
   
  

 
 
 
 

IN CONFIDENCE 

Date & Time Tuesday 1st July 2025, 11:00am to 12:00pm  

Location RM Pastoral L16.02 and Online via Teams 

Agenda 

01 JUL 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  

• is leaving the Steering Group. No replacement is required. 
• requested that the previous minutes be amended to note that NEC have delivered the Production 

Go-Live version of the Solution. 
• Richard noted that, from MBIE’s perspective, the core solution has been delivered, but that it is not the 

production ready product as there are ‘must-have’ defects to resolve.  
• It was acknowledged that the production version of the Solution is close.   
• Previous minutes for the Steering Group meeting on 03 June 2025 were accepted and actions updated.  

 
2. NEC Update   

•  Status Report 
o Taken as read 
o requested that NEC be included in the Go Live date discussion.  
o NEC AUNZ have advised that they will bring resources out to New Zealand from the United States to 

assist with Go-Live and to cover for NEC Expert resources that may be on leave. 
o High Availability (HA) functionality, which is not included in project scope, has contributed to delays. 
o CR153 (Data utility to clean stuck transactions) is completed, CR155 (Matcher Deletion Time Audit 

and QC Edit Workflow) was delivered early with extra scope to include QC Edit changes, and CR157 
(IBW modifications for High Availability) is not yet approved.  

o Performance issues around UAT are a work in progress; Devs are working on this and should have a 
fix by the end of this week. 

• Commercials 
o Commercial negotiations (BCU Support SoW primarily) are close to being finalised, with only two or 

three issues, from  perspective.  
o The BCU Support SoW is currently with NEC, who will provide an updated version to MBIE next 

week; a meeting is scheduled for next week to discuss.   
o MBIE are keen to close out the remaining points of difference as all commercial agreements must be 

in place by Go-Live.  
o noted that there was an issue regarding Datacom in terms of upskilling and said that  

(Datacom), MBIE and NEC are across this together, and it should be sorted soon.  
• Other business 

o No other business. 
 

• NEC Left the meeting at 11.24AM  
  
3. MBIE Update:  

• Status Reports 
o Taken as read. 
o MBIE received the fix for CR155 last week; testing on this is going well thus far.  
o A software release was received on Monday 30th June and included 7 surprise Fast Follower defect 

fixes.  Although this is positive, additional testing is required and may disrupt testing timeframes. 
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IN CONFIDENCE 

o Regression testing (cycle 1 and 2) is currently on track to complete around mid/late-July. 
o Subject to the outcome of Regression Cycle 1, and partly testing cycle 2, a Go-Live timeframe may be 

confirmed soon.   
o Data Warehouse work is positive, and a confirmed solution is expected by the end of July. 
o Implementation work has commenced on the Security Walled Garden, with most changes made 

expected prior to Go-live 
o Security Penetration Testing was recently completed; findings indicated that some of the same 

defects previously resolved, have been reintroduced into the solution.  
o Overrides are progressing, with an understanding of what override rule changes are required by 

mid-July.  
o Progress on commercials is not as positive as NEC noted; there are items outstanding, including 

early termination, and it is likely that the Security SoW will incur additional costs.  
o Discussion was held around the HA issue; although it is excluded from the project scope, it is 

required, and contingency has been built in for this.  
o Conversations are under way around Go-Live dates, with consideration to other MBIE activities, and 

resource availability.  
o Targeted dates of 5-7 September / 12-14 September are dependent on both cycles of regression 

testing completing (or near completing) by the end of July.   
o Approval to capitalise BCU was granted last week, and project closure activities are under way in 

preparation for the July DGB.  
o Approval was also provided by the Immigration System Governance Group (ISGG) for funding of the 

BCU Value Stream for FY25/26.  
o A meeting is scheduled for 3PM today with  

to begin negotiations for service costs.  
o A demonstration of the BCU Solution will be provided to the Minister of Immigration in a few weeks’ 

time. The Minister’s office will confirm a date with  
• Risks and Issues 

o Not discussed 
 
4. Other Business 

• Update on Regression Testing: Of 322 test scripts (including 35 listed as not applicable), 68% have 
passed, 6% are failed/blocked, 3% are paused and 23% are left to run. 

•  
5. Summary of Action Points 

• ACTION:   No new action points. 
 

