


 
 
 
 
 
 

Date & Time Tuesday 25th March 2025, 11:00am to 12:00pm  

Location RM Pastoral L16.02 and Online via Teams 

Agenda 

25 MAR 2025 BCU 
Steering Group Mee  

 

In Attendance MBIE: Richard Owen (Chair)  
 

 

Apologies  

 
1. Minutes of previous meeting  

• noted that Action AP 447 was misinterpreted as the MVP would be delivered earlier then 
envisaged (20 March), however this was not correct.  

• Previous minutes for the Steering Group meeting on 11 March 2025 were accepted and actions updated.  
 

2. NEC Update –  
•  Status Report 

o Overall RAG Status is Amber due to the impact of the remaining change request for the override 
rules (CR148) 

o A further change request (CR149) may be required for  fingerprint captures. 
o An Action was raised to confirm if CR149 is required;  will discuss with  and 

report back to NEC. Action  
o It was suggested that if this CR is not critical, then it should wait until post GoLive.  
o CR148 delivery has been delayed from its initial delivery schedule due to issues with fingerprint 

sequencing and additional scenarios for capping.  
o Production migration is paused, whilst MBIE are validating face extraction failures 
o There is a further delay to MVP, which was scheduled for 4th April, but changes since the previous 

Steering Group meeting resulting in a further delay to complete the MVP.  
o Non-functional requirements and performance testing continues 
o In addition to defect remediation, activities under way include support for testing across different 

phases, pre-production reactivation planning and support, level two support, planning for 
production integration, smoke testing, and planning for Early life support.  

o A change request may potentially be required for data qualification utilities; NEC are waiting for 
requirements from MBIE 

o NEC are awaiting confirmation from MBIE regarding the security change requests;  advised 
that MBIE would advise NEC on this by Tuesday, 1st April. Action  

• Commercials 
o The MSA is close to completion 
o NEC are expecting to provide MBIE with the BCU Support SoW this week.  
o asked if NEC would receive information from MBIE regarding the MSA by Wednesday to prepare 

for a meeting on Friday (28th March); advised that it would be sent to Lucy by the timeframe 
required. 

o NEC’s legal counsel will be on leave from 8th April, however NEC noted that additional support will 
be available if required. 

• Other business 
o  

 
  

o He also noted that the PSR states issue I427 has been updated to reflect the situation but there is no 
change from how the issue has been reported in previous PSRs. The issue needs to be updated as it 
does not reflect the situation correctly. Action  
 

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a) s 9(2)(a)
s 6(c)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(b)(ii)



• NEC Left the meeting at 11.20AM  
  
3. MBIE Update:  

• Status Reports 
o Taken as read. 
o There are many conversations happening between Executives from both MBIE and NEC.  
o The focus of these meetings is to drive the momentum for the delivery of a working solution.  
o Discussion was held around potential further change requests from NEC; the outcome of this 

discussion was that if change requests are not deemed as critical, their consideration can be delayed 
until after GoLive.  

• Risks and Issues 
o Not discussed 

 
4. MBIE & NEC Executive Report –  

• Taken as read 
 
5. Other Business 

• No other business  
 

6. Summary of Action Points 
• ACTION  will discuss CR149 with  to ascertain whether it is required, and report 

back to NEC 
• ACTION:  MBIE will advise NEC around the Security Change Requests by Tuesday, 1st April  
• ACTION: Issue I427 in the NEC PSR needs to be updated to reflect the situation correctly.  

 
Meeting finished at 11:41 AM

s 9(2)(a)

s 9(2)(a)

s 9(2)(a) s 9(2)(a)

s 9(2)(a)

s 9(2)(a)
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Release Road Map for MBIE 
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NEC Testing Update 
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IN CONFIDENCE 

Date & Time Tuesday 22nd April 2025, 11:00am to 12:00pm  

Location RM Pastoral L16.02 and Online via Teams 

Agenda 

22 APR 2025 BCU 
Steering Group Mee  

 

In Attendance MBIE: Richard Owen (Chair),  
 

 

Apologies  

 
1. Minutes of previous meeting  

• Previous minutes for the Steering Group meeting on 25 March 2025 were accepted and actions updated.  
 

