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AIDE MEMOIRE 
Immigration New Zealand’s Biometric Capability Update 

Date: 9 December 2021 Priority: Medium 

Security 
classification: 

In Confidence Tracking 
number: 

2122-1999 

Purpose 
On 19 November 2021, officials provided you with a briefing seeking approval from joint Ministers 
(Finance and Immigration) to authorise internal funding to update Immigration New Zealand’s 
(INZ’s) identity management system. 

This aide memoire provides you with further information on INZ’s use of biometrics, and the 
Biometric Capability Update (BCU) project.  

 

 
 
 

  
Stephen Dunstan 
General Manager 
Enablement 
Immigration New Zealand 
Ministry of Business, Innovation and Employment 

9/12/2021
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Immigration New Zealand’s Biometric Capability Update 

Biometrics 

1. Biometrics are measurable physical characteristics that are unique to an individual, and are 
fundamental to the effective application of identity management standards and practices. 
From an INZ context, the purpose of identity management and the use of biometrics in 
particular, is key to increasing the level of knowledge about a person’s identity to support 
effective and efficient decision-making while reducing the risk of identity fraud. 

2. Identity information is divided into two groups: 

• Biographical: Name, Date of Birth, Gender 

• Biometric: Facial Images, Fingerprints. 

3. Increased confidence in identity enables higher quality and faster immigration decision-
making and services, improves our ability to protect New Zealand and our international 
partners from harm relating to the misrepresentation of identity, and reduces the risk of 
individuals concealing criminal histories.  

4. INZ is recognised as the authoritative source of identity information on non-New Zealanders 
and New Zealand agencies are increasingly relying on government agencies to verify 
identities in order to determine eligibility for public services, maintain law enforcement and to 
deliver services that require high confidence identity verification.  

5. An overview of identity processing is attached in Annex One.  

6. The Identity Management Solution (IDme) provides INZ with the capability to be the 
authoritative source of identity information for all non-New Zealanders. It provides biographic 
and biometric related policies, tools and supporting processes. The core IDme management 
engine including biometric matching, workflow processes, reporting and integration 
architecture is out-dated, unnecessarily complex, and no longer deemed fit-for-purpose for 
the future needs of INZ. 

Identity Processing 

7. IDme plays a key role in anchoring the identities of all foreign nationals applying for either a 
visa or an Electronic Travel Authority (ETA) prior to travelling to New Zealand and 
approximately five million identities are stored by the IDme management engine. 

8. IDme identities are accessed by Immigration compliance officers undertaking enforcement 
activities within the field using the Mobile Regulator application and the New Zealand Police 
can access identities through a mobile application and information sharing arrangement.  

9. The ADEPT platform will introduce a mobile companion application that will allow applicants 
to provide INZ with an authenticated identity that has been accessed from an applicants e-
chip enabled passport. The quality of the image and the associated biographical information 
enables quality data to be loaded into IDme. This supplements identity information provided 
by applicants through the ETA selfie functionality.   
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Annex One: Identity Processing Overview 
 





 

 
 

BRIEFING 

Draft Cabinet paper – Increase in whole of life costs for Immigration 
Biometrics Upgrade    

Date: 18 August 2023  Priority: High 

Security 
classification: 

In Confidence Tracking 
number: 

2324-0513 

 

Action sought 

 Action sought Deadline 

Hon Andrew Little 
Minister of Immigration 

Forward this briefing to the Minister 
of Finance 

21 August 2023 

Hon Rachel Brooking 
Associate Minister of 
Immigration 

Copy for your information. N/A 

 

Contact for telephone discussion (if required) 

Name Position Telephone 1st contact 

    

    

  

The following departments/agencies have been consulted 

The Treasury were consulted in the development of this Paper.  

 

Minister’s office to complete:  Approved  Declined 

  Noted  Needs change 

  Seen  Overtaken by Events 

  See Minister’s Notes  Withdrawn 
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Comments  
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BRIEFING 

Draft Cabinet Paper – Increase in whole of life costs for Immigration 
Biometrics Upgrade    

Date: 18 August 2023 Priority: High 

Security 
classification: 

In Confidence Tracking 
number: 

2324-0513 

Purpose  

To provide you with a draft Cabinet Paper on the increase in whole of life costs for the Immigration 
Biometrics upgrade, for consultation with the Minister of Finance.  Following consultation and any 
feedback, the Cabinet Paper could be considered by the Cabinet Economic Development 
Committee (DEV) on Wednesday, 30 August and Cabinet on Monday, 1 September.  This would 
require lodgement by 10am on Thursday 24 August.  Alternatively, the Paper could be considered 
at Cabinet Business Committee on Monday 4 September or Monday 18 September.   

Recommended action  

The Ministry of Business, Innovation and Employment recommends that you:  

a Note that an upgrade of Immigration’s Biometric platform is underway to improve the 
reliability of data and improve efficiency of the system.  

Noted 

b Note that the whole of life costs of the programme has increased as a result of unforeseen 
technical complexity in the system, need for contractual variations and a number of delays. 

Noted 

c Note that officials have revised the whole of life costs of the programme from $30.42 million 
to $45 million. 

Noted 

d Note that as MBIE has an Investor Confidence Rating of B, Cabinet approval is required for 
any project with whole of life costs of more than $35 million.   

Noted 

e Note that a draft Cabinet Paper is attached at Annex One for your consultation with the 
Minister of Finance.  

Noted 
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xxxx 
Role 
Digital, Data and Insights, MBIE 

18/08/2023  

 
 
 
 
 
 
Hon Andrew Little  
Minister of Immigration 
 
 

…. / …. / …. 
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Background 

1. Immigration New Zealand’s current biometric information management system is out-dated, 
results in accuracy issues in data and is no longer considered fit for purpose.  A major 
upgrade of this system, the Biometric Capability Update (BCU) project was initiated in 2019.  
System upgrades through the BCU will improve the accuracy of biometric matching and 
reduce risk, enabling faster identity processing and lowering the number of cases that need 
manual intervention to resolve. This will increase efficiency, effectiveness and productivity.   

2. In August 2019, the Ministry for Business, Innovation and Employment (MBIE) approved a 
Single Stage Business Case for the BCU project as part of its ongoing systems maintenance 
programme. The BCU is funded wholly through levy and third-party fee revenue from the 
immigration system.   

3. In July, we briefed you on increased costs of the BCU as a result of unforeseen technical 
complexity, need for contractual variations and a number of delays [BR2223-4450 refers]. At 
that stage, we sought your approval to an increase in the budgeted whole of life costs of the 
update to $30.42 million.  This briefing also noted that further increases in whole of life costs 
would require Cabinet approval.  

