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• Note Complete removal of the Daon components will only be realised 
through the delivery of In Person Enrolment project. This means that 
the Daon equipment and solution will still be required if the project 
does not go ahead. Further, the support agreement will require 
renegotiation if this project (or the In Person Enrolment project) does 
not go ahead.   

• Note: Whilst the BCU project will remove all DAON components from the 
CORE of IDme and IGMS, DAON are still required to support the 
existing In Person Enrolment solution. A separate project, In Person 
Enrolment (IPE), is at the Business Case stage and will be required to 
complete the removal of DAON from the INZ solutions, together with 
the associated commercial and support agreements. 

• Agree To proceed to SoW development and implementation phases for 
Biometric Capacity Update. 
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This project is expected to have a positive impact on ongoing cost, as described in the table below. 

Assumptions as per the notes above: 

Note 1: The Depreciation cost is included for completeness, noting that depreciation is not a cost saving 

Note 2: The NEC Licence and Support cost is greater than the Daon cost however NEC is providing a greater 
level of support than that currently received from Daon. 

Note 3:  The cost of infrastructure will reduce when the number of IDme servers is reduced from 104 to 40. 

Note 4: Efficiency Savings notes and caveats: 

• Includes efficiency savings due to not needing to hire 10 FTE’s.  This funding has been transferred 
from ETA to Identity Services. 

• The growth factor has been estimated at 12%.  However indications are that this is conservative 
when considering the exponential growth that has occurred in face matching over recent years.   

• Assumptions deriving efficiency savings can be found in section: Cost assumptions and constraints 
(Page 62). 

Note 5: The cost of illegal migrants to New Zealand is based on the following: 

•  
 

 

9(2)(b)(ii) of the OIA
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• 

• 

• Note that as these savings are to New Zealand, rather than Immigration and therefore the numbers 
above have not been included in the financial benefits. 

 

Recommendations 
Note: the recommended option is to reconfigure and update INZ’s biometric solution for the following 
reasons: 

•  

•  

• Alignment with INZ’s Future State Reference Architecture is significantly improved, including 
provision of improved future flexibility and reduced integration cost. 

• Key future INZ initiatives, including ETA phase 2, ADA, and Biometric enrolment are enabled and 
supported by these changes which provide an improved rate of automated identity resolution. 

• This approach reduces IDMe ongoing operational costs by $275K per annum, including depreciation.   

This requires a project investment of $10.458 million (across 2019/20 and 2020/21 fiscal years) and $46,272 
opex cost associated with decommissioning servers.  Note that the project opex will be provisioned from the 
INZ ICT Maintenance budget. 

 

 

 

 

5  
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3. Strategic Case 

Scope 
The section articulates the business problem and scope of the project under a set of headings.  The 
Biometric Capacity Update project will provide: 

• Improved match results with updated biometric matching algorithms and software. 

• Removal of redundant middleware (Daon). 

• Remove technical and support complexity. 

• The updated solution will provide better quality data, and align with the use of NEC photo quality 
check service. 

• Onshore, local support by a Global Tier 1 provider. 

• A support model that aligns to business needs. 

• A more flexible and straightforward path to provide solutions for new business requirements 

 

Problem  
The following are problems associated with the current solution: 

o Complexity that increases the ICT management cost.   

o Using different technology adds to the level of intricacy.  

 

s 6(c)
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• Manual workarounds: Limitations in the current solution have resulted in manual workarounds that 
 

 

• Complex support model: The current three tier supplier arrangement (Datacom -> Daon -> NEC) has 
resulted in a complex support model  

 

 

Overall benefits 
This is a maintenance project and cost neutral, there will be no tangible financial benefits delivered.  
However, this project will deliver benefits to three broad areas: agency, government and economics. 

1) Agency benefits 

• Reduce risks to New Zealand –  

 

. 

• Remove complexity - By removing the Daon solution and simplifying the support model. 

• Assurance of quality biometrics – Implementation of a biometric matching solution provided by a 
Global Tier 1 biometric provider’s COTS tool that provides capability to quality check and correct 
fingerprints. This will reduce the number of manual resolutions. 

• Encourage reuse and consistency - Allow different channels to use a single biometric matching 
service. 

• Simplify technology and improve performance - Consolidation of the biometric populations and the 
replacement of the Daon middleware with NEC software, enhances functionality and simplifies the 
system and the vendor mix responsible for support. 

 

2) Government benefits 

s 6(c)

s 6(c)
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This project will achieve the following benefits for the New Zealand government: 

• Reduce the risk of illegal migrants entering New Zealand - By detecting actors at the application 
stage, visas will not be issued.  The risk to INZ, and cost incurred facilitating departures is reduced. 

• Cross agency initiatives – Provide the path to simplify working with other agencies (e.g. NZ Customs 
with the Biometric at the Border) by delivering a single biometric matching service consumable by 
different channels. 

• Support economic growth of the country – Through greater confidence in biometric matching, 
leading to automated processing and a reduction of processing time for visa applicants (e.g. tourists, 
international students and skilled labour). 

 

3) Economic benefits 

Assumptions as per the notes above: 

Note 1: The Depreciation cost is included for completeness, noting that depreciation is not a cost saving 

Note 2: The NEC Licence and Support cost is greater than the Daon cost however NEC is providing a greater 
level of support than that currently received from Daon. 

Note 3:  The cost of infrastructure will reduce when the number of IDme servers is reduced from 104 to 40. 

Note 4: Efficiency Savings notes and caveats: 

9(2)(b)(ii) of the OIA
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• Includes efficiency savings due to not needing to hire 10 FTE’s.  This funding has been transferred 
from ETA to Identity Services. 

• The growth factor has been estimated at 12%.  However indications are that this is conservative 
when considering the exponential growth that has occurred in face matching over recent years.   

• Assumptions deriving efficiency savings can be found in section: Cost assumptions and constraints 
(Page 62). 

Note 5: The cost of illegal migrants to New Zealand is based on the following: 

• Note that as these savings are to New Zealand, rather than Immigration and therefore the numbers 
above have not been included in the financial benefits. 

 

Strategic Drivers 
The key strategic drivers for this project are to support and align with INZ’s “Striking the Balance” business 
strategy and INZ’s Digital Strategy.  To improve our ability to execute regulatory responsibilities, to identify 
and manage risk early, and improve system adaptability by reducing complexity. Key drivers are: 

• Ensuring all channels collecting identity data have a biometric capability. 

• Providing biometric services that are collaborative and reusable. 

• Support INZ to evolve as a digital business using modern digital services to enhance its ability to 
facilitate the migration New Zealand needs, and to protect migrants and New Zealand from harm. 

• Reducing the number of systems, improving efficiency and moving toward a simple cohesive system 
where the single supplier will provide a world class biometric matching solution. These things 
together achieve a more responsive and simplified support model. 

• Ensuring quality of biometrics by engaging an onshore global Tier 1 provider in these specialist areas. 

• Ensuring the design aligns with and INZ’s future architecture strategy. 

• Simplifying the technology and removing any technical debt where possible. 

• Ensuring INZ is able to manage rapid and frequent change by providing an easier path to upgrade 
matching algorithms and software. 

 

7  
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• Ensuring quality data by engaging specialists (e.g.  NZ Police) and provision of technology to quality 
check and correct fingerprints.   

• Accommodates increase in volume and future initiatives. 

• Provide foundational platform for INZ’s initiatives. 

 

Strategic Alignment 
Alignment to INZ initiatives 

Once completed, the updated biometric capability will offer enhanced flexibility to meet the existing and 
future demands for Biometric matching and enrolment. These will include requirements defined in the 
following projects:  

• ETA – Able to provide one to one face image verification. Suitable capacity to meet demand, and 
flexibility to meet urgent demands. 

• Mobile Regulator – Able to provide single digit fingerprint matching. 

• Automated Decision Assist – Increased percentage of automatically matched identities, which will 
reduce manual resolutions.  This will facilitate greater “lights out “operation. 

• Biometrics Enrolment Expansion - This initiative is to implement biometric enrolment for all visa 
applicants including fingerprints.   

This project also aligns to work within the IDme maintenance programme: 

• Photo Quality Check: Using the same NEC front-end photo quality check solution and back end face-
matching engine will provide consistent and accurate matching results. 

• IGMS Operating System and Database upgrade: The IGMS OS and SQL server upgrade will 
upgrade the majority of the core servers, as extended support expires in 2020.  

The BCU 

s6(a)

s 6(c)
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5) INZ’s people are supported to be successful 

Increase efficiencies that support our people to be successful in their work. 

• Improved matching accuracy – Results in reduced manual resolution tasks and enables Identity 
Services staff to focus on high value tasks. 

• Availability of better and quality information and new tools - Will support staff in their roles. 

 

Alignment to Future State Architecture 

The Future State Architecture is a technology blueprint which will support INZ in balancing facilitation, 
protection and stewardship of the immigration system as a whole.  It will position the future development of 
INZ’s digital ecosystem to take advantage of the opportunities provided by technological advances, and will 
take INZ to the next level of maturity as a digital business.   The Future State Architecture document provides 
the foundational reference architecture. 

• A one system view – The BCU project builds a foundational platform which is decoupled, extensible 
and flexible. This supports the one system view in the architecture roadmap. 

• Removes duplication – By removing redundant third party middleware and associated 
infrastructure. 