Meeting finished at 11:45 AM

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;  creating a timeline for EDW and QLIK 

deliverables and managing the Security Walled Garden work. 
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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 :  
. 

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
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High-level Schedule/Timeline – to be updated following MBIE CR 
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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 15th July 2025, 11:00am to 12:00pm  

Location RM Pastoral L16.02 and Online via Teams 

Agenda 

15 JUL 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 01 July 2025 were accepted and actions updated.  
 
2. NEC Update  

•  Status Report 
o Taken as read 
o Overall project status us still red, as NEC are waiting for confirmation of the Go-live date. 
o Severity Two defects are still being raised, but these are reducing. 
o The latest software hotfix was due to be delivered on Thursday (17/07), however that may not occur 

due to an issue with the Reveal defect fix;  has escalated this to NECAM. This issue does not 
delay the second cycle of regression testing from commencing; however, it may impact the solution 
demonstration for Alison McDonald on Friday 18th July.  

o Pre-production activities are progressing and should be complete in the next few days. 
o NEC are working through the ongoing questions around Data Structures; the majority of questions 

have been responded to; however new questions can arise from previous responses;  will 
provide  with a confirmed list of unanswered questions as part of normal interactions.  

o indicated that he is interested to work through the fast follower defects and change 
requests.  will meet and discuss, however this is not a 
priority against go-live preparation.  ACTION    

o Richard requested that either  be included in the fast follower walkthrough, as he 
would like to ensure that the business understand which fast followers have the most impact on a 
manual workaround basis.  

• Commercials 
o NEC held an internal meeting re the BCU Support SoW this morning and noted they should be able 

to send the latest reviewed version to MBIE today (Tuesday 15th).   
o Q: The Commercial RAG Status in the NEC PSR is Red; is there anything that the Steering Group 

should be concerned about?  A: No concerns for the Steering Group. 
o noted that there are two current areas in the Support SoW to raise internally within MBIE: 

privileged access and early termination charges.  
o Q: What is the status of the two ‘comfort’ letters re the BCU and IPE EULAs? A from : They are 

in progress and will be with MBIE by the end of this week (Fri 18/07) 
• Other business 

o has requested input from Immigration New Zealand around the process for expediting a 
temporary work visa for an essential skills worker from NECAM;  will assist.  
 

• NEC Left the meeting at 11.19AM  
  
3. MBIE Update:  

• Status Reports 
o Taken as read. 
o Regression testing cycle two is starting this week, with cycle one completing today. 
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o MBIE are still targeting the weekend of 12-14 September for Go-Live, however this date will be 
confirmed after at least a week of regression cycle 2 being completed and no significant issues 
raised. 

o Alison McDonald will be provided a demonstration of the solution on Friday (18/07), and a separate 
demonstration for the Minister of Immigration is expected to be held toward the end of July.  

o The currently daily meetings between MBIE and NEC executives will drop to a bi-weekly frequency 
from next week.  

o Carolyn Tremain has advised that she would like to commence preparation for post implementation 
review activities and via  is seeking engagement of an external provider for this.  

o The proposed mid-September timeframe for Go-live is closely aligned with the availability of both 
(NEC key resource) ; the next window for Go-Live after this would be at the end of 

October.  
o MBIE are waiting for NEC to provide the Security SoW to understand what NEC will provide and 

what the cost of this will be.  
o During the meeting,  advised that he had received a timeframe and date have from the 

Minister’s Office: Tuesday 22nd July, 3:45PM to 5PM. 
o This covers the demonstration of the BCU and IPE Solutions, and Student Visa by our Future Services 

Team.  
• Risks and Issues 

o Not discussed 
 

4. Other Business 
• No other business 

 
5. Summary of Action Points 

ACTION:  will meet and discuss fast follower defects and 
change requests, however this is not a priority against go-live preparation. 
 

Meeting finished at 11:39 AM
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IN CONFIDENCE 

Date & Time Tuesday 1st July 2025, 11:00am to 12:00pm  

Location RM Pastoral L16.02 and Online via Teams 

Agenda 

01 JUL 2025 BCU 
Steering Group Mee  

 

In Attendance MBIE: Richard Owen (Chair)  
 

  

Apologies  

 
1. Minutes of previous meeting  

• is leaving the Steering Group. No replacement is required. 
• requested that the previous minutes be amended to note that NEC have delivered the Production 

Go-Live version of the Solution. 
• Richard noted that, from MBIE’s perspective, the core solution has been delivered, but that it is not the 

production ready product as there are ‘must-have’ defects to resolve.  
• It was acknowledged that the production version of the Solution is close.   
• Previous minutes for the Steering Group meeting on 03 June 2025 were accepted and actions updated.  

