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3.5 Biometrics Capability Update project 
 
Richard Owen 
General Manager 
Verification and Compliance 

 
 
The Biometric Capability Update project delivers a significant upgrade of INZ’s biometrics 
management, capture, and matching solution. This is a core capability for New Zealand’s 
future protection in an environment where identity fraud, terrorism (including cyber terrorism) 
and other sources of harm are prevalent. The upgraded capability is crucial to risk mitigation 
and will assist with INZ’s future business needs.  
 
MBIE has commenced loading of the biometric and biographical data into the new solution, 
with the initial batch of data loaded having been validated and reconciled successfully. The 
next key project milestone of system integration testing is scheduled to begin in May 2023. 
The upgraded systems are currently scheduled to go live in November 2023. This is a multi-
year project which has experienced a number of risks that may impact delivery costs and 
timeframes. However, MBIE is working actively to mitigate these risks. 
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3. IMMIGRATION OPERATIONAL UPDATES 

3.1. Biometric Capability Update project 
 
The Biometric Capability Update (BCU) project remains in the testing phase in the System Integration Test 
(SIT) environment, with a scheduled SIT end date of 8 July 2024. As of 18 June 2024, 86 per cent of Priority 
One[1], Priority Two[2] and Priority Three[3] test cases have been completed by MBIE (up two per cent from 
the last report).  The number of test scripts completed each week has slowed due to the testers waiting 
on defects being fixed by vendors and being assigned to support User Acceptance Testing (UAT) cutover 
tasks. MBIE is behind track to complete all test cases by the end of the SIT phase; work is currently 
underway to understand the impact of this on other activities planned and the Go Live date of the project. 
Resolution of system defects by the lead vendor remains slower than anticipated and the project has 
prioritised defects for the lead vendor to fix. The project team has been working closely with the business 
to identify and document temporary system workarounds that will be required at Go Live.  
 
In preparation for the project to continue into the next phase, the technical activities related to data 
migration and preparing the UAT environment have encountered some challenges. Full transition into the 
UAT phase is behind schedule and the lessons learned during this cutover will ensure a smoother 
transition into Pre-Production and Production.   The project is working closely with vendors to understand 
when the environment may be available and are looking to run Performance and Business Acceptance 
tasks in parallel to reduce the impact to the project. The project continues to raise risks to Governance as 
they arise, including any mitigations and escalations required.  
 
The Project Statement of Work (SoW) will continue following the expiry of the current Master Services 
Agreement (MSA) on 30 June 2024, allowing time for the lead vendor and MBIE to continue negotiations 
on the new MSA. The new MSA has been reviewed by MBIE, and feedback was sent to the lead vendor on 
17 June 2024. Negotiations will commence shortly with support from external legal services provider 
Buddle Findlay. The End User Licence Agreement has been returned to MBIE for review and the Support 
SoW is with the lead vendor for review and feedback.  
 
Submission of the BCU Cabinet paper is tentatively planned for late July 2024, pending discussions 
between MBIE and the Minister of Immigration on how this might be positioned when considering project 
Whole of Life Costs.   
  
  

 
[1] Priority One test cases cover major business functions and end to end processes, as documented by the business requirements. 
They do not cover all business requirements. 
[2] Priority Two test cases cover a more detailed examination of major business functions or processes, to cover the remaining 
business requirements at a functional level. 
[3] Priority Three test cases cover the edge cases of business functions or processes that the INZ business will encounter daily. 
Priority One, Two and Three test cases do not account for all business scenarios, or non-functional testing. 
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Weekly meetings continue between MBIE’s Chief Executive and the lead vendor’s Managing Director, to 
provide a channel for any additional senior management support the project may require. 
 

Michael Alp 
Acting General Manger 

Immigration Risk and Border 
Out of Scope



    

 

 

MINISTRY OF BUSINESS, INNOVATION & EMPLOYMENT 6 26 JUNE 2024 

Out of Scope









    

 

 

MINISTRY OF BUSINESS, INNOVATION & EMPLOYMENT 10 26 JUNE 2024 

4. MEDIA, UPCOMING EVENTS AND MEETINGS 

Out of Scope





    

 

 

MINISTRY OF BUSINESS, INNOVATION & EMPLOYMENT 12 26 JUNE 2024 

5. IMMIGRATION PORTFOLIO PAPERS DELIVERED AND 
FORTHCOMING 

Out of Scope







    

 

 

MINISTRY OF BUSINESS, INNOVATION & EMPLOYMENT 15 26 JUNE 2024 

Out of Scope















Out of Scope





    

  

  

MINISTRY OF BUSINESS, INNOVATION & EMPLOYMENT 2 17 JULY 2024 

1. IMMIGRATION PORTFOLIO ACTIONS 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Out of Scope



    

  

  

MINISTRY OF BUSINESS, INNOVATION & EMPLOYMENT 3 17 JULY 2024 

2. IMMIGRATION POLICY UPDATES 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Out of Scope



    

  

  

MINISTRY OF BUSINESS, INNOVATION & EMPLOYMENT 4 17 JULY 2024 

3. IMMIGRATION OPERATIONAL UPDATES 
 
3.1. Biometric Capability Update project 
 
The Biometric Capability Update (BCU) project remains in the testing phase in the System Integration Test 
(SIT) environment. As noted in our previous report, the original scheduled end date was 8 July 2024, 
however this was not achievable because of the number of outstanding defects and test scripts having 
not been run. Resource contention for MBIE testers is impacting progress with testing in SIT because they 
are also involved in testing cutover to the User Acceptance Testing (UAT) environment. If testing in SIT is 
not completed by 1 August 2024, this will affect the critical path and push out project timelines. The 
project is experiencing significant issues that now place the planned go live date of 29 October 2024 at 
risk. These issues are being actively managed by senior leaders across MBIE and the lead vendor. 
  
