








2.5.

2.6.

2.7.

2.8.

2.9.

2.10.

received.

NEC reaffirmed the agreement reached between MBIE and NEC stakeholders ( and Stephen)
that any further change to requirements is to be managed via the formal change management
process.

NEC confirmed the outstanding System Detailed Design (SDD) document, due on 13 September, will
be delivered on 19 October.

Mention was made of the Migration Plan and Test Plan documents still to be delivered making up
the entirety of the design documentation.

s9(2)(a) advised that MBIE would like a session with NEC to work through and agree the RAG status of
each of the design documents. Stephen requested involvement with this review to see how the
overall design package was coming together as we near the SIT entry milestone.

9@ 3 dvised he has a business analyst working on traceability against the designs. It is expected this
work will take around five weeks to complete but will provide a clear end-to-end view from
requirements through design and configuration.

@@ advised a new Project Manager (§9(2)(@) ) was starting 11 October. He will be replacing
both §9(2)(a) as PM for both NEC IPE and IDme streams respectively.

$9(2)(a) queried whether NEC were flagging the possibility of delay, so wanted to validate that NEC
were still tracking to the SIT entry milestone at the end of November.*®®” confirmed they were still
on track but raised a concern that if MBIE take weeks to review the design documents then they
could slip, and that we need to make sure both organisations are engaged to work through the large
amount of feedback coming through.

89(2)(a) stated that NEC is doing everything that can be done, including prioritisation, to meet the
SIT and the overall solution deployment milestones.

#@@ 1 oted the key risk remains that NEC will deliver something that significantly diverges from
MBIE’s needs and reiterated his earlier request for visibility of the developed solution. $%?@)
confirmed they are actively working to provide that and it is a priority.

F*®@ noted that he believed showing MBIE the product will alleviate queries about it. Steve
confirmed that NEC agree to the early visibility of the developed product, support the idea, and are
in the process from a technical perspective of doing that. **®® was unable to confirm a timeframe
for this. He also noted that there is a dependency for development on reviewed design
documentation. He mentioned they had only just received the Reveal Ul Wireframes feedback and
that it was extensive.

89(2)(a) re-emphasized that the sooner MBIE gets visibility of the development the better.

NEC left the meeting at 10:35am

9(2)(g)(i)

3. Further Discussion

3.1

3.2.

89(2)(a) advised that Change Request #03 has been approved by ICDC, subject to Treasury and
Ministerial funding approval.59(2)(&) that there was a meeting with Treasury last Friday to
progress this. Some reformatting of the content was requested by Treasury, which will be worked on
over the next week, and re-presented to Treasury.

AP#128 — @@ 1o clarify with the EPMO what conditions there are on the ICDC approval and what
questions they have, and work with 89(2)(@) o formulate a response.

4. Commercials

4.1.

4.2.
4.3.

4.4.
4.5.

NEC Variation; Received and reviewed. Request from MBIE Legal for a Word version so that it can be
reformatted to be consistent with the SoW. NEC have provided that.

Datacom Squad; Resource extension received and ready for sign off by Stephen.

DXC; CR based on the reviewed detail of their proposal is expected during the next period.

Note: A claim for recovery of costs due to delays has been requested to be handled as a separate
topic. Further information has been requested with regard to this claim.

Stephen queried if these costs were in the project budget, and @@ advised that the delay cost would
be opex and he planned to cover these costs out of his BAU cost centre.

Datacom IGMS SoW; being reviewed.

Datacom ITMS — Infrastructure variation expected.

In Confidence



5. Project Update

5.1
5.2.

5.3.
5.4.

5.5.
5.6.
5.7.

5.8.
5.9.

5.10.
5.11.

5.12.

5.13.

5.14.
5.15.
5.16.

6. AOB

6.1.

6.2.

6.3.

The project continues to maintain momentum with multiple workstreams active.

The design area is a top focus and needs to be closed out asap to ensure the SIT entry milestone at
the end of November is met.

Development effort is progressing with NEC on workflows, and Argonaut on the S
Resourcing continues to be a top priority for the project. The new Data Migration Lead started this
week, along with the new Deployment/ Release Mgr. A Non-Functional Tester will start on 18t
October and a new Project Coordinator on 26t October.

The project is working with the Resourcing team in ICT to fill roles for a Senior Project Manager —
Infrastructure, a Senior Business Analyst, and a Support Model/ Operational Readiness Lead.

As noted previously architecture resource recruitment sits with the MBIE ICT Architecture Practice.
Good news - two new replacements are due to start later in October.

The Data Migration Approach document is out for review with feedback in process.

The Security Risk Assessment for IDme is in progress with the cyber-security architect involved in all
design discussions across the project. After the IDme assessment, he will be moving onto the
assessment for IPE.

A Privacy Impact Assessment is in progress.

Early changes for Data Broker DB16 transactions are progressing to production this week.

Change Management continues to progress with the plan under development.

Finalisation of Infrastructure build requirements is now close. NEC have confirmed their acceptance
of the infrastructure design.

89(2)(3) had an initial meeting with NEC on the IDme Support Model. This was a good
discussion and set the expectation for what MBIE was looking for with regard to an approach
framework upon which to develop the model. NEC have an action to present the framework at the
next meeting on this.

$9(2)(@) rajsed the risk of misalignment of NEC build with design documentation and MBIE
expectation and stressed the importance of mitigating the risk as much as possible by gaining
visibility of the build asap.

Theta design work on APIM is progressing.

InTech data tuning in the Pre environment is progressing.

s9(2)(@) advised the project is still tracking to schedule across everything, although timings are very
tight. The project will be reviewing the schedule in detail again over the next week or so.

The Biometric Tuning that was completed very early in the project needs to be redone. This is to be
planned, impacts identified, and visibility provided to the business to ensure resource requirements
are managed effectively.

Stephen requested involvement in the design meeting with NEC. He would like to put the focus on
them to deliver and to ensure we do our part in helping bring the finalization of design documents
to a conclusion as quickly as possible. by ensuring we have enough resource allocated. If resource
constraints exist, prioritisation may be needed. The project is to raise any constraint in this area to
stakeholders as soon as a problem is identified. It was mentioned that prioritisation can sometimes
be counter productive. Bob queried whether $9(2)(@)was available. $9(2)(@) confirmed he was, along
. Stephen sees this area as a priority. NEC also view this area as a priority
apparently under pressure from NEC Japan.

) advised there is a gap between NEC expectations on design documentation vs our
expectations and suggested our expectations and reasons for accurate design detail be tabled with
NEC at the design status meeting. It was agreed this is a good approach.

7. Open Actions — NEC

AP#

Date Action Owner Update/Comments

In Confidence






AP#116 27/07/21

In Confidence

Formal feedback on how NEC
have handled migration in the
past will be provided in next two

weeks.

s9(2)(a)

06/10 NEC is reviewing the migration
approach for approval. Team is currently
resizing based on database and new images
included in migration. NEC will be delivering a
detailed migration plan to MBIE in the next
two weeks.

07/09 Still compiling, MBIE have requested by
Friday 17 September at the latest. §9(2)(a)
confirmed this deadline will be met.

24/08 Still compiling sizing and migration
approach based on data numbers.
Understand there is some discussion on the
MBIE side about the data sizing re: licencing
volumes of 100k to 2m.S9(2)(a) have
been meeting with project architects about
sizing queries related to the NEC design
proposal.59(2)(@) e-confirmed no licencing cost
implications for 5m to 7.1m images. 10/08
Sizing underway now. There is more data in
SIT and PreProd than the SoW accommodates
options need to be worked through and
assessed.$9(2)(@)noted the draft migration
approach is scheduled to be worked through
at a session with all vendors on Friday 13
August. 06/08 Report: NEC is compiling sizing
and migration time estimation based on data
numbers recently updated by MBIE. This also
impacts AP#104. Ongoing
























2.5.

2.6.

2.7.

2.8.

2.9.

2.10.

2.11.

2.12.

2.13.

2.14.

introduced across all design documents.

Action AP#133: John to implement.

Project Management responsibility is being transitioned from John to Kobus and expected to be
completed by the end of October. $9()(@) will attend Steering Group meetings going forward. John
also to attend in his substantive role as Technical Delivery Manager.

@@ highlighted that there are different data volumes in each of the non-productive environments
than those specified in the SOW. NEC are working through the commercial implications of that. MBIE
need information of impacts in order to make a decision on the way forward with data volumes in
these environments. John is arranging a session with 89(2)@)to talk through the volume differences.
Action AP#131:*?® to provide data volume detail to MBIE

920 confirmed the overall RAG status of his governance report is correct from an NEC perspective.
He advised approval of the Ul design has a very big impact on delivery timelines. At this stage NEC
are only circa 30% through the review feedback on the document. He advised the Ul design being
finalised is a very real risk to the development schedule for that portion of the product.

@@ 4dvised the approach to reviewing the updated Interface designs would be collaborative
workshops, with the intent to update any changes in real-time, so approval can be accelerated.

NEC actions were reviewed by *®@

Support Agreement.§9(2)(@)  ill have met with NEC. There is an action on NEC to present back
to MBIE a suggested support framework. *® suggested it would be good to start putting a schedule
around this activity. §$9(2)(@)  noted the support is two components; maintenance of software,
and operational support.

Action AP#123:59(2)(a)  to provide Support Framework

Stephen reiterated the SIT milestone date must be met. He is keen for burn down visibility to SIT
entry. This should be week by week and be a strong focus on getting the wireframes signed off, and
all tasks needed to get to the SIT entry date. *® stressed we need to get to SIT with the product that
meets the requirements and of a good quality, as well as meeting the SIT entry milestone date. NEC
are confident that both requirements can be met.

89(2)(@) will contact @@ 1o request a burn down overview of to SIT Entry be included in both weekly
and governance reporting.

Action AP#135 $9(2)(a) to request burn down for SIT Entry milestone being included in status and
governance reporting.

@@ aiterated his request from earlier meetings to get early visibility of the solution prior to SIT
entry so feedback could be provided early to minimize the risk of significant gaps in design
requirements.

NEC left the meeting at 11:56am

3. Commercials

3.1
3.2,
3.3.
3.4.

3.5.

3.6.

NEC Variation; Reformatted and returned to NEC for review.

Datacom Squad; Resource extension signed off by Stephen.

Two minor changes to InTech’s scope being reviewed.

DXC; CRO3 received and being reviewed. CR02 which covers changes to Requirements from MBIE is
expected in the next period.

