.5m annual saving on and ongoing basis (from November 2031). 

The realisation of savings associated with system enhancement and policy implementation costs will be 
achieved through either re-allocation of resourcing to the DDI capability pools in other MBIE portfolios or 
through attrition. Resourcing and recruitment activity will be monitored in the year leading up to the system 
decommissioning. 

Over the life of the programme, a monetisable benefit of $86m will be realised from legacy system 

decommissioning. 

Benefit 4 - Reduced inbound contact to the Customer Service Centre 

As improvements are made to the ADEPT platform to deliver a more intuitive and customer focused digital 
experience, we have assumed a reduction in the number of calls to the Customer Service Centre, 
particularly in relation to application status updates. 
 
The programme will enable clearer information and increasing self-service capabilities for customers 

providing a more consistent and customer-centric experience. Benefits of reduced calls and emails to the 

Customer Service Centre have been assumed informed by discussions with Business Insights and Workforce 

Planning teams and the General Manager Engagement and Experience, Te Whakatairanga Service Delivery, 

who has oversight of the Customer Service Centres.   

We have assumed a 20% reduction in call volume and 40% reduction in email volume as further products 

are migrated to ADEPT and the corresponding Customer Service Agent FTE savings (36 FTE). 

The phasing approach to benefits realisation aligns with transitioning visa application volume to the ADEPT 

system. 85% of visa volume transitions to ADEPT across Phase 1 and Phase 2 of the Programme. A broadly 

proportionate reduction in inbound calls and emails has therefore been applied. A 5% reduction in call 

volume will be realised by the end of March 2027 (in Phase 2), a 17% reduction will be realised at the end of 

March 2028 (in Phase 2) and a 20% reduction will be realised by the end of April 2031 (Phase 3). The 

reduction in emails is phased broadly equally over the life of the programme. 

It is assumed that FTE savings will be realised through an attrition approach which will be carefully 
managed. The annual attrition rate for Client Service Advisers in the 2024 Financial Year is 32%, which is 
similar across previous years, so it is assumed that benefits will be realised through natural attrition.  
 
A monetisable benefit of $19m will be realised from FTE savings. 

Benefit 5 – Reduction in postage and storage costs 

 

The reduction in postage and storage costs due to removing paper applications will result in $3m in savings 

by October 2031 when paper applications are removed from the system.  

 
 

Outcome Area 2: Improved identification and management of risk 

Benefit 6 - Reduction in immigration harm 

Baseline not available. An Immigration Harm Index is being developed which will be available in June 2026. 
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Benefit 7 - The proportion of applicants not arriving due to declines, withdrawals, offloads and turnarounds 

TBC – Baseline not available. 

Benefit 8 - The proportion of applicants arriving and experiencing adverse outcomes 

TBC – Baseline not available. 

Benefit 9 - Ability to identify and respond to new and emerging risks 

Baseline not yet available. A qualitative review will be completed within the first six months of the 

Programme to create the baseline performance.  The rules management, decision intelligence support and 

analytics platform scope items will be implemented in phase two of the programme and are drivers for 

improvement in this benefit area. 

 

Outcome Area 3: Improved systems agility 

Benefit 10 - Level of technology system risk 

50% of technology risks are related to IGMS. On this basis this measure is focussed on eliminating these 

risks. The timing of the realisation of the benefit aligns with the timing for decommissioning IGMS. 

Most products currently on IGMS and those with the highest volumes are due to be migrated to ADEPT in 

Phase 1 of the Programme with remaining IGMS products migrated in Phase 2. On this basis we have taken 

out all risks that relate to IGMS, leaving 18 ICT risks at the end of Phase 2 in June 2028. 

Regular reporting on ICT risk will be established for the programme. 

Benefit 11 - Policy and critical business change implementation 

Baseline not yet available. This will be measured through a case study completed by June 2025. The case 

study will set our baseline and will be reported on at the end of each phase of the programme. 

 

Outcome Area 4: Improved experience for customers and staff 

Benefit 12 - Increase in customer satisfaction (Overall satisfaction) and Benefit 13 - Increase in customer 

satisfaction (Ease of Use) 

These benefits will be measured quarterly through the Customer Experience Survey and as products are 

migrated to ADEPT. 

Benefit 14 - Employee experience with systems and processes 

Baseline not yet available. This will be measured through a staff survey which will be completed by June 

2025. Updates will be completed by and reported on at the end of each phase of the programme. 

7.2 Reviews 

The Programme Board will monitor any changes, including changes to outputs and outcomes.  Changes to 

benefits and/ or the measures/ schedules, will be made via a change request and updated accordingly into 

Project Online.  
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Productivity gain – 

visa processing 

• 50% productivity increase to the number of visa applications decided per 

day for non-complex products is a reasonable/ conservative approach and 

achievable. 

• 30% productivity increase to the number of visa applications decided per 

day for complex products is a reasonable/ conservative approach and 

achievable. 

Productivity gain – 

visa processing 

Straight through processing applied to the following products is a reasonable/ 

conservative approach and achievable: 

• Low Risk Visitor Visas (40% of Visitor Visa volume) 

• Temporary Visa Transfers (80% of volume) 

• Resident Visa Transfers and Confirmations (80% of volume) 

• Working Holiday Scheme Visas (40% of volume) 

• APEC Business Visitor Visas (40% of volume) 

Productivity gain – 

visa processing 

Savings to be realised three months following the go-live of a visa product on ADEPT, 

expect for the first two products (Students and Visitors Groups) which are to be 

realised five months following implementation. 