• Ensures extensibility – The NEC solution is highly scalable and flexible for growth. The modular 
approach provides a platform which allows INZ to add new biometrics in the future (e.g. iris and 
voice).  

• Designed for reuse – The separation of biometric matching from IDme allows the service to be 
reused by other channels for one to one verification of an identity. (eg. Biometric at the Border and 
ETA).  

• Decouples systems – Removing the tight integration between systems will provide greater flexibility 
in use and reuse and development. 

• Places data and information at the centre – The BCU project will deliver high quality biometric data 
as its foundational intent. 

• Cost effective and efficient – Combining population and simplified vendor model save on 
infrastructure and support costs over time.  

• Workforce mobility – The BCU project delivers a platform which provides a future path to enable 
better mobile solutions for the many INZ staff that work in the field or on the front-line. 
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Business Change Management Benefits Considerations  
Have change management measures and target 
dates that will enable benefits been defined?  

Comments: Change management is minimal as 
the update is mainly back-end technology. 
Only a very small group of fingerprint 
specialists may require training in the use of 
the enhanced tool. 
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Notes 
Capital costs 

The following assumptions were made: 

• Datacom ITMS will be required to build 104 servers, instead of the 40 required under the preferred NEC option.  We have assumed a 50% increase to the 
Datacom IGMS costs and 100% to the Datacom ITMS costs.  

• The Daon cost associated with updating existing systems and continuing to use Daon has been estimated at $7.000M, which is the same as originally incurred.  
This is more than the associated NEC cost of $5.900M No change was made to other cost inputs. 

Operating costs 

• The ongoing cost has been calculated to be $12.137M over a 5 year period compared with the preferred option of $8.983M. 

The following assumptions were made: 

• New server numbers were provided by Datacom ITMS.  The ongoing cost assumption is that if we do not reduce the server base from 104 to 40, there will 
be no cost saving as we will pay for 104 servers. 

• The ongoing cost provided by NEC has been compared against the existing Daon licence cost. 

Further, note that: 

• Daon were engaged as part of the analysis of options phase   If we did not remove Daon from the stack the 
cost savings would not materialise, nor would the benefits to the Identity Services team. 

• The IPE project also seeks to remove Daon from the vendor mix.
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DAON To provide supporting services in removing their software from IDme and providing 
support for data migrations necessary to complete the update 
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and services that have 
been negotiated are: 

The implementation 
milestones agreed are: 

Detailed design, Build and Test, Deploy, handover to BAU operations. 

The proposed 
payment approach is: 

Payment of fixed fees on completion of milestones with on-going monthly fees managed services. 

Specific contract terms 
include: 

N/A 

Ongoing Support Support of the solution will using the existing support model for IGMS 

Escrow N/A 
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• The growth factor has been estimated at 12%.  However indications are that this is conservative 
when considering the exponential growth that has occurred in face matching over recent years.   

• Assumptions deriving efficiency savings can be found in section: Cost assumptions and constraints 
(Page 62). 

Note 5: The cost of illegal migrants to New Zealand is based on the following: 

• Note that as these savings are to New Zealand, rather than Immigration and therefore the numbers 
above have not been included in the financial benefits. 
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Prod7 Operational Readiness Review Document 

Prod8 ICT Systems Handover Document 

Prod9 Solution Design Part A Document 

Prod10 Solution Design Part B Document 

Prod11 Build Schedule Document 

Prod12 Security Risk Assessment Document 

Prod13 Test Plan Document 

Prod14 Test Exit Report Document 

Prod15 Project Closure Report Document 

 

 









































 

Biometric Capability Update Business Case.Docx Page 86 of 86 

 





The In-Person Enrolment (IPE) solution provides an identity capture client installed on devices for 
capturing in-person enrolments. Problems with the current solution have resulted in  

 inefficiency, wasted time 
and resources, unresponsive and complex support model, outdated technology and reputational 
damage.  

The following are real-life cases to demonstrate the problems: 

• Inefficiency: Setting up enrolment station in field is finicky and unforgiving; an experienced staff 
takes at least 40 minutes to set up a workstation. 

• Capture consistency and viability: Staff resorted to by passing enrolment solution and taking 
photos on standalone cameras. 

• Problems with devices: High failure rate with passport scanners means information is manually 
entered and prone to errors. 

• Manual workarounds: Upload of identities is limited to manually selecting and uploading ten 
identities every ten minutes; which is a 3½ hour process for a typical mission profile. 

 
The solution will replace as MBIE’s primary identity In-Person enrolment solution.   Key 
capabilities include:  

• Capture of in-person enrolment including biometrics (face and fingerprints) and biographics; 

• Centralised, Automated updating and maintenance of the client equipment from a central 
Service management platform; and 

• On Shore, local, support from a Global tier 1 provider. 

 
In addition, the solution will simplify the current solution and reduce the support operating model by one 
vendor, and improve the quality of support which will include the provision of New Zealand based 
support rather than the current Australian based front line support. Overall the solution will reduce the 
difficulty and overhead associated with in-house administration of IPE Kiosks, Pelican Cases and related 
hardware and paraphernalia. 

This is aligned with key principles in the INZ: Striking The Balance business strategy, Digital Strategy, 

6(c) of the OIA
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2. Executive Summary 

The Daon In Person Enrolment (IPE) platform has been in production since the IDme go-live in June 2016. 
Problems with the current solution have resulted in   

 inefficiency with wasted time and resources, unresponsive and 
complex support model, outdated technology and reputational damage. 

IPE is a core capability of INZ and the current facilities available to staff are inefficient and increasingly not fit 
for purpose as the demand for these services on INZ increase and the use cases evolve.   

Replacement of IPE is a part of a broader maintenance and upgrade programme of work: the INZ ICT 
Systems Maintenance Workstream.  It relates to the IDme Upgrade and IDme Upscale projects which form 
part of this workstream. 

This project forms part of a matrix of inter-related and integrated capacity building enhancements to the 
IGMS eco-system which will reinforce and underpin the ability of INZ to better protect our border and 
facilitation of visitors. 

Problems with the current solution have resulted in  
inefficiency; wasted time and resources; unresponsive and complex support 

model; outdated technology; and reputational damage. The following are real-life cases to demonstrate the 
problems: 

• Inefficiency: Setting up enrolment station in field is finicky and unforgiving; an experienced staff 
takes at least 40 minutes to set up a workstation. 

• Capture consistency and viability: Staff resorted to by passing enrolment solution and taking photos 
on standalone cameras. 

• Problems with devices: High failure rate with passport scanners means information is manually 
entered and prone to errors. 

• Manual workarounds: Upload of identities is limited to manually selecting and uploading ten 
identities every ten minutes; which is a 3½ hour process for a typical mission profile. 

 

 

 

6(c) of the OIA

6(c) of the OIA

s 6(c)





06. Idme Rescaling In Person Enrolment Sub-Project Business Case V1.3.Docx Page 15 of 70 

Pricing model 
Two pricing models have been included in the business case with the Capex model being the recommended 
option.   

Traditional Based (CAPEX) model 
This model capitalises IPE application software, development and workstation hardware. MBIE owns the 
software and hardware; and is charged an annual support cost. 

The cost to deliver the Traditional Based (CAPEX) model requires a Capital Expenditure of $2.255M in 
Financial Year 2019/20.  There is an on-going opex cost of $326K per annum excluding depreciation.  The 
whole of life costs for the project through to the end of FY23/24 is forecast to be $3.9M (excluding project 
contingency).    

Service Based (OPEX) model 
In this model, NEC provides IPE application, workstation hardware, licensing and support as a service with an 
on-going monthly charge. 

The cost to deliver the OPEX model requires a Capital Expenditure of $320K in FY 2019/20.  There is an on-
going opex cost of $976K per annum excluding depreciation.  The whole of life costs for the project through 
to the end of FY23/24 is forecast to be $6.1M (excluding project contingency).   

 

Current cost 
• INZ currently pays an annual licence of maintenance and support to Daon  

 

• This amount of  

o Does not include support of hardware - There is an existing internal cost that requires an 
equivalent of approximately one FTE to support and maintain the existing equipment.  
However this is an approximation as the support is ad hoc across the staffs that use the 
equipment, the IT CRM and the identity team depending on those with a technical bent. 

o Does not include any local support – consequently all support is via email or phone because 
Daon does not have a presence in New Zealand. 

•  
  The replacement cost for like for like current equipment is   

The Capex model includes pricing for the kit of   

• If we were to remain with Daon and replace the equipment each model would require certification 
at a total cost of which when added to the equipment cost, is a total of to ensure 
they are compatible with DaonEnroll.  

• Daon’s support cost is a package which includes the licensing, software support of the matching 
function. However Daon will not provide a breakdown of the cost allocation associated with IPE. 

9(2)(b)(ii) of the OIA
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• There is also an unquantifiable cost associated with INZ staffs’ time required to setup an enrolment 
station due to the handling issues with the solution which frequently fails. However on a good day 
this can be at least 40 minutes. 

 

It is recommended that a 16% capex contingency is made based on the uncertainty risk associated with this 
project.  The development of a new Master Services Agreement with NEC as a direct vendor to MBIE is 
currently underway, to facilitate other work such as recently-approved PQC project.  The services we are 
acquiring from Datacom and Vodafone are governed by existing agreements.  The implementation project 
will follow standard INZ methodologies and governance processes. 