Note: A claim for recovery of costs due to delays has been requested to be handled as a separate
topic. Further information has been supplied by DXC and reviewed with Bob. Discussion with DXC
ongoing.

Datacom IGMS SoW; Some delay being experienced due to resource constraints within Datacom.
This work impacts on SIT Entry as it is a dependency. Pressure is being applied to Datacom for
resolution options, which are being worked on.

Datacom ITMS — Infrastructure variation being reviewed.

4. Further Discussion

4.1.

Stephen wants a focus on the things that really matter to meet milestone dates. He doesn’t want
things moved into next year.

In Confidence



4.2.

43.

Stephen stressed we need to focus on what matters. And that MBIE needs to be ready when NEC are
ready. He does not want any surprises and needs an absolute focus on maintaining the delivery
schedule.

5. Project Update

5.1

5.2.
53.
54.
5.5.
5.6.
5.7.
5.8.

5.9.

5.10.

6. AOB
6.1.

There is a lot going on across the project. Data Migration detailed planning progressing now with the

new Stream Lead coming up to speed.

The schedule is being re-validated as still achievable because of impacts from design closure delay.

Change to

Privacy Impact Assessment workshop tomorrow.

Security risk Assessment for IDme being reviewed. Assessment for IPE progressing.

IGMS changes and IGMS data migration activity about to start.

Reformatting of the CR0O3 material going to Treasury is underway.

A Memo to ICDC to update on conditions for approval of CR0O3 is being prepared. Stephen-
, so presentation at the ICDC meeting will fall to

Both teams are moved away
from planned activities which are starting slip as a result.

We will drive more reporting around burn-down, also noting the schedule

remains very tight.
Resourcing continues to be a top priority for the project. A new architect focusing on infrastructure
started yesterday, and another is due to start next week focusing on the application area. The
project is now back up to the full complement of Architectural resource. The start of the new Project
Coordinator has slipped to 4% Nov due to approval delays internally.

The project is working with the Resourcing team in ICT to fill roles for a Senior Project Manager —
Infrastructure, a Senior Business Analyst, and a Support Model/ Operational Readiness Lead.

No other business items raised.

7. Open Actions — NEC

AP#

Date Action Owner Update/Comments

In Confidence






























2.9.

2.10.

2.11.

2.12.

2.13.

2.14.

2.15.

2.16.

2.17.

2.18.

2.19.

2.20.

2.21.

2.22.
2.23.

2.24,
2.25.

2.26.

decided to park this for follow up by $9(2)(a) outside the meeting.

Action AP#136:592)@) o put something together that explains what this customisation is.

The second draft of the IDme SDD is due on Monday. = explained that this document is a
conglomeration of all the other designs.

@@ 3dvised that the MBIE Reveal CSCRD needs to have the wireframes fully signed off before this
document can be completed. Noted that this is now going to be the last design document delivered.
#@@ queried the rating of the Risk metric in the overall RAG status.*®® confirmed this would be
updated from Green to Amber.

#@@ 3sked where the requested burn down view of progress toward the SIT Entry milestone was in
the reporting.sg(z)(a) advised NEC were still working on pulling that together.

@@ 3dvised that Reveal wireframes and other design document completion is now a dependency
for build delivery, noting that the first key delivery milestone is SIT Entry at the end of November.
89(2)(@) advised a collaborative risk session with NEC focusing on SIT Entry is scheduled for Friday (5"
November)

FOE raised previous discussion around the preference for a workshop approach to the review of key
design documents. Sg(zxa)agreed and confirmed that they are onboard with that approach. A
workshop on the Reveal Ul interfaces will be scheduled this week.

#@@ 3gain queried being able to gain visibility of the build via a sandpit environment or something
similar as has been discussed for some time 2@® advised that until wireframes designs are complete
and approved, there is nothing NEC can show that will be different from what MBIE has seen
previously as out-of-the-box.

s9(2)(a) queried that as we are at the beginning of November now with the SIT Entry milestone only a
few weeks away, where do NEC really sit on being able to make this milestone now. *®®” confirmed
NEC would have something by the end of the month, and this is why we are meeting on Friday (5%)
to gain clarity of that.

s9(2)(a) if NEC were still targeting the SIT Entry date, to which 3%2)® confirmed NEC have
always been targeting the 30" Nov date. ®®® advised that NEC need the Reveal wireframes
approved to be able to meet the date. The revised designs have just been received by MBIE and are
being reviewed by the team as a priority.

$9(2)(@) 3dvised his team are seeking some clarity from NECAM before having a conversation on things
with MBIE which they couldn’t answer®®® suggested they have a collaborative session to get the
answers they are seeking.

@@ 5dvised they would be looking to schedule a session as soon as possible.sg(z)(a) confirmed this
would be a priority for the MBIE team.

$92)@ mentioned another support meeting has been scheduled and that maintenance and support
are being treated as two separate items. He advised the maintenance piece would be complete soon,
but that the support portion would take longer, and that there was no way realistically that this
would be signed off before Christmas.Sg(m)thought that the IPE support construct should short
circuit the process for the IDme support.

Mention was made that the variation to the SoW have now been signed off and sent back to NEC.
#@@ reiterated that hitting the SIT Entry milestone was is MBIE’s key priority and to advise if there is
anything MBIE can do to assist to ensure this date is met.

$9(2)(@) \yas introduced to the group and gave a brief overview of his experience.

s92)(@ 3 dvised the handover from himself to 9@ will be complete by the end of the month. $9(2)@)
will be taking the lead from now with *®® supporting.

NEC left the meeting at 9:45am

3. Commercials

3.1.
3.2,
3.3.
3.4.

3.5.

NEC Variation; signed off and returned a copy to NEC.

Datacom BCU Development SoW pending sign off.

InTech change request signed off.

DXC; Meeting held with DXC yesterday to discuss/ clarify treatment of current changes. All parties
agreed. Paperwork to follow.

Datacom ITMS — Infrastructure variation being reviewed.
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4. Further Discussion

21 s9(2)(b)(ii)

42, s9(2)(b)(ii)
43. s9(2)(a)

.S 9(2)(g)(ii) agreed that both observations are the
situation. 89(2)(@) said there is a point where it is appropriate to confront them with that. *®®and
89(2)(a) confirmed that is what the session on Friday is designed to do. There will be a large focus at
that meeting on how we mitigate the risk to the SIT Entry milestone that we see. It was noted that
Stephen Dunstan would be attending Friday’s session.

4.4, Mitigation of the risk of missing the SIT Entry milestone has been a request for early visibility of the
NEC build. NEC have now confirmed they are unable to provide this prior to the milestone date.
s9(2)(a) reiterated that the current delivery schedule is tight, and that if NEC miss the SIT Entry
milestone the project will be exposed.

4.5.  89(2)(@) observed that $9(2)(b)(ii)

date when we meet on Friday, but that the messaging needs to be ‘that doesn’t help us and we need
to hit these dates’. *® advised that is the message being given.

4.6. $9(2)@) mentioned the point raised by *®® (NEC) and queried by about customisation of the
core, is assumed to relate to a small number of points raised by the project with NEC a couple of

weeks ago, e.g. S6(C)

5 9(2)(@)(i)

5. Project Update

5.1. $9(2)(@) advised that progress is being made, but as stated previously design issues are having a
compounding effect on other work the project team needs to be focusing on.

5.2. Ongoing Resource shortages are impacting the delivery. In the current market it is proving very
difficult to identify and recruit key resources. The Solution Architect that started recently has not
worked out and left the project.

5.3. Security work for the solution is progressing. The IDme security risk assessment has been reviewed.
The IPE security risk assessment is in progress.

5.4. The Privacy Impact Assessment is being progressed.

5.5. Data Migration is progressing at the detail level.

5.6. The current delivery schedule has been reviewed again. At present the milestones haven’t changed,
but it is extremely tight.

5.7.  89(2)(@) rajsed the change request and that the project is reporting a red RAG status and that it will
revert to green once the change request is approved. With the developing situation with NEC it is
now clear that will not be the case and that the project is likely to remain red. Reporting should
change to signal this development.

5.8. The project change request has been reformatted at treasury’s request and circulated for review.
Stephen’s feedback has been incorporated and it is now ready to go back to treasury. Joanna asked if
the document cold be forwarded to her.$9(2)(@) to forward to $9(2)(a)

5.9. $9(2)(@) also raised the process for approaching ministers, i.e. what is the usual channel for that to

occur. Follow up with89@)@ and/ or Stephen required.
s9(2)(a)

5.10. raised a new project risk related to Will Chaney’s contract possibly not being extended past 17"
December.
6. AOB
6.1.  Noted thatS 9(2)(a) will be assuming management of the

delivery streams in her absence.

7. Open Actions — NEC

In Confidence



AP# Date Action Owner Update/Comments

In Confidence






























plan moving forward looks like, what changes are being made to ensure there is no repeat, and how
confidence and trust in NEC's ability to deliver this project could be reinstated.

2.2.

2.3. Not a major contributor, but COVID-19 impacted resourcing and prevented NEC NZ from bringing in
key personnel to New Zealand, and the loss of some key personnel in NECAM such as-
_ was also a factor as the handover wasn’t sufficient. Shelley mentioned that
she previously raised this as a risk prior to Eric’s departure and was assured there wasn’t a risk of this
having an impact, it was covered by NEC NZ.

-, NEC’s new Project Manager will now have responsibility for all NEC resourcing, including
NECAM and NEC Australia, and delivery of the end-to-end project.

2.4.

2.7. NEC mentioned the exceptions around design requirements and the need to ensure this is
documented, and that any change is to go through the change process with an impact analysis and
approval sign off. noted that this is why the design documentation needed to be finalized.

2.8.

2.13. MBIE is keen to understand the build progress percentage of each component, and where there is
customisation, the burn rate and if there are potential compromises around customization that MBIE
may need to discuss further. This level of detail was requested to be included in status reporting
from this point.

2.14. For both NEC and MBIE, the top priority is getting the design documentation confirmed by 18
December as a hard deadline.

_ that MBIE can plan the allocation of resource across review points, and

provide NEC with support as required.

2.15.

In Confidence



2.17.

2.18.

2.19.
2.20.

2.21.

2.22.

2.23.

2.24.

2.25.

2.26.

2.27.

2.28.

s9(2)(b)(ii)

NEC confirmed that they need to be clearer with MBIE and push-back when they believe that any
clarifications to requirements represent a change. This has been re-iterated to NEC a number of
times. 89(2)@) noted that the change examples highlighted recently were discussed in workshops
with NEC and agreed as the best way forward for them, and are clarification of design rather than
requirements change.