2. NEC Update  
•  Status Report 

o Overall RAG Status is Amber 
o NEC are finalised the remaining few defects for remediation  
o The initiative to co-locate MBIE and NEC teams together was very useful 
o UAT Non-functional and performance Testing is approximately 50% completed, with a target 

completion by end May 2025.  
o Regression testing may start some days later than the scheduled Monday 28 April start date; 

however, it is looking positive.  
o Production data migration is complete; NEC are working through data issues, to be resolved prior to 

go-live. 
o Planning is under way for the installation of remaining infrastructure software, and reactivation of 

pre-production software.   
o Change Request  is also currently under way.   
o Commercials are progressing with the BCU Support SoW; NEC are waiting to receive MBIEs revisions 

to review.  
o  advised that NEC will receive the latest iteration of the BCU Support SoW next week, and it 

was also highlighted that there are still other commercial documents that need to be resolved, 
however the BCU support contract was the most pressing. 

o It was noted that, except for CR145 (Modified requirement for processing when Biometrics 
unavailable), the change requests listed in the NEC Status Report as ‘awaiting approval / 
confirmation from MBIE’ were all related to Security. 

o As MBIE have previously advised that they are not currently proceeding with the security changes, 
the Security CRs will be closed/removed from the next NEC Status Report.  

o  are working through CR145 (Modified requirement for processing when Biometrics 
unavailable).   

o  raised a query around Photo Quality Checker (PQC), noting that MBIE had made the decision 
not to proceed with assessing the activities to upgrade PQC.  

o NEC believe the upgrade has business value and requested that this decision be reconsidered.   
o advised that there is currently very little capacity for  to work on 

this, but he and Richard will further discuss PQC enhancements - ACTION  
o advised that this was her last Steering Group meeting, and she is leaving NEC on 30th April; 

Richard thanked  for her support during the project. 
• Commercials 

o Discussed under Status Report Update.  
• Other business 

o  No other business 
 

• NEC Left the meeting at 11.33AM  
  
3. MBIE Update:  

• Status Reports 

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 6(c)



IN CONFIDENCE 

o Taken as read. 
o Overall Rag Status is Red  
o An MVP Production Solution Candidate is close; MBIE should be able to confirm this after testing the 

release received on 17 April. 
o Regression testing is planned to commence on 28 April and Business Acceptance Testing (BAT) 

should commence in mid-May.  
o Matariki Weekend is still the target for project Go-Live; however, the decision is based on achieving 

an MVP.  
o is leading the completion of the implementation plan for Go-live, which is expected to be 

issued for internal review in the next two weeks.  Parts of the plan will require input from various 
stakeholders. 

o The final round of Security testing will start in 1 to 2 weeks’ time.  
o Ernst & Young have been engaged by Carolyn Tremain to review BCU and IPE for assurity purposes.  

• Commercial Update –  (redacted in the version of the minutes shared with NEC) 
o A meeting was held on 16 April between MBIE and NEC around the BCU Support SoW, the outcome 

of which was closer alignment on the document inclusions.  
o is reviewing NEC’s feedback this week and will collate into a new version and both NEC and 

MBIE will meet again to progress.  
• Risks and Issues 

o Not discussed 
 
4. MBIE & NEC Executive Report  

• No exec report tabled for this meeting 
 
5. Other Business 

• No other business  
 

6. Summary of Action Points 
• ACTION:   Richard  will further discuss PQC enhancements. 

 
Meeting finished at 11:58 AM

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)













 
 
 
 
 
 

Date & Time Tuesday 25th March 2025, 11:00am to 12:00pm  

Location RM Pastoral L16.02 and Online via Teams 

Agenda 

25 MAR 2025 BCU 
Steering Group Mee  

 

In Attendance MBIE: Richard Owen (Chair)  
 

 

Apologies  

 
1. Minutes of previous meeting  

•  noted that Action AP 447 was misinterpreted as the MVP would be delivered earlier then 
envisaged (20 March), however this was not correct.  

• Previous minutes for the Steering Group meeting on 11 March 2025 were accepted and actions updated.  
 

2. NEC Update  
•  Status Report 

o Overall RAG Status is Amber due to the impact of the remaining change request for the override 
rules (CR148) 

o A further change request  may be required for  fingerprint captures. 
o An Action was raised to confirm if CR149 is required;  will discuss with  and 

report back to NEC. Action  
o It was suggested that if this CR is not critical, then it should wait until post GoLive.  
o CR148 delivery has been delayed from its initial delivery schedule due to issues with fingerprint 

sequencing and additional scenarios for capping.  
o Production migration is paused, whilst MBIE are validating face extraction failures 
o There is a further delay to MVP, which was scheduled for 4th April, but changes since the previous 

Steering Group meeting resulting in a further delay to complete the MVP.  
o Non-functional requirements and performance testing continues 
o In addition to defect remediation, activities under way include support for testing across different 

phases, pre-production reactivation planning and support, level two support, planning for 
production integration, smoke testing, and planning for Early life support.  

