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Biometric Capability Update (BCU) 
Steering Group – Terms of Reference 

1 Purpose 
The purpose of this document is to outline the roles, responsibilities, and workings of the Biometric 
Capability Update (BCU) Steering Group. 

 

2 Background 
The Biometric Capability Update (BCU) Project delivers an upgrade to the biometrics matching 
software and algorithm to provide improved matching rates  

, plus replacement of In Person enrolment (IPE) 
used by a variety business users incl. those from Border, Refugee and Compliance. 

 

3 Role of the Steering Group 
The role of the Steering Group is to take responsibility for the achievement of the Biometric 
Capability Update (BCU) objectives to enable the benefits as agreed in the project business case. The 
Steering Group will maintain oversight of the project deliverables, provide direction to the Project 
Manager, as well as monitor and review the project status. 

The Steering Group provides a stabilising influence, direction, guidance, and decision making to 
support the successful delivery of the project. This guidance extends to include the readiness of the 
business to realise the benefits of the project. 

The establishment of the Biometric Capability Update (BCU) during the Delivery Phase replaces the 
existing Biometric Capability Update (BCU) Reference Group. 

 

4 Functions 
The primary function of the Steering Group is to provide governance and oversight of the Biometric 
Capability Update (BCU) project to ensure its successful delivery. This includes: 

 
• Ensuring that the project remains viable (with reference to the business case) throughout 

its life; 

• Monitoring the project’s progress to ensure that the project is successfully delivered to 
the agreed schedule; budget; scope; and quality and that the expected benefits are on 
track for realisation; 

• Oversight of any advisory/reference groups reporting to the project; 

• Making effective decisions relating to the delivery of the project that will maximise the 
realisation of the expected benefits; 

• Formal acceptance of all project deliverables, and endorsement of any governance 
artefacts requiring submission to the Portfolio Board; 
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• Providing assistance to the project when risks and issues are escalated to the Steering 
Group; 

• Escalating, if required, any matters that cannot be resolved at a Steering Group level to 
the next tier of governance; 

• Ensuring that the project is following the MBIE Project Delivery Framework; 

• Ensuring that appropriate project quality assurance activities are in place to support the 
successful delivery of the project; and 

• Ensuring that the project is appropriately resourced to deliver a successful project 
outcome. 

 

5 Collective Responsibilities 
The following lists the key responsibilities of the Steering Group: 

 

At the start of the 
project 

• Ensuring the Steering Group has the appropriate membership to 
fill the required roles. 

• Review, feedback, and accept the Terms of Reference document. 

• Acquire an in depth understanding of the project deliverables; 
their priorities, and the planned benefits to ensure they are clearly 
defined. 

During the project • Ensure the Project Manager has the required level of support to 
deliver the project. 

• Monitoring progress by exception - schedule; budget; scope; risks; 
and issues to ensure the expected benefits are on track for 
realisation. 

• Endorse the Business Case for submission to the Portfolio Board. 

• Following the approval of the Business Case, endorse any changes 
to the project’s baseline by the Change Request process before 
submission to the Portfolio Board. 

• Signing off that the project deliverables have been delivered to the 
required standards. 

• Ensuring the appropriate financial management of the project is in 
place. 

• Provides guidance and direction to the project keeping it within 
the agreed constraints. 

• Ensure appropriate communication about the project takes place 
with relevant stakeholders. 

• Approve the project go live – the go/no go decision. 
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8.5 Frequency of meetings 
The Steering Group will meet fortnightly and may change to montly at a later date. 

Additional out of cycle meetings may be arranged at the request of the Chair when required to 
support the delivery of the project. 

The Steering Group will be active until the project has been formally closed. 

 

8.6 Vendor Participation 
Vendor attendance will be by invitation only and for a set time within the meeting. When in 
attendance they will be the first agenda item allowing the meeting to resume in confidence. 

Where required, an extract of meeting minutes and actions pertinent to the specific vendor will be 
provided following the release of the Minutes internally. 

 

8.7 Meeting Inputs 
Meeting information (including an agenda) will be distributed to Steering Group members two 
working days prior to the Steering Group meeting. Information will be collated and distributed by 
the Project Manager. 

It is expected that members will have read the papers in advance of the meeting to facilitate 
expedited decision making. 

Meeting papers are ‘in confidence’ and will not be issued to external parties. 