As of 8 July 2024, 96 per cent of Priority One1, Priority Two2 and Priority Three3 combined test cases have 
been run by MBIE (up four per cent from the last report).  Priority One test cases are now 100 per cent 
complete. Resolution of system defects by the lead vendor has improved over the past release cycle with 
17 defects resolved and two security issues fixed. 13 of the resolved defects included severity two defects 
from the prioritised list, which are required for go-live. There are three more releases before a code freeze 
starts on 15 August 2024. All prioritised defects need to be resolved by then and a go/no-go decision will 
be made at that point. The project team continues to work with the business to identify and document 
temporary system workarounds to understand which newly found defects belong on the prioritised list.  
  
Business Acceptance testing started on 15 July 2024, concurrent with running the remaining test scripts, 
and will be conducted in the SIT environment as the UAT environment will not be available. Performance 
testing is delayed until the UAT environment is ready. The project is working closely with vendors to 
understand when the UAT environment may be available. Performance and Business Acceptance Testing 
(BAT) tasks can be run in parallel to reduce the impact on the project. The approach of running different 
activities concurrently helps to mitigate delays but adds some inherent risk. The project continues to raise 
risks to Governance as they arise, including any mitigations and escalations required.  
 
The Project Statement of Work (SoW) continues, following the expiry of the current Master Services 
Agreement (MSA) on 30 June 2024, allowing time for the lead vendor and MBIE to continue negotiations 
on the new MSA. Negotiations continue with support from external legal services provider Buddle Findlay 
and progress is being made with the new MSA. The End User Licence Agreement has been returned to 
MBIE for review and the Support SoW is with the lead vendor for review and feedback.  
  
Submission of the BCU Cabinet paper is planned for late July 2024, and is being prepared by MBIE. 

 
1 Priority One test cases cover major business functions and end to end processes, as documented by the business requirements. 
They do not cover all business requirements. 
2 Priority Two test cases cover a more detailed examination of major business functions or processes, to cover the remaining 
business requirements at a functional level. 
3 Priority Three test cases cover the edge cases of business functions or processes that the INZ business will encounter daily. 
Priority One, Two and Three test cases do not account for all business scenarios, or non-functional testing. 
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Weekly meetings continue between MBIE’s Chief Executive and the lead vendor’s Managing Director, to 
provide a channel for any additional senior management support the project may require. 
 

Michael Alp 
Manager 

Immigration Risk and Border 
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3.2 Biometric Capability Update project 
 
Commercial negotiations continue with the lead vendor. MBIE has received feedback from the vendor on 
the most recent version of the Master Services Agreement, and a mid-March completion is still expected. 
MBIE has provided the BCU Support Statement of Work to the lead vendor for feedback.  
  
Whilst remaining priority defects are reducing, the resolution rate is not at the cadence required.  A 
software release was received on 27 February, with further releases on 6 and 13 March 2025. Subject to 
successful testing, this should result in an end of May / early June 2025 project go live timeframe. 
  
MBIE Executive focus remains high to resolve commercial issues and defect resolution progress, with a 
further meeting of Australian and American executives from the lead vendor scheduled for 6 March 2025. 
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Preparations for project go live, including code deployment, data migration, business readiness, and 
transition to go live and subsequent support, continues. 
 

Richard Owen 
General Manager  

Immigration Risk and Border 
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1. IMMIGRATION PORTFOLIO ACTIONS 

3. IMMIGRATION OPERATIONAL UPDATES 

3.1 Biometric Capability Update project 
 
The Ministry of Business, Innovation and Employment (MBIE) Executives remain focused on resolving 
commercial issues and progressing defect resolution. Further meetings with Australian and American 
executives from the lead vendor are scheduled, for ongoing momentum. 
 
Commercial negotiations continue with the lead vendor. MBIE has provided the Biometric Capability 
Update (BCU) Support Statement of Work to the lead vendor for feedback and has received feedback from 
them on the most recent version of the Master Services Agreement. An end of March 2025 completion is 
still expected to close the commercial negotiations.  
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A software release was received on 6 March 2025, with a further release scheduled for 13 March 2025. 
Subject to successful testing, this should result in a June 2025 project go live timeframe. 
 
Preparations for project go live, including business readiness, code deployment, data migration, and 
transition to go live and subsequent support, continues. 

 
Richard Owen 

General Manager  
Immigration Risk and Border 
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3.2 Biometric Capability Update project 
 
MBIE remains focused on progressing defect resolution and resolving commercial arrangements with the 
lead vendor. 
 
The number of residual defects continues to reduce, with a high likelihood of a working solution being 
identified  in  the  upcoming weeks.  Regression  testing  has  commenced,  commercial  negotiations  are 
continuing with a specific  focus on support, and additional capability has been engaged  to assist with 
implementation planning.  
 
Preparation for project go live, including Business Change Management preparation, the development of 
a  transition  plan,  early  life  support  arrangements  with  all  supporting  vendors,  and  data migration, 
continues. 

 
Richard Owen 

General Manager  
Immigration Risk and Border 
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