o A change request may potentially be required for data qualification utilities; NEC are waiting for 
requirements from MBIE 

o NEC are awaiting confirmation from MBIE regarding the security change requests;  advised 
that MBIE would advise NEC on this by Tuesday, 1st April. Action  

• Commercials 
o The MSA is close to completion 
o NEC are expecting to provide MBIE with the BCU Support SoW this week.  
o asked if NEC would receive information from MBIE regarding the MSA by Wednesday to prepare 

for a meeting on Friday (28th March);  advised that it would be sent to  by the timeframe 
required. 

o NEC’s legal counsel will be on leave from 8th April, however NEC noted that additional support will 
be available if required. 

• Other business 
o  

 
  

o He also noted that the PSR states issue I427 has been updated to reflect the situation but there is no 
change from how the issue has been reported in previous PSRs. The issue needs to be updated as it 
does not reflect the situation correctly. Action  
 

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a) s 9(2)(a)
s6(a)

s 9(2)(a)
s 9(2)(a)

s 9(2)(a)

s 9(2)(a) s 9(2)(a)

s 9(2)(a)

s 6(c)

s 9(2)(b)(ii)



• NEC Left the meeting at 11.20AM  
  
3. MBIE Update:  

• Status Reports 
o Taken as read. 
o There are many conversations happening between Executives from both MBIE and NEC.  
o The focus of these meetings is to drive the momentum for the delivery of a working solution.  
o Discussion was held around potential further change requests from NEC; the outcome of this 

discussion was that if change requests are not deemed as critical, their consideration can be delayed 
until after GoLive.  

• Risks and Issues 
o Not discussed 

 
4. MBIE & NEC Executive Report –  

• Taken as read 
 
5. Other Business 

• No other business  
 

6. Summary of Action Points 
• ACTION:   will discuss CR149 with  to ascertain whether it is required, and report 

back to NEC 
• ACTION:  MBIE will advise NEC around the Security Change Requests by Tuesday, 1st April  
• ACTION: Issue I427 in the NEC PSR needs to be updated to reflect the situation correctly.  

 
Meeting finished at 11:41 AM

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)
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Date & Time Tuesday 22nd April 2025, 11:00am to 12:00pm  

Location RM Pastoral L16.02 and Online via Teams 

Agenda 

22 APR 2025 BCU 
Steering Group Mee  

 

In Attendance MBIE: Richard Owen (Chair),  
 

 

Apologies  

 
1. Minutes of previous meeting  

• Previous minutes for the Steering Group meeting on 25 March 2025 were accepted and actions updated.  
 

2. NEC Update –  
•  Status Report 

o Overall RAG Status is Amber 
o NEC are finalised the remaining few defects for remediation  
o The initiative to co-locate MBIE and NEC teams together was very useful 
o UAT Non-functional and performance Testing is approximately 50% completed, with a target 

completion by end May 2025.  
o Regression testing may start some days later than the scheduled Monday 28 April start date; 

however, it is looking positive.  
o Production data migration is complete; NEC are working through data issues, to be resolved prior to 

go-live. 
o Planning is under way for the installation of remaining infrastructure software, and reactivation of 

pre-production.   
o Change Request  is also currently under way.   
o Commercials are progressing with the BCU Support SoW; NEC are waiting to receive MBIEs revisions 

to review.  
o advised that NEC will receive the latest iteration of the BCU Support SoW next week, and it 

was also highlighted that there are still other commercial documents that need to be resolved, 
however the BCU support contract was the most pressing. 

o It was noted that, except for CR145 (Modified requirement for processing when Biometrics 
unavailable), the change requests listed in the NEC Status Report as ‘awaiting approval / 
confirmation from MBIE’ were all related to Security. 

o As MBIE have previously advised that they are not currently proceeding with the security changes, 
the Security CRs will be closed/removed from the next NEC Status Report.  

o  are working through CR145 (Modified requirement for processing when Biometrics 
unavailable).   

o  raised a query around Photo Quality Checker (PQC), noting that MBIE had made the decision 
not to proceed with assessing the activities to upgrade PQC.  

o NEC believe the upgrade has business value and requested that this decision be reconsidered.   
o advised that there is currently very little capacity for their  to work on 

this, but he and Richard will further discuss PQC enhancements - ACTION  
o  advised that this was her last Steering Group meeting, and she is leaving NEC on 30th April; 