Because IPE is an embedded function, the costs have not been separately tracked so we are unable to 
determine a traditional NPV/IRR style return figure using the discounted cash flow method. 

 

Variation from Project Brief 
Not Applicable. 

Recommendation(s) 
The recommended option is Replace current Daon/NEC technical and support solution with NEC as a single 
vendor solution (retaining Datacom for application integration) and the capex model for the following 
reasons: 

• Aligns directly with INZ’s “Striking the Balance” strategy (refer to the strategy case below); 

• The solution scales more effectively and provides a platform for the future development of new use 
cases that INZ might contemplate (such as a new mobile-based3 use case for Compliance); 

• INZ has positive experience and feedback with NEC:  

o From prior dealings with NEC as a vendor; 

o  

• NEC has demonstrated through a proof of concept their ability to integrate NEC’s enrolment solution 
with INZ’s systems. 

• This single vendor solution provides a more responsive and simplified support model. 

• NEC is able to provide local support in New Zealand and over the phone support for RQB while on 
overseas missions. 

• Solution will provide simplicity and efficiency of operation by dispensing with a 3rd party middleware 
(i.e. DaonEnroll). 

• Solution meets all objectives and integrates with other strategies, programmes and projects. 

• Solution improves efficiency and reputation.  
 

 

 
3 Mobile-based refers to a solution that is portable; suitable for in the field use; and works over a mobile network. 

9(2)(b)(ii) of the OIA

6(c) of the OIA
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• NEC is able to provide mobile-based solution4 for field work. 

• Solution accommodates different use cases; and can be tailored for in house and out in the field 
capture of identities. 

• NEC solution is hardware agnostic: 

o Wide range of capability with the enrolment software; 

o Opens up options for newer and more portable devices; 

o Easy to find replacements for devices. 

• Solution provides consistency in front and back end. By using NEC’s fingerprint segmentation 
software and face quality check solutions ensures alignment with the biometrics matching 
algorithms in the backend. 

• Solution aligns to INZ future state. NEC solution offers multimodality to future proof biometrics 
capture by possessing ability to integrate with fingerprint, face, iris and voice. 

•  

 

 
4 Mobile-based refers to a solution that is portable; suitable for in the field use; and works over a mobile network. 

6(c) of the OIA
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a specific order. It takes an experienced user 40 minutes to prepare and setup an enrolment 
workstation in the field and more if there are issues. 

• Capture consistency and viability: Compliance Officers have resorted to taking face images on 
standalone cameras (e.g. Smart Phones) and uploading the photos manually into IDme; resulting in 
problems where images are not templatable and hence cannot be used for matching; or being 
uploaded to the incorrect identity.  

• Problems with devices: High failure rate with passport scanners means information is manually 
entered and prone to errors. Fingerprint scanners are too bulky for in the field work; and not able to 
capture good quality fingerprints. 

• Manual workarounds: Documents captured are not being saved in the correct folder; which RQB 
have to manually move to the designated folder so as to be correctly associated with the client. RQB 
clients which are enrolled offline have to be manually uploaded into IDme. Upload of identities is 
limited to manually selecting and uploading ten identities every ten minutes; which is a 3½ hour 
process for a typical mission profile. 

 

Strategic Drivers 
The primary strategic driver is alignment with INZ’s “Striking the Balance” business strategy, and the INZ 
Digital Strategy, by improving our ability to execute our regulatory responsibilities, identifying risk and 
managing risk early, and improving systems adaptability and reducing complexity.  Key deliverables of the 
solution that support this alignment are:  

• Addresses shortcomings with the current solution and support model that create risk for Border 
management and compliance.   

• System is more easily upgradable to support new versions of algorithms and parameter-driven 
threshold configurations; 

• Delivers a solution which is flexible and provides an easy path for emerging technology; 

• Accommodates increase in volume and future initiatives, bulk processing, empowers in the field 
personnel and is capable of integrating with newer and more advance devices (e.g. scanners); 

• Ensures all biometrics and biographic data is captured at a satisfactory quality and consistent 
manner across all enrol points so they are suitable for matching; 

• Provides a more responsive and simplified support model; 

• Improves compliance with, and accommodate changing the landscape, of INZ MBIE security policy 
and wider NZ Government; 

• Provides a solution that is more robust and reliable than the current solution; 

• Simplifies the technology and removes any technical debt where possible; 

• Ensures design aligns with MBIE’s future architecture strategy. 

• Provides an on-Shore, local, support by a global Tier 1 provider in these specialist areas. 
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The Role of IPE within the INZ Architecture and Project Inter-dependencies 
6(c) of the OIA
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5. Economic Case  

Prioritised Requirements 
The requirements are based on the MoSCoW Prioritisation Method for rating the projects requirements 
unless otherwise specifically agreed with the Business Owner and Sponsor. 

Benefits Planned   

Minimum Viable Solution Benefits  Target     

M = Must have S = Should have C = Could have W = Would have 

 

Requirement # Description Prioritisation 
M,S,C,W 

R1 Algorithms and software 

Review, upgrade or replace fingerprint and face images related 
algorithms and software as appropriate. 

M 

R2 Availability 

There shall be: 

• Ability to maintain performance regardless of other 
operational backend activities; 

• Ability to carry out scheduled maintenance and releases 
within agreed change window; 

•  High availability of the Online systems. 

M 

R3 Flexibility 

The solution shall be flexible and easily and cost effectively 
accommodate changes to load and demand as the dynamics of the 
business change without requiring significant design change. 

M 

R4 Interoperability 

The solution shall integrate seamlessly with current and future 
INZ's systems ensuring consistencies and standards. 

M 

R5 Operability 

• The solution shall be function reliably, simple to operate and 
maintain; without needing application restarts, server reboots, 
or any other fixes and workarounds which operations team 
have to use in order to make system work in practice on a daily 
basis. 

• Non service activities such as backups should be able to be 
conducted without impacting the service performance, and be 
finished in reasonable times as to not overload/overlap other 

M 
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non-service operation components. 

R6 Maintainability and Supportability 

The solution shall: 

• Provide a support model that is operationally sustainable. 

• Provide the ability to stay current with the latest software 
releases. 

• Upgrades activities for components should have minimal 
impact on users. 

M 

R7 Mobility 

The solution shall enable staffs in the field to enrol and verify 
identities by providing: 

• Lean physical devices suited for in the field use; 

• Access to client’s data while out in the field. 

• Only addressed through “Pelican Cases” presently within 
this business case. 

M 

R8 Performance 

The solution shall provide ability to deliver acceptable user 
response times, business services, and inter-system transactions at 
any time, including during peak demand periods. 

M 

R9 Quality 

The solution, in both systems and processes, shall enable the 
collection of high quality biometrics and biographics to provide the 
capability to match identities effectively. 

M 

R10 Reliability 

The solution shall provide equipment that is robust and reliable. 

M 

R11 Scalability 

Solution shall be scalable and capacity planning shall accommodate 
increases in volume as a result of natural growth and new INZ’s 
initiatives in the pipeline and future. 

M 

R12 Training and physical environment 

Training and environmental factors shall be taken into 
consideration to complement the solution. 

M 

R13 Peripherals management – should be something and it would be a 
must (and understand the solution provides much better flexibility 
here. 

M 

The scope of the initiative will contain all ‘Must haves’ and all ‘Should have’ requirements. 
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FR11 Ongoing upgrade of photo quality check software 

Commercials with supply and maintenance of photo quality check 
software vendor shall include reviews, recommendations and 
implementation of upgrades if desired, when new versions are released. 

M 

FR12 Identification of person in the field 

The solution shall provide ability for in field staffs using a mobile device 
(i.e. laptop, tablet, mobile phone with internet connection) to identify a 
person in a timely and responsive manner. 

Note: Solution is designed to accommodate different use cases; but 
delivery of mobile use case (using smart phones and tablets) is not in 
scope for this project. 

M 

FR13 Access to clients data in the field 

The solution shall provide access to client’s data (e.g. biographics, visa 
applications and associated documents where possible) on a mobile 
device using verification via a face image, fingerprints and/or biographics. 

Note: Solution is designed to accommodate different use cases; but 
delivery of mobile use case (using smart phones and tablets) is not in 
scope for this project. 

M 

FR14 Kit suitable for in the field use 

The solution shall provide equipment suitable for in the field use by 
keeping the kit lean and flexible where different user groups need only 
take the absolutely necessary equipment required for an assignment. 

M 

FR15 Consistency in quality 

Biometrics shall be enrolled and collected consistently from all enrolment 
points where possible; and of a sufficient quality which can be used for 
matching. 

M 

FR16 Photo quality check to ensure consistent and high quality of face 
images 

The solution shall ensure that the same or equivalent criteria and 
thresholds are applied to face images captured in in-person enrolment.  

M 

FR17 Warnings are prominent on screen 

When enrolling biometrics, the solution shall display warnings 
prominently; and shall require user acknowledgements where applicable. 

M 

FR18 Display score while enrolling fingerprint 

The solution shall display fingerprint score clearly and more prominently 
for each individual finger while enrolling to help Immigration Officer 
decide if the fingerprint needs to be enrolled again. 

M 

FR19 Robust and reliable solution 

The solution shall provide equipment that is robust and reliable for 

M 



 

06. Idme Rescaling In Person Enrolment Sub-Project Business Case V1.3.Docx Page 30 of 70 

different user groups. 