 

8.8 Meeting Minutes 
The Chair of the Steering Group is responsible for ensuring minutes (or a record of decisions) for 
Steering Group meetings – including actions – are taken during the meeting and are distributed no 
later than five working days after the meeting. It is the responsibility of the Project Manager to 
ensure the minutes are distributed and stored in the MAKO project folder. 

Meeting minutes will be classified as ‘in confidence’ and will not be released externally. 

 

8.9 Conflicts of Interest 
All Steering Group members are responsible for declaring any actual, potential or perceived conflicts 
of interest. In all cases where a conflict of interest exists, or may be reasonably perceived to exist, 
the Chair will decide on whether the member, having disclosed the interest may participate as an 
active member of the Steering Group, or is not suitable to sit on the Steering Group going forward. 

 

8.10 Non Decision Making Groups 
An advisory / reference group may be established to support the project. The role of the advisory 
group is to provide subject matter advice to the project team and the Steering Group. The advisory 
group does not have decision making responsibilities with respect to the delivery of the project. 
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• Providing assistance to the project when risks and issues are escalated to the Steering 
Group; 

• Escalating, if required, any matters that cannot be resolved at a Steering Group level to 
the next tier of governance; 

• Ensuring that the project is following the MBIE Project Delivery Framework; 

• Ensuring that appropriate project quality assurance activities are in place to support the 
successful delivery of the project; and 

• Ensuring that the project is appropriately resourced to deliver a successful project 
outcome. 

 

5 Collective Responsibilities 
The following lists the key responsibilities of the Steering Group: 

 

At the start of the 
project 

• Ensuring the Steering Group has the appropriate membership to 
fill the required roles. 

• Review, feedback, and accept the Terms of Reference document. 

• Acquire an in depth understanding of the project deliverables; 
their priorities, and the planned benefits to ensure they are clearly 
defined. 

During the project • Ensure the Project Manager has the required level of support to 
deliver the project. 

• Monitoring progress by exception - schedule; budget; scope; risks; 
and issues to ensure the expected benefits are on track for 
realisation. 

• Endorse the Business Case for submission to the Portfolio Board. 

• Following the approval of the Business Case, endorse any changes 
to the project’s baseline by the Change Request process before 
submission to the Portfolio Board. 

• Signing off that the project deliverables have been delivered to the 
required standards. 

• Ensuring the appropriate financial management of the project is in 
place. 

• Provides guidance and direction to the project keeping it within 
the agreed constraints. 

• Ensure appropriate communication about the project takes place 
with relevant stakeholders. 

• Approve the project go live – the go/no go decision. 
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8.2 Decision Making 
The final decision for all other matters rests with the Chair of the Steering Group. The Steering 
Group is chaired by the Sponsor, but the Sponsor may delegate this responsibility to the Business 
Owner. Only full members of the steering group are decision makers. 

 

8.3 Attendance 
Steering Group members are expected to prioritise and attend all meetings unless unavoidable. 

Where possible attendance will be in person, on occasions where it is not possible a TEAMS link will 
be provided by contacting the Project Cordinator in advance. 

 

8.4 Delegates 
Members of the Steering Group can delegate attendance to the meeting provided there is formal 
approval from the Chair prior to the meeting. 

 

8.5 Frequency of meetings 
The Steering Group will meet fortnightly and may change to montly at a later date. 

Additional out of cycle meetings may be arranged at the request of the Chair when required to 
support the delivery of the project. 

The Steering Group will be active until the project has been formally closed. 

 

8.6 Vendor Participation 
Vendor attendance will be by invitation only and for a set time within the meeting. When in 
attendance they will be the first agenda item allowing the meeting to resume in confidence. 

Where required, an extract of meeting minutes and actions pertinent to the specific vendor will be 
provided following the release of the Minutes internally. 

 

8.7 Meeting Inputs 
Meeting information (including an agenda) will be distributed to Steering Group members two 
working days prior to the Steering Group meeting. Information will be collated and distributed by 
the Project Manager. 

It is expected that members will have read the papers in advance of the meeting to facilitate 
expedited decision making. 

Meeting papers are ‘in confidence’ and will not be issued to external parties. 