 
2. NEC Update –   

•  Status Report 
o Taken as read 
o requested that NEC be included in the Go Live date discussion.  
o NEC AUNZ have advised that they will bring resources out to New Zealand from the United States to 

assist with Go-Live and to cover for NEC Expert resources that may be on leave. 
o High Availability (HA) functionality, which is not included in project scope, has contributed to delays. 
o CR153 (Data utility to clean stuck transactions) is completed, CR155 (Matcher Deletion Time Audit 

and QC Edit Workflow) was delivered early with extra scope to include QC Edit changes, and CR157 
(IBW modifications for High Availability) is not yet approved.  

o Performance issues around UAT are a work in progress; Devs are working on this and should have a 
fix by the end of this week. 

• Commercials 
o Commercial negotiations (BCU Support SoW primarily) are close to being finalised, with only two or 

three issues, from perspective.  
o The BCU Support SoW is currently with NEC, who will provide an updated version to MBIE next 

week; a meeting is scheduled for next week to discuss.   
o MBIE are keen to close out the remaining points of difference as all commercial agreements must be 

in place by Go-Live.  
o  noted that there was an issue regarding Datacom in terms of upskilling and said that  

(Datacom), MBIE and NEC are across this together, and it should be sorted soon.  
• Other business 

o No other business. 
 

• NEC Left the meeting at 11.24AM  
  
3. MBIE Update:  

• Status Reports 
o Taken as read. 
o MBIE received the fix for CR155 last week; testing on this is going well thus far.  
o A software release was received on Monday 30th June and included 7 surprise Fast Follower defect 

fixes.  Although this is positive, additional testing is required and may disrupt testing timeframes. 
o Regression testing (cycle 1 and 2) is currently on track to complete around mid/late-July. 
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IN CONFIDENCE 

o Subject to the outcome of Regression Cycle 1, and partly testing cycle 2, a Go-Live timeframe may be 
confirmed soon.   

o Data Warehouse work is positive, and a confirmed solution is expected by the end of July. 
o Implementation work has commenced on the Security Walled Garden, with most changes made 

expected prior to Go-live 
o Overrides are progressing, with an understanding of what override rule changes are required by 

mid-July.  
o Discussion was held around the HA issue; although it is excluded from the project scope, it is 

required, and contingency has been built in for this.  
o Conversations are under way around Go-Live dates, with consideration to other MBIE activities, and 

resource availability.  
o A meeting is scheduled for 3PM today with  

 to begin negotiations for service costs.  
• Risks and Issues 

o Not discussed 
 
4. Other Business 

• Update on Regression Testing: Of 322 test scripts (including 35 listed as not applicable), 68% have 
passed, 6% are failed/blocked, 3% are paused and 23% are left to run. 

•  
5. Summary of Action Points 

• ACTION:   No new action points. 
 

Meeting finished at 11:45 AM
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High-level Schedule/Timeline – to be updated following MBIE CR 
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Release Road Map for MBIE 
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IN CONFIDENCE 

Date & Time Tuesday 15th July 2025, 11:00am to 12:00pm  

Location RM Pastoral L16.02 and Online via Teams 

Agenda 

15 JUL 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 01 July 2025 were accepted and actions updated.  
 
2. NEC Update –  

•  Status Report 
o Taken as read 
o Overall project status us still red, as NEC are waiting for confirmation of the Go-live date. 
o Severity Two defects are still being raised, but these are reducing. 
o The latest software hotfix was due to be delivered on Thursday (17/07), however that may not occur 

due to an issue with the Reveal defect fix; has escalated this to NECAM. This issue does not 
delay the second cycle of regression testing from commencing; however, it may impact the solution 
demonstration for Alison McDonald on Friday 18th July.  

o Pre-production activities are progressing and should be complete in the next few days. 
o NEC are working through the ongoing questions around Data Structures; the majority of questions 

have been responded to; however new questions can arise from previous responses;  will 
provide  with a confirmed list of unanswered questions as part of normal interactions.  

o  indicated that he is interested to work through the fast follower defects and change 
requests. en will meet and discuss, however this is not a 
priority against go-live preparation.  ACTION    

o Richard requested that either  be included in the fast follower walkthrough, as he 
would like to ensure that the business understand which fast followers have the most impact on a 
manual workaround basis.  