FR20 Known constraints 

Known constraints especially with other systems shall be enforced in the 
solution upfront.  

M 

FR21 In the field preparation work 

Provide solution to enable users to prepare for in field enrolment 
smoothly and without difficulties current faced. 

E.g.: Ensure that updates on devices are completed prior to taking out of 
office. 

M 

FR22 Identities captured offline 

When identities are captured in-person offline; as soon as a network 
connection is re-established, the solution should ensure that identities 
are synced without having to break down into small groups to avoid 
overloading the system. 

 

To consider if identity should be synced automatically; or user promoted 
to either sync or delete identity. 

M 

FR23 Bulk processing of identities 

The solution shall allow uploading of unlimited identities at the same 
time to be enrolled and matched. 

M 

FR24 Future biometrics 

The solution shall consider the use of other biometrics (e.g. Iris and 
voice). 

M 

FR25 Review training material and exercise 

The existing training material and Standard Operating Procedures (SOPs) 
shall be reviewed and updated to provide better instructions on enrolling 
identities. 

 

Note: Consider in-person training for Border, Compliance, RQB and RSB. 

M 

FR26 Implement best practices for physical environment  

ICAO (International Civil Aviation Organisation) provides a set of best 
practices on how to set a physical biometric enrolment environment.  

 

Consider: 

• Applying ICAO and similar international recommendations and 
best practices. 

• Visit each major enrolment location; and take practical steps to 
ensure these enrolment locations and stations align with the 

S 
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recommendations. 

 

Tie back to training, e.g. providing updated guidance for RQB and 
compliance on how to best capture biometrics when out on missions and 
in the field. 

 

Non Functional Requirements7 
INZ Non Functional Requirements v0.99.docx 

  

 

 

 

 

 
7 Otherwise known as ‘ities/itys’ – ie Scalability, Availability, Functionality, Maintainability, Disaster Recovery, etc. There 
are costs associated with Service Level Agreements (SLAs) for non-functional requirements and these should be included 
in the on-going operational support costs. 

6(c    s 6(c)
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CSF02 Solution is flexible and provides an easy path for emerging technology; accommodates 
increase in volume and future initiatives; bulk processing; empowers in the field personnel 
(e.g. in-field compliance officers) and capable of integrating with newer and more advanced 
devices (e.g. scanners). 

CSF03 All biometric and biographic data is captured at a satisfactory quality and consistent manner 
across all enrol points so they are suitable for matching 

CSF04 A more responsive and simplified support model. 

CSF05 Solution is robust and reliable. 

CSF06 Technology is simplified and technical debt reduced. 

CSF07 Improved agile adaptability to meet future business needs 

CSF08 Reduce technical debt by deploying Windows 10 into workstations; which will allow the 
operating systems to be easily upgraded in the future. 

CSF09 Solution is easy to use and does not require finicky setups. 
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Value for Money Cost Benefit Analysis of the Options 
A Value for Money Analysis of the options has been carried out and included in the Options Paper.   Do nothing is out of scope because: 

• Ongoing unresolved issues. E.g. upside down fingerprints. 

• Equipment is tightly integrated to solution; and may not be in production in the near future. 

• Software is out of date and expensive to change, and difficult to support.  

• Hardware device choice is tightly constrained by the solution, and necessary upgrades to the equipment will need to be funded within the medium 
term.Current equipment not reliable and requires significant manual intervention to get to work. 

•  
  

•  

• Support projects currently in-flight as part of the enhanced risk and assurance; especially in discovery insights and providing foundational building blocks 
for: Biometric Enrolment Enhancement; Automated Visa Assessment and biometric capture through External Channels. 

• Opportunity to align with consistent use of vendor (NEC) software for biometric data capture across INZ systems including the ETA service and IDME 
Primary Workstream with NEC as the single vendor. 

•   

•  

Note: We have not been able to separately identify what the current system is costing the organisation.  This new solution will supplant it but determining the cost 
“delta” is beyond our reach at this stage. 

s 6(c)

s 6(c)

s 6(c)

s 6(c)
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• Lack local support in NZ. 

• Does not provide support of equipment. Daon’s response 
indicated they will not provide support for equipment. 

• Does not meet all requirements. 

• Intermittent issues and poor reliability of the biometric 
enrolment station to capture information.  

• More complex than option one. 

• Inherent risk in extending existing solution. 

•  

 

 

s 9(2)(b)(ii)
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6. The Commercial Case  

Products and / or Services required to deliver the recommended option 
Approach 
The project has complied with the MBIE Sourcing and Contract Policy 

  

 

Procurement Plan 

NEC are an existing vendor to INZ.  The recommended solution is more than an “upgrade in place” but 
significantly less than a completely new business requirement for a system that doesn’t exist within MBIE 
today. 

An exploratory set of requirements were issued to both Daon and NEC and the budgetary responses that 
were received showed the solution and direct supply relationship with NEC to be the preferred business 
outcome for MBIE.  

To this end, an exemption from open tender and the requirement to undertake a formal procurement 
process was approved by MBIE Procurement to enable the direct use of NEC.  

 

Negotiated Deal  
Implementation requires the establishment of new commercial agreements between MBIE and NEC. 
Development of a Master Service Agreement (MAS) with NEC is underway and going well.  

Recommended Supplier(s)  
The recommended supplier is:  

Supplier Name Reason why selected 

NEC Technical fit to business requirements. 

Tier 1 global supplier of capability and services in this specialised area of 
safety and security capability. 

Able to provide local support in Wellington for INZ. 

A more flexible managed hardware opex-based model that addresses the 
limitations of the current equipment sourcing model. 

Datacom Incumbent for hosted environment and integration with IGMS. 

Vodafone Incumbent provider for application related networking services. 

s 6(c)
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Next Steps 
Enter commercial negotiations with NEC.  Develop and issue a SoW to Datacom for the integration project associated with IPE. 
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7. Financial Case 

Cost benefit analysis of monetary costs and benefits - out years 
We are unable to perform a CBA with the current solution because of the following reasons. 

• INZ currently pays an annual licence of maintenance and support to Daon  
 

• This amount of  

o Does not include support of hardware - There is an existing internal cost that requires an 
equivalent of approximately one FTE to support and maintain the existing equipment.  
However this is an approximation as the support is ad hoc across the staffs that use the 
equipment, the IT CRM and the identity team depending on those with a technical bent. 

o Does not include any local support – consequently all support is via email or phone because 
Daon does not have a presence in New Zealand. 

•  
  The replacement cost for like for like current equipment is   

The Capex model includes pricing for the kit of   

• If we were to remain with Daon and replace the equipment each model would require certification 
at a total cost of  which when added to the equipment cost, is a total of  to ensure 
they are compatible with DaonEnroll.  

• Daon’s support cost is a package which includes the licensing, software support of the matching 
function. However Daon will not provide a breakdown of the cost allocation associated with IPE. 

• There is also an unquantifiable cost associated with INZ staffs’ time required to setup an enrolment 
station due to the handling issues with the solution which frequently fails. However on a good day 
this can be at least 40 minutes. 

 

 

 

 

 

 

 

 

 

9(2)(b)(ii) of the OIA
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Traditional Based (CAPEX) Model 
Summary of business capital and operational costs including out years  

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Description
Current FY 
18/19

FY 19/20 FY 20/21 FY 21/22 FY 22/23 FY 23/24 Total

Total project delivery 
capex expenditure

 $  2,255,046  $            2,255,046 

Total project delivery 
opex expenditure

 $    33,180  $                  33,180 

Estimated on-going 
business opex 
(excluding depreciation)

 $                -    $             -    $             -    $             -    $             -    $             -    $                           -   

Estimated on-going ICT 
opex (excluding 
depreciation
Whole of Life costs 
(Delivery capex + opex + 
ongoing costs)

 $  2,272,870  $  359,214  $  326,034  $  326,034  $  326,034  $  326,034  $            3,936,220 

s 9(2)(b)(ii)
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Assurance review as mandated 

 

Testing and Acceptance/Early Life Support 
Testing, Early Life Support and Acceptance assurance activities are included in the work package/product 
delivery. As part of formal hand-over to BAU, an Acceptance Certificate for each Product/Work-package will 
be signed by the business owner. 
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Resource estimates for delivery: 
Impact to the business is low, as this project is a replacement of current hardware and software. Functionally, the system is doing an identical job to the current system.   

Implementing it will not have a significant impact on Identity Services resourcing though the details of this won’t be determined until implementation planning gets 
underway. 
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9. Change Management  

Change Management Scope 
Initial analysis has indicated low to no impact on the business. The complexity is low as this project is the 
replacement of an existing solution; and there are no changes to business processes. The change 
management approach will be tailored for the project and will align to the needs for the business. 

Given the change is limited to a small number of staff in Immigration; it will be managed by undertaking the 
following activities: 

• Communication  

• On-site user learning training – TBA. 

• Update Standard Operating Procedures – Technical Writer. 

A change management plan is not required for this project; however INZs defining the business change 
document will be completed to support any change management activities needed for successful delivery 

 

Business Impact 
Immigration staff can enrol biometric and biographic details of a person at various points in the Immigration 
lifecycle - at the border, when processing refugee claimants, administering deportees or in the field when 
performing compliance checks.  