Further costs have been identified 

4. Since July, more comprehensive work and forecasting has been carried out to reassess the 
full costs of the BCU, and these costs have been verified with the vendor.  The revised whole 
of life costs of the BCU are $45 million and the planned completion date is March 2024.   

5. The BCU is funded wholly through levy and third-party fee revenue from the immigration 
system.  [text about funding detail and impacts on deficit]  

6. [text about risk and mitigations depending on direction] 

Cabinet approval is required for the increased costs 

7. As MBIE has an Investor Confidence Rating of B, Cabinet approval is required for any 
project with whole of life costs of more than $35 million.  A draft Cabinet Paper seeking this 
approval is attached as Appendix One. 

8. Treasury has been consulted on the Paper and [feedback]. 

Next steps 

9. Following consultation with the Minister of Finance and any feedback on the draft Cabinet 
Paper, the paper could be considered by the Cabinet Economic Development Committee 
(DEV) on Wednesday, 30 August and Cabinet on Monday, 1 September.  This would require 
lodgement by 10am on Thursday 24 August.  

10. Alternatively, the Paper could be considered at Cabinet Business Committee on Monday 4 
September or Monday 18 September.  

Annexes 

Annex One: Draft Cabinet Paper  
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Annex One: Draft Cabinet Paper 

Attached as a separate document. 
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AIDE MEMOIRE 

 

Biometric Capability Update Programme Update 

Date: 10 May 2024  Priority: Medium 

Security 
classification: 

In Confidence Tracking 
number: 

2324-3372 

Purpose 

This Aide Memoire provides a summary of the latest Independent Quality Assurance (IQA) report 
on the Biometric Capability Update (BCU) project, which was finalised on 9 May 2024. We will 
provide you with more detailed advice on the management response to the recommendations in 
the IQA in the next two weeks. 

 

 
 
 
 
Michael Alp, General Manager, Immigration Risk and Border (Acting) 

10 May 2024 
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9. In addition to the IQA report, MBIE also commissioned EY to provide a BCU independent 
project review.  

10. On 9 May 2024 EY took MBIE Chief Executive Carolyn Tremain through its draft findings. EY 
is intending to present their findings to you in the week commencing 13 May 2024. 

11. Key findings from the EY report include: 

a. The business case and strategic rationale for the BCU Project remains valid and will 
deliver critical capability for national security. 

b. Areas to address and recommendations are consistent with the new IQA report. 

c. The test execution cadence in SIT is behind the optimum levels to ensure completion of 
all test scripts and any defect remediations. This means the project is unlikely to meet 
the test exit criteria and some defects may need to be taken into production. 

d. Given the BCU Project is close to completion, the project should continue, but with 
increased executive attention on key risk areas. 

12. We will provide you with further advice on the steps that MBIE is taking to respond to the IQA 
in the next two weeks. However, MBIE has already taken a series of immediate actions to 
respond to the recommendations in the IQA as set out below. 

Additional Governance and Reporting 

13. As noted in our previous Aide Memoire [2324-2793], we strengthened project governance 
through two additional groups. The first was 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 
New Zealand Chief Executive. The second was MBIE’s Delivery Governance Board, which 
consists of two Deputy Secretaries, five MBIE General Managers and several senior technical 
staff. 

14. Since our previous meeting on 2 April 2024, three additional changes have been made: 

a. Carolyn Tremain will be meeting with the Chief Executive of NEC New Zealand to ensure 
all outstanding matters are being resolved on a timely basis. The first meeting takes 
place on 10 May 2024 

b. I have been appointed as the General Manager Immigration Risk and Border on an 
acting basis to ensure continuity across the project and having a senior resource that 
can also be across the elements that affect the business directly.  

c. Carolyn Tremain, Alison McDonald (Deputy Secretary, INZ), Greg Patchell (Deputy 
Secretary, Digital, Data and Insights) and myself (as Acting Business Owner) will also 
be meeting weekly with the NEC Chief Executive to ensure that issues are being 
appropriately escalated and resolved. 

15. We will also be enhancing project reporting so that it is clearer how the project is tracking and 
the extent to which it is tracking to key milestones. We will provide a summary of this enhanced 
reporting to you within the next fortnight. 

Additional Resources 

16. The IQA report has made a recommendation of additional testing resources which will give the 
project 3.8 to 4.8 additional full time equivalent resources for the next 2-3 months, and enable 

s 6(c)
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expediating the completion of Priority 2 test cases and the execution of Priority 3 test cases to 
ensure we understand all potential outstanding defects and their impact on the business. 

17. As of 9 May 2024, the test scripts are at the following levels: 

a. Priority 1 - 96% completed 

b. Priority 2 - 50 % completed 

c. Priority 3 – 25% completed 

18. The resolution rate of the NEC side is behind schedule.   

19. There are two types of bugs. Those that have been found by MBIE in our System Integration 
Test (SIT) environment and those found by NEC in their System Test (ST) environment.  

20. Earlier this year, NEC confirmed that they would fix 15 defects a fortnight. At a subsequent 
meeting with NEC, forward projections have shown that only 10 defect remediations can be 
delivered for each BCU release cycle. Release cycles for the BCU project are currently 
received from the vendor on a fortnightly basis. 

21. NEC have not met this target and on average NEC have fixed 8 MBIE defects per fortnight.  

22. By means of history, below is a summary of releases and number of defects resolved (further 
work still needs to be completed on the breakdown of MBIE defects resolved in each release 
versus NEC defects.) 

a. Build 1.0.16 number of defects planned is 17, 12 delivered (6 MBIE, 6 NEC). 

b. Build 1.0.15 had 16 defects planned, 14 delivered. (3 back with NEC) 

c. Build 1.0.14 had 10 defects planned, 4 delivered. 

d. Build 1.0.13 had 12 defects planned, 12 delivered.  

e. Build 1.0.12 had 9 defects planned, 6 delivered. 

f. Build 1.0.11 had 16 defects planned, 11 delivered. 

23. Progress of defect remediation will be the key focus of Carolyn Tremain’s weekly meeting with 
NEC Chief Executive. 

Business Readiness 

24. It is crucial that the technical solution provided by the BCU can be implemented by the business 
– this is a key recommendation from the IQA and from EY. All business group branches within 
MBIE that will be impacted by the programme have been identified, along with the high-level 
change impacts and who the respective change champions will be in each team. 

25. The BCU platform is not a customer facing platform with only a small team of internal users 
considered the key users. This limits the risk if there are post go-live issues. Business 
Champions have been identified and early familiarisation activities have already commenced 
to assist with upskilling and training. 

26. Business readiness activities will continue to be worked through in detail and further progress 
will be reported in future updates to you.  