• Commercials 
o NEC held an internal meeting re the BCU Support SoW this morning and noted they should be able 

to send the latest reviewed version to MBIE today (Tuesday 15th).   
o Q: The Commercial RAG Status in the NEC PSR is Red; is there anything that the Steering Group 

should be concerned about?  A: No concerns for the Steering Group. 
o Q: What is the status of the two ‘comfort’ letters re the BCU and IPE EULAs? A from : They are 

in progress and will be with MBIE by the end of this week (Fri 18/07) 
• Other business 

o has requested input from Immigration New Zealand around the process for expediting a 
temporary work visa for an essential skills worker from NECAM;  will assist.  
 

• NEC Left the meeting at 11.19AM  
  
3. MBIE Update:  

• Status Reports 
o Taken as read. 
o Regression testing cycle two is starting this week, with cycle one completing today. 
o MBIE are still targeting the weekend of 12-14 September for Go-Live, however this date will be 

confirmed after at least a week of regression cycle 2 being completed and no significant issues 
raised. 

s 9(2)(a)

s 9(2)(a)
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o Alison McDonald will be provided a demonstration of the solution on Friday (18/07), and a separate 
demonstration for the Minister of Immigration is expected to be held toward the end of July.  

o The currently daily meetings between MBIE and NEC executives will drop to a bi-weekly frequency 
from next week.  

o Carolyn Tremain has advised that she would like to commence preparation for post implementation 
review activities and via  is seeking engagement of an external provider for this.  

o The proposed mid-September timeframe for Go-live is closely aligned with the availability of both 
(NEC key resource) and  the next window for Go-Live after this would be at the end of 

October.  
o MBIE are waiting for NEC to provide the Security SoW to understand what NEC will provide and 

what the cost of this will be.  
o During the meeting,  advised that he had received a timeframe and date have from the 

Minister’s Office: Tuesday 22nd July, 3:45PM to 5PM. 
o This covers the demonstration of the BCU and IPE Solutions, and Student Visa by our Future Services 

Team.  
• Risks and Issues 

o Not discussed 
 

4. Other Business 
• No other business 

 
5. Summary of Action Points 

• ACTION will meet and discuss fast follower defects and 
change requests, however this is not a priority against go-live preparation.   
 

Meeting finished at 11:39 AM
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High-level Schedule/Timeline – MBIE to confirm 
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Release Road Map for MBIE 

 
 
  



MBIE Biometric Capability Upgrade and In Person Enrolment Governance Report 23/7/2025 
 

©2024 NEC New Zealand Ltd Commercial in Confidence Page 6 of 7 

NEC Testing Update 
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IN CONFIDENCE 

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

Location RM Pastoral L15.02 and Online via Teams 

Agenda 

12 AUG 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 15 July 2025 were accepted and actions updated.  
 
2. NEC Update  

•  Status Report 
o Taken as read 
o Overall Status is Amber 
o A hotfix was delivered last week; it has progressed into Pre-prod for smoke testing and is in 

preparation for the production update.   noted that further software change 
requirements/defects may arise for the final solution.   

o asked if this would impact Action point #445 around confirmation of the Go-Live date;  
advised that the defects in the Pre-production environment is likely to dissipate, and the UAT defect 
would be triaged after this Steering Group meeting.  

o NEC have created some configuration changes regarding performance tuning and are waiting to test 
this with the Qlik replication switched off.   

o The NEC team are working through a variety of potential solutions to improve performance. 
o If there is an opportunity to reduce the volume of replication, this will be explored, however it may 

or may not have an impact on having a performant solution.  
o Pre-production cutover is complete; a review of cutover timings needs to happen to ensure that 

cutover can be achieved within the Production weekend timeframe.  
o Action:  to review the Production cutover plan to confirm timing for Go-Live weekend.  
o NEC are working with Datacom around upskilling regarding Level 2 Support;  is 

working on a checklist to assist with this. 
o The high priority Data Structures questions have been answered; however, if there are any 

questions remaining that need to be answered for Go-Live, please let know.  
o Once MBIE has confirmed the approach for the audit requirements, a change request will likely be 

required for the work.  
o  

• Commercials 
o Not discussed 

• Other business 
o No other business 
 

• NEC Left the meeting at 11.15 AM  
  
3. MBIE Update:  

• Status Reports 
o Taken as read. 
o Performance issues need to be fixed before an announcement around the Go-live timeframe can be 

made.  