The current equipment and systems used for enrolling a person are restrictive, dated, unwieldy, 
cumbersome, and inefficient, particularly within fieldwork.  

This project will: 

• Replace current hardware (e.g. camera, fingerprint scanner) used in the enrolment stations; 

• Replace the current enrolment software. 

There are no changes to: 

• Business processes – process for enrolment remains unchanged. 

• Culture and behaviour – staff will continue to enrol identities as per existing process. 

• External stakeholders – no external stakeholders are involved in the enrolment process. 

• Property, equipment and facilities – no change to properties. 

• Policy – no change to existing policies. 
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• Manual workarounds: Documents captured are not being saved in the correct folder; which RQB 
have to manually move to the designated folder so as to be correctly associated with the client. RQB 
clients which are enrolled offline have to be manually uploaded into IDme. Upload of identities is 
limited to manually selecting and uploading ten identities every ten minutes; which is a 3½ hour 
process for a typical mission profile. 

 
BENEFITS OF IMPLEMENTING IPE 

• Alignment with INZ future state architecture and project delivery. 

• Technology environment is self-reinforcing to deliver strategic objectives of both protection and 
facilitation.    

• More robust and reliable capture of biometric data (face and fingerprint) contributing to both INZ 
risk management (IDme) and  

• Enhanced capability across CRIS and SPA teams and functions through provisioning of more portable, 
robust and reliable biometric capture, search and check as well as biometric enrolment in the field.  

• Improved and more reliable biometric enrolment tools at the border. 

• Support model is simplified and improved; with a single local based vendor solution. 

• Ease of use encourages increased capture of quality and consistent biometric. 

• Accommodate different use cases; and provide a wide range of devices. 

  

WHY NOW AND NOT LATER 

• Mitigate further risks caused by the current solution. In Person Enrolment maybe a small footprint but 
foregoing quality biometric is a huge risk for New Zealand.  

• The current solution is high maintenance and off-putting; hence INZ staff has resorted to stop using 
some of the devices. 

• Support projects currently in-flight as part of the enhanced risk and assurance; especially in discovery 
insights and providing foundational building blocks for: Biometric Enrolment Enhancement; Automated 
Visa Assessment and biometric capture through External Channels. 

• Opportunity to enforce consistency in the biometric data capture across INZ systems especially in the 
ETA project and IDME Primary Workstream with NEC as the single vendor. 

•  

•   
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2. Changes Requesting Approval  

Triggers for this Change Request: 
This Change Request seeks approval to transfer scope and benefit items from Windows OS and SQL 
database upgrade project and PQC project to the Biometric Capability Update (3644) project.  

To achieve this it seeks to receive the residual budget from the two projects to enable delivery of these 
items. This will ensure full project delivery in the most economical way. 

Both the PQC, Server Upgrade and BCU projects are part of the INZ Maintenance work stream programme. 

T 

Scope 
The project seeks approval to move  

a) 3315 - PQC - scope item 17 ‘Decommissioning of current solutions’ to BCU. Due to technical 
complexity within the IGMS ESB, the existing QTF face image checker is still active within the IGMS 
backend. QTF will be decommissioned as part of BCU. 

b) 3303 – Server Upgrade Project IGMS biometric engine, associated database and other 
management, servers will be replaced and decommissioned by the BCU project. BCU will replace 
and decommission the 104 servers currently allocated for biometric matching across the 
production and test environments, originally scoped as Phase 4 for this project.  

Benefit 

PQC: 

The project seeks approval to transfer PQC benefit Ben05 - ‘Eliminate a source of tight coupling with 
Immigration Online that prevents application submission when IDMe is unavailable’ to the BCU project.  

 
 

 
  

 
 

Server Upgrade:  

The IGMS biometric engine, associated database and other management, servers will be replaced and 
decommissioned by the BCU project. BCU will replace and decommission the 104 servers currently 
allocated for biometric matching across the production and test environments, originally scoped as 
Windows Server Upgrade Phase 4.  

Funding 
Residual project funding at project closure will be moved to the Biometric Capability project to ensure 
successful delivery of PQC Sc17 PQCBen05, and Server Upgrade Stage 4. This CAPEX transfer totals 
$831,705 

 

 

6(c) of the OIA













 

** Incremental improvements to those proposed in the original business case 

Recommendation 
Discoveries during the detailed design phase of the BCU project have uncovered an opportunity to 
substantially increase the overall savings delivered by the project by $5.9m* over 7 years, including 
recovering all invested CAPEX.  It is recommended to invest an additional $5.8m CAPEX to realize 
these benefits4, accept a 6 month go-live delay (required to complete the additional work), and merge 
the IPE and BCU projects together in order to improve delivery alignment and integration, as well as 
rationalize project management, financial management, governance and reporting. 

 
4 This includes drawdown of both the BCU and IPE project contingency to zero. 

* Savings from the reduction in Datacom IDme support are estimated to be in excess of $2m per year.  However, for this Change Request, 
the project recommends using a conservative estimate of 70% of savings being realised. This provides greater confidence in benefit 
realisation calculations. 
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2. Changes Requesting Approval  

Triggers for this Change Request 
This Change Request is triggered due to the improvement to the initial solution design and some impact 
due to CoVid. The Biometric Capability Update project seeks the following approvals: 

1. Changes to BCU and IPE funding: 
• Draw down of initial BCU and IPE project contingency of $1.9 million to zero 
• Additional Capex of $3.9m (forecast spend in FY20/21) to be available  
• Change from baseline of $11.3m to $17.1 million 

NOTE: All requested monies will be funded from recovery of additional benefits achieved through 
the improved design over the lifetime of the asset 
 

2. Changes to the project timeline and closure milestone: 
• Move the current implementation date from July 2020 to February 2021  
• Move the current project closure date from September 2020 to May 2021 

 
3. Merge of the IPE and BCU sub-projects into a single project 

Overview 
The Biometric Capacity Update project will provide: 
 

• Improved match results with updated biometric matching algorithms and software. 
• Provide the capability for the In-Person Enrol project to complete removal of redundant 

middleware and the suppling vendor (Daon). 
• Remove technical and commercial support complexity. 
• Provide better quality data, and align with the use of our current NEC photo quality check service. 
• A move from offshore support to onshore local support by a Global Tier 1 provider. 
• A support model that aligns to business needs. 
• A more flexible and straightforward path to software upgrades and solutions for INZ’s future 

strategies  
 
To achieve these goals, the original scope of activities, at a high level were: 
 

• Update the NEC software and algorithms to the latest version 
• Provide the tools and capabilities to allow Biometric data to be managed and maintained 
• Remove DAON as a supplier of software and decommission their elements of the solution 
• Integrate the updated NEC biometric  capability into the existing DATACOM IDme solution 
• Consolidate biometrics, face and finger prints, into single populations (database) to streamline 

matching and data management 
• Improve data quality by aligning with the Ministry approach for consistent Identity Data Capture 

and Management 
 
Subsequent to the initial design work, detailed analysis demonstrated that the original approach to the 
update would not realize the capability goals, remove the system complexity, provide system transparency, 
and would further impact data quality. 
 
Further design work was carried out and an improved design was agreed by INZ and ARB, which would 
deliver to the projects original goals and significantly increase the financial benefits.  
The new design integrates the NEC solution directly with AMS instead of via Datacom’s IDMe solution. 
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This simplifies the overall IDme landscape and enables further elements of IDme to be decommissioned, 
resolving the cause of multiple issues in the current capability. At a high level, the featured changes include: 
 

• Depreciate the Management of Identities from the DATACOM IDme system. 
• Simplify the data processing through the utilization of the existing AMS Identities as the primary 

source for all INZ client identities 
• Integrate BCU, AMS, Electronic Travel Authority (ETA)  

 
• Greater leverage of the Out Of The Box capabilities of the NEC systems to manage and orchestrate 

identity matching and capture capabilities 
• Address the pipeline maintenance task to upgrade the identity resolution interface, K2, with NEC 

platform features.  
• Increase the scope of decommissioning activities and cost recovery to include the K2,  

 
• Reduce the scope of support required from DATACOM to operate the INZ systems. 

 
To deliver this design, further work is required from a wider group of vendors, increasing the integration 
complexity. At the same time, significant portions of the original DATACOM IDme code are able to be 
decommissioned, together with the In Rule platform reducing DATACOM involvement in the 
implementation of the BCU solution and the overall INZ system. 
 

Project Background 
1. IDme was developed as the identity management solution for INZ as part of the Immigration Global 

Management System project and went live in June 2016. This utilised a combination of bespoke 
DATACOM code, a DAON customisable orchestration platform and NEC Search and Match 
solutions.  

2.  
  

3. In November 2018, as part of the INZ ICT Maintenance assessment, the IDme software was 
identified as needing attention, together with multiple areas of the INZ ICT capability.  

 
 Additionally the full solution did not meet the current or future 

business needs or the capability and capacity to meet future growth. 
4. To address this the Biometric Capability Update (BCU) project began in August 2019, after approval 

to proceed from the INZ Business Change Board and the MBIE Investment Board. It encompassed 
the primary update task for the IDme matching capability, together with multiple logical 
maintenance tasks into a single update project. 

5. Amongst the many assumptions was to remove  Daon and replace it 
with  NEC software suite that would integrate into the existing DATACOM IDme 
software. 