 

8.8 Meeting Minutes 
The Chair of the Steering Group is responsible for ensuring minutes (or a record of decisions) for 
Steering Group meetings – including actions – are taken during the meeting and are distributed no 
later than five working days after the meeting. It is the responsibility of the Project Manager to 
ensure the minutes are distributed and stored in the MAKO project folder. 
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realisation. 
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of interest. In all cases where a conflict of interest exists, or may be reasonably perceived to exist, 





Page 1 of 10 

 

 

Biometric Capability Update (BCU) 
Steering Group – Terms of Reference 

1 Purpose 
The purpose of this document is to outline the roles, responsibilities, and workings of the Biometric 
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the project. 

 

4 Functions 
The primary function of the Steering Group is to provide governance and oversight of the Biometric 
Capability Update (BCU) project to ensure its successful delivery. This includes: 

 
• Ensuring that the project remains viable (with reference to the business case) throughout its life; 
• Monitoring progress to ensure that the project is successfully delivered to the agreed schedule; 

budget; scope; and quality and that the expected benefits are on track for realisation; 
• Making effective decisions that will maximise the realisation of the expected project benefits; 
• Formal acceptance of all project deliverables, and endorsement of any governance artefacts 

requiring submission to the Portfolio Board; 
• Providing assistance to the project when risks and issues are escalated to the Steering Group; 
• Escalating, if required, any matters that cannot be resolved at a Steering Group level to the next 

tier of governance; 
• Ensuring that the project is following the MBIE Project Delivery Framework; 
• Ensuring that appropriate project quality assurance activities are in place to support the 

successful delivery of the project; and 
• Ensuring that the project is appropriately resourced to deliver a successful project outcome. 
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5 Collective Responsibilities 
The following lists the key responsibilities of the Steering Group: 

 

At the start of the 
project 

• Ensuring the Steering Group has the appropriate membership to 
fill the required roles. 

• Review, feedback, and accept the Terms of Reference document. 

• Acquire an in depth understanding of the project deliverables; 
their priorities, and the planned benefits to ensure they are clearly 
defined. 

During the project • Ensure the Project has the required level of support to deliver the 
project. 

• Monitoring progress by exception - schedule; budget; scope; risks; 
and issues to ensure the expected benefits are on track for 
realisation. 

• Endorse the Business Case for submission to the Portfolio Board. 

• Following the approval of the Business Case, endorse any changes 
to the project’s baseline by the Change Request process before 
submission to the Portfolio Board. 

• Signing off that the project deliverables have been delivered to the 
required standards. 

• Ensuring the appropriate financial management of the project is in 
place. 

• Provides guidance and direction to the project keeping it within 
the agreed constraints/ tolerances. 

• Provides the main point of escalation for the project. 

• Ensure appropriate communication about the project takes place 
with relevant stakeholders. 

• Approve the project go live – the go/no go decision. 

At the end of the 
project 

• Gain assurance that there has been effective integration of the 
relevant project outputs into business as usual activities. 

• Ensure that any benefits that will be realised post project have 
Benefit Owners and a clear realisation schedule. 

• Endorse the formal closing of the project and submission of the 
Project Closure Report to the Portfolio Board. 
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6 Individual Roles and Responsibilities 
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6 Individual Roles and Responsibilities 
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8.6 Vendor Participation 
NEC as the key vendor will have two representitives as full members of the steering group. Other 
vendor attendance will be by invitation only and for a set time within the meeting. At the conclusion 
of the full steering group meeting, time will be allocated for MBIE group members only to review 
and/ or discuss commercially or financially sensitive information. Where required, an extract of 
meeting minutes and actions pertinent to the specific vendor will be provided following the release 
of the Minutes internally. 

 

8.7 Meeting Inputs 
Meeting information (including an agenda) will be distributed to Steering Group members two 
working days prior to the Steering Group meeting. Information will be collated and distributed by 
the Project. 

It is expected that members will have read the papers in advance of the meeting to facilitate 
expedited decision making. 

Meeting papers are ‘in confidence’ and will not be issued to external parties. 

 

8.8 Meeting Minutes 
The Chair of the Steering Group is responsible for ensuring minutes (or a record of decisions) for 
Steering Group meetings – including actions – are taken during the meeting and are distributed no 
later than five working days after the meeting. It is the responsibility of the Project Manager to 
ensure the minutes are distributed and stored in the MAKO project folder. 

Meeting minutes will be classified as ‘in confidence’ and will not be released externally. 