Conclusion 

27. While the IQA rating has increased to “possible”, MBIE does not under-estimate the work that 
needs to be done for the project to meet its go-live milestones. In the 9 May Weekly Report we 
indicated that we may be seeking Cabinet approval for increasing project Whole of Life Costs 
(WOLC) in June. However, MBIE will not be seeking your approval to submit a Cabinet Paper 
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to increase WOLC until we have further confidence in the project’s delivery status. We will 
provide you with advice on possible timing in future reports.  
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AIDE MEMOIRE 

 

Biometric Capability Upgrade Programme Update 

Date: 14 June 2024  Priority: Medium 

Security 
classification: 

In Confidence Tracking 
number: 

2324-3847 

Purpose 

This Aide Memoire provides an update on the status of the Biometric Capability Upgrade (BCU) 
programme along with progress on the recommendations of the recent Independent Quality 
Assurance (IQA) and EY assurance reviews. 

 

 
 
Michael Alp 
General Manager, Immigration Risk and Border (Acting) 

14 June 2024 
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Other Pre-Go-Live 
Deliverables 

Security Certification & Accreditation is on the critical path - 3 
NEC "Must Have" cyber fixes have been provided, 6 "Must Have" 
fixes are only expected to be received by MBIE in mid-
September, while there is no e.t.a. yet for other required "Should 
Have, fast follower" fixes. 
Other activities - business change preparation (except manual 
workarounds), Privacy Impact Assessment, System Operations 
Manual, Training, Comms are on track. MBIE Cyber are working 
to complete security testing in late September/early October prior 
to accreditation based on a Remediation Action Plan.  

Contingency Further work required to determine contingency requirements if 
October Go Live date cannot be met and discussed in our next 
update. 

 

9. Appendix 1 provides a detailed summary of the recommendations. 

Governance and Reporting 

10. Since our last Aide Memoire to you of 10 May 2024 a weekly executive meeting has been put 
in place with NEC. 

11. This meeting is attended by Carolyn Tremain, Alison McDonald (Deputy Secretary, INZ), 
Greg Patchell (Deputy Secretary, Digital, Data and Insights), Michael Alp(Acting Business 
Owner), [NAME]NEC New Zealand Chief Executive) and  (EY in capacity as 
advisor to MBIE) to ensure that issues are being appropriately escalated and resolved. 

12. The Project Steering Group also meets on a fortnightly basis to work across deeper operational 
issues, and we have also co-located the BCU project teams together in one physical location. 

Project Defect Focus Areas 

13. We have been tracking the main defect focus areas. There are 82 defects in focus for 
immediate remediation out of 103.  

14. Overall, in total there are currently 205 open defects, 157 which sit with NEC. 

15. Progress is updated each week and discussion is had at the weekly Executive meeting. The 
defect remediation rate remains a concern in order to go live at the proposed dates of late 
October 2024 

16. MBIE has asked NEC to look at what additional resources could be provided to increase the 
defect remediation rate, which may include overtime or weekend work. NEC will report back 
to MBIE in the week commencing 17 June 2024. 

Business Readiness 

17. Good progress has been made in respect of business readiness with this stream being led out 
of the INZ Planning Team. 

18. Business planning is out for consultation with affected business groups including internal and 
external communication plans. 

s 9(2)(a)
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Conclusion 

19. Whilst significant work has been undertaken across each stream of the project, MBIE does not 
under-estimate the remaining work that needs to be done for the project to meet its go-live 
milestones. As noted in our previous update to you, MBIE will only seek your approval to submit 
a Cabinet Paper to increase Whole of Life Costs beyond the current $35 million total when we 
have further confidence in the project’s delivery status. We will provide you with advice on 
possible timing in our next report.  
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  3 Ensure there is business 
agreement of defect 
resolution and SIT exit 

A detailed review of all outstanding defects 
has been undertaken with Business Owner 
& Business team; there is a clear 
understanding of workarounds required, as 
well as "Must Fix" NEC defects that have 
no workarounds 

IQA Rec 
3.15.2 

          

3   Business Workarounds & 
impact 

  EY p8 #3 

  1 Greater business 
ownership - testing, 
defects, workarounds, 
impact 
Increase senior INZ 
involvement 

(i) Executive meetings commenced w/o 13 
May weekly with MBIE CE 
(ii) DCE-Immigration attending weekly 
executive meetings  
(iii) Workshops with business 
owner/Identity team held w/o 4 Jun; 
defects, prioritisation & workarounds 
reviewed 11 Jun; the business & project 
team have reviewed all current outstanding 
defects. We have taken a pragmatic 
approach, and the business has 
compromised considerably. We believe we 
can live with about 60% of outstanding 
defects with the workarounds (though 
some mean increased manual effort, 
processing times).  

 
 

 
 Overall the picture is 

better than we had feared. Each 
outstanding high severity defect has a 
business/operational consequence 
defined. 

 
 
IQA Rec 3.1 

  2 Complete change impact 
assessment on INZ 

Change impacts for IPE and BCU , as well 
as for the outage have been documented. 
A Change Navigator intranet page has 
been set up which identifies change 
impacts, key stakeholders, timelines, 
documentation, etc. 

EY p8#3.2 

  3 Product quality - Number & 
severity of outstanding 
defects at Go Live 

There is a good understanding from 
business about current outstanding 
defects; To be determined after SIT exit 8 
July 

  

  4 Business SMEs involved in 
testing 

Business SMEs started 20 May, 3 SMEs 
from Identity team involved in reviewing 
defects  

IQA Rec 
3.10 

  5 Ensure Business As Usual 
is maintained 

 Impacts for outage during transition have 
been validated with users and workaround 
have been/ will be  tested in cutover to 
UAT. Planning Team are focussed on 
these.  

IQA Rec 
3.10.2 

          

4   Focus on business 
change & business 
readiness 

  EY p8 #4 

s 9(2)(g)(i)
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  1 Project Managers to 
proactively manage 
business change activities 

(i) Change Lead is back in the BCU team.  
2 BAs focussed on business change 
(ii) Change and Comms plans have all 
been previously prepared and approved/ 
endorsed. Approved  by Business Owner 
week on 31 May, being reviewed by 
Steering Committee for endorsement. 
(iii) BC workstream liaising with business 
around Business Acceptance testing 
arrangements.  