6. In February 2020 it became apparent the design approach based on this assumption would not 
deliver the required functional, non-functional, and data quality requirements for INZ. Additionally 
there was a high level of risk that it would not be successful. 

7. Alternate delivery options were investigated and an approach was developed to address these 
shortcomings. The improved solution reduced the dependency on integration with the DATACOM 
IDme capabilities, and leveraged the existing AMS functionality and the extended functionality of 
the updated NEC solution.  

6(c) of the OIA

s 6(c)
s 6(c)

s 6(c)

s 6(c)

s 6(c)

s 6(c)

s 6(c)
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8. The design was collaboratively developed, now including DxC for the AMS elements, and passed 
through ARG, and ARB successfully, on 22 April 2020. 

9. The design phase identified significant technical issues that showed that a continuation of the 
design proposed in the business case would: 

o increase the costs to the project beyond the requested 3.36M and elapsed project delivery 
 noting that the increase to funding could not be funded from savings the project 

could make 
o increase operational risk and complexity  
o not meet our ability to deliver the operational requirements 
o not  meet our future change roadmap of plug and play to the new digital channels  

 
 
Additional Benefit 

10. The new approach includes the unpacking of significant additional complexity already in IDme. By 
simplifying IDme, each vendor’s responsibilities are clarified, with a reduction in joint responsibility 
and function, and critically data. This is also reflected in the revised operational support model and 
the large reduction on the reliance of Datacom. 

11. The simplification results in a greater reduction than previously estimated in the on-going 
operation cost to maintain IDme on completion of the project. These fall into two categories: 

a. More of the DATACOM supported infrastructure will be decommissioned. These include 
two complete sub systems, the Business Rules System, and K2 workflow system resulting in 
an estimated saving of an additional $0.2 million per annum 

b. The removal of a greater portion of the DATACOM IDme responsibilities will reduce the 
current operational cost. It is estimated that there will be an additional operational cost 
saving of $2.1 million per annum 

12. The scheduled maintenance upgrade of K2 and Pulse would have to completed in FY20/ 21 as a 
separate project,  and be upgraded using alternate funding rather than now being decommissioned 
within the BCU project through the leverage of the NEC functionality 

13. Simplification of commercial support by the removal of  as vendors and the removal 
of Datacom from much of the identity management system 

14. While there is extra investment required at this point the financial savings cover the increased cost 
of the project and make increased ongoing savings  

 
Reason for Time Extension: 

15. The timeframe of the project needs to be extended due to: 
• Delivery of the extended design phase 
• The involvement of a wider vendor group, to include DxC and Argonaut. This has necessitated 

more time, and cost to deliver the project 
• The involvement of a wider system integration landscape requires more testing time and 

activities 
• The COVID19 lock down has delayed critical activities necessary to move the project to the 

build phase, specifically the Part B that is required to build the necessary non production 
environments 

 
Reason for Budget Extension: 

16. The funding necessary to complete the project has increased due to: 
• The extended time frame required to deliver the project (burn rate) 

s 6(c)
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• The extended design phase, and involvement of other vendors in development of the alternate 
approach including DxC and Argonaut 

• Extended testing scope 
• NEC Environment prototyping  
• Increase in cost for NEC to deliver the newly extended scope 
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2. Current cost benefit analysis of monetary benefits and costs (updated with any approved Change Requests):N/A 

 

FY FY FY FY FY FY FY FY 
2020/21 2021/22 2022/23 2023/24 2024/25 2025/26 2026/27 2027/28

Net cash flow 
(Benefits less Total 
Costs)

-$9,540,744 -$1,442,332 $1,514,453 $1,549,899 $1,580,806 $1,615,762 $1,655,300 $1,700,023 $1,750,617 $383,783

IRR 6% 6% 6% 6% 6% 6% 6% 6% 6% 6%

Net Present Value 
(NPV)

-$2,261,153

Cost benefit analysis of monetary benefits and costs Post CR01
Current Year 
2019/20

Total
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2. Total forecast cost benefit analysis of monetary costs and benefits that will become the new baseline once this Change Request is 
approved:  

FY FY FY FY FY FY FY FY 
2020/21 2021/22 2022/23 2023/24 2024/25 2025/26 2026/27 2027/28

Net cash flow 
(Benefits less Total 
Costs)

-$        2,044,461 -$14,818,066 $3,072,392 $3,192,896 $3,222,435 $3,255,846 $3,293,638 $3,336,391 $3,384,756  $      5,895,827 

IRR 6% 6% 6% 6% 6% 6% 6% 6% 6% 6%

Net Present Value 
(NPV)

$982,366

Cost benefit analysis of monetary benefits and costs Post CR02
Current Year 
2019/20

Total
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MEMO 

Date 20 October 2021 

To The Chair – Investment and Change Delivery Committee 

From  Stephen Dunstan, General Manager, Enablement, Immigration New Zealand  

Prepared by , Enablement, Immigration New 
Zealand  

Consultation  

SUBJECT BIOMETRIC CAPABILITY UPDATE (BCU) PROJECT – CHANGE REQUEST 03 : 
APPROVAL CONDITIONS  

PURPOSE 
 
This memo provides additional information to the ICDC, requested as a result of the out-of-cycle 
approval of the BCU project CR03. 
 
BACKGROUND 

1. Following cancellation of the August ICDC meeting, the ICDC provided an out-of-cycle approval 
for BCU Project Change Request 03 in September 2021, via the Covid-19 lock down out of cycle 
path in September 2021, to progress for joint ministerial approval. This conditional approval 
stipulated that following queries required answers:   

• Why the requested increased funding is $1 million above what was signalled in June 2021 
investment planning process? 

• Why have the project business benefits reduced from those outlined in the business case 
and subsequent CRs?   

• What are the causes of delay and the associated risk associated with those moving 
forwards? 

 
2. The Committee also directed that an Independent Quality Assurance Review for the BCU 

project is conducted.    
 

RESPONSES 

3. The responses to the outstanding questions are outlined below.  

Variation of $1m to June investment planning 

4. An estimate was provided to the investment planning process in order to meet the planning 
deadline.  Once the re-plan of the project was completed, the revised amount was advised to 
Finance.  

Benefits Reduction 

s 9(2)(a)

s 9(2)(a)
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5. All benefits remain the same, other than a reduction in cashable benefits.  While the overall 
savings achieved have in fact increased, the cashable benefit reduction is due to the following:  
way these are calculated: 
• The project is taking longer to complete, reducing the whole of life period over which 

benefits are calculated. 
• The consolidation of the dependent In-Person Enrolment (IPE) project into the BCU project 

changed the benefits and MBIE Finance accepted a more costly IPE solution in exchange for 
transfer of cost to out-years in response to INZ revenue reduction because of Covid 19 
response border closure.  

• Some original business case savings are now categorized as cost avoidance, due to reduced 
immigration application volumes, and are no longer accounted for as cashable benefits.   

• Increased ongoing depreciation cost and the refactored IPE solution delivery component 
means all savings are now required to fund the ongoing cost of the updated solution. 

Causes of delay 

6. A number of factors have delayed the project, primarily including: 
• Greater solution complexity than anticipated, has only become clear through the detailed 

design phase. 
• The level of requirements definition for a “configuration only” solution was under-

estimated, requiring further requirements elaboration to support NEC design activity. 
• NEC, the biometric solution provider, under-estimated the amount of time required to 

configure and customise solution. 
• The project suffered an almost complete turnover of key MBIE ICT project management 

and technical personnel because of MBIE ICT shifting from a contractor to a fixed term 
model in 2020.   

• The project was unable to recover fully from the loss of momentum suffered because of the 
mandated pause during the Portfolio Covid-19 reset in the middle of 2020. This pause also 
compromised the project’s place in the NEC resource allocation queue, resulting in further 
delay to the NEC IDme design phase.  

• Collaboration with the primary delivery partner (NEC), with a US-based development team, 
has proven more challenging than expected.  

 
7. These factors have now been remediated or have ongoing risk mitigation measures in place, 

and we are confident that delivery can occur within the revised timeframe and budget. 
 

Independant Quality Assurance 

8. An Independent Quality Assurance (IQA) review on the project was completed in June 2021 by 
IQANZ.  The review gave the project a delivery assessment of Feasible and recommended 
project continuation.  All recommendations from that IQA have been implemented. 
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2. Project Overview 

Background 
Identity resolution is critical to INZ application and risk management processes. The Biometric 
Capability Update (BCU) project delivers a significant upgrade to the INZ biometrics management, 
capture and matching solution that is the all-of-government source of identity information for non-
New Zealanders.   

Alignment of the INZ Future State Architecture, Asset Management Plans and Long-Term Investment 
Plan means that a number of projects form the building blocks of INZ’s future regulatory services. 
This project is one of those building blocks; its primary maintenance outcome strongly aligns the 
Identity Management (IDme) and In Person Enrolment (IPE) biometric solutions with future strategic 
direction. It addresses fundamental system limitations that would otherwise unduly constrain the 
future delivery of business benefit through the increasing use of biometrics.  

The identity management systems – Identity Management (IDme) and In-Person Enrolment (IPE) - 
form a critical part of the front-line control of New Zealand’s border. 