Richard thanked for her support during the project. 
• Commercials 

o Discussed under Status Report Update.  
• Other business 

o  No other business 
 

• NEC Left the meeting at 11.33AM  

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s6(a)



  
3. MBIE Update:  

• Status Reports 
o Taken as read. 
o Overall Rag Status is Red  
o An MVP Production Solution Candidate is close; MBIE should be able to confirm this after testing the 

release received on 17 April. 
o Regression testing is planned to commence on 28 April and Business Acceptance Testing (BAT) 

should commence in mid-May.  
o Matariki Weekend is still the target for project Go-Live; however, the decision is based on achieving 

an MVP.  
o  is leading the completion of the implementation plan for Go-live, which is expected to be 

issued for internal review in the next two weeks.  Parts of the plan will require input from various 
stakeholders. 

o The final round of Security testing will start in 1 to 2 weeks’ time.  
o Ernst & Young have been engaged by Carolyn Tremain to review BCU and IPE for assurity purposes.  

• Commercial Update –  
o MBIE Confidential  

• Risks and Issues 
o Not discussed 

 
4. MBIE & NEC Executive Report –  

• No exec report tabled for this meeting 
 
5. Other Business 

• No other business  
 

6. Summary of Action Points 
• ACTION:   Richard and  will further discuss PQC enhancements. 

 
Meeting finished at 11:58 AM

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)
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IN CONFIDENCE 

Date & Time Tuesday 20th May 2025, 11:00am to 12:00pm  

Location RM Pastoral L16.02 and Online via Teams 

Agenda 

20 MAY 2025 BCU 
Steering Group Mee  

 

In Attendance MBIE: Richard Owen (Chair),  

 

Apologies  

Note - Red text highlights information not contained in the version of the Steering Group minutes shared with NEC 
 
1. Minutes of previous meeting  

• Previous minutes for the Steering Group meeting on 22 April 2025 were accepted and actions updated.  
 

2. NEC Update  
•  Status Report 

o Overall RAG Status is Red due to additional severity 2 defects being raised; this impacts the delivery 
schedule including the workflow changes.  

o Query from : Carolyn Tremain asked  last Friday (16 May) if NEC would be able to 
deliver the workflow defects earlier than this Thursday (22 May); was this able to progress? 

o No; although NEC staff have been working overtime to try and bring this forward, the defects still 
need to be tested in the NEC System Test environment and are scheduled for delivery to MBIE by 
the end of this week (23 May).  

o  when will MBIE be able to provide confirmation of a Go-live date? 
o Go-live date confirmation is probably 2.5 to 3 weeks away; this is contingent on having a 

working solution by the middle of next week (w/c 26 May) including running data to confirm 
override rules and completing a round of regression testing. 

o Support handover with Datacom continues to progress. 
o NEC NZ are working through the queries on data structures; an internal workshop is scheduled for 

this afternoon, with a follow-up workshop including NECAM to be scheduled.  
o A change request may be required for data fix utilities.  
o Richard clarified that no change requests will be approved unless either he or  have 

determined that they are critical, and required for go-live.  
• Commercials 

o MBIE haven’t received the IPE EULA, which was expected last week (w/e 16 May); is there 
any progress on this?   following up internally.  

o  to follow up a timeframe, regarding the IPE EULA. ACTION 
o  MBIE are awaiting an estimate around the Security Vulnerability scans and an example of a 

report, which was expected last week; is there any progress on this? 
o has followed up with NECAM and will follow this up again for a response this week. ACTION 

• Other business 
o Overrides:  provided a slide view of what MBIE database queries are required regarding 

Overrides.  requested a copy of the slide. ACTION -  
o A first round of answers will help to take steps toward the end goal; once NEC answers questions 

answered and  facilitating within NEC the people required. 
o NECAM database support was offered by at the Executive meeting last Friday (16 May).  
o noted that it would be useful to have the NEC and NECAM resources arranged for a 

database conversation with  within the week. ACTION –   
 

• NEC Left the meeting at 11.29AM  
  
3. MBIE Update:  

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a) s 9(2)(a)

s 9(2)(a)
s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a) s 9(2)(a)

s 9(2)(a)
s 9(2)(a)

s 9(2)(a)
s 9(2)(a) s 9(2)(a)

s 9(2)(a)



IN CONFIDENCE 

• Status Reports 
o Taken as read. 
o Overall Rag Status is Red  
o The project is currently within budget and Whole of Life Cost and once the first round of regression 

testing is successfully completed, the project will be capitalised. 
o Funding for this FY would then be sourced from underspend that  has identified. 
o A Paper is being submitted to the Immigration System Governance Group (ISGG) regarding funding 

for the values stream, which includes amongst other items, ‘Fast Followers’ and the Security ‘Walled 
Garden’ work.  