  

          

5   Expectation 
misalignment 

  EY p8 #5 

  1 (i) Get common 
understanding between 
[MBIE] Project team, NEC 
re delivery status, including 
Go Live date 
(ii) Update the MBIE and 
NEC Project Status Report 
Milestones to reflect the 
current delivery path 
milestones 

Joint reporting  for weekly executive 
meeting instituted w/o 13 May, showing a 
common understanding of SIT execution & 
defect resolution. 
Report includes joint view of delivery 
status, with areas where there are differing 
views called out 
Joint report includes consistent view of 
testing status 

 
 
IQA Rec 
3.3.1 

  2 More comprehensive 
project status reporting to 
reflect delivery status 

Now reported weekly for executive 
meeting 

IQA Rec 
3.3.3 

  3 Confirm all vendors have 
committed to key 
milestones including Go 
Live date 
Gain commitment from all 
vendors for the updated 
delivery plan 

Updated key milestones which have been 
approved by DGB will be circulated by 
Delivery Lead to all vendors w/o 11 June 

 
 
IQA Rec 3.2 

  4 Baseline project schedule 
with achievable milestones 
including non-IT 
Ensure start/end baseline, 
forecast and actual dates 
are shown in the MBIE 
status report 

Milestones being agreed for baselining, 
expected to be agreed week of 11 June 

 
IQA Rec 3.6 
IQA Rec 
3.3.2 

  5 MBIE status reports to 
show milestones, 
baseline/actuals/forecast 
start & finish dates for key 
milestones 

MBIE Project Schedule to be updated with 
key milestones agreed above, plus 
start/end baseline, forecast & actual dates 

 
 
IQA Rec 
3.3.2 

          

6   Commercials & 
Contractual 

  EY p9 #1 

  1 Renegotiate MSA - user 
licensing, L3 operational 
support with NEC 

Discussions underway on Master Services 
Agreement, End User Licence Agreement, 
variation to the IPE Statement of Work 
(SoW) and BCU SoW. 
Agreement reached to rollover current 
commercial arrangements until final 
commercial positions confirmed 
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  2 Contract Datacom for L1 & 
L2 operational support 

Workshop held with Datacom 
Datacom have concerns about being able 
to provide L2 support - governance 
meetings required being scheduled 

  

  3 Manage Change Requests 
tightly 

New process requires sponsor to approve 
any new proposed change request before 
it progresses to impact assessment. 
Any vendor change requests are only 
approved based on availability of 
contingency funding. 

IQA Rec 
3.17 

  4 Determine ongoing 
continuous improvement 
approach. 

To be finalised as part of funding 
requirements in Cabinet paper. 
It is anticipated that there will be a window 
for emergency hot fixes or security patches 
between Go Live and the Christmas 
change freeze, with any new post-Go-Live 
release planned for February 2025 or later, 
after the busy travel period. 

IQA Rec 
3.18 

          

7   Funding   EY p9 #2 

  1 Funding required for 
backlog of functionality 
post-Go Live 

Finance & Investment Committee has 
endorsed change request (CR06), and 
funding availability for next financial year.  

  

  2 Contingency if Go Live 
delayed beyond October 

Further work required to determine 
contingency requirements if October Go 
Live date is missed; expected to be 
included in Cabinet paper. 

EY p9 #4 

  3 Review contingency 
allowed in CR06 

Some contingency utilised through vendor 
change requests. Whole of Life cost still 
tracking under Cabinet authorisation level, 
with Cabinet paper seeking approval 
scheduled for end-July for increased 
Whole of Life costs. 

IQA Rec 3.7 

          

8   Operational Readiness   EY p9 #3 

  1 Include readiness activities 
in project schedule 

Change Management milestones have 
been provided to project. 

  

  2 Assign resources & 
commence readiness 
activities 

Change Management activities have been 
recommenced since the Change Lead 
returned to the project on 14 April. Change 
Team engaging with Planning Team 
(COO)  and Principal Transitions Advisor 
(DDI) around impacts and readiness 
including ORR,  nearing the end of the 
‘Announce’ Comms phase with several 
Comms to all INZ (wider) both about the 
project and the system outage having 
been provided. 
Change Lead currently arranging and 
preparing for Business Acceptance testing.  

IQA Rec 
3.11 
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  3 Training design & delivery Training Needs Analysis & Training Design 
completed, however need to be reviewed 
following user/business acceptance 
testing, given large number of defects and 
consequent workarounds expected 
Confirmation of training resource sought 
and provided 

IQA Rec 
3.11 

  4 Privacy Impact 
Assessment 

The project has prepared 2 PIAs, from IPE 
and IDme perspectives.  
The PIAs are complete and OPC has 
provided an informal review with some 
feedback that has been incorporated 
where applicable. 
The project PIAs feed into the overarching 
INZ PIA but are not expected to be made 
publicly available, any updates would be 
shown in the INZ PIA.  The overarching 
INZ PIA is outside of the BCU project 
scope. 

IQA Rec 
3.11 

  5 Security certification & 
accreditation 

There are a large number of "must have" 
security defects outstanding, NEC have 
indicated a further delay and target date of 
13 September to deliver, based on this 
Cyber Security team have indicated that 
certification before Go Live is unlikely,  
Accreditation only based on a Remediation 
Action Plan (to be agreed with NEC) is 
planned. 3 delivered but not tested, other 6 
escalated 

IQA Rec 
3.11 

  6 Communications (internal 
& external) 

Internal and External Comms plans 
(previously approved) now updated and 
discussed with Business Owner 30 May . 
Subsequent updated made with view to 
sending to Steering group 11 June .  
System transition (outage) Comms plan 
discussed and work on this has started. 
The planning team are will lead this as 
they are now onboarded and will liaise with 
Comms.  Transition Planning SharePoint 
site created. Planning team will coordinate 
the work  for an outage plan.  

IQA Rec 
3.12.1 

  7 Complete Support & 
Operations Manual (SOM) 

SOM being drafted, and expected to be 
ready for approval in accordance with 
schedule 

IQA Rec 
3.11 

          

9   Resourcing     

  1 Dedicated Test Manager  
Review the need to a 
Release Manager or Test 
Manager 

Test Manager started 20 May  
IQA Rec 
3.8.2 

  2 Renewal of contracts 
expiring in June 2024 

Resource requests raised to extend 
contracts through to December, expected 
to be approved in time for renewal. 

IQA Rec 3.9 
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10   Delivery & Management 
controls 

  
 

  1 Finalise BCU Alerting & 
Monitoring Requirements 

Requirements were previously signed off 
(Version 1, approved documents), and are 
being validated in detail (V1.1 markup); 
testing will be completed by the end of 
UAT as planned. 

IQA Rec 3.4 

  2 Consolidate project 
documents 

To be undertaken after critical actions in 
the two reviews are completed 

IQA Rec 3.5 

  3 Complete Change 
Management Plan 

Change Management Plan updated 
(previously endorsed). Combined IPE & 
BCU Change Plan approved by Business 
Owner on 31 May. Updated with feedback 
for discussion 5 June prior to circulating to 
the 11 June Steering Group. 

IQA Rec 
3.12.2 

  4 Commence Business 
Change activities 

Business change activities have 
commenced with active involvement from 
Business Owner, Change Lead, Planning 
team and other resources. 