At a high level, the project provides the following: 

• Updated, supported and secure identity management systems; 
• Substantially improved identity match results, reducing identity manual resolution rates by 

approximately 80%, resulting in reduced identity resolution timeframes and reduced manual 
resolution resourcing requirements. This directly supports the INZ Advanced Digital Employer-
Led Application Processing and Targeting (ADEPT) system automation, currently under 
development; 

• A consolidated and simplified solution, and support model, that better aligns to business needs; 
• Improved solution capacity, whole-of-life sustainability, scalability and flexibility.  

The Business Case for the project was approved in August 2019. And there have been two Change 
Requests prior to this one: 

• CR#01 was approved in May 2020; and 
• CR#02 was approved in July 2020. 

 

Change Request #03 
This Change Request (CR) has been prepared in support of the preferred and recommended next 
step option for the project - Option 3.  

Option 3 requests endorsement from NZ portfolio governance groups for: 

• Additional CAPEX funding of a forecasted variance of $6.91m from internal baseline allocation; 
• A change of implementation date from May 2021 to July 2022; 
• A change of project closure date from October 2021 to November 2022; and  
• Approval for submission of this CR, and supporting business case documents, to Treasury and 

the joint Ministers for internal funding allocation approval. 
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Summary of the Recommended Option 
Summary 

This request describes changes to the BCU project’s delivery plans, baseline schedule, and cost, and 
seeks endorsement for those changes. 

Preferred and recommendation option: Option 3 - Continue with a revised delivery timeline and 
budget 
 
The recommended option builds on the work already completed to mitigate design and technical 
complexity issues affecting the BCU project’s delivery, and proposes following through on the largely 
completed detailed design, and implementation of the new system. The revised delivery plan is 
based on:  

• Confirmed projected delivery dates for NEC (primary vendor);  
• Elaborated design requirements, that ensure INZ is getting what it needs; and.  
• Confirmation that the updated NEC solution’s ‘out of the box’ ability to deliver to that need 

primarily through configuration, while replacing the majority of existing third party components.  

The revised plan moves the baseline go-live date from May 2021 to July 2022, with a forecast capex 
shortfall on current approved funding of $6.91M being requested. 

Background Context 

The project has worked through a number of substantial design challenges, increased scope and a 
change of approach, all of which have impacted delivery:  
• Revised scope and design approach  

Change request #2 approved in July 2020 significantly impacted the project. It changed the 
approach being followed at a design, a technical, and a business information flow level. The 
change request included revised capex investment and timelines, however the full extent of the 
changed approach and its impacts have only now, at the conclusion of the detailed design phase, 
become fully realised and clear. 

• NEC Design Completion Timeframes 
This critical path activity has been constrained by an under-estimation of the complexity of the 
identity system design, and gaps in NEC’s 
understanding of INZ’s business requirements. Detailed design is now nearing completion.  

• Loss of Key Project Management and Architectural Resource 
An almost complete turnover of key MBIE ICT project management and technical personnel in 
the BCU project resulted from MBIE ICT shifting from a contractor to a fixed term model in 2020. 
The project is now fully resourced.  

• Covid-19 Response Impact 
The project has been unable to recover fully from the loss of momentum suffered as a result of 
the mandated pause during the Portfolio Covid-19 reset in the middle of 2020. This pause 
compromised the project’s place in the NEC delivery arm resource allocation queue, resulting in 
further delay to NEC IDme Designs.  The changed IPE approach agreed during the reset meant 
rework was required with NEC for this work-stream.  

• Collaboration Challenges 
Collaboration with the primary delivery partner (NEC), with a US-based development team, has 
proven more challenging than expected. A number of steps have been introduced including: co-
locating of cross team resources, increased engagement of specialist US based technical and 
consultative resources, new local delivery oversight, expanded senior partner stakeholder 

9(2)(b)(ii) of the OIA
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oversight and engagement, business awareness sessions, and product demonstrations; to better 
position the project for success.  

• Environment Constraints 
To mitigate environment and system change contention across the INZ BCU and ADEPT projects, 
the BCU project has proceeded with AMS system-related updates earlier than planned to allow 
the two sets of changes to be consolidated together.   

Current status 

The project is now in a strong position to progress. It knows considerably more today than it did 
when started, including: 

 A clear understanding of the detailed business requirements. 

 A viable technical design that integrates with older constraining parts of the technical 
landscape. 

 A realistic delivery schedule, based on all information available today, that can be met. 

 A more comprehensive understanding of the strengths and weaknesses of the key solution 
delivery partner (NEC), and a much improved stakeholder engagement at the senior level 
with this organisation. 

 A deeper and better informed understanding of the core out-of-the-box capability of the key 
delivery partner’s software product set. 

As a result of the challenges the project has experienced, and the revised planning that has been 
completed, project costs and timelines have changed. 

Options for next steps 

A number of options for next steps for the project have been considered:  

1. Stop the project; 

2. Phase the delivery; 

3. Continue to deliver the solution with revised funding and extended timeline. 

Note: Options are detailed in Appendix 6  
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4. Appendices 

Appendix 01 – Finances 

Appendix 02 – Milestones 

Appendix 03 – Benefits 

Appendix 04 – Risks 

Appendix 05 – Issues 

Appendix 06 – Options Considered 

Appendix 07 – Project Server Update Summary 
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Changes to Benefits as a result of this Change Request 
 BCU baseline benefits are impacted as follows: 

• The difference in BCU Ben04 – Cashable Cost Savings in CR02 was $11,583,357 (approx. $1,653,579 per year) has now decreased to $7,363,743 
(approx. $1,052,000 per year).   

BCU Ben04 - Cost Savings realisation was previously expected to resume in year two FY21/22, this will now not be realised until year three FY22/23, 
reducing the savings period from 8 years to 7 years. Note the project is now forecasting out to year nine FY28/29. 

• Please note: 

o Cashable benefits realised have been agreed to be used for the ongoing funding of the solution.  

o It has been clarified that these are not nett savings – all cashable and cost avoidance savings are required to fund the ongoing operation and 
depreciation of the updated solution.   

o Cost avoidance savings projections are based on current INZ expectations of timeframes for a return to pre-COVID visa application volumes. 

 

Appendix 04 – Risks 
The project continues to face a High Residual Risk position. Active treatments and controls are in place for these risks and are outlined in the table below. 
However, should one or more of these risks be realised, the potential impact on the projects ability to meet the July 2022 transition date will be 
compromised.  

The project is at a critical stage with the primary vendor in completing the required design and requirements activity. The project schedule is heavily 
dependent on these activities completing on schedule with significant effort being devoted to this area.        
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2. Project Overview 

Background 
Identity resolution is critical to INZ application and risk management processes. The Biometric 
Capability Update (BCU) project delivers a significant upgrade to the INZ biometrics management, 
capture and matching solution that is the all-of-government source of identity information for non-
New Zealanders.   

Alignment of the INZ Future State Architecture, Asset Management Plans and Long-Term Investment 
Plan means that a number of projects form the building blocks of INZ’s future regulatory services. 
This project is one of those building blocks; its primary maintenance outcome strongly aligns the 
Identity Management (IDme) and In Person Enrolment (IPE) biometric solutions with future strategic 
direction. It addresses fundamental system limitations that would otherwise unduly constrain the 
future delivery of business benefit through the increasing use of biometrics.  

The identity management systems – Identity Management (IDme) and In-Person Enrolment (IPE) - 
form a critical part of the front-line control of New Zealand’s border. 

At a high level, the project provides the following: 

• Updated, supported and secure identity management systems; 
• Substantially improved identity match results, reducing identity manual resolution rates by 

approximately 80%, resulting in reduced identity resolution timeframes and reduced manual 
resolution resourcing requirements. This directly supports the INZ Advanced Digital Employer-
Led Application Processing and Targeting (ADEPT) system automation, recently deployed; 

• A consolidated and simplified solution, and support model, that better aligns to business needs; 
• Improved solution capacity, whole-of-life sustainability, scalability and flexibility.  

The Business Case for the project was approved in August 2019.  

Specialist Supplier 

NEC are recognised as best of breed and consistently score at the top of independent testing for 
biometric authentication. They have over 1000 solutions implemented across 70 countries. 
NEC New Zealand Limited were selected directly as a specialist supplier of biometrics via a 
procurement exemption to supply and implement an update to Immigration New Zealand’s (INZ) 
Identity Management system and were contracted through a Statement of Work in July 2020.  

Delivery Delay Context 

The project had previously worked through a number of substantial design challenges, increased 
scope, a change of approach, and a number of challenges related to delivery delay and quality issues 
associated with the key vendor. A revised delivery plan that addressed these challenges was 
approved via CR#3.  

Of key significance following approval of CR#3, was the key vendor missing a critical path milestone 
in late 2021. Revised timeframes from the vendor to achieve this milestone have now slipped to nine 
months. This slippage has had a significant further impact on the project delivery schedule and 
subsequently approved funding. 

The key vendor, NEC, has struggled to understand the complex and tightly integrated nature of the 
design and subsequently their required deliverables. They initially underestimated the work effort 
required and did not structure or approach the project effectively or efficiently. New resources and 
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changed delivery structures are starting to improve that situation, however delay and quality issues 
remain under escalation with senior stakeholders within the NEC organization at a global level. 
  

Previously Approved Project Variations  
There have been three previous project Change Requests: 

• CR#01 was approved in May 2020,  
This CR added the stand along IPE project scope of work to the BCU project scope. There was a 
funding transfer that was never received, and the delivery timeline was revised out. 
 