o BCU is 2-3 weeks away from having a confirmed end to end solution, with a July Go-live date still 
expected, however later in July as a result of continual defect remediation. 

o The decision to go live will be based on completing a round of regression testing, confirming 
Enterprise Data Warehouse timelines, Override rules finalised, and sign off on commercials.  

o A conversation was had at the weekly meeting with NEC Executives around the provision of NECAM 
resources for Go-live.  

o  Richard provided an update to the Delivery Governance Board yesterday (19 May).  
o Richard has been requested to provide regular verbal updates at the Immigration Monthly 

Operations Manager Meeting (IMOM).  
o  will socialise the draft BCU Implementation plan internally by the end of this week (23 May).  
o ‘Train the Trainer’ is planned for IPE in mid-June. 
o There is still a lot to cover regarding training; the content is on track, however the plan to have all 

business users trained requires needs further work.  
o A weekly internal Executive Dashboard Report and a weekly internal Dashboard for the Minister of 

Immigration have been added to project reporting cycles; these will be sent to internal Steering 
Group members for informal purposes.   

• Risks and Issues 
o Not discussed 

 
4. Other Business 

• NEC Services; ongoing T&M services from April 2025 are not being paid for by the project, but will be 
worked through at executive level based on going live. 

•  (Digital Operations Response) is working on potential rollback options for post go live 
scenarios.  noted that it may be worth running a rehearsal for rollback, in case go-live doesn’t go 
well.   advised that some testing will be undertaken. 

• The final draft of the communications plan will be socialised with MBIE Steering Group Members first to 
ensure that those requiring information on BCU cutover (for example, the Immigration Contact centre) 
are covered.  ACTION:  

• is completing an implementation plan with EY and this will be circulated internally for review 
including the Steering Committee members.  
 

5. Summary of Action Points 
• ACTION  to follow up a timeframe this week regarding the IPE EULA. 
• ACTION  to follow up for an estimate from NECAM for the security vulnerability scans. 
• ACTION o send  a copy of the Override Slide presented at this meeting.  
• ACTION to arrange a database conversation between NEC and NECAM resources and  

within the week. 
 

Meeting finished at 12:06 PM

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)
s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)
s 9(2)(a)













 
 
 
 
 
 

Date & Time Tuesday 22nd April 2025, 11:00am to 12:00pm  

Location RM Pastoral L16.02 and Online via Teams 

Agenda 

22 APR 2025 BCU 
Steering Group Mee  

 

In Attendance MBIE: Richard Owen (Chair),  
 

 

Apologies  

 
1. Minutes of previous meeting  

• Previous minutes for the Steering Group meeting on 25 March 2025 were accepted and actions updated.  
 

2. NEC Update –  
•  Status Report 

o Overall RAG Status is Amber 
o NEC are finalised the remaining few defects for remediation  
o The initiative to co-locate MBIE and NEC teams together was very useful 
o UAT Non-functional and performance Testing is approximately 50% completed, with a target 

completion by end May 2025.  
o Regression testing may start some days later than the scheduled Monday 28 April start date; 

however, it is looking positive.  
o Production data migration is complete; NEC are working through data issues, to be resolved prior to 

go-live. 
o Planning is under way for the installation of remaining infrastructure software, and reactivation of 

pre-production.   
o Change Request  is also currently under way.   
o Commercials are progressing with the BCU Support SoW; NEC are waiting to receive MBIEs revisions 

to review.  
o advised that NEC will receive the latest iteration of the BCU Support SoW next week, and it 

was also highlighted that there are still other commercial documents that need to be resolved, 
however the BCU support contract was the most pressing. 

o It was noted that, except for CR145 (Modified requirement for processing when Biometrics 
unavailable), the change requests listed in the NEC Status Report as ‘awaiting approval / 
confirmation from MBIE’ were all related to Security. 

o As MBIE have previously advised that they are not currently proceeding with the security changes, 
the Security CRs will be closed/removed from the next NEC Status Report.  

o  are working through CR145 (Modified requirement for processing when Biometrics 
unavailable).   

o  raised a query around Photo Quality Checker (PQC), noting that MBIE had made the decision 
not to proceed with assessing the activities to upgrade PQC.  

o NEC believe the upgrade has business value and requested that this decision be reconsidered.   
o advised that there is currently very little capacity for their  to work on 

this, but he and Richard will further discuss PQC enhancements - ACTION  
o advised that this was her last Steering Group meeting, and she is leaving NEC on 30th April; 