IQA Rec 
3.12.3 

  5 Ensure continued PSG 
commitment and oversight 
of delivery and 
achievement of the 
milestones 

Internal PSG continues to meet fortnightly IQA Rec 3.3 

          

10   Post Go Live Activities Planning for these will be addressed post-
SIT exit, as the team is currently focussed 
on critical path items. 

EY p9#3 
IQA Rec 
3.11 

  1 Incidents - priority/severity, 
volume, business impact 

    

  2 Ongoing operational 
impacts 

    

  3 Ongoing contract 
management, service level 
agreements 

    

  4 Impact of manual 
workarounds on business 

    

  5 Review and advance other 
key deliverables needed 
for Go Live to support MVP 

    

          

11   Benefits Management   IQA Rec 
3.19 

  1 Finalise & approve Benefits 
Realisation Plan 

Change Request CR006 updated the new 
benefits plan 
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Background 

1. The 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 is crucial to 
allowing MBIE to better manage fraud and immigration risk, meet national security 
requirements and international partner agreements.   

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

3. The technical components of the programme are scheduled to be completed in the last quarter 
of the 2024 calendar year with a forecast go live date of late 2024. 

Overall Programme Update 

4. To go live in the 2024 calendar year, the following components need to be completed: 

a. Technical readiness – this has been the predominant component of our reporting to 
date. Given the complexities of the system, a significant volume of testing has been 
required to ensure the Ministry’s requirements can be met. This testing continues to 
surface defects that require remediation to allow testing to advance and to finalise the 
system.  

b. Business readiness – for the team to adapt to the new system, plans need to be put 
into place for any manual work arounds during the initial go-live period, have increased 
staffing over the peak visa season and allow for any additional volume increases due to 
the recent increases in fees and levies, which go live 1 October 2024. In addition, 
business training and communication activities that have been planned, will need to be 
implemented. 

c. Commercial agreements – a full set of new agreements are being put in place for the 
whole programme of work. This includes a new Master Services Agreement, an End 
User License Agreement, BCU Statement of Work and an In Person Enrolment (IPE) 
Statement of Work. Each document has its own set of complexities, and they are being 
negotiated through our MBIE Commercial team.  

5. Each of the three areas above still have work needing to be completed prior to going live this 
year. We would rate each of these areas “amber” and the likelihood “possible”, down from 
“probable” since our last full update. 

6. Additional detail on these areas is provided in this Aide Memoire. 

7. A go / no go decision to go live this calendar year will be deferred to mid-September, after the 
next release from the lead vendor, from the previous date of 31 August 2024.  

Technical Readiness 

8. Good progress has been made with technical readiness since the previous update, with an 
overall increase in the average number of defects resolved per fortnightly release. 

9. Notwithstanding this, the release from the lead vendor on 29 August 2024 had a lower-than-
expected number of defect resolutions (31 versus 40).  Additionally, there have also been 18 
new defects raised over the same period. 

10. Based on current forecasting, at the end of September 2024, there would be 14 remaining 
defects that must be resolved before the solution can be finalised.  
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11. Additional work is being undertaken to consider how many of these remaining defects can be 
closed out if go live proceeded this calendar year, and what remediations could be undertaken 
during the “code freeze / brown out” period that could be released post go-live. 

12. The total defects required to be remediated by the go-live date were based on a minimal viable 
product basis, and a final risk-based decision will need to be made by mid-September 2024 as 
to whether there are any further workarounds or sufficient mitigations. 

Business Readiness 

13. Good progress has also been made with overall business readiness preparation, including 
cross vendor collaboration between NEC and Datacom for business-as-usual transition and 
operational support. 

14. Communication plans have been prepared and consulted with key stakeholders. Learning 
resources and artefacts are currently being built and a clear plan is in place for ‘just in time’ 
training of impacted teams within MBIE. Development of Standard Operating Procedures and 
user manuals is in a mature state. 

15. A robust plan to manage the system transition period, which will include some systems 
outages, during the go live weekend has been developed. 

16. The Identity Services teams are well advanced in their business acceptance testing and have 
provided positive feedback on the new system. Further business acceptance testing with other 
impacted teams will continue in the coming weeks. 

17. There has been some delay in developing the business rules and biometric thresholds within 
the new system, which are critical to have in place for go live. This is due to the later start date 
of the UAT environment becoming available. However, MBIE has a dedicated  
resource undertaking this work currently, with a target completion in early October 2024. 

18. Additional resourcing of up to 20 identity resolvers may be needed post go live and over the 
peak summer period to process manual resolution tasks for visa and NZeTA applications. This 
is due to the number of system workarounds that will be required if we go live in 2024, pending 
resolution of some defects post go live. People will be utilised from other parts of MBIE to 
perform this work, and MBIE will backfill those roles as appropriate. This will be for a period of 
up to six months to allow for sufficient training and ‘bedding in’ of the new system.  

Commercial Readiness 

19. Completion of the commercial documentation has been slower than expected. This has been 
largely driven by the re-work of a new Master Services Agreement do avoid having more 
detailed individual statements of work in the future. 

20. MBIE Commercial and NEC Commercial are working constructively together and the In Person 
Enrolment Statement of Work and End User License Agreements are nearing completion. 

21. MBIE and NEC are completing a page turn on the remaining documents over the next week 
to ensure that there is an agreed approach for all remaining outstanding areas. 

22. An escalation path is in place to resolve any commercial areas that become contentious. 

23. The commercial areas that will require the most amount of negotiation time between the parties 
will be indemnities, liabilities, code source, location of data (offshoring of data) and pricing. All 
commercial documents are expected to be completed between mid to late September.  

24.   

s 9(2)(a)
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25. As of 30 August 2024, the forecasted Whole of Life Cost (WOLC) remains under the approved 
$35m. If the project go live is deferred to next year, completion of the project within the 
approved WOLC is possible, however, all costs will need to be managed very tightly and no 
unexpected significant costs can arise. Remaining contingences would be used within the 
$35m threshold. 

Assurance Progress 

26. Work has continued against the recommendations in the IQA report completed by  
 and the EY Project Review Report. 

27. Internal traffic light status on the recommendations is either green or amber. The one current 
exception is the NEC defect resolution rate which we have rated as red, and this will be the 
biggest contributor to the go / no go live decision for this calendar year. The weekly defect 
rates have been provided to you in the weekly Minister’s report.  

Conclusion 

28. Whilst significant work has been undertaken across each stream of the project, MBIE does not 
underestimate the tight balance of the remaining work still required to go live this calendar 
year, given the overall amber rating.  

29. Significant efforts are being made right across MBIE to support this programme up until mid-
September 2024 when a decision will be made whether to go live this calendar year or not. 
This decision will be informed by the technical readiness of the solution, business readiness 
and the risk to the Immigration system during a peak processing time, including any surge in 
application volumes due to the recent fees and levies increases. 