s 9(2)(a)

s 9(2)(a)
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o Activities that are happening this week will determine whether Go-live will be in September or at a 
later date. 

o There are now only a very small number of defects, which is positive.  
o Ongoing commercial conversations are being held with  Richard Griffiths,  

regarding services. 
o NEC have presented a proposition, which  is working through with  Richard 

Griffiths, noting that there are terms attached to said proposition that MBIE are not comfortable 
with.  

o This proposition will include resolution of unpaid NEC invoices from April 2025 to present. 
o MBIE are also waiting on the Security SoW from NEC, which should be received the week after next 

(week commencing 25 August 2025).   
o  working on sending the latest MBIE update of the BCU Support SoW to NEC today.    
o Datacom provided a draft Support SoW yesterday (11/08) and will provide an update and a price 

range by the end of August.   
o An Early Life Support (ELS) SoW has also been received from Datacom for 2 months of support on a 

Time & Materials (T&M) basis; during that period Datacom and MBIE will expound on what the 
Support SoW will look like and cost.   

o  Richard Griffiths will have a conversation with  regarding the EULA 
comfort letter.   

o Some challenges have arisen with the IPE laptops; these are being extensively worked through by 
the test team, to narrow down the problem and find a solution.   

o Change management is well under control with communications plans in place and agreed, Standard 
Operating Procedures (SOPs) agreed, Train the Trainer delivery for IPE completed, and completion of 
the online training modules. 

o A monthly aide-memoire to the Minister was issued yesterday. 
o  Richard will update DGB on project progress on Monday (18/08) and also present the 

BCU Project Closure Memo.   
o It was noted that the Steering Group have endorsed/approved the BCU Project Closure Memo for 

presentation to DGB. 
• Risks and Issues 

o Not discussed 
 

4. Other Business 
• Override rules and threshold testing have experienced some delays due to data and replication issues; 

is working on resolving this.  
• Action:  to have a conversation  to ensure that  is clear 

on what is and isn’t available regarding override rules and threshold testing. 
• Upcoming Project team leave:  

  
•  be taking over the Data Warehouse activities whilst , and  will look after the 

Walled Garden activities.   
 

5. Summary of Action Points 
• ACTION:  to review the Production cutover plan to confirm timing for Go-Live weekend. 
• ACTION:  to have a conversation with  to ensure that  is clear 

on what is and isn’t available regarding override rules and threshold testing. 
 

Meeting finished at 11:34 AM
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IN CONFIDENCE 

Date & Time Tuesday 15th July 2025, 11:00am to 12:00pm  

Location RM Pastoral L16.02 and Online via Teams 

Agenda 

15 JUL 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 01 July 2025 were accepted and actions updated.  
 
2. NEC Update –  

•  Status Report 
o Taken as read 
o Overall project status us still red, as NEC are waiting for confirmation of the Go-live date. 
o Severity Two defects are still being raised, but these are reducing. 
o The latest software hotfix was due to be delivered on Thursday (17/07), however that may not occur 

due to an issue with the Reveal defect fix;  has escalated this to NECAM. This issue does not 
delay the second cycle of regression testing from commencing; however, it may impact the solution 
demonstration for Alison McDonald on Friday 18th July.  

o Pre-production activities are progressing and should be complete in the next few days. 
o NEC are working through the ongoing questions around Data Structures; the majority of questions 

have been responded to; however new questions can arise from previous responses;  will 
provide  with a confirmed list of unanswered questions as part of normal interactions.  

o  indicated that he is interested to work through the fast follower defects and change 
requests.  will meet and discuss, however this is not a 
priority against go-live preparation.  ACTION    

o Richard requested that either  be included in the fast follower walkthrough, as he 
would like to ensure that the business understand which fast followers have the most impact on a 
manual workaround basis.  