NEC are working on a detailed delivery plan which will be workshopped with MBIE to finalize.

s9(2)(b)(ii)
$9(2)(b)(ii)

Design documentation has been divided into four priority groupings by NEC. This grouping was
included in the presentation slide deck used at last week’s formal presentation by NEC. #@@ 1 oted
that this needs to be agreed with MBIE to ensure alignment with its other partners’ needs and
timeframes.
A question was raised as to whether MBIE would or could accept multiple releases from NEC, or if
the ability to interface with MBIE environments sooner than via one single large release was
possible. @@ hoted multiple releases would have resourcing impacts on MBIE’s project team,
especially given it was trying to keep cost to a minimum during the delivery delay.
s9(2)(b)(ii)

. It was agreed that MBIE will maintain
the current approach and continue with in-flight work for SIT with all other vendors, in the
meantime, but need visibility asap.

s9(2)(b)(ii)

MBIE reiterated being open to revisiting the need for customisations and to consider compromises.
NEC noted much of the work had already been done but will review the situation. Action: NEC NZ to
ask NECAM about reducing customizations that could speed up the build process.

Stephen wrapped up the NEC portion of the meeting by reiterating the need to close out a finalized
documented design by Christmas, and the need to complete a collaborative re-planning exercise as
soon as possible.

NEC left the meeting at 11.50am.

3. Steering Group Debrief

3.1

3.2.

3.3.

3.4.

3.5.

89(2)(@) needs to communicate out to the other vendors about there being a delay, without specifying
timelines at this stage. He will indicate a revised schedule is being worked on.

Documentation needs to be signed off and agreed to prior to Christmas and confirmed from an MBIE
perspective.

The impact on other vendors and MBIE business impacts will need to be better understood.

MBIE should consider the governance from an NEC perspective that includes critical vendors and NEC
personnel. Action: *®®to0 ask NEC if there is a way to get an assurance letter from NEC Japan to
acknowledge in writing that this project is indeed a priority for NEC.

$9(2)(a) is going to do an FTE forecasting around the borders re-opening, and will need to adjust that
forecast to allow for the delay in BCU delivery. She will also confidentially disclose the situation to
her immediate team in order to better understand and scope the business impacts of this delay.
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BCU — Steering Group Minutes & Actions: 22nd November 2021

1. NEC Attendance 10.55am (§9(2)(a) ).

1.1. 89(2)(8) were welcomed to the meeting in person and responded to a variety of questioning
from members of the Steering Group about the notified failure to meet the SIT Entry milestone at
the end of November, and the re-baseline of SIT Entry to end of June 2022. Members questions
included wanting to understand the cause(s) of the delay, how this was allowed to happen, what the
plan moving forward looks like, what changes are being made to ensure there is no repeat, and how
confidence and trust in NEC’s ability to deliver this project could be reinstated.

1.2 NEC accept accountability for failing to adequately track, monitor and report progress on the critical
SIT Entry Milestone, and explained that this has been due to a disconnect between NEC NZ and
NECAM.

1.3. Not a major contributor, but COVID-19 impacted resourcing and prevented NEC NZ from bringing in
key personnel to New Zealand, and the loss of some key personnel in NECAM such as$9(2)(@)

was also a factor as the handover wasn’t sufficient. Shelley mentioned that
she previously raised this as a risk prior to Eric’s departure and was assured there wasn'’t a risk of this
having an impact, it was covered by NEC NZ.

1.4. 89(2)(8) NEC’s new Project Manager will now have responsibility for all NEC resourcing, including
NECAM and NEC Australia, and delivery of the end-to-end project.

1.5. NEC confirmed that weekly key executive stand-up sessions are being held with the respective NEC
offices including Japan.

1.6.  NECalso confirmed that further key resources are being assigned to work in-market: §9(2)(a) at
NECAM, resources out of Japan, testers out of Australia and $9(2)(a) to prioritise this piece of
work. The CTO from NECAM is also across the project.

1.7. NEC mentioned the exceptions around design requirements and the need to ensure this is
documented, and that any change is to go through the change process with an impact analysis and
approval sign off. *®@ noted that this is why the design documentation needed to be finalized.

1.8. NEC were asked what the key factor was in resulting in them indicating that everything was good to
go three weeks ago, and then ultimately notifying us the previously agreed 30 November milestone
was unachievable.

1.9. One of the causes identified was that NECAM has had the same people reviewing and updating the
design documentation that they were trying to develop from. There was recognition the quality of
that design documentation wasn’t to the standard required.

1.10. There has been a breakdown in internal NEC communication as, until recently, NECAM had been
communicating they would still meet the SIT Entry milestone date, so no red flags were being raised
within NEC.

1.11. NEC confirmed that NECAM had started the build, but NEC claimed changes to requirement
documentation were resulting in a customised solution. However, *®® noted that there had been
assurances given in the original presentation of the product by NEC that the demo law enforcement
product could be re-purposed for MBIE (and was in fact a very close match to MBIE’s requirements)
and this was not likely to be an issue.

1.12.  From an NEC perspective, the Reveal Ul configuration was now customised to the extent it was
considered to be a new product. *®®noted that MBIE had been very clear on multiple occasions that
any significant customization should be discussed and agreed with MBIE before the fact, and that
MBIE had been assured that this would not be an issue outside of workflows, and that those would
become part of the standard product from an upgrade perspective.

1.13. MBIE is keen to understand the build progress percentage of each component, and where there is
customisation, the burn rate and if there are potential compromises around customization that MBIE
may need to discuss further. This level of detail was requested to be included in status reporting
from this point.

1.14. For both NEC and MBIE, the top priority is getting the design documentation confirmed by 18
December as a hard deadline. NEC need to provide a plan for addressing these to provide



























1.15.

1.16.

1.17.

1.18.

1.19.
1.20.

1.21.

1.22.

1.23.

1.24.

1.25.

1.26.

1.27.

confidence and ensure that MBIE can plan the allocation of resource across review points, and
provide NEC with support as required.

NEC confirmed NEC Japan/NECAM have assured them they will have increased capability provided to
the project. Two NECAM Australia testing resources have been retained also.

In response to questions from the Steering Group, $9@)@ confirmed NEC NZ has in place a commercial
arrangement with NECAM for delivery of this project, which is an internal commercial arrangement,
effectively a SOW. He also confirmed there had been challenges with making this work for NEC NZ.
#@@ 1 oted this wouldn’t be conducive to working collaboratively or agilely within NEC.

In hindsight, the loss of the previous NEC NZ Project Manager, and then having a NEC person, who
was experienced with the product but with no formal project management expertise for the last few
months had an adverse impact. NEC accept responsibility for that and the capability gap it created,
and it meant that tracking progress against key milestones was deficient. The end-to-end delivery
project management oversight is now the responsibility of 89(2)(@) who is a very experienced project
manager and will have full visibility across delivery

NEC confirmed that they need to be clearer with MBIE and push-back when they believe that any
clarifications to requirements represent a change. This has been re-iterated to NEC a number of
times. 89(2)(@) noted that the change examples highlighted recently were discussed in workshops
with NEC and agreed as the best way forward for them, and are clarification of design rather than
requirements change.

NEC are working on a detailed delivery plan which will be workshopped with MBIE to finalize.

NEC assured the BCU Steering Group that $9(2)(ba)(ii)

Steering Group members questioned the duration of the NEC build believing that to have originally
been circa four months, and why the slippage has now grown to seven months. MBIE needs more
visibility of the build at a broken down level with actual completion status of each logical build block.
In order to measure accurate progress of work going forward, MBIE needs to understand the current
build status. Action: NEC to provide an update on current build state.

Design documentation has been divided into four priority groupings by NEC. This grouping was
included in the presentation slide deck used at last week’s formal presentation by NEC. F*®® noted
that this needs to be agreed with MBIE to ensure alignment with its other partners’ needs and
timeframes.

A question was raised as to whether MBIE would or could accept multiple releases from NEC, or if
the ability to interface with MBIE environments sooner than via one single large release was
possible. @@ noted multiple releases would have resourcing impacts on MBIE’s project team,
especially given it was trying to keep cost to a minimum during the delivery delay.

NEC need to finalize their detailed project plan and provide it to MBIE so that there can be an
understanding of the impacts and full transparency of the plan. It was agreed that MBIE will maintain
the current approach and continue with in-flight work for SIT with all other vendors, in the
meantime, but need visibility asap.

Due to the delay, a new contract variation will be necessary to reflect the extended delivery duration
and revised milestone dates.

MBIE reiterated being open to revisiting the need for customisations and to consider compromises.
NEC noted much of the work had already been done but will review the situation. Action: NEC NZ to
ask NECAM about reducing customizations that could speed up the build process.

Stephen wrapped up the NEC portion of the meeting by reiterating the need to close out a finalized
documented design by Christmas, and the need to complete a collaborative re-planning exercise as
soon as possible.

NEC left the meeting at 11.50am.
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Biometric capacity upgrade will provide improved biographic and biometric related policies, tools and supporting processes by upgrading versions of biometric matching and
Project overview: management platforms, rationalising and simplifying the platform to reduce ongoing cost and improving the flexibility and utility of the system in the process. NEC will achieve this
by deploying and configuring standard products to meet MBIE’s needs.

Biometric Capability Upgrade (CPS0189)

Status summary

AP#48 - New date for NEC entering SIT is end June 2022.
» Updated detail NEC plan provided. RAG Status
» All NEC documents to be complete and approved by 22 December. NEC to provide a detailed plan.

AP#136 - Reveal Core capability was being customised. Example of customisation shown on the next slide. Budget | Schedule | Scope Risk Issue Resource | Benefits Overall
AP#131 - Provide MBIE with detail of impacts on commercials of data volumes in non-productive

environments. Still in progress. _ _ _
AP#123 - Support agreement being worked on.

NEC NZ are setting up a limited SIT environment for QA testing with simulated interfaces as to be
able to do deployment rehearsals as well as provide MBIE first experience of the product.

Planned Achievements Last Period Key Activities Next Period

» NEC delivered next revision of the Migration Plan. * NEC delivered next revision of the Migration Plan.

» NEC to deliver next revision of the Reveal wireframes. « NEC to deliver next revision of the Reveal wireframes.

= NEC to deliver next revision of the Reveal CCRD. « NEC to deliver next revision of the Reveal CCRD.

» NEC to deliver next revision of the IBW CCRD. + NEC to deliver next revision of the IBW CCRD.

» Aim is for NEC to publish the next revision of the SDD. « Aim is for NEC to publish the next revision of the SDD.