 

8.9 Conflicts of Interest 
All Steering Group members are responsible for declaring any actual, potential or perceived conflicts 
of interest. In all cases where a conflict of interest exists, or may be reasonably perceived to exist, 
the Chair will decide on whether the member, having disclosed the interest may participate as an 
active member of the Steering Group, or is not suitable to sit on the Steering Group going forward. 

 

8.10 Non Decision Making Groups 
An advisory / reference group may be established to support the project. The role of the advisory 
group is to provide subject matter advice to the project team and the Steering Group. The advisory 
group does not have decision making responsibilities with respect to the delivery of the project. 

 

8.11 Acceptance of Terms of Reference 
The Steering Group has agreed that the Terms of Reference are appropriate and accurate for the 
Steering Group’s role and function in governing and supporting the project. 

8.12 Document control 
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1 Refer to section: 8.10 Change Control Process 
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6 Individual Roles and Responsibilities 
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meeting minutes and actions pertinent to the specific vendor will be provided following the release 
of the Minutes internally. 

 

8.7 Meeting Inputs 
Meeting information (including an agenda) will be distributed to Steering Group members two 
working days prior to the Steering Group meeting. Information will be collated and distributed by 
the Project. 

It is expected that members will have read the papers in advance of the meeting to facilitate 
expedited decision making. 

Meeting papers are ‘in confidence’ and will not be issued to external parties. 

 

8.8 Meeting Minutes 
The Chair of the Steering Group is responsible for ensuring minutes (or a record of decisions) for 
Steering Group meetings – including actions – are taken during the meeting and are distributed no 
later than five working days after the meeting. It is the responsibility of the Project Manager to 
ensure the minutes are distributed and stored in the MAKO project folder. 

Meeting minutes will be classified as ‘in confidence’ and will not be released externally. 

 

8.9 Conflicts of Interest 
All Steering Group members are responsible for declaring any actual, potential or perceived conflicts 
of interest. In all cases where a conflict of interest exists, or may be reasonably perceived to exist, 
the Chair will decide on whether the member, having disclosed the interest, may participate as an 
active member of the Steering Group, or is not suitable to sit on the Steering Group going forward. 

 

8.10 Change Control Process 
When it is identified that the project cannot be delivered as per the approved business case, and it is 
forecast that time, cost, scope or benefits will be altered from the approved baseline, a Change 
Request must be raised and submitted to the Project Steering Group for endorsement / approval, 
prior to exceeding these baselines. 

 
Changes within project tolerances can be agreed at the Project Sponsor’s discretion at any time; this 
includes changes raised both by Vendors and by MBIE. These changes will be managed and tracked 
using a Joint Decision Register. 

 
If a change exceeds project tolerances, a Change Request must be raised for the full value of the 
change, and brought to the Steering Group for endorsement before it can be submitted for DGB and 
ICDC approval. Change Requests can only be endorsed by full members of the Steering Group. 
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Biometric Capability Update (BCU) 
Steering Group – Terms of Reference 

1 Purpose 
The purpose of this document is to outline the roles, responsibilities, and workings of the Biometric 
Capability Update (BCU) Steering Group. 

 

2 Background 
The Biometric Capability Update (BCU) Project delivers an upgrade to the biometrics matching 
software and algorithm to provide improved matching rates  

 plus replacement of In Person Enrolment 
(IPE) used by a variety of business users including those from Border, Refugee and Compliance. 

 

3 Role of the Steering Group 
The role of the Steering Group is to govern the achievement of the Biometric Capability Update 
(BCU) objectives to enable the benefits as agreed in the project business case. The Steering Group 
will maintain oversight of the project deliverables, alignment of delivery with benefits, provide 
direction to the Project Director and Manager, as well as monitor and review the project status. 

The Steering Group provides direction, guidance, and decision-making to support the successful 
delivery of the project. This guidance includes the readiness of the business to realise the benefits of 
the project. 