Visa application 

volumes 

Visa volumes are based on projected forecasts as at June 2024 and are forecast to 

increase until 2029 and then stabilise through to 2033.   

Automated 

Decision Making 

ADM benefits are ‘pure’ - it is assumed that nothing falls out of ADM for 

intervention. This is because validations occur before triage, so the percentage 

applied – 40% or 80% represents the entire ADM gain. 

Automated 

Decision Making 

The deployment of ADM to products which are based on risk rules – low risk Visitor 

Visor, Working Holiday Scheme and APEC Business Visitor Visa (40% of volume for 

each product) will involve a 9-month period for model development (substantially 

completed for Visitor Visas) followed by a 9-month period to ‘connect and evaluate’ 

to enable the system to learn before ADM is turned on, and a 3-month period of 

technical work to enable ADM as per the Migration Plan. ADM is assumed for these 

products from the dates indicated above i.e. +3 months post implementation. 

Automated 

Decision Making 

The deployment of ADM to products which are based on business rules (80% of 

volume for each product) applied to Resident Visa Transfers & Confirmations and 

Temporary Visa Transfer product groups is applied at implementation, rather than 

the delayed approach for risk rule-based products. This is because business rules 

(rather than risk rules) will form part of the build for these product groups.  
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Productivity gain – 

Customer Service 

Centre 

20% reduction in customer inbound calls and 40% reduction in email 

correspondence to the Customer Service Centre. 

Achievement of benefit to be realised gradually over the life of the programme: 

• FTE at the end of March 2027 

• Additional 20 FTE at the end of March 2028 

• Additional 6 FTE at the end of October 2031. 

Monetised 

benefits 

• Monetised efficiency gains are based on the mid-point salary pay band  

• Annual monetised gains include overheads and annual pay ladder 

progression step increases. 

• Savings to be realised in specified dates in line with the visa product 

migration plan from February 2026 through to August 2031.   

Attrition approach FTE efficiency benefits will be realised using an attrition approach. A plan will be 

developed with Workforce Planning, Performance & Reporting and Visa Operations 

to manage attrition. 

Attrition 

modelling – visa 

processing 

Attrition rates (average attrition rate over the 6 months to July 2024 and 12 months 

to July 2024) remain steady and are not significantly influenced by internal or 

external forces. These are: 

• Immigration officer – 16% 

• Support Officer – 29% 

• Immigration Manager 17% 

• Practice Lead – 23% 

• Technical Advisor – 5% 

• Verification Officer – 5% 

• Visa Operations Manager – 30% 

 

(As per the attrition modelling provided by Planning (Workforce), Chief Operating 

Officer Branch.) 

Attrition rates – 

Customer Service 

Centre  

Attrition rate for Client Service Advisors of 32% (average attrition in the year to June 

2024) remains steady and is not significantly influenced by internal or external 

forces. 

(As per the attrition modelling provided by Workforce Planner, Customer Service 

Centre Support, TWSD.) 

Resourcing The programme will have the dedicated capacity and capability to deliver the 

benefits.  
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11 Business Change Management 

Through delivery of the programme, we will see a substantial change to the way we operate. Managing this 

level of change and complexity requires a well-coordinated, and mature change function to support the 

transition from the current state operating environment to the new ways of working. 

Benefits profile Benefit 14 - Employee experience with systems and processes, baseline not 

available. This will be measured through a staff survey, to be developed by 

June 2025. 

Attrition Plan An Attrition Plan will be developed to manage ‘lumpy’ attrition i.e. attrition 

will not fall in line with FTE benefits realisation, so Immigration officers who 

process a visa product where FTE savings are made but where there is no 

natural attrition, would need to be reassigned to process visa products 

currently processed in a different location. 

Training & Upskilling 

Plan 

A training plan will be developed with Visa Operations and Learning & 

Development to ensure that Immigration officers, and others are trained in 

what might be unfamiliar visa products to ensure continuity and to smooth 

bumps in attrition. 

Programme workstream 

dependencies 

A number of the workstreams within the programme are dependent on one 

another (for example, the ADEPT product build and decommissioning 

workstreams). Effective co-ordination and communication between teams is 

essential to manage these dependencies. 

Programme resources Dependencies on internal resource allocation across the different 

workstreams must be planned and managed to avoid delays and bottlenecks. 

The programme is dependent on finding several resources from the external 

market as well as a reliance on third-party vendors. 

Stakeholder support The programme is dependent on engagement and support from key 

stakeholders including Ministers, other agencies, customers and staff. 

Stakeholder approvals and feedback will need to be clearly defined and 

managed. 

Technology integrations Successful delivery of the programme relies on decommissioning legacy 

systems and integrating new technologies with existing systems. 

Dependencies related to technology readiness, compatibility and 

implementation schedules will require careful planning and co-ordination. 

Updates to policy  If small updates to policy or immigration instructions are deemed necessary, 

these will need agreement from the Minister (with some exceptions for 

changes to administrative immigration instructions) and may need agreement 

from other agencies, such as the Ombudsman, Privacy Commissioner, or 

MFAT. There will also need to be capacity within Policy and Operational Policy 

to deliver these changes, alongside the existing policy work programme.  