» Once the Migration Plan is complete, DXC and Datacom to provide the requested sample data. » Once the Migration Plan is complete, DXC and Datacom to provide the requested sample data.

* AP#136 - Core capabilit\s was being customised and would be covered in the Reveal CCRD
design document. s92)@) ¢, put something together that explains what this customisation is.

= Working on the application for privileged access to the SIT environment for the NEC team.

» NeoFace 4.1 made available to MBIE as to start running facial images as to set the Matching Scores and
matching thresholds.

Actual Achievements Last Period Changes made
» NEC delivered next revision of the MBIE BCU Interface Requirements Document (IRD) Integra-ID « MBIE have requested NEC provide a full-time Test Lead/resource for a period of at least 4
»  Workshops held regarding the Migration Plan. Working on resolving issues still being raised. months. NEC is currently assessing the availability and impact of this request.

» Revised design documentation priority provided - current status of each to be provided next week (US
Public holidays this week). There are still internal reviews and updates taking place.

» Detail schedule of the milestones of the revised timeline that was presented on Thursday

= Working on plan/ approach for closing out and signing off the design documentation by Christmas
(22nd Dec).

























2.6.

2.7.

2.8.

2.9.

2.10.

2.11.

2.12.

2.13.

2.14.

Concern regarding constraints around Sg(2)(3‘)time due to ADEPT testing was highlighted, so MBIE
will need to manage this. NEC will ensure there aren’t gaps in capability and the right people are in
the room, including NEC international specialist resources required. MBIE will also ensure the right
expertise is in each workshop.
MBIE are working to understand the impacts of the slippage to the SIT Entry milestone across other
vendors and INZ. NEC have provided a first draft of a revised delivery schedule for this milestone now
scheduled for June 2022. This requires further review as part of the re-planning in early January. The
closeout of design documentation is the top priority right now. The aim will be to reach an agreed
and integrated delivery schedule that can be shared with all vendors as early as possible in the New
Year.

$9@ @ eiterated MBIE’s offer to review any customization not yet implemented but understands that
there is no opportunity to do that. 89 @confirmed this would now be counterproductive as the
workflow build was complete and the user interface still to be done is highly dependent on that
build.89(2)(@) will provide additional clarification to the project stakeholders of the customization
that has been required to support the requirements.
License costs, need to be discussed at some stage, and licensing implications of multiple servers in
environments need to be worked through.
The maintenance/support service levels and agreement need to be worked through sg(zxa)noted this
can delayed until the New Year to ensure the focus remains on completion of the design
documentation.
Action 116 relating to the review of formal feedback on how NEC have provided migration in the past
was highlighted bysg(zxa)l'his has been outstanding on the open actions for a while. NEC to address
this action prior to the next Steering Group meeting.
NEC to review the minutes of the 22 November Steering Group meeting and either provide feedback
or confirm they are comfortable with them.
It was agreed that if the design workshops are not going as we expect, that escalation around
outcomes not being met will happen as soon as possible following the workshop, to avoid time
slippage.
NEC left the meeting at 12.15pm.

3. Steering Group Debrief

3.1.

3.2.

3.3.

3.4.

3.5.

§9(2)(@) commented that the UAT and above environments have always been dual nodes in relation to

the point raised by NEC regarding licenses. (point 2.9 above) The infrastructure design has removed
the dual nodes from the SIT environment only so it would be a reduction if anything. It was noted
that MBIE did have to wait many months for NEC’s input into the SIT environment build.

Steering Group highlighted the importance of scheduling project re-planning workshops for early in
the New Year, and getting these booked in prior to Christmas. This will allow for an integrated
schedule for all vendors and to better understand the business impacts of the delay.

The Project Director was informed that the Minister of Immigration has signed the funding allocation
approval for the Change Request, and it has gone to the Minister of Finance for approval, but we
need to confirm this. Action: 89@)@\ill follow this up. Post-meeting update: The funding
allocation approval for the CR has been signed by both Ministers and returned to the Ministry.

All other Vendors were informed today around the timeframe delays. They have been instructed to
continue with all in-flight SIT work to the point of completion by Christmas. Work packages will be
deploved where possible, with the remainder held pending NEC deplovments.

s9(2)(b)(ii)

The Steering Group meeting ended at 12.30pm.

4. Open Actions — NEC

In Confidence













































2.5.

2.6.

2.7.

2.8.

2.9.

2.10.

2.11.

2.12.

2.13.

2.14.

2.15.

2.16.

3.
3.1.

NEC are doing what they can to bring the timeframes back from June.mgoing over to
NECAM should provide more clarity around this and -is reporting directly into Rob. However, at
this stage NEC can’t provide more certainty than that.

MBIE raised that the SIT deployment date moving around will make it difficult for the MBIE team to
plan, so conformation of the NEC deployment date will be needed by mid-January to enable project
re-planning to compete by the end of January.

NEC highlighted the need to lock in discussions in the New Year around licensing, support, and
softwa intenance. Stephen raised the discussion he had with round offsetting costs.
Action ill come back tO-Nith some proposed dates for these discussions.

NEC has provided a high-level revised schedule. MBIE has an open request with Kobus at NEC to step
through this and understand the detail which is a requirement in order for MBIE re-planning to
occur. Action-to confirm a date for a detailed step through the NEC plan so MBIE re-planning
can be confirmed for all parties before the end of January 2022.

The importance of confidence in timeframes was raised from an Immigration operations perspective
because INZ will need to recruit non-permanent staff with fixed dates to support the current high
rate of manual interventions for a much longer period than planned due to the delay.

MBIE raised the need for the IPE design documentation and schedule to be provided. Action -
to provide MBIE with the plan for IPE workshops.

rom NEC provided copies of a report on his ‘Project Observations’ on the BCU Project which will
be reviewed by MBIE.
NEC committed to communicating and reporting in more detail and regularly against the revised
delivery schedule.
Progress Reporting was discussed, with MBIE again requesting that reporting is to provide better
visibility of progress against the schedule timelines. A more granular view of development progress is
required. It will be essential for MBIE to have visibility of this going forward to help establish
confidence that activities are completing in line with and tracked against the detailed work plan. The
group made comment that there had been no real clarification provided on the percentage of
development completed to date.
Reporting against the detailed plan is to be provided through to the Project Team via the weekly
status reports. Project Governance reporting will highlight to the Steering Group progress against
milestones.
MBIE raised that the Issue in the NEC report around the delay is characterised incorrectly. From an
MBIE perspective, the delays are multi-faceted and not purely due to customisation — this should be
modified or simplified. Action: to revise the wording of this issue in the NEC report.

NEC left the meeting at 12.30pm.

The Steering Group meeting ended at 12.30pm.

4. Open Actions — NEC

AP#

Date Action Owner Update/Comments

In Confidence









AP#48 02/12/20 Design Document assessment

In Confidence

s9(2)(a)
from NEC/NECAM perspective

regarding any impact on NEC

build dates.

s9(2)

14/12 Ongoing - Focus is on close out of
Design Documentation by the Christmas
break.

22/11 Finalization of design and
documentation now a dependency on build.
Requirement is to complete by Christmas
(18 Dec)

02/11 Build now appears dependant on
design completion/ approval. Risk workshop
scheduled for Friday 5" Nov to clarify a
number of points related to this activity and
SIT Entry milestone.

19/10 Build and design completion are still
being run in parallel. NEC remain confident of
SIT delivery in November, noting it is tight
however.

06/10 Build and design completion are still
being run in parallel.

21/09 Status reporting does not raise any
concern. Continuing in parallel.

07/09 No further update, will continue in
parallel.

24//08 Design is being run in parallel.

10/08 Continuing to run as many streams in
parallel as can be. Design documents still in
progress, due end of Aug will be end of Sept
to reduce iterations. Will not impact SIT date
30Nov. NEC will prioritise design iterations.
Detail requirements traceability will include
any customisations.

06/08 Report: NEC is performing as much
work in parallel as possible to keep SIT/UAT
dates as scheduled.

27/07 NEC/NECAM met today confirmed not
pushing out schedule, 30Nov SIT on track. No
further update. 13/07 Taken steps to ensure
will be part of the design documentation.
15/06 Remains open — no further updates.
01/06 Schedule provided but dates not
acceptable to MBIE. Design Session on
Thursday to work through further, with a view
to bringing delivery dates forward. 18/05
Schedule including design dates will be
provided Friday 21May. 04/05 Working
through elaboration of requirements, still a
number to get through/tidy up — workshop
tomorrow, hosted by NEC, MBIE to confirm
numbers attending. 22/0459(2)(a) provided
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BCU 28/01 Customer: oS

Biometric Capability Upgrade (CPS0189)

Biometric capacity upgrade will provide improved biographic and biometric related policies, tools and supporting processes by upgrading versions of biometric matching and
Project overview: management platforms, rationalising and simplifying the platform to reduce ongoing cost and improving the flexibility and utility of the system in the process. NEC will achieve this
by deploying and configuring standard products to meet MBIE’s needs.

Status summary

Document reviews taking longer than planned due to the reviews on the design and not just the document.
Updates from previous workshops missed in the documents. RAG Status
AP#48 - NEC documents being reviewed in workshops. Taking more workshops than planned.

+ Focus on the documents that are needed first as to have minimum impact on the development. Of Budget | Schedule i Resource | Benefits | Overall

the Reveal development started on draft documents.

» Has resulted in rework as documents are changed.
AP#116 - Formal feedback on how NEC have handled migration in the past - Provided.
AP#123 - Support agreement being worked on.
AP#131 - Provide MBIE with detail of impacts on commercials of data volumes in non-
productive environments. Still in progress. Part of the discussions regarding licenses.
AP#136 - Reveal Core capability was being customised. Reveal has been made fully customised in that the
Core Requirements document (CCRD) has been incorporated into the customisation document. (CSCRD)
AP#138 - Burn down view. Initial plan provided. To be regularly updated. Not yet being worked on a there
needs to be a replanning done once all the requirement documents are approved. New changes that are
impacting work already done as well as additional work resulting from the workshops first needs to be
scoped and replanned.
AP#139 - Current build state.- Milestone 1 work near complete. Review of the reveal wireframes
and CSCRD document are resulting in rework on work already done. Need to be completed soon as to
prevent delays in the start of the next round of development.AP#141 — Licensing under discussion. The
BCU SDD document defines the number of servers required to meet the requirements.
AP#141 - srg&c;(t? explore licensing implications of multiple servers — Part of ongoing Licensing discussions.
AP#145 - @) to confirm a date for a detailed step through the NEC plan. Still to be planned. Focus now
on design documents
AP#146 - IPE SDD workshop held on 17th and 18th Jan 2022. Document to be released for further
review once the screenshots have been updated. Test plan workshop planned for 26th Jan.
Security issues identified. NEC to provide a plan and schedule as to ensure that the product delivered to
MBIE (IPE & BCU) pass security accreditation prior to entering Production.
UAT/Pre-prod/Prod environment design — NEC to provide Datacom the required information as to work on
the design of these environments

Planned Achievements Last Period Key Activities Next Period

= Ongoing review of documents in workshops. Of the key documents are taking multiple workshops to » MBIE to provide feedback on the latest Reveal wireframes. Updates to be reviewed next week.
complete and to review updates. » NEC to deliver updated Reveal CSCRD. Review workshop planned for next week.