 

s9(2)(a)
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AIDE MEMOIRE 

 

Biometric Capability Update Programme Update 

Date: 2 October 2024 Priority: Medium 

Security 
classification: 

In Confidence Tracking 
number: 

REQ-0004060 

Purpose 

This Aide Memoire provides an update on the status of the Biometric Capability Update (BCU). It 
notes that the technical components of the project will be completed by the end of this calendar year, 
however the “Go Live” date will be postponed to April 2025 (to avoid making changes during the 
peak season for visa activity). 

 

Michael Alp 
General Manager, Immigration Risk and Border (Acting) 

27 September 2024 
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Background 

1. The 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 is crucial to 
allowing MBIE to better manage fraud and immigration risk, meet national security 
requirements and international partner agreements.   

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

3. The technical components of the programme are scheduled to be completed in the last quarter 
of the 2024 calendar year with a proposed new go live date of April 2025. 

Overall Programme Update 

4. On Friday 20 September 2024, as Project Sponsor for the BCU project, I took the decision to 
defer the go live date to April 2025. 

5. Whilst good progress had been made across all project streams, the last two defect resolution 
releases did not close out enough forecasted defects.  

6. Project risks were increasing due to the number of concurrent tasks required to be completed. 
We considered deferring the go live by a few weeks, but this would have created unacceptable 
risks during the peak processing season which starts from mid-November. It would also make 
it very hard for MBIE to resolve any implementation issues that may potentially surface after 
going live.    

7. The BCU is not a customer facing platform, and we are not currently forecast to exceed the 
$35m whole of life cost (WOLC) by deferring the go live to 2025. 

8. This aide memoire will provide an update across each of the project streams that are required 
prior to go live. 

9. Whilst we are disappointed that we have not been able to progress to a go-live decision this 
calendar year, on balance across all streams of work, this was the right decision to make and 
avoids placing unnecessary pressure on the immigration system at a critical time.  

Technical Readiness 

10. Defect resolution – as of 20 September 2024, we still had 34 remaining severity 1 and 2 defects 
assigned to the lead vendor. Based on the current release cycles and the number of new 
defects being raised, we now do not forecast to have the remaining balance of defects fully 
resolved by December. 

11. We are not able to run the full end-to-end process testing until all defects have been resolved 
and cleared. 

12. Overall completion of priority 1-3 test execution sits at 99.2% and the current pass rate is sitting 
at 93.0% against our success criteria of 95.0%. 

13. We expect the core elements of technical readiness to be completed by December and we will 
work through any further residual issues. 

Security Readiness 

14. Core security readiness tasks have nearly been completed and the balance of the security 
alerts and penetration testing are due to be completed in October. There is a risk that further 
security concerns are identified that will require remediation or acceptance of the risk.  
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15. Across the two main vendors, we still have 14 known security defects to be resolved to ensure 
the system is secure. 

16. All certification and accreditation required is also expected to be completed in November but 
is dependent on information to be shared by all vendors to enable full security assessments to 
take place. 

Business Readiness 

17. Excellent overall progress has continued to be made for business readiness.  

18. Our Identity Services team, which are the end users of the BCU software, have been very 
positive on the new BCU system and recognise the efficiencies that the updated system will 
bring. 

19. The residual areas that are requiring further work are: 

a. End to end process testing. As noted earlier, we will not be able to complete this until the 
remaining defects have been resolved.  

  

b. System override rules have not been completed or signed off. With a November go live 
date, we would have needed to put in place several manual workarounds. Given the new 
go live date, the system override rules can now be fully completed, and this will give the 
staff a better quality (and more efficient) system to work from.  

Commercial Readiness 

20. MBIE continues to progress the four commercial agreements. While these were expected to 
be completed by the end of September, they will now not be concluded until October. However, 
there are no significant issues under negotiation. 

21. Datacom will be providing tier 1 and tier 2 business support once the system is operationalised. 

22. There are number of other smaller service providers to the BCU project. Our commercial team 
is now working with each of them to extend any support arrangements and statements of work 
to reflect the new go live date and ensure any costs of the extension are mitigated and capped.  

23. 
 
 

 

Communications Plans 

24. All communication plans have been completed and include: 

a. Proactive external communications provided to relevant stakeholders e.g. Immigration 
Reference Group 

b. Proactive communications to partner agencies (e.g. New Zealand Police, DIA, ); and 

c. A detailed internal communications plan 

25. We had a “no go” communications plan for the event that go live was deferred until next year. 
This plan is now being enacted and has the following key elements: 

a. MBIE project staff and impacted teams, and vendors advised on 23 September 2024. 

b. External agency stakeholders (DIA and New Zealand Police) advised on 24 September. 

s 6(a)

s 9(2)(b)(ii)
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c. Gill Bonnett of RNZ (who has been doing regular reporting on the BCU project) advised, 
to let her know BCU go live will be in early 2025 to offer an interview with myself. 

Financial Costs 

26. The BCU programme has a WOLC budget of $35m. We are currently forecast to stay within 
that budget based on a 1 April 2025 go-live date and modelling using a 5-year support contract 
length.  

27. As noted in the draft Cabinet paper sent to your office in late March 2024 and discussed at the 
Officials Meeting on 2 April 2024, the operating costs for BCU once we go live is an additional 
$2m per annum. 

28. The wider BCU project also sits in the full narrative of MBIE’s broader ICT programme of work 
– as an example, BCU is one of the components needed to go live in order to switch the IGMS 
platform off in the future (which has a $10m per annum forecasted benefit).  

29. The cost to support BCU is to be managed within the funding sought through the latest Fees 
and Levy review.  

30. The increase in baseline costs directly attributable to BCU is expected to be $2m against the 
current budget in FY24/25 (previously called out at $4m, as the delayed capitalisation date 
from November 2024 to April 2025 reduced depreciation costs by $2m) and $4m increase in 
FY25/26. With no additional costs forecast from FY26/27 outside of additional visa volume 
(variable) driven costs. 

Assurance  

31. Notwithstanding that the go-live date will now be in 2025, expectations have been set with 
NEC that all parties must continue to work at pace and that we have a fully working and tested 
solution before the end of the calendar year. 

32. MBIE Senior Leaders will continue to meet with NEC executives on a regular basis until product 
completion. We will continue to provide you with weekly updates through the Weekly Report.   