• Commercials 
o NEC held an internal meeting re the BCU Support SoW this morning and noted they should be able 

to send the latest reviewed version to MBIE today (Tuesday 15th).   
o Q: The Commercial RAG Status in the NEC PSR is Red; is there anything that the Steering Group 

should be concerned about?  A: No concerns for the Steering Group. 
o Q: What is the status of the two ‘comfort’ letters re the BCU and IPE EULAs? A from  They are 

in progress and will be with MBIE by the end of this week (Fri 18/07) 
• Other business 

o  has requested input from Immigration New Zealand around the process for expediting a 
temporary work visa for an essential skills worker from NECAM;  assist.  
 

• NEC Left the meeting at 11.19AM  
  
3. MBIE Update:  

• Status Reports 
o Taken as read. 
o Regression testing cycle two is starting this week, with cycle one completing today. 
o MBIE are still targeting the weekend of 12-14 September for Go-Live, however this date will be 

confirmed after at least a week of regression cycle 2 being completed and no significant issues 
raised. 

s 9(2)(a)

s 9(2)(a)

s 9(2)
( )

s 9(2)
s 9(2)

s 9(2)
( )

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

s 9(2)(a)

s 9(2)(a)

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

s 9(2)(a)



IN CONFIDENCE 

o Alison McDonald will be provided a demonstration of the solution on Friday (18/07), and a separate 
demonstration for the Minister of Immigration is expected to be held toward the end of July.  

o The currently daily meetings between MBIE and NEC executives will drop to a bi-weekly frequency 
from next week.  

o Carolyn Tremain has advised that she would like to commence preparation for post implementation 
review activities and via  is seeking engagement of an external provider for this.  

o The proposed mid-September timeframe for Go-live is closely aligned with the availability of both 
 (NEC key resource) and  the next window for Go-Live after this would be at the end of 

October.  
o MBIE are waiting for NEC to provide the Security SoW to understand what NEC will provide and 

what the cost of this will be.  
o During the meeting,  advised that he had received a timeframe and date have from the 

Minister’s Office: Tuesday 22nd July, 3:45PM to 5PM. 
o This covers the demonstration of the BCU and IPE Solutions, and Student Visa by our Future Services 

Team.  
• Risks and Issues 

o Not discussed 
 

4. Other Business 
• No other business 

 
5. Summary of Action Points 

• ACTION  will meet and discuss fast follower defects and 
change requests, however this is not a priority against go-live preparation.   
 

Meeting finished at 11:39 AM
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IN CONFIDENCE 

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

Location RM Pastoral L15.02 and Online via Teams 

Agenda 

12 AUG 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 15 July 2025 were accepted and actions updated.  
 
2. NEC Update –  

•  Status Report 
o Taken as read 
o Overall Status is Amber 
o A hotfix was delivered last week; it has progressed into Pre-prod for smoke testing and is in 

preparation for the production update.  noted that further software change 
requirements/defects may arise for the final solution.   

o asked if this would impact Action point #445 around confirmation of the Go-Live date;  
advised that the defects in the Pre-production environment is likely to dissipate, and the UAT defect 
would be triaged after this Steering Group meeting.  

o NEC have created some configuration changes regarding performance tuning and are waiting to test 
this with the Qlik replication switched off.   

o The NEC team are working through a variety of potential solutions to improve performance. 
o If there is an opportunity to reduce the volume of replication, this will be explored, however it may 

or may not have an impact on having a performant solution.  
o Pre-production cutover is complete; a review of cutover timings needs to happen to ensure that 

cutover can be achieved within the Production weekend timeframe.  
o Action: to review the Production cutover plan to confirm timing for Go-Live weekend.  
o NEC are working with Datacom around upskilling regarding Level 2 Support;  is 

working on a checklist to assist with this. 
o The high priority Data Structures questions have been answered; however, if there are any 

questions remaining that need to be answered for Go-Live, please let know.  
o Once MBIE has confirmed the approach for the audit requirements, a change request will likely be 

required for the work.  
• Commercials 

o Not discussed 
• Other business 

o No other business 
 

• NEC Left the meeting at 11.15 AM  
  
3. MBIE Update:  

• Status Reports 
o Taken as read. 
o Performance issues need to be fixed before an announcement around the Go-live timeframe can be 

made.  
o Activities that are happening this week will determine whether Go-live will be in September or at a 

later date. 
o There are now only a very small number of defects, which is positive.  
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o Some challenges have arisen with the IPE laptops; these are being extensively worked through by 
the test team, to narrow down the problem and find a solution.   