Richard thanked  for her support during the project. 
• Commercials 

o Discussed under Status Report Update.  
• Other business 

o  No other business 
 

• NEC Left the meeting at 11.33AM  

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s6(a)



  
3. MBIE Update:  

• Status Reports 
o Taken as read. 
o Overall Rag Status is Red  
o An MVP Production Solution Candidate is close; MBIE should be able to confirm this after testing the 

release received on 17 April. 
o Regression testing is planned to commence on 28 April and Business Acceptance Testing (BAT) 

should commence in mid-May.  
o Matariki Weekend is still the target for project Go-Live; however, the decision is based on achieving 

an MVP.  
o  is leading the completion of the implementation plan for Go-live, which is expected to be 

issued for internal review in the next two weeks.  Parts of the plan will require input from various 
stakeholders. 

o The final round of Security testing will start in 1 to 2 weeks’ time.  
o Ernst & Young have been engaged by Carolyn Tremain to review BCU and IPE for assurity purposes.  

• Commercial Update  
o MBIE Confidential  

• Risks and Issues 
o Not discussed 

 
4. MBIE & NEC Executive Report –  

• No exec report tabled for this meeting 
 
5. Other Business 

• No other business  
 

6. Summary of Action Points 
• ACTION:   Richard  will further discuss PQC enhancements. 

 
Meeting finished at 11:58 AM

s 9(2)(a)

s 9(2)(a)

s 9(2)

s 9(2)(a)

s 9(2)(a)
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IN CONFIDENCE 

Date & Time Tuesday 3rd June 2025, 11:00am to 12:00pm  

Location RM Pastoral L16.02 and Online via Teams 

Agenda 

03 JUN 2025 BCU 
Steering Group Mee  

 

In Attendance MBIE: Richard Owen (Chair)  
 

  

Apologies   

Note - Red text highlights information not contained in the version of the Steering Group minutes shared with NEC 
 
1. Minutes of previous meeting  

• Introduction to   
• Previous minutes for the Steering Group meeting on 20 May 2025 were accepted and actions updated.  

 
2. NEC Update –  

•  Status Report 
o Ongoing challenges with data issues and retention requirements. 
o CR155 has been raised to address a missed requirement (capturing deleted date and time); NEC is 

currently working on this. 
o A small number of Severity 2 tickets remain open; focus is required to resolve these, with 

workarounds in place via hotfixes. 
o Issues: Changes to workflow functionality have introduced challenges; change requests related to 

data inconsistency are being addressed. 
o Retention Requirements are awaiting input from MBIE to confirm the approach. 
o Initial production checks show gaps with the infrastructure setup, and firewalls missing that need 

resolution. 
o Questions in the data structures document are being addressed. 
o CR153 has been raised regarding data clean-up in UAT to remove millions of incorrect records. 
o  asked if there were any significant concerns from Steering Group members for going live.  

 noted that MBIE’s main priority is achieving a fully working solution so that a GoLive date 
can be determined. 

• Commercials 
o Not discussed at this meeting 

• Other business 
o Not discussed at this meeting 

 
• NEC Left the meeting at 11.27AM  

  
3. MBIE Update:  

• Status Reports 
o Taken as read. 
o MBIE is in disagreement regarding the current workflow status; this is not considered a production-

ready (go-live) version as the End-to-end workflow in SIT. 
o Data issues are expected to be mostly resolved within the next few weeks and is dependent on NEC 

providing answers to questions. 
o Carolyn Tremain has emphasized the importance of completing regression testing before a go-live 

date is set. 
o Business Acceptance Testing (BAT) to follow regression testing (probably the first cycle). 

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)



IN CONFIDENCE 

o EDW (Enterprise Data Warehouse) work is ongoing;  is creating a timeline for EDW and QLIK 
deliverables and managing the Security Walled Garden work. 

o (NEC Resource) has been identified as a potential point of failure;  
.  has advised that additional 

capability has been onboarded. 
o A Paper regarding funding for the BCU Values Stream (‘fast followers’) is going to ISGG for their next 

meeting on 12 June. Assuming BCU s capitalised in June, funding is required to continue delivering 
the project. 

o Team resourcing for “fast followers” is available but will begin scaling down after approximately 
three months. The plan is to maintain current team run rate until end of year, then reduce cadence 
through to the end of financial year 25/26. 

o Commercial discussions are ongoing regarding the NEC BCU support SoW. 
o has a meeting scheduled with  Richard Griffiths to discuss financial treatment 

of project costs after capitalisation. 
o The Project remains under the $35M WOLC threshold and aims to capitalize once an end-to-end 

business solution has been confirmed (cycle 1 regression). 
o Overrides are on the critical path; alternative go-live options are being considered if issues persist. 
o Concerns raised about go-live timing during staff leave periods (e.g., early August). 
o Recommendation to avoid go-live between November and February due to staff availability. 
 