Next Steps  

33. We will prepare a further, more substantive briefing for you which will outline: 

a. Current project cost spend and forecast remaining costs 

b. Current Whole of Life Spend and remaining forecast Whole of Life Cost spend 

c. Ongoing operating costs (including outer years) 

d. Commentary on any financial adjustment requirement at the March Baseline Update 
(MBU) 

e. A copy of the project delivery re-plan and dates 

 





  

1 

 

AIDE MEMOIRE 

 

Biometric Capability Update Programme Update 

Date: 9 May 2025 Priority: Medium 

Security 
classification: 

In Confidence Tracking 
number: 

BRIEFING-REQ-0013934 

Purpose 

This Aide Memoire updates you on the status of the Biometric Capability Update (BCU). It provides 
an update on progress for each of the project streams that are required to support a successful 
project implementation and go-live. We are expecting the technical components of the project to be 
completed in June 2025 and ‘Go-live’ is planned for July 2025.  

Richard Owen 
General Manager, Immigration Risk and Border 

9 May 2025 
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Background 

1. The BCU will deliver a significant upgrade of Immigration New Zealand’s (INZ’s) identity 
management, capture, and matching solution. This will enable MBIE to better manage fraud 
and immigration risk and to meet national security requirements and international partner 
agreements.   

Overall Programme Update 

2. A working solution is almost complete. There are now a small number of critical defects 
remaining. Final testing of the solution is expected in early June 2025. This will mark a 
significant milestone for development and testing completion. Go-live is planned for July. July 
is the preferred time to implement the BCU solution, given the seasonality of key visa products, 
work volumes and other scheduled system changes.  

3. Issues that arise from testing or other technical preparation activities may impact the proposed 
go-live date.  

4. Completion of commercial matters with the lead vendor (NEC) are progressing, although 
slower than expected. We are continuing to maintain active executive focus between MBIE 
and the lead vendor so that any remaining commercial agreements are complete and agreed 
prior to go-live. 

5. From a financial perspective, we are within the $35m whole of life cost (WOLC) previously 
approved by Cabinet. 

Technical Readiness (Product Readiness) 

6. There are now only a small number of critical defects (classified as severity 1 and 2 defects) 
for the lead vendor to complete. Completion of these defects and end-to-end testing of the 
solution is scheduled to be completed in June 2025. 

7. Testing also includes system performance and final end-user acceptance testing.  Both have 
been run previously in different stages with positive end-user feedback. 

8. We are continuing to work on other solution activities including data storage, data migration 
preparation and reporting. 

9. Although the solution completion is progressing well, any issues that arise from testing or other 
technical preparation activities may still impact the go-live date. 

Security Readiness 

10. Security readiness tasks are progressing well. A fourth security test is due to be completed 
this month. 

11. High Security Risks that have been previously identified will be fully assessed to ensure that 
they can be mitigated.  

12. Whilst there are a number of security access controls already in place, the highest likelihood 
of exposure will be from internal staff, contractors and 3rd party vendors with direct access to 
MBIE systems. Exposure from external threats is unlikely as the system is not directly exposed 
to the internet. 

13. There is a risk that further security concerns may be identified through the remaining testing 
phases and that any matters identified may also require remediation or acceptance of the risk.  

14. Certification and accreditation of the solution is expected to be completed in July 2025. 
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Business Readiness 

15. Business readiness activities are progressing positively. End-users who have been involved 
with testing of the BCU software have been very positive about the new system.  

16. Training material is almost complete with ‘just in time’ training already being planned.   

17. Communication plans are also being developed to ensure that stakeholders are informed and 
the business is ready to receive and use the upgraded system. Key stakeholders include 
internal end-users, external agencies (such as DIA and NZ Police) and partner agencies (such 
as M5 countries involved in data sharing). 

18. We have identified manual workarounds for features that will be implemented after go-live. The 
impacts on productivity of these workarounds have been incorporated in our workforce 
management plans, and may require additional operational staff to manage any increase in 
work volumes.   

19. There has been ongoing media interest in the BCU, particularly from Radio New Zealand. We 
will proactively reach out to interested media following successful go-live and maintain reactive 
communications messages until that point.     

Commercial Readiness 

20. MBIE continues to progress commercial agreements with vendors. Progress with the lead 
vendor (NEC) has been slower than expected, although the Master Services Agreement has 
now been completed (but not yet executed). Progress with completing the remaining 
commercial agreements with NEC is being actively overseen by MBIE’s Chief Executive and 
Deputy Secretary, Digital and Corporate Services, along with executives from NEC. 

21. Datacom will be providing Level 1 and 2 business support (straightforward queries) once the 
system has gone live and is operational. NEC will provide level 3 and 4 support (complex 
queries). 

22. There are number of other smaller service providers to the BCU project, and our commercial 
team has been working with each of them to extend any support arrangements. 

Implementation Planning 

23. With go-live planned for July 2025, we have increased focus on detailed implementation 
planning with a focus on activities up to go live, the system transition weekend, and post go-
live. 

24. All vendors will be involved with the system transition at go-live. Development team 
representatives from NEC America are planned to be located on-site in New Zealand for the 
go-live period to support a successful transition to the upgraded solution. 

25. As part of standard risk management planning, post-production roll-back options are being 
developed so that the system could be rolled back to the existing solution if required. 

26. We have engaged EY to provide additional implementation planning capability expertise. 

Assurance  

27. MBIE Senior Leaders, including the Chief Executive, continue to meet with NEC executives on 
a regular basis. We will continue to do so until project completion. 

28. We will continue to update you on a weekly basis and we will provide further briefings as we 
get closer to go-live. 
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29. EY has also been engaged to provide assurance. They remain available to provide you with 
an independent perspective of progress. 

Strategic Options in the future 

30. As part of the governments commitment to digitising government services, we will consider 
options for the future of biometric management and continue this work with DIA  
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AIDE MEMOIRE 

 

Biometric Capability Update Programme Update 

Date: 24 June 2025 Priority: Medium 

Security 
classification: 

In Confidence Tracking 
number: 

BRIEFING-REQ-0016534 

Purpose 

This Aide Memoire updates you on the status of the Biometric Capability Update (BCU) Project, 
highlighting areas that require additional focus and those progressing well.  

 

Richard Owen 
General Manager, Immigration Risk and Border 

24 June 2025 

Status Overview 

1. A working solution is nearing completion with a small number of critical defects remaining 
that are complex in nature to resolve. Final testing of the core solution is expected in July 
2025.  

2. The overall solution is expected to be completed in August 2025, with Go-live planned for 
September/October, taking into account business operation processing volumes, other 
system changes (i.e. Student visas), and availability of critical project and business 
capability.  

3. The project is within the $35m whole of life cost (WOLC) previously approved by Cabinet, 
however this is under pressure. 

Project Activity 

4. The following activities are progressing well, and we are confident of their delivery and/or 
resolution:  

• Business readiness to accept the solution (change management) 

• Implementation readiness (activities leading up to Go-live) 

• Security defect remediation 
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5. These areas require additional focus to ensure they remain on track: 

• Solution development – ongoing defect remediation 

• Go-live planning – agreeing a solution transition date  

• Commercial agreement negotiation 

• Project budget 

6. MBIE Senior Leaders, including the Chief Executive, continue to meet with NEC executives 
on a regular basis and will continue to do so until the project is completed. 