o Change management is well under control with communications plans in place and agreed, Standard 
Operating Procedures (SOPs) agreed, Train the Trainer delivery for IPE completed, and completion of 
the online training modules. 

o A monthly aide-memoire to the Minister was issued yesterday. 
o  Richard will update DGB on project progress on Monday (18/08) and also present the 

BCU Project Closure Memo.   
o It was noted that the Steering Group have endorsed/approved the BCU Project Closure Memo for 

presentation to DGB. 
• Risks and Issues 

o Not discussed 
 

4. Other Business 
• Override rules and threshold testing have experienced some delays due to data and replication issues; 

 is working on resolving this.  
• Action:  to have a conversation with  to ensure that  clear 

on what is and isn’t available regarding override rules and threshold testing. 
• Upcoming Project team leave:  

  
• will be taking over the Data Warehouse activities whilst  look after the 

Walled Garden activities.   
 

5. Summary of Action Points 
• ACTION: to review the Production cutover plan to confirm timing for Go-Live weekend. 
• ACTION:  to have a conversation with  to ensure that  clear 

on what is and isn’t available regarding override rules and threshold testing. 
 

Meeting finished at 11:34 AM
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IN CONFIDENCE 

Date & Time Tuesday 9th September 2025, 11:00am to 12:00pm  

Location RM Pastoral L15.02 and Online via Teams 

Agenda 

09 SEP 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 26 August 2025 were accepted and actions 
updated.  

 
2. NEC Update  

•  Status Report 
o Taken as read 
o MBIE Project Status Report (PSR): Issue #30 ‘Defects not being fixed in a timely manner delaying a 

production ready MVP’, is still open; suggested closing this issue as it is no longer relevant. 
o  advised that MBIE don’t yet have a production ready solution as there are ‘must have’ 

defects remaining, and advised that Issue #30 would remain, and wording would be amended. 
o The Remaining Severity 2 defects have been broken down into 3 categories: performance and 

volume related, data inconsistencies, and defects requiring change requests.  
o  will meet this week to discuss outstanding defects and change requests. 

Action 
o MBIE to define and agree the Manual Resolution non-functional requirements;  

need to meet and discuss a level of queued manual resolution transactions that MBIE believe needs 
to be supported.  

o  to discuss and advise NEC the approach for NFR manual resolution limits and 
agree a path moving forward. Action 

o  asked for confirmation on where MBIE is currently at regarding regression testing, security 
testing, Business testing and NFR testing;  advised that Business Acceptance Testing and 
Regression cycles 1 and 2 have formally completed and is a significant achievement by all parties.  

o  queried the NEC PSR regarding Budget, noting that it had been agreed with  
and  that there would be no change request for a new go-live date;  advised 
he had not been made aware of this.  

o advised that the NEC PSR commercial commentary requires updating and should refer to the 
commercial team in Australia on progress updates.   

• Other business 
o  noted an issue with CR154 in that MBIE is unable to sign off a change request to the IPE Sow 

version v3.1, as that version has not been signed and approved by either MBIE or NEC.   
o to identify a way forward on additional licenses for IPE and liaise with NEC - Action 
 

• NEC Left the meeting at 11.41AM  
  
3. MBIE Update:  

• Status Reports 
o Taken as read. 
o Focus is on the Go-Live date confirmation, with two critical path activities needed to complete; 1) 

complete the design, build, implementation and testing of replication performance environment, 
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and 2) ensure remaining system must have defects are resolved (noting that these have significantly 
reduced).  

o Depending on the Business, the earliest date for Go-Live is projected between end of October and 
mid November 2025. Alison is aware of the potential timeframes. 

o Node building activities should complete by mid to late October. 
o The Project is within Budget; an arrangement has been made with NEC regarding T&M invoices post 

March, and there are no new charges being made to the 3644-project code.  
o NEC Australia’s legal team is now overseeing the NEC commercial arrangements, as NEC NZ’s 

commercial and legal representatives have been removed from the MBIE account.  
o Laptop build activities are progressing well; MBIE should have the production build candidate next 

week (week ending 19 September)  
o With the quick change in architecture to meet the performance requirements, Richard Griffiths has 

engaged Deloitte to perform a review of security that is expected to be completed prior to Richard’s 
 

o  Richard Owen are meeting with Treasury on Thursday (11/09) regarding the need to 
complete a Gateway review or not.  