• CR#02 was approved in July 2020; 
This CR approved a significantly changed technical scope by bringing the NEC solution 
components out from within the current Identity Management system to be stand-alone and 
integrated with wider INZ system components/ applications. It also approved a revised financial 
model, at a time when INZ funding was negatively impacted by Covid restrictions – IPE was 
changed to be an As a Service model, and the delivery timeline was revised out with associated 
additional capex funding to support, and 
 

• CR#03 was approved in Nov 2021.  
This CR approved a revised delivery timeline and additional capex funding to complete the 
project based on the delivery schedule in place.  Predominantly this restored funding removed 
as a result of the CR02 response as a result of border closure revenue impacts. 

 
Independent Quality Assurance 
The project engaged an independent specialist to assess its structures, procedures, controls, 
planning and governance in mid-2021. An overall assessment rating of “Feasible” was recorded with 
a number of recommendations made and all implemented.  
A second IQA with a focus on project controls and preparedness for solution software deployment 
phases is currently scheduled for completion in September 2022.   
 

Current Status 
The project is at a pivotal point with the majority of integration changes on related systems having 
been made, new infrastructure designed and built, biometric and biographical data tuning 
underway, new Azure interface management capability being designed and built, new biographic 
data application designed and built, and data migrations between related systems progressed. 

In parallel revised security and privacy assessments have been undertaken and IPE hardware 
confirmed and ordered. 

Significant effort has gone into NEC detailed design, subsequent build and configuration over recent 
months. Deployments of solution packages into local NEC test environments have enabled NEC to 
showcase to stakeholder’s aspects of the MBIE solution on a working system. These showcase 
sessions, providing early visibility of the functional capability, will be repeated in the lead up to the 
full NEC solution deployment into the first MBIE test environment at the end of August (critical path 
milestones previously missed Nov ’21)   

NEC have reviewed and revised their overall approach to the project. This has resulted in a new 
delivery structure being introduced, an increase in local and offshore resourcing, and a revised 
governance structure and oversight. Challenges in ensuring optimal performance from the key 
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vendor, NEC, remains, however. NEC NZ are dependent on NEC America for resource and product 
knowledge. MBIE has little visibility or influence on that internal NEC relationship, which appears 
challenging at times.  

The integrated project delivery has been re-planned based on the revised milestone dates advised 
by NEC and re-validated with all vendors as achievable. The next critical path milestone is the 
deployment of the first NEC software package into the new infrastructure in the MBIE Systems 
Integration Test (SIT) environment at the end of August ‘22.    

Project governance is strong with the Steering Group meeting bi-weekly. Additional expertise has 
been added to this group as the project has transitioned to delivery control under the new DDI 
structure. A clear and active escalation pathway from project delivery through to stakeholders exists 
and results in immediate action on issues when required.  

The revised delivery schedule has been validated by NEC, however the risk of change remains until 
such time a finalised and aligned NEC end-to-end schedule has been provided, which will allow us to 
verify dependency alignment with the MBIE plan as well as other solution delivery partners. 

Project stakeholders have assurance from NEC that they will deliver to the revised schedule as a 
result of assurance provided by the NEC CEO.   

  

Change Request #04 
This Change Request (CR) has been prepared in support of the preferred and recommended next 
step option for the project - Option 3.  

Option 3 requests endorsement from NZ portfolio governance groups for: 

• A reallocation of capital vs operating funding for delivery that involves configuration and 
Software as a Service in line with new Treasury guidelines; 

• $744,220 of Capex from FY20/21 was written off, reducing total capex, and will be recognised as 
an opex costs.  

• Internal capital drawn down from MBIE is $22.03m, and includes $21.29m project capex cost 
and the $0.74m SaaS write-off.  

• Additional OPEX funding 4.67m will be funded from; 
o Previous - FY20/21 $744,220 from the SaaS appropriation. 
o Previous - FY21/22 $1,454,390 from Immigration.  
o New - FY22/23 $1,911,039 from cost centre 2146 in DDI, this is allocated to Immigration. 
o New – FY23/24 $601,734 from cost centre 2146 in DDI, this is allocated to Immigration.     

 
• A change of implementation date from July 2022 to August 2023; 
• A change of project closure date from November 2022 to November 2023. Post-production go-

live tasks include one month’s support, decommissioning of redundant components and project 
closure tasks including preparing and submission for approval of the project closure report, and;  

• Approval for submission of this CR to Treasury and the joint Ministers for internal funding 
allocation approval. 
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4. Appendices 

Appendix 01 – Finances 

Appendix 02 – Milestones 

Appendix 03 – Benefits 

Appendix 04 – Risks 

Appendix 05 – Issues 

Appendix 06 – Options Considered 

Appendix 07 – Project Server Update Summary 
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Change Request 03 3644 BCU Project Change Request 03 

Change Request 04 3644 BCU Project Change Request 04 

Requirements: NEC IDme  Consolidated Business Requirements for NEC 

Requirements: NEC IPE  NEC IPE Functional Specifications 

Requirements: NEC IDme & IPE Non-

Functional  

Consolidated NFR for NEC 

Requirements: IPE Hardware NEC IPE Hardware Requirements 

Requirements: DXC AMS Requirements 

Requirements:   

BCU Benefits Map BCU Benefits Map 

 

  

s 6(c) s 6(c)
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1 Project Change Overview 

1.1 Background 

A project Change Request is required when a Project requires an adjustment of the project baseline 

(e.g. costs, timescales, scope, benefits). This is produced to advise the governance forums that the 

Project will deviate from the approved project margins unless remedial action is taken, and to 

provide options analysis for a governance decision on the best way forward (including both ‘do 

nothing’ and ‘stop the project’). The request must include the description of the change, the 

consequences, options and recommendations for the budget and schedule and the reason for any 

deviation. The Project Manager advises the appropriate governance forums of the situation and 

seeks endorsement/approval. Considerations – If the project is part of a Programme of work, the 

circumstances of the variation should be co-ordinated at programme level.  

Clearly articulate the reason for the Change Request, which aspects of the Project it covers, and 

provide an overview of the situation. 

This Project Change Request describes the time delays encountered by the project due to the 

extended duration of:  

1. Data migration,  

2. Completion of design artefacts; and, 

3. Meeting security requirements.  

The project is seeking additional time, and funding, to account for compounding effect these delays 

which see the implementation date move from August 2023 to November 2023 and the Closure 

Report moving from November 2023 to February 2024. 

 

1.2 Summary of the Recommendation Option 

Summarise here what you are advising the governance forums approve (ie. the preferred option) and 

any other approvals or recommendations you are seeking. 

1.2.1 Description 

Describe the relevant part of the last approved baseline and what variation is forecast.  Describe the 

root cause that led to this change.  The reasons for the forecast variation must be clearly stated and 

analysed. Give details, if appropriate. 

 

1.2.2 Consequences 

Use the table below to show the consequences of the forecast variation.  Describe in terms of the 

effects on costs, timescales, quality, scope, risk, and benefits. List both negatives and positives 

(including any dis-benefits). Include any implications for the Business Case. The impact on the overall 

project plan must have been calculated. 
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3.4 Recommended Option 

The format of this section should be used for the recommended option only regardless of what it is. Options which are not recommended should appear in 

the abbreviated format above. Do not repeat options in both formats. 

3.4.1 Description 

Describe the relevant part of the last approved baseline and what variation is forecast.  Describe the root cause that led to this change.  The reasons for the 

forecast variation must be clearly stated and analysed. Give details, if appropriate. 

3.4.2 Proposed Change and Impact 

Use the table below to show the proposed change and the impact of the forecast variation.  Describe in terms of the effects on costs, time, quality, scope, 

risk, and benefits. List both negatives and positives (including any dis-benefits). Include any implications for the Business Case. The impact on the overall 

project plan must have been calculated. 
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4 Detailed Financial Breakdown – Recommended Option 

The excel sheet for the financial breakdown below is available here. 

The excel sheet should be completed in conjunction with your Finance Business Partner. 

Copy and paste the ‘Business Case’ sheet here.
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1 Project Change Overview 

1.1 Background 

This Project Change Request (CR) has been prepared by the Project Manager to advise the Delivery 

Governance Board (DGB) and Finance Investment & Change Committee (FICC) of a variation to the 

previous baseline approved for CR05. 

The request describes the need for change and seeks approval to increase the timeframe and 

budget, along with returning to the original BCU scope and delivering IPE under its own project. 

These two deliverables are the Biometric Capability Update (BCU) and the In Person Enrolment (IPE) 

solutions.  

The BCU project also needs to see Cabinet approval to increase the Whole of Life Cost (WoLC) 

threshold from $35 million to $40 million. This increased WOLC threshold does not include the costs 

for delivery of the IPE solution.  

This Project Change Request describes the time delays encountered by the project due to: 

 The project being paused for 4 weeks in November 2023 as directed by Governance while 

WoLC were being reviewed and alternative options were considered.  

 Delays in deploying the solution into SIT to commence testing; and  

 SIT Priority One test scripts taking longer than planned to complete due to the number of 

defects found, the lengthy time to resolve these and infrastructure issues in the 

environment.  

1.2 Summary of the Recommended Option 

The project is seeking approval of the preferred option to continue the project. Additional time, and 

funding is required, to make allowance for the compounding effect of the delays. 

 

The recommended option also