= Development work to progress on the draft documents. » NEC to update the IBW CCRD. Next review workshop to be held next week.

« Kick off workshop for the start running facial images as to set Matching Scores and matching thresholds. NEC | « SDD Workshops held on 19 and 21 Jan. Document increased from about 100 pages to over 400
to confirm the version of NeoFace to be used. pages therefore more detail to be reviewed that was being seen for the first time. Further review
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1.7.

Steering Group acknowledged the effort being put in from the subject matter experts and their
knowledge.

2. NEC Attendance 10.15am

2.1
2.2,

2.3.

2.4.

2.5.

2.6.

2.7.

2.8.

2.9.

2.10.

2.11.

3.
3.1.

Rob Old and Kobus Van Zyl attended the call.
IDme SDD Design Document — a further workshop is scheduled tomorrow, but NECAM have not
finalised previous feedback updates. This document has grown to circa 400 pages now so is taking
some time and NEC requested this workshop to be re-prioritised.
The CSCRD design document (Reveal) is with NEC after receiving feedback from the MBIE team over
the last few days. This document is the priority for NEC from a build perspective and needs to get
finalised for the development team.- requested this to be prioritised over the SDD and IBW
designs at this point. Workshops will be rescheduled to prioritise this design.- confirmed the
revised milestone date (16" June 22) for NEC SIT Entry is unchanged, assuming the Reveal CSCRD
document is locked and finalised soon. The belief is this is reasonably close to final, but the
development team need this ASAP. BCU Project Team agreed to this re—prioritisation.-re-
iterated that information needs to be provided to allow the BCU team time to review documentation
in a timely manner, and that MBIE are waiting on NEC for an updated CSCRD to be provided. The
outstanding documents are currently all with NEC.
Resourcing was raised by Steering Group and discussions around this are ongoing with NECAM and
NEC Japan._ is picking up with the team at NECAM next week. Locally in New Zealand,
NEC NZ are in the process of recruiting additional architectural resource to support-and address
some of the security issues raised by MBIE cyber security with NEC. This should help take some of
the load oﬁ- and prevent him from being overwhelmed and a bottleneck for information going
through between MBIE and NECAM.
-flagged that the reporting from NEC does not signal resourcing as an issue, and this should be
reflected in future reports. NEC concurred.
-confirmed sending the details around cost implications for the licensing changes and the MBIE
team will follow-up on this withS  once they’ve looked through this.

indicated NEC will do a re-pR{@ing of their work effort once the design work is finalised. Again,

did not expect this to impact the June SIT Entry date.

enquired about the burndown report that MBIE had asked for. NEC have been prioritising the
design documentation. Once that is complete, and the re-planning is done they will be able to
provide this to MBIE.- is going to ask_ to check what they do at NECAM in terms of
tracking and monitoring development and how far through they are.- suggested NECAM must
already have this in place for their sprint cycles and could this not be leveraged for the MBIE burn
down reporting requirement.

Stephen re-iterated the importance of the June SIT Entry date and asked that this be strongly
communicated to NECAM and NEC Japan.-emphasized that there is still a strong desire to bring
that date forward if possible, and Stephen confirmed that there will need to be reporting to track
and measure progress soon.

NEC left the meeting at 10.40am.

In Confidence



4.

Steering Group
41.

4.2. BCU team have asked NEC if they can explore whether there are components of their software
solution that can be deployed into SIT any earlier than June. This is seen as providing a number of
benefits for both teams, but also helping to mitigate delivery quality risk, by providing early visibility
delivery quality and functional fit. Caution was noted by- that there is no desire to distract NEC
from having the complete solution in SIT in June.

4.3. Full re-planning for the project was expected to have been in place at the end of January, however
due to the effort going into the design work there has not been capacity to achieve this. This will now
be completed mid-February. The re-planning is still based around the critical NEC SIT Entry date of 16
June. Based on this, non-impacting changes would go into pre-prod prior to Christmas 22, impacting
changes in January 23, and Production Go-Live around mid-March 2023. The June NEC SIT Entry date
is critical, if that June date slips there would be a high likelihood the mid-March timeframe would
extend out further.

Commercial Updates
5.1.

has stepped into his position on the project for commercial
support and will be a regular Steering Group meeting attendee.

5.2.

Other Project Updates
6.1. Stephen_ will meet to have the commercial discussion around NEC cost relief and
options, review the project budget and see what can be moved.
are getting stretched by conflicting priorities. This is a business risk from
perspective, and the re-opening of the border will only compound this. The BCU Project Team will
look to provide a resource requirement view for the SME’s to- to assist with appropriate
planning. Once the design phase is complete the need for their time will reduce to some extent.
6.3. We are continuing to progress what else we can do with other vendors inclusive of:

e Biographic tuning work with Intech.

e  Biometric tuning with NEC is just starting, though threshold information and an action is on NEC

to arrange a meeting on this.

e Datacom — DMS changes and migration.

e DXC build is well advanced.

®  Azure APl interface management with Theta.

6.2.

The Steering Group meeting ended at 10.55am.

7.

AP#

Open Actions — NEC

Date Action Owner Update/Comments

In Confidence






AP#48 02/12/20 Design Document assessment

In Confidence

s9(2)(a)
from NEC/NECAM perspective

regarding any impact on NEC

build dates.

s9(2)(a)

01/02: Have received both written and verbal
confirmation that build dates not currently
impacted. Monitor.

14/12 Ongoing - Focus is on close out of
Design Documentation by the Christmas
break.

22/11 Finalization of design and
documentation now a dependency on build.
Requirement is to complete by Christmas
(18t Dec)

02/11 Build now appears dependant on
design completion/ approval. Risk workshop
scheduled for Friday 5™ Nov to clarify a
number of points related to this activity and
SIT Entry milestone.

19/10 Build and design completion are still
being run in parallel. NEC remain confident of
SIT delivery in November, noting it is tight
however.

06/10 Build and design completion are still
being run in parallel.

21/09 Status reporting does not raise any
concern. Continuing in parallel.

07/09 No further update, will continue in
parallel.

24//08 Design is being run in parallel.

10/08 Continuing to run as many streams in
parallel as can be. Design documents still in
progress, due end of Aug will be end of Sept
to reduce iterations. Will not impact SIT date
30Nov. NEC will prioritise design iterations.
Detail requirements traceability will include
any customisations.

06/08 Report: NEC is performing as much
work in parallel as possible to keep SIT/UAT
dates as scheduled.

27/07 NEC/NECAM met today confirmed not
pushing out schedule, 30Nov SIT on track. No
further update. 13/07 Taken steps to ensure
will be part of the design documentation.
15/06 Remains open — no further updates.
01/06 Schedule provided but dates not
acceptable to MBIE. Design Session on
Thursday to work through further, with a view
to bringing delivery dates forward. 18/05
Schedule including design dates will be
provided Friday 21May. 04/05 Working


















In Confidence

21/7 All CR#3 material has gone to
Treasury. We are currently awaiting
feedback.
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BCU 04/02

Biometric Capability Upgrade (CPS0189)

Biometric capacity upgrade will provide improved biographic and biometric related policies, tools and supporting processes by upgrading versions of biometric matching and
Project overview: management platforms, rationalising and simplifying the platform to reduce ongoing cost and improving the flexibility and utility of the system in the process. NEC will achieve this
by deploying and configuring standard products to meet MBIE’s needs.

RAG Status

Benefits Overall

Document reviews taking longer than planned due to the reviews on the design and not just the document. Updates from previous workshops missed in the documents.
» Issue this week - 2 key resources off ill, Key person for the Integra-ID (IBW) CCRD took time off for the CNY.
* SW Development Milestone 1: Development and Dev Test complete. SW now in for QA testing.
* SW Development Milestone 2: Development started this week. Need the Reveal CSCRD and Integra-ID (IBW) CCRD complete as this is required for this work. Eam are continuing with what is agreed to but
concerned that changes may result in rework.
« Data Migration Development - Tool Development completed. Tested with our test data. Waiting for sample data from the Customer.
» Demographics Loading
» Facial Data Loading. - The extraction tool needs changes to extract multiple faces per event.
« NIST files loading - NIST file uploading to Archive storage is completed and tested. Waiting for sample data from the Customer to test extraction and registration.
* AP#48 - NEC documents being reviewed in workshops. Taking more workshops than planned.
» Focus on the documents that are needed first as to have minimum impact on the development. Of the Reveal development started on draft documents.
» Has resulted in rework as documents are changed.
AP#116 - Formal feedback on how NEC have handled migration in the past - Provided.
AP#123 - Support agreement being worked on.
AP#131 - Provide MBIE with detail of impacts on commercials of data volumes in non-productive environments. Still in progress. Part of the discussions regarding licenses.
AP#136 - Reveal Core capability was being customised. Reveal has been made fully customised in that the Core Requirements document (CCRD) has been incorporated into the customisation document.
(CSCRD)
« AP#138 - Burn down view. Initial plan provided. To be regularly updated. Not yet being worked on a there needs to be a replanning done once all the requirement documents are approved. New changes that
are impacting work already done as well as additional work resulting from the workshops first needs to be scoped and replanned.
*  AP#139 - Current build state.- Milestone 1 work near complete. Review of the reveal wireframes and CSCRD document are resulting in rework on work already done. Need to be completed soon as to
prevent delays in the start of the next round of development.AP#141 — Licensing under discussion. The BCU SDD document defines the number of servers required to meet the requirements.
AP#141 - NEC to explore licensing implications of multiple servers — Part of ongoing Licensing discussions.
AP#145 592)@) t confirm a date for a detailed step through the NEC plan. Still to be planned. Focus now on design documents
AP#146 - IPE SDD workshop held on 17th and 18th Jan 2022. Document to be released for further review once the screenshots have been updated. Test plan workshop planned for 26th Jan.
Security issues identified. NEC to provide a plan and schedule as to ensure that the product delivered to MBIE (IPE & BCU) pass security accreditation prior to entering Production.
UAT/Pre-prod/Prod environment design — NEC to provide Datacom the required information as to work on the design of these environments
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2.9.