• Risks and Issues 
o Not discussed 

 
4. Other Business 

o   
 

o Does delivery of the fast followers constitute MVP for ongoing operations? Answer: No, it is in 
addition to the solution being delivered at go-live. 

 
5. Summary of Action Points 

• ACTION:   meet on the impact of current workflow changes 
(CR150/CR151/CR155) being ‘hot-fixed’ and whether this impacts regression execution or determine if 
this is a risk that can be managed. 
 

Meeting finished at 11:56 AM

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a) s 9(2)(a)

s 9(2)(a) s 9(2)(ba)(i)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)













   
  

 
 
 
 

IN CONFIDENCE 

Date & Time Tuesday 20th May 2025, 11:00am to 12:00pm  

Location RM Pastoral L16.02 and Online via Teams 

Agenda 

20 MAY 2025 BCU 
Steering Group Mee  

 

In Attendance MBIE: Richard Owen (Chair),  

 

Apologies  

 
1. Minutes of previous meeting  

• Previous minutes for the Steering Group meeting on 22 April 2025 were accepted and actions updated.  
 

2. NEC Update  
•  Status Report 

o Overall RAG Status is Red due to additional severity 2 defects being raised; this impacts the delivery 
schedule including the workflow changes.  

o Query from Carolyn Tremain asked  last Friday (16 May) if NEC would be able to 
deliver the workflow defects earlier than this Thursday (22 May); was this able to progress? 

o No; although NEC staff have been working overtime to try and bring this forward, the defects still 
need to be tested in the NEC System Test environment and are scheduled for delivery to MBIE by 
the end of this week (23 May).  

o  when will MBIE be able to provide confirmation of a Go-live date? 
o  Go-live date confirmation is probably 2.5 to 3 weeks away; this is contingent on having a 

working solution by the middle of next week (w/c 26 May) including running data to confirm 
override rules and completing a round of regression testing. 

o Support handover with Datacom continues to progress. 
o NEC NZ are working through the queries on data structures; an internal workshop is scheduled for 

this afternoon, with a follow-up workshop including NECAM to be scheduled.  
o A change request may be required for data fix utilities.  
o Richard clarified that no change requests will be approved unless either he  have 

determined that they are critical, and required for go-live.  
• Commercials 

o MBIE haven’t received the IPE EULA, which was expected last week (w/e 16 May); is there 
any progress on this?  following up internally.  

o to follow up a timeframe, regarding the IPE EULA. ACTION 
o  MBIE are awaiting an estimate around the Security Vulnerability scans and an example of a 

report, which was expected last week; is there any progress on this? 
o has followed up with NECAM and will follow this up again for a response this week. ACTION 

• Other business 
o Overrides:  provided a slide view of what MBIE database queries are required regarding 

Overrides.   requested a copy of the slide. ACTION -  
o A first round of answers will help to take steps toward the end goal; once NEC answers questions 

answered and  facilitating within NEC the people required. 
o NECAM database support was offered by  at the Executive meeting last Friday (16 May).  
o noted that it would be useful to have the NEC and NECAM resources arranged for a 

database conversation with within the week. ACTION   
 

• NEC Left the meeting at 11.29AM  
  
3. MBIE Update:  

• Status Reports 

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a) s 9(2)(a)

s 9(2)(a)
s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)
s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a) s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)
s 9(2)(a) s 9(2)(a)

s 9(2)(a)



IN CONFIDENCE 

o Taken as read. 
o Overall Rag Status is Red  
o BCU is 2-3 weeks away from having a confirmed end to end solution, with a July Go-live date still 

expected, however later in July as a result of continual defect remediation. 
o The decision to go live will be based on completing a round of regression testing, confirming 

Enterprise Data Warehouse timelines, Override rules finalised, and sign off on commercials.  
o A conversation was had at the weekly meeting with NEC Executives around the provision of NECAM 

resources for Go-live.  
o  Richard provided an update to the Delivery Governance Board yesterday (19 May).  
o Richard has been requested to provide regular verbal updates at the Immigration Monthly 

Operations Manager Meeting (IMOM).  
o will socialise the draft BCU Implementation plan internally by the end of this week (23 May).  
o ‘Train the Trainer’ is planned for IPE in mid-June. 
o There is still a lot to cover regarding training; the content is on track, however the plan to have all 

business users trained requires needs further work.  
o A weekly internal Executive Dashboard Report and a weekly internal Dashboard for the Minister of 

Immigration have been added to project reporting cycles; these will be sent to internal Steering 
Group members for informal purposes.   