 

4 Functions 
The primary function of the Steering Group is to provide governance and oversight of the Biometric 
Capability Update (BCU) project to ensure its successful delivery. This includes: 

 
• Ensuring that the project remains viable (with reference to the business case) throughout its life; 
• Monitoring progress to ensure that the project is successfully delivered to the agreed schedule; 

budget; scope; and quality and that the expected benefits are on track for realisation; 
• Making effective decisions that will maximise the realisation of the expected project benefits; 
• Formal acceptance of all project deliverables, and endorsement of any governance artefacts 

requiring submission to the Portfolio Board; 
• Providing assistance to the project when risks and issues are escalated to the Steering Group; 
• Escalating, if required, any matters that cannot be resolved at a Steering Group level to the next 

tier of governance; 
• Ensuring that the project is following the MBIE Project Delivery Framework; 
• Ensuring that appropriate project quality assurance activities are in place to support the 

successful delivery of the project; and 
• Ensuring that the project is appropriately resourced to deliver a successful project outcome. 

s 6(c)
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5 Collective Responsibilities 
The following lists the key responsibilities of the Steering Group: 

 

At the start of the 
project 

• Ensuring the Steering Group has the appropriate membership to 
fill the required roles. 

• Review, feedback, and accept the Terms of Reference document. 

• Acquire an in depth understanding of the project deliverables; 
their priorities, and the planned benefits to ensure they are clearly 
defined. 

During the project • Ensure the Project has the required level of support to deliver the 
project. 

• Monitoring progress by exception - schedule; budget; scope; risks; 
and issues to ensure the expected benefits are on track for 
realisation. 

• Endorse the Business Case for submission to the Portfolio Board. 

• Following the approval of the Business Case, endorse any changes 
to the project’s baseline by the Change Control process1 before 
submission to the Portfolio Board. 

• Signing off that the project deliverables have been delivered to the 
required standards. 

• Ensuring the appropriate financial management of the project is in 
place. 

• Provides guidance and direction to the project keeping it within 
the agreed constraints/ tolerances. 

• Provides the main point of escalation for the project. 

• Ensure appropriate communication about the project takes place 
with relevant stakeholders. 

• Approve the project go live – the go/no go decision. 

At the end of the 
project 

• Gain assurance that there has been effective integration of the 
relevant project outputs into business as usual activities. 

• Ensure that any benefits that will be realised post project have 
Benefit Owners and a clear realisation schedule. 

• Endorse the formal closing of the project and submission of the 
Project Closure Report to the Portfolio Board. 

 
 
 
 
 
 
 

 
1 Refer to section: 8.10 Change Control Process 
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8.5 Frequency of meetings 
The Steering Group will meet fortnightly and may change to monthly at a later date. 

Additional out of cycle meetings may be arranged at the request of the Chair when required to 
support the delivery of the project. 

The Steering Group will be active until the project has been formally closed. 

 

8.6 Vendor Participation 
NEC as the key vendor will have two representatives as full members of the steering group. Other 
vendor attendance will be by invitation only and for a set time within the meeting. At the conclusion 
of the full steering group meeting, time will be allocated for MBIE group members only to review 
and/ or discuss commercially or financially sensitive information. Where required, an extract of 
meeting minutes and actions pertinent to the specific vendor will be provided following the release 
of the Minutes internally. 

 

8.7 Meeting Inputs 
Meeting information (including an agenda) will be distributed to Steering Group members two 
working days prior to the Steering Group meeting. Information will be collated and distributed by 
the Project. 

It is expected that members will have read the papers in advance of the meeting to facilitate 
expedited decision making. 

Meeting papers are ‘in confidence’ and will not be issued to external parties. 

 

8.8 Meeting Minutes 
The Chair of the Steering Group is responsible for ensuring minutes (or a record of decisions) for 
Steering Group meetings – including actions – are taken during the meeting and are distributed no 
later than five working days after the meeting. It is the responsibility of the Project Manager to 
ensure the minutes are distributed and stored in the MAKO project folder. 

Meeting minutes will be classified as ‘in confidence’ and will not be released externally. 

 

8.9 Conflicts of Interest 
All Steering Group members are responsible for declaring any actual, potential or perceived conflicts 
of interest. In all cases where a conflict of interest exists, or may be reasonably perceived to exist, 
the Chair will decide on whether the member, having disclosed the interest, may participate as an 
active member of the Steering Group, or is not suitable to sit on the Steering Group going forward. 

 

8.10 Change Control Process 
When it is identified that the project cannot be delivered as per the approved business case, and it is 
forecast that time, cost, scope or benefits will be altered from the approved baseline, a Change 
Request must be raised and submitted to the Project Steering Group for endorsement / approval, 
prior to exceeding these baselines. 