2.10.

2.11.

2.12.

2.13.

3.
3.1

_ assistance as it’s been recognised that having people close to and understanding the
project is a necessity.

- queried whether the documents are being reviewed and maintained from an end-to-end
perspective — to ensure consistency across and within documents. - assured him that this was
happening behind the scenes.

NEC confirmed that development remains on track at this stageﬂ stated that they are not where
they would like to be on completion of the designs and would n&(@ant to be in this situation in two
weeks’ time.

?@l re-iterated the need for there to be sufficient time for the MBIE team to review design
dokuments once they are updated.

. queried whether the NECAM team have a comprehensive understanding of MBIE’s business
requirements — the ultimate aim is successful delivery of those. - responded that they are well
aware of those, so understanding shouldn’t be a problem.

There is no further update on resolution of those at this point, however.
Steering Group raised the need to refine the reporting, and- will arrange a Teams session with

NEC left the meeting at 11.56am.

4. Other Project Updates
4.1. No further updates.

The Steering Group meeting ended at 11.57am.

5. Open Actions — NEC

AP#

AP#136

Date Action Update/Comments

02/11 Provide detail on ‘Core’ 08/02 : Carried over

customisations

01/02 : design has progressed significantly
and now understood/ documented. Close if
agreed by chair.

14/12 still pending. This action relates to
comments made about customisations made
to the ‘core’. MBIE is not wanting or expecting
customisations to the core, so require an
explanation in relation to the comment.

22/11 still pending

02/11 In progress

In Confidence







AP#48 02/12/20 Design Document assessment

In Confidence

from NEC/NECAM perspective
regarding any impact on NEC
build dates.

s9(2)(a)

08/02 : Verbally confirmed by ®*®® no impact
currently. Monitor.

01/02: Have received both written and verbal
confirmation that build dates not currently
impacted. Monitor.

14/12 Ongoing - Focus is on close out of
Design Documentation by the Christmas
break.

22/11 Finalization of design and
documentation now a dependency on build.
Requirement is to complete by Christmas
(18 Dec)

02/11 Build now appears dependant on
design completion/ approval. Risk workshop
scheduled for Friday 5" Nov to clarify a
number of points related to this activity and
SIT Entry milestone.

19/10 Build and design completion are still
being run in parallel. NEC remain confident of
SIT delivery in November, noting it is tight
however.

06/10 Build and design completion are still
being run in parallel.

21/09 Status reporting does not raise any
concern. Continuing in parallel.

07/09 No further update, will continue in
parallel.

24//08 Design is being run in parallel.

10/08 Continuing to run as many streams in
parallel as can be. Design documents still in
progress, due end of Aug will be end of Sept
to reduce iterations. Will not impact SIT date
30Nov. NEC will prioritise design iterations.
Detail requirements traceability will include
any customisations.

06/08 Report: NEC is performing as much
work in parallel as possible to keep SIT/UAT
dates as scheduled.

27/07 NEC/NECAM met today confirmed not
pushing out schedule, 30Nov SIT on track. No
further update. 13/07 Taken steps to ensure
will be part of the design documentation.
15/06 Remains open — no further updates.
01/06 Schedule provided but dates not
acceptable to MBIE. Design Session on
Thursday to work through further, with a view
to bringing delivery dates forward. 18/05





















BCU 18/02 Customer: oS

Biometric Capability Upgrade (CPS0189)

Biometric capacity upgrade will provide improved biographic and biometric related policies, tools and supporting processes by upgrading versions of biometric matching and
Project overview: management platforms, rationalising and simplifying the platform to reduce ongoing cost and improving the flexibility and utility of the system in the process. NEC will achieve this
by deploying and configuring standard products to meet MBIE’s needs.

RAG Status

RAG Status
Budget | Schedule | Scope | Risk | Issue | Resource | Benefits | Overall

Status summary

* SW Development Milestone 1: Development and Dev Test complete. SW now in for QA testing.

+ SW Development Milestone 2: Development has started on areas where there is confidence that there will be no further changes. Further work dependent on the Reveal CSCRD document being approved with
caveats for the three areas not yet fully complete (Treatment of NFRs, reports, database size).

» As the Integra-ID (IBW) CCRD is not yet complete and reviewed, the IBW development is to be moved to Milestone 3 phase.

» The project is to be replanned once the Reveal CSCRD is conditionally approved. The original planning was done in November 2021 based on the design documents at that time. These design documents have
undergone significant updates and changes stemming from the review workshops.

» Data Migration Development - Tool Development completed. Tested with our test data. Extraction of sample data for QA in progress.
* AP#48 - NEC documents being reviewed in workshops. Taking more workshops than planned.
» Focus on the documents that are needed first as to have minimum impact on the development.
« AP#123 - Support agreement being worked on.
« AP#131 - Provide MBIE with detail of impacts on commercials of data volumes in non-productive environments. Still in progress. Part of the discussions regarding licenses.

« AP#136 - Reveal Core capability was being customised. Reveal has been made fully customised in that the Core Requirements document (CCRD) has been incorporated into the customisation document.
(CSCRD)

+ AP#138 - Burn down view. Initial plan provided. To be regularly updated. Not yet being worked on a there needs to be a replanning done once all the requirement documents are approved. New changes that
are impacting work already done as well as additional work resulting from the workshops first needs to be scoped and replanned.

+  AP#139 - Current build state.- Milestone 1 development complete. In QA testing. Version to be installed on the NZ QA - Start of local QA testing. Milestone 2 development has started but is dependent on the
Reveal CSCRD document being approved with caveats for the three areas not yet fully complete (Treatment of NFRs, reports, database size). As the Integra-ID (IBW) CCRD is not yet complete and
reviewed, the IBW development is to be moved to Milestone 3 development. The project is to be replanned once the Reveal CSCRD is conditionally approved. The original planning was done in November
2021 based on the design documents at that time. These design documents have undergone significant updates

« AP#141 - NEC to explore licensing implications of multiple servers — Part of ongoing Licensing discussions. The BCU SDD document defines the number of servers required to meet the requirements.
« AP#145 -5%2@) 5 confirm a date for a detailed step through the NEC plan. Done on 14 Feb. NEC to provide updates on of the task durations. Data Migration duration provided.
« AP#146 - IPE SDD workshop held on 17th and 18th Jan 2022. Document to be released for further review once the screenshots have been updated. Test plan workshop planned for 26th Jan.

+ AP#151 - Reports. NEC working on updating the reports provided and the process whereby MBIE can extract data as to create their own reports. Key area is the ability to extract data from the
database backups in the Data Warehouse.

» Security issues identified. NEC to provide a plan and schedule as to ensure that the product delivered to MBIE (IPE & BCU) pass security accreditation prior to entering Production.



















100%. This means we are unable to lock in the new delivery schedule at this point, and as noted
earlier. NEC governance reporting is signalling the key SIT Entry milestone is under pressure.

2. NEC Attendance 11.40am 59(2)(a)

2.1
2.2,
2.3.
2.4,

2.5.

2.6.

2.7.

2.8.

2.9.

2.10.

2.11.

2.12.

2.13.

2.14.

3.1

s9(2)(a) attended the call.
Minutes of last week’s Steering Group meeting were approved by NEC.
Confirmed that a reporting review meeting has been scheduled for tomorrow with the MBIE team.

s9(2)(b)(ii)

Significantly expanded timeframes previously baselined for NEC data migration activities have been
following review of the revised delivery schedule.32@@ s exploring options for running some tasks
in parallel to minimize the overall impact on the NEC delivery schedule. This adds a further two
months to the BCU project schedule.

NEC have told their executive leadership team that they need to confirm the June SIT Entry
milestone date with confidence. At this stage, there is no available information to say this date won’t
be met, but MBIE are seeking assurance on this as the June date is critical to the revised delivery
schedule. Rob and Kobus are being told by NEC the SIT entry date is still on track, but they have
concerns that there is delivery risk at the NECAM end. Steve Graham has been vocal about this with
NEC Japan, and Rob expects he will have expressed similar concerns regarding the June date and
reliance on NECAM to deliver on schedule.

It was commented that the latest governance reporting seems to be signalling concerns around the
SIT deployment date being under pressure. *®® noted that until the design exercise has surfaced
considerably more complexity than NEC had expected and they are re-planning based on this
additional knowledge to confirm the June SIT delivery. 89@)@ noted that the NEC re-planning
exercise is of concern to MBIE, as MBIE current plan is based on the pre-Christmas assurances from
NEC that SIT entry, with a quality product, would happen in June, and if that NEC re-planning exercise
results in a changed timeframe this will have major consequences for the BCU project, requiring
further MBIE re-planning. NEC Japan expect to see a new updated schedule internally next Tuesday.
MBIE confirmed that the SIT Entry date and timeframes presented previously by NEC need to be
confirmed, and that all teams within NEC that have any input to the schedule must endorse the tasks
and durations prior to this re-confirmation to MBIE — drip-feeding schedule updates can’t happen.
MBIE reiterated that a June SIT entry date in June is on the critical path for the re-plan, which
involves multiple service providers.

Reporting out of the NECAM team is limited and is reliant on the sessions $2@® has with the team.
Stephen requested that he’d like to meet with the NEC Japan and NECAM executives, and that’s
somethingsg(z)(a) supports. Stephen would like that to happen within the next week. Action 9@
arrange meeting.

The need for the NEC re-planning is driven by the changed state of the design documents, i.e. being
more advanced than they were when the original planning prior to Christmas was done and re-
shuffling the order of development because some of the documents aren’t signed off yet.

MBIE are looking to provide conditional sign-off of the CSCRD design document. It is acknowledged
there are still three outstanding areas within the document yet to be covered, however these do not
have a bearing on the NEC build effort. Once the CSCRD is approved the NEC re-planning can be
completed.

No workshops scheduled for the coming week, once the NECAM team have reviewed the documents
they will schedule further workshops.

The action point (AP#141) around licensing implications of multiple servers can be closed, as it was a
clarification that has now been resolved.

NEC left the meeting at 12.05pm.

In Confidence



4. Commercial Update

4.1.