7. The following sections provide more detail on each of the key activities noted above.  

Activities progressing well 

Business Readiness 

8. Business readiness activities continue with positive feedback by end users after testing the 
system. Train the trainer sessions using In Person Enrolment scanning devices have been 
held in Christchurch and Auckland sites.  

9.  
 

 

10. Manual workarounds for features that will be implemented after Go-live have been 
incorporated in workforce management plans and may require additional operational staff to 
manage any increase in work volumes. On hand volumes have mostly been low since April 
last year and the operational teams are currently clearing queues within 24 hours. 

Implementation Readiness 

11. Implementation readiness planning is progressing well, with assistance from EY. A 
comprehensive implementation plan is in place, which includes all technical and business 
tasks leading up to go-live. This plan is being actively tracked. 

Security Readiness 

12. A fourth security penetration test has been completed with some new risks identified. 
Mitigation of these risks, along with previously identified risks, is underway. We are confident 
they will be resolved prior to Go-Live. 

13.  
 

 

14. Further security concerns may be identified through the remaining testing phases and may 
require remediation or acceptance of the risk.  

15. Certification and accreditation of the solution is expected to be completed in July 2025. 

Activities requiring additional focus 

Solution development: defect remediation 

16. Critical defects have reduced considerably with the BCU solution; however, the remaining 
are complex to resolve. As a result, completion of the end-to-end testing of the core solution 
has been shifted to July 2025. The vendor continues to work on resolving the outstanding 
defects.  

17. Two cycles of regression testing will be undertaken. The first one is focused on the solution 
workflow. It will be followed by a second regression cycle focused on solution performance. 

s 6(c)
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Together this will take approximately four weeks from the time the end-to-end solution is 
delivered.  

18. The overall BCU solution is expected to be fully completed in August 2025. Between August 
2025 and the Go-live date, the project team will work on defects that are not critical for Go-
live, however are needed shortly after Go-live. These defects are known as ‘fast follower’ 
defects. 

19. Although the overall solution completion is progressing well, issues that arise from testing or 
other technical preparation activities may still impact the Go-live date, which is discussed 
further in paragraphs 21 and 22.  

20. There have been issues with the establishment of the Data Warehouse function of the BCU 
solution, however these issues are being resolved. The Data Warehouse is MBIE’s database 
that will store and manage BCU’s data and is required to be in place prior to Go-live. 

Go-live timing 

21. As a result of regression testing and ongoing defect remediation, the solution is now 
expected to be ready for deployment in August 2025 and Go-live projected for a later date, 
potentially September 2025.  

22. Planning for deployment will take into account Visa processing volumes, other key system 
changes (i.e. student visas), and critical project team member availability to ensure minimum 
system disruption. 

Commercial agreements 

23. Commercial activities with NEC, the lead vendor, are slower than expected and resolution 
requires negotiation by MBIE’s Chief Executive and Deputy Secretary, Digital and Corporate 
Services. NEC will be providing business support for complex queries post-Go-live.  

24.  
 

25. Commercial activities are going well with Datacom, which will provide business support for 
straightforward queries.  

Project Budget  

26. The project is within Budget ($34.2m) and the WOLC is within $35m, however these are 
under pressure with minimal contingency.  The Budget and WOLC uncertainty is due to the 
commercial negotiation activities underway with NEC as previously highlighted. 

s 9(2)(b)(ii)
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AIDE MEMOIRE 
 

Biometric Capability Update Programme Update 

Date: 11 August 2025 Priority: Medium 

Security 
classification: 

In Confidence Tracking 
number: 

BRIEFING-REQ 0019035 

Purpose 
This Aide Memoire provides you an update on the status of the Biometric Capability Update (BCU) 
Project, highlighting business readiness preparations for Go-live, along with areas that require 
additional focus and those progressing well.  
 
 

Richard Owen 
General Manager, Immigration Risk and Border 
11 August 2025 

Status Overview 
1. A working solution is almost complete with a small number of critical defects to resolve. Final 

testing of the core solution is expected to be completed in mid-August 2025.  
2. Issues with Performance testing have been experienced and need to be resolved. 
3. The overall solution is expected to be completed in August 2025, with Go-live potentially 

planned for September 2025, subject to the completion of performance testing. 
4. Business preparation activities for Go-live are progressing well. 
5. The project is within Budget. 

Project Activity 
6. The following activities are progressing well, and we are confident of their delivery and/or 

resolution:  

• Business readiness to accept the solution (change management) 

• Implementation readiness (activities leading up to Go-live) 

• Security defect remediation 

• Budget 
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AIDE MEMOIRE 

Biometric Capability Update (BCU) and In Person Enrolment (IPE) 

Project 

Milestone Timeline, Ministerial Briefings and Aide Memoires 

Date: 20 November 2025 Priority: Medium 

Security classification: In Confidence Tracking number: REQ-0024299 

 

Information for Minister(s) 

Hon Erica Stanford 

Minister of Immigration 

 

Contact for telephone discussion (if required) 

Name Position Telephone 1st contact 

Richard Owen 
General Manager Immigration 
Risk and Border 

 ✓ 

    

 

The following departments/agencies have been consulted 

N/A 

 

Minister’s office to complete:  Approved  Declined 

 Noted  Needs change  Seen 

 Overtaken by Events  See Minister’s Notes  Withdrawn 

Comments 
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REQ-0024299 In Confidence 2 

AIDE MEMOIRE 

Milestone Timeline, Ministerial Briefings and Aide Memoires 

Date: 20 November 2025 Priority: Medium 

Security classification: In Confidence Tracking number: REQ-0024299 

Purpose 

This Aide Memoire sets out the major project milestones and Ministerial updates or requests made 

during the duration of the Biometric Capability Update (BCU) and In Person Enrolment (IPE) 

projects, along with the project costs expended since December 2023. 

 

‘Annex A – BCU Major Milestone Timeline’, provides a chronological view of the events and the 

respective fiscal impact to the project, including Whole of life Cost (WOLC) changes. 

 

‘Annex B – BCU Project Updates’, provides a list of the BCU updates provided to the Minister’s 

office as part of the Immigration weekly reporting, along with a list of the BCU Project dashboard 

reports. 

 

‘Annex C – Aide Memoires and Briefings’ provides a list of all the project aide memoirs and 

briefings issued to the Minister’s office. 

 

‘Annex D – Financials’ provides the total BCU and IPE project expenditure since December 2023. 

 

Richard Owen  

General Manager Immigration Risk and Border  

Immigration New Zealand, MBIE 

 

20 November 2025 
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