• Risks and Issues 
o Not discussed at this meeting. 

 
4. Other Business 

• Alison has asked Richard Owen  to present to the INZ leadership team, once the project Go-
Live date is confirmed.  
 

5. Summary of Action Points 
• ACTION:  will meet this week to discuss outstanding defects and change requests.  
• ACTION:  to discuss and advise NEC the approach for NFR manual resolution limits and 

agree a path moving forward. 
• ACTION:  to identify a way forward on additional licenses for IPE and liaise with NEC  
• ACTION: A prioritised list of Fast Follower defects, including CRs, to be provided to NEC this Friday 

(12/09) – see Action AP#459 
  

Meeting finished at 12:05 PM 
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IN CONFIDENCE 

Date & Time Tuesday 26th August 2025, 11:00am to 12:00pm  

Location RM Pastoral L15.02 and Online via Teams 

Agenda 

26 AUG 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 12 August 2025 were accepted and actions 
updated.  

 
2. NEC Update  

•  Status Report 
o Taken as read 
o Overall Status is Amber – NEC are waiting on confirmation of a Go-live date. 
o NEC will deliver the 8th release update to the Go-live version of software on Thursday 28th August.  
o Performance testing is a top priority; however, it was noted that NEC components are performing at 

expected levels. 
o NEC have been discussing alternative options around progressing the reporting change request to 

provide data in a required format that MBIE could consume. 
o  

 
  

o The identity issues in pre-production smoke testing have been addressed, and NEC are now working 
through lessons learned workshops.   

o The list of questions relating to the Data Structures document have largely been responded to, 
however this will be confirmed when   

o A License issue has been raised, around abort errors due to licenses being exceeded as the SoW 
allows for only 100k images in UAT; NEC are working through and looking to get information from 
MBIE around what projected volumes are.  

o raised a query around a shortlist of outstanding defects that was sent to  
(NEC AU-NZ), noting that the release proposed for Thursday includes only one defect fix. 

o advised that this was the only defect fix that required a software change, as the rest of the 
outstanding defects on the shortlist are test data issues.  

o There are defects in the dashboard that require further review.  
o Work is under way to prepare the production environment for cutover, software is installed and 

close to ready for the interim delta and cutover. 
o asked if the UAT licensing issue was impacting ability to progress testing; advised that it 

was, and it was suggested to take this conversation offline. 
o  to meet and gain clarity around what exactly we are dealing with in regard to 

the licensing issue. Action  
• Commercials 

o Not discussed at this meeting 
• Other business 

o No other business 
 

• NEC Left the meeting at 11.21AM  
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3. MBIE Update:   
• Status Reports 

o Taken as read. 
o met with Richard Griffiths, Carolyn Tremain, Greg Patchell and  (EY) last week to 

discuss performance testing and Data Warehouse issues; the result of this was to review two 
alternative architectural options. 

o A Proof of Concept (POC) was run over the weekend to assess both options, with the outcome 
showing that Snowflake was the better option of the two.  

o The existing Cluster (Active node/Secondary Node/DR Node) will need to be added to in each 
environment (UAT/Preprod/Production) to align to the new design.  

o There is an approximately 8–10-week lead time to stand up additional nodes; is investigating 
whether Datacom could accelerate this.  

o to provide a timeframe on the additional nodes to ascertain a potential go live date. Action 
o Work on the BCU Data Warehouse solution has not officially ceased. 

• Risks and Issues 
 

4. Other Business 
•  BCU is coming to a critical decision point in terms of GoLive,  Richard Owen are meeting with 

Carolyn Tremain and Richard Griffiths tomorrow (27/08).  
• The BCU Steering Group need to document decisions made regarding QLIK and Snowflake  
• Commercial conversations have been progressing well with . 
• A large number of project team members worked through the weekend on the proof of concept around 

QLIK/Snowflake. 
 

5. Summary of Action Points 
• ACTION:  to meet and gain clarity around what exactly we are dealing with 

regarding the licensing issue. 
• ACTION: to provide a timeframe on the additional nodes to ascertain a potential Go-live date. 

  
Meeting finished at 12:05 PM
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