4.2. Change Request #4 for DXC is in-flight for approval and is progressing for sign-off.

5. Project Update
5.1. NEC design documentation: The CSCRD document has been returned to NEC for further action. A
conditional sign-off of this design has been discussed with them. IPE documents and IBW documents

remain outstanding, along with the SDD. The SDD covers the non-functional requirements,

ability to resource across multiple design documents simultaneously has been a challenge, and they
are unable at this point to provide due dates for these design documents.

NEC's

5.2. Vendors: DXC are going on hold apart from work around data migration. Datacom are progressing
changes with IGMS, DMS, and data migrations. Theta have paused BCU work for approximately two

months.

53.

5.4. Infrastructure — SIT/UAT: progressing well and exploring disaster recovery options.

The Steering Group meeting ended at 12.18pm.

6. Open Actions — NEC

here is no BCU schedule impact of this pause. Argonaut have progressed as far
as possible at this point and are now on hold. InTech are progressing tuning and build effort. They
are a little behind schedule but there is no major concern at this point.

AP# Date Action Owner Update/Comments
AP#151 22/02 Arrange meeting for E 22/02: Opened

Stephen with NEC

Japan/ NECAM
AP#138 19/10 Include burn down - 22/02: Will be discussed as

view of progress to SIT
entry milestone in

status reporting.

part of the Reporting review
session scheduled for this

week.

08/02 : Again discussed as
part of reporting in general
and stressed that this is a
mandatary requirement to
provide visibility of progress
toward critical milestones.
Some indication of the build
status has been included in
this week’s governance

reporting.

01/02 : Again discussed at this
meeting. No visibility provided
yet. See commentary in

minutes

14/12 Yet to be incorporated
into weekly status reporting,

and again discussed as being

In Confidence
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Action Update/Comments

21/7 All CR#3 material has gone to
Treasury. We are currently awaiting
feedback.

13
In Confidence
























MBIE Biometric Capability Upgrade and In Person Enrolment
Governance Report

Hardware selection made by MBIE — issue with selected fingerprint
scanner (component supply chain). Alternative available. Awaiting
decision from MBIE.

M3b Delivery of NEC 80% Complete Complete and in for review. Will require an update if the HW selection
Test Plan changes (fingerprint scanner).
M4 Hardware 10% Complete | June 2022 | Laptops for fixed kit ordered.
Procurement Once HW costs approved, purchase of Toughpads and accessories to
commence.
Six sets of each to be purchased early (2x WinTel, 2x for SIT, 2x NEC
test)
M5a Delivery of NEC’s 0% Complete TBC Now synced with BCU SIT Date.
IPE software phase
1: SIT
M6 Delivery of NEC’s 0% Complete TBC Not started.
IPE software phase
2: UAT
M7 Delivery of NEC’s 0% Complete TBC Not started.
IPE software phase
3: Pre-Prod
M8 Support 0% Complete TBC Not started.
Establishment
M9 Delivery of NEC’s 0% Complete TBC Not started.

IPE software phase
4: Production
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MBIE Biometric Capability Upgrade and In Person Enrolment

Governance Report

AP#48

02/12/20

Design Document assessment
from NEC/NECAM perspective
regarding any impact on NEC
build dates.

$9(2)(a)

Due by

3/3: NEC Review:

Reveal CSCRD — need
conditional approval by 7/3.
Already impacting MS2
development.

Integra-I1D (IBW) CCRD — Need
approval by 11/3 as to start
planning MS3 development.
Report Requirement — Required
for MS3 development but info
needed for MBIE to develop own
reports that are not OOTB.
System Design Document (SDD)
— not critical for NEC
development. Key information
for MBIE to develop from.

Ongoing

AP#123

24/08/21

Support agreement for
BCU/IDme with a view to close
out before end of the year.

Start building based on what'’s
known around the application
layer etc. NEC to get the first
points down with any initial
queries to resolve. Suggested
don’t start with a contract as
get caught up in wording.

s9(2)(a)

ASAP

3/3: Meeting schedule for 04/03 with
s9(2)(a) to
progress commercial discussions. The
support agreement will be discussed.
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2.12.

2.13.

2.14.

2.15.

2.16.

2.17.

2.18.

2.19.

2.20.

2.21.

2.22.

A request was made for $9(2)(@) to attend future Steering Group meetings. This was agreed and it
s9(2)(b)(ii)

A question was asked about the environment readiness at NEC NZ. NEC NZ confirmed this is ready,
and that the NZ QA team are working with NECAM QA to get familiarity working with the software.
NEC were asked about their confidence to run and integrate multiple release streams through their
QA process. $2@® noted there was not a lot of QA overlap in the plan but conceded integrating the
release streams was unknown and could raise unforeseen issues. Concern was raised about the lack
of any buffer/ contingency for anything to go wrong in the plan that was been presented.sg(z)(bx")
commented the revised plan was a best-case scenario, and to some extent driven by the need to
shorten the SIT Entry delivery as much as possible.

NEC were asked what their confidence was in meeting the revised SIT Entry date at the end of July.
Eugene indicated the NECAM development team are 80% confident of doing this but caveated that
by saying that QA testing would inform confidence levels further as the testing progressed. To lift the
NEC confidence level to 90%, S 9(2) indicated that the end of August would be a more comfortable
timeframe. MBIE indicated that it would be preferred that the date is one in which both MBIE and
NEC can have a high level of confidence of not slipping again $9(2)(b)(ii)

NEC indicated the risk to the timeline lies in QA testing of the workflows, and that results from
testing of Milestone 1 will indicate if everything is working as expected. The timeframe to get to this
point of understanding is the end of March/early April. It was reiterated the key complexity of the
solution is in the workflows.

In response to questions about the non-functional requirements (NFR’s) stream, it was explained this
was being looked at in parallel but was not currently impacting development. MBIE stressed the non-
functional requirements that need to be in place for SIT Entry must be considered alongside the

application development.$9(2)(@) confirmed the revised NEC plan does not include consideration of
NFR’s. $9(2)(0)(ii)

Action:S9(2) to arrange a session to workshop/ agree with NEC the mandatory NFRs for SIT Entry.
s9(2)(a) reiterated again the importance of having a validated NEC delivery plan through to
production solution deployment. NEC acknowledged that work on an end-to-end view of the NEC
schedule is underway. NEC couldn’t provide a date for when this will be available this will be
followed up and provided to MBIE by $9(2)(a) noted the need for a requirements
traceability matrix to provide confidence that the design is addressing requirements and how. &%
will provide an update on progress. $9(2)(a)

A question was raised around resourcing and whether NEC has sufficient/correct resourcing in place
to enable them to meet the revised dates and deliver the solution. *®® reported recruitment is being
progressed for a local QA lead and someone to handle documentation. NECAM has had additional
capacity from a system engineering team perspective. NEC confirmed they are clear on what they
need now in terms of resourcing.

Stephen re-iterated the need for a burndown chart and tracking towards SIT Entry against the
schedule and the need for a full plan through to solution deployment. NECAM have committed to
providing a weekly burndown update. 32@@ wjj|l be meeting with the US team Project Managers
later this week to confirm what that report looks like.

#¥@@ 1, 5ted the functional requirement to match ‘unknown face’ to unknown database was raised in
the NEC draft high level plan as something that has yet to be scoped and NEC had proposed that it be
delivered post SIT entry. $9@)(@ noted this is something that the MBIE project team believe was let
go during last Friday’s workshop. 89(2)(a) to confirm with S9(2)(&) MBIE’s subject
matter expert.

The Solution Support/ Maintenance agreement remains a priority for NEC NZ. This was previously
put on hold to focus on re-planning but will now be reactivated.

Action: 89(2)(a) to reactivate and progress.

In Confidence
















































MBIE Biometric Capability Upgrade and In Person Enrolment

Governance Report

AP#123

24/08/21

Support agreement
for BCU/IDme with a
view to close out
before end of the
year.

Start building based
on what’s known
around the
application layer etc.
NEC to get the first
points down with any
initial queries to
resolve. Suggested
don’t start with a
contract as get
caught up in
wording.

$9(2)(a)

17/3: Discussions underway between MBIE and NEC to
progress both software maintenance and support.

NEC is drafting a Support Agreement as a starting point
to then collaboratively complete with MBIE. Draft should
be ready for MBIE to review by mid April.

Page 6 of 9
















2.9.

2.10.

s9(2)(b)(ii)
s9(2)(b)(ii)

It was raised that the BCU Project Status report needs to indicate current financial forecasting and
re-phasing as this isn’t correctly reflected in the February progress report.

3. Commercial review.

3.1

3.2.

3.3.

Ongoing discussions are underway with NEC around the Licensing/Maintenance and Support Model
fees. The next meeting is scheduled for 23 March 2022. Both Maintenance and Support contracts
(SoW’s) will be required to be negotiated as soon as possible.

A further Change Request (CR#4) is in the process of being developed, contingent on the NEC end-to-
end schedule being provided.

s9(2)(b)(ii)

4. NEC Attendance 12.00pm S9(2)(b)(ii) Stephen Dunstan joined
the meeting partway through this update.

4.1.
4.2.
4.3.

4.4.
4.5.

4.6.

4.7.

4.8.
4.9.

4.10.

4.11.

s9(2)(a) attended the call.

NEC approved the minutes of the previous 8 March meeting.

NEC acknowledged there is still some detail and work to be done on the NEC Governance reporting.
A further session on reporting is to be held on 23 March internally within NEC to confirm the detail of
what will be provided weekly in terms of burndown from NECAM. This will include discussion of how
to track progress along with mitigations. The Steering Group noted that the most recent NEC report
has no date.

NEC expect to provide a detailed schedule up to SIT Entry to MBIE later this week.

Maintenance cost discussions are ongoing with another meeting due to take place tomorrow 23
March 2022.

The Technical Lead candidate NEC had made an offer to has fallen through, a verbal acceptance is in
place with a second candidate and is pending finalised paperwork.

NEC committed to providing an end-to-end schedule within 2-3 weeks in the schedule meeting on
Monday 14t March. This would mean MBIE would have it on or before 5™ April 2022. Three weeks
from today’s Steering Group meeting is 12t April 2022. @@ didn’t believe that was the case,
however noted that he would do what he could to reduce the time required to a minimum. Action:
#O9 14 expedite the sessions on the end-to-end schedule with the MBIE team given the urgency and
fact this is a dependency for the BCU Project Team to progress the schedule and budget work. By the
end of this week,sg(z)(a) will update MBIE on a date for this and confirm if this can be sooner than 12
April.

The draft SDD document due date is 8 April 2022.