• Risks and Issues 
o Not discussed 

 
4. Other Business 

• The final draft of the communications plan will be socialised with MBIE Steering Group Members first to 
ensure that those requiring information on BCU cutover (for example, the Immigration Contact centre) 
are covered.  ACTION:  

• is completing an implementation plan with EY, and this will be circulated internally for review 
including the Steering Committee members.  
 

5. Summary of Action Points 
• ACTION:  to follow up a timeframe this week regarding the IPE EULA. 
• ACTION:  to follow up for an estimate from NECAM for the security vulnerability scans. 
• ACTION: o send  a copy of the Override Slide presented at this meeting.  
• ACTION:  to arrange a database conversation between NEC and NECAM resources and , 

within the week. 
• ACTION: The final draft of the communications plan will be socialised with MBIE Steering Group 

Members first to ensure that those requiring information on BCU cutover (for example, the Immigration 
Contact centre) are covered.   
 

Meeting finished at 12:06 PM

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)
s 9(2)(a)
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IN CONFIDENCE 

Date & Time Tuesday 3rd June 2025, 11:00am to 12:00pm  

Location RM Pastoral L16.02 and Online via Teams 

Agenda 

03 JUN 2025 BCU 
Steering Group Mee  

 

In Attendance MBIE: Richard Owen (Chair),  
 

  

Apologies   

 
1. Minutes of previous meeting  

• Introduction to   
• Previous minutes for the Steering Group meeting on 20 May 2025 were accepted and actions updated.  

 
2. NEC Update –  

•  Status Report 
o Ongoing challenges with data issues and retention requirements. 
o CR155 has been raised to address a missed requirement (capturing deleted date and time); NEC is 

currently working on this. 
o A small number of Severity 2 tickets remain open; focus is required to resolve these, with 

workarounds in place via hotfixes. 
o Issues: Changes to workflow functionality have introduced challenges; change requests related to 

data inconsistency are being addressed. 
o Retention Requirements are awaiting input from MBIE to confirm the approach. 
o Initial production checks show gaps with the infrastructure setup, and firewalls missing that need 

resolution. 
o Questions in the data structures document are being addressed. 
o CR153 has been raised regarding data clean-up in UAT to remove millions of incorrect records. 
o  asked if there were any significant concerns from Steering Group members for going live.  

noted that MBIE’s main priority is achieving a fully working solution so that a GoLive date 
can be determined. 

• Commercials 
o Not discussed at this meeting 

• Other business 
o Not discussed at this meeting 

 
• NEC Left the meeting at 11.27AM  

  
3. MBIE Update:  

• Status Reports 
o Taken as read. 
o Data issues are expected to be mostly resolved within the next few weeks and is dependent on NEC 

providing answers to questions. 
o Carolyn Tremain has emphasized the importance of completing regression testing before a go-live 

date is set. 
o Business Acceptance Testing (BAT) to follow regression testing (probably the first cycle). 
o EDW (Enterprise Data Warehouse) work is ongoing; is creating a timeline for EDW and QLIK 

deliverables and managing the Security Walled Garden work. 

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)
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o  (NEC Resource) has been identified as a potential point of failure; concerns were raised about 
 has advised that additional 

capability has been onboarded. 
o Commercial discussions are ongoing regarding the NEC BCU support SoW. 
o Overrides are on the critical path; alternative go-live options are being considered if issues persist. 
o Concerns raised about go-live timing during staff leave periods (e.g., early August). 
o Recommendation to avoid go-live between November and February due to staff availability. 
 

• Risks and Issues 
o Not discussed 

 
4. Other Business 

o USA has indicated readiness to set up codes for data sharing; backup arrangements are in 
place with Argonaut. 

o Does delivery of the fast followers constitute MVP for ongoing operations? Answer: No, it is in 
addition to the solution being delivered at go-live. 

 
5. Summary of Action Points 

• ACTION:   to meet on the impact of current workflow changes 
(CR150/CR151/CR155) being ‘hot-fixed’ and whether this impacts regression execution or determine if 
this is a risk that can be managed. 
 

Meeting finished at 11:56 AM

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)
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