The Steering Group clarified with NEC that the overview red status commentary in the NEC
Governance report referencing schedule delay, was based on the November 2021 missed SIT Entry
date. It was acknowledged that reporting commentary indicating we’re behind schedule against that
date is of little value as the approved schedule was unable to be meet once the SIT Entry milestone
was missed in Nov ‘21. At this point there is no revised schedule as that is dependent on a revised
and confirmed end to end plan from NEC.

s9(2)(b)(ii)

Concern was raised by the project team around the NFRs still needing to be reviewed and
incorporated into the development and planning. NEC are working through this from a software and
systems engineering perspective and it will be documented as part of the SDD due on 8 April 2022.

In Confidence



4.12.

4.13. Based on the testing from Milestone 1 so far, NEC confirmed there have been no major issues
identified. NEC confirmed that results from the remainder of the testing phase for their Milestone 1
release will provide more confidence and certainty of build quality for later milestones, assuming no
major issues come to light through the remainder of testing.

4.14. NEC left the meeting at 12.32pm.

5. Post NEC Progress Update Discussion

5.1. The Steering Group agreed that it was vital to get NEC to provide the end-to-end schedule as soon as
possible. Good news on Milestone 1 testing, and that it would provide further confidence for NEC in
meeting the August SIT entry date.

5.2. Change Request is being developed for governance review re the changed project schedule, however
we need a firm end-to-end plan from NEC to provide confidence in support of that.

has another meeting with the NEC Japan executive next week and will invite

to attend this. He is confident that this meeting is working well and that the reputational risk and
impacts, related to non-delivery are well understood.

The Steering Group meeting ended at 12.35pm.

5.3.

5.4.

In Confidence



















































MBIE Biometric Capability Upgrade and In Person Enrolment

Governance Report

Milestone 1 & 2 development Status — 29 March 2022

Milestone 1 Status - development stories
in the NECAM TFS System.

Shows development complete mid-
February

Defects resulting from Testing of MS1 —
both Dev testing ad QA.

Dev team are focusing on closing defects
as to ensure QA testing not blocked.

Milestone 2 Status - development stories
in the NECAM TFS System.

Shows. Development ongoing.

Note the sharp increase from mid Feb is
due to new stories being added as the
Reveal CSCRD and wireframes are being
reviewed.
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e NEC will provide a list of NECAM attendees to $9(2)(a) to inform the agenda.

e The BCU team perspective is that the questions being raised are not about changing the product but
understanding how it works in the context of the wider solution and ensuring it meets the
requirements.

e S9(2)(a) asked if there has been a traceability of the requirements against solution
capability. It was confirmed that the traceability matrix from NEC is still a work-in-progress yet to be
provided to the MBIE project team.

e NEC highlighted that anything that NEC are asked to focus on will have an impact on timeframes as
there is not much ability to work on multiple workstreams in parallel. This has previously been raised
with NEC as an issue by the BCU project team, as parallel workstreams will continue to be a required
element of this project and key to achieving timeframes.

e The BCU team is reviewing the design documentation to ascertain that it meets the requirements. This
is being done in the absence of the traceability being provided by NEC and in the absence of an
understanding of out of the box functionality which has to date been unable to be included in sessions.
The BCU project team need to understand that MBIE will be getting a solution that is fit-for-purpose.

e  For the IBW Demo - the BCU project team to highlight the 3-4 focus areas that we need to see within
the product.

e AnIBW product demo was provided a year ago, but it was raised that the BCU team seeing a demo isn’t
necessarily helpful in ascertaining that the solution meets the requirements. Technical understanding
of the detail is needed in the absence of any traceability to confirm the capability meets the
requirements. Key obstacles to success are: Is it going to meet the requirement, and how do we avoid
making assumptions at the detailed level to ensure both parties have the same understanding.

e The intention for Thursday’s workshop is to identify roadblocks but the key issue is getting the right
people to inform decisions. Turnaround time was raised as being an issue to get information back to
inform those decisions, as some responses on queries and document updates are taking an inordinate
amount of time . NEC disputed this, citing the level of detail being asked of them.

e Steering Group asked if the BCU Project Team can triage the kind of questions that have been going
back and forth. It was confirmed this has been happening to some degree with the business
representatives during the workshops.

e Consistency in documentation has been a constant theme in preventing approvals and sign-off of design
documents. In many cases updates are made in one area but haven’t been addressed in other areas.
Sweeping through the documentation to ensure that a decision or change is applied consistently
everywhere has been necessary and time consuming. The concern from the MBIE project team being
that inconsistencies in documentation for a technical product can lead to inconsistencies in the
developed solution.

e The BCU project team noted that some approvals to date have been caveated with follow-up actions
required. This approach has been taken to avoid unreasonably hold up approvals. It was agreed the
sign-off approach of using caveats will be stopped, with documents only signed-off once at an
acceptable standard.

e The IBW design documentation is close to being approved. The BCU team will identify the key
requirements that the business has doubts or concerns about for the NEC solution workshop. A list of
3-10 big issues to query on product capability may be helpful.59@@ il take this offline and talk to the
team to identify the list of requirements/design areas of concern. The latest IBW CCRD and
Configuration Spreadsheet versions from NEC are a dependency on MBIE being able to put the list
together. This list will inform Thursday’s agenda with the top items MBIE sees as needing to be resolved.
A product demo that is tailored to these areas necessary would be very useful in assisting to resolve
these.

e The preference from NEC is to focus on IBW as this is the critical documentation that may impact build
activity.

e The SDD still requires a reasonable amount of updating, with a focus on the NFRs, which is a further
key outstanding area for MBIE to have clarity on.

NEC left the meeting at 12.25pm

3. Post NEC Progress Update Discussion
e  BCU team will put together a list of key focus areas where issues or roadblocks lie for the workshop on
Thursday.

In Confidence




























































MBIE Biometric Capability Upgrade and In Person Enrolment
Weekly Report

Milestone 1 & 2 development Status — 7 April 2022

Milestone 1 (Workflows) development has been
completed and Dev Test Complete.

Currently in QA Testing.

Milestone 1 (Workflows) Dev Test and QA Testing
Defects.

Milestone 2 (Reveal) Development status.

Note that the newer Reveal stories have been added
to MS3. This is to allow the majority of the Reveal
screens to be made available to continue testing of the
Workflows for Milestone 1.




















































MBIE Biometric Capability Upgrade and In Person Enrolment

Weekly Report

Milestone 1 & 2 development Status — 25 April 2022

Milestone 1 (Workflows) development has
been completed and Dev Test Complete.

Currently in QA Testing.

Milestone 1 (Workflows) Dev Test and QA
Testing Defects.

Milestone 2 (Reveal) Development
status.

Note that the newer Reveal stories have
been added to MS3.










s9(2)(a) is back in New Zealand and is due to meet with $9(2)(@) this week for further
discussions on Maintenance & Support agreements.
A first draft support agreement has been sent through by NEC to MBIE and is being reviewed.
All IPE hardware apart from the mobile scanner has been agreed. Work is in progress to identify a
suitable alternative for the selected device which is no longer available.
Initial testing in the QA environment has not identified any major or concerning quality issues,
acknowledging that the M2 delivery went into QA yesterday. NEC will ensure for the next Steering
Group meeting there is a further update on any quality concerns.
$9@@ has committed to $2@®@ that the full end-to-end schedule from NEC will be sent by the end of
today, 3™ May 2022. The new Project Manager starting next week, will focus on the rollout of the
solution to the different environments to inform the schedule detail. Aside from that, the version of
the schedule being provided by NEC will be in reasonable detail. MBIE reiterated that having a
comprehensive end-to-end schedule is critical for its overall project planning.
NEC confirmed there were no concerns around the NFRs and confirmed that the system is being built
to meet them. NEC are confident in their understanding of the NFRs.
Despite some NEC resourcing challenges at NECAM, there has been some backfilling to cover this so
Hongming is still confident in the end of June date for MS3.
s9(2)(b)(ii)

Resource has been allocated to give more focus to
bring this document up to an acceptable level.
The Steering Group asked for a date for the SDD to be delivered. The P1 and P2 priorities are expected
to be in the SDD in the version to be delivered on 13th May 2022. NEC confirmed the SDD doesn’t
impact their development work continuing, however it's a significant dependency for the MBIE
infrastructure build, systems integration, and confirming NFR delivery amongst other things, and is
delaying the MBIE team’s work in these areas.
MBIE reiterated the importance of being able to get early visibility of the solution. NEC confirmed they
expect to be in a position to provide MBIE with a view of the solution, including Reveal, early in June.

NEC left the meeting at 12.15pm

7. Post NEC Progress Update Discussion

Steering Group discussed the end-to-end schedule. BCU Project team reiterated that NEC’'s deployment
to SIT continues to be on the critical path of the project and crucial to the integration and migration
changes. Much of the work on the project is beyond NEC’s delivery into SIT, and delays to that date
push the date out for the rest of activity and the Go Live. At present, the Go Live would be late August
2023 based on a delivery into SIT from NEC in August 2022.

The duration of the post-SIT entry work was questioned, as a further year beyond SIT entry to
deployment is a lot of time. §9(2)(a) noted that the solution has to be migrated through
environments, data migration needs to happen, as well as substantive testing, and there is a lot of
complexity that needs to be catered for. BCU Project team noted the risk for Steering Group that the
new schedule is lean based on an end of August 2022 NEC deployment into SIT and contains minimal
contingency, if any, should NEC fail to deliver on schedule.

s9(2)(b)(ii)

89(2)(@) requested that the numbers
are reviewed and manually updated prior to issuance in future. The Steering Group needs accurate
information.

Action to get project YTD actuals to Steering Group by the end of this week.

Action to provide the updated draft schedule and spend to date, along with forecast cost breakdown,
to Steering Group by the end of the week.

Action: 59@)@ to be invited to the cost review meeting next week.

The meeting ended at 12:35pm

In Confidence

























































MBIE Biometric Capability Upgrade and In Person Enrolment

Weekly Report

Milestone 1 & 2 development Status — 11 May 2022

Milestone 1 (Workflows) development has
been completed and Dev Test Complete.

Currently in QA Testing.

Milestone 1 (Workflows) Dev and QA
complete, Testing fixed Defects.




MBIE Biometric Capability Upgrade and In Person Enrolment
Weekly Report

Milestone 2 (Reveal) Development
status complete end April. NECAM QA
testing has commenced. NEC NZ testing
to start 16 May. Currently testing Data
Migration on the NZ QA test
environments

Note that the newer Reveal stories have
been added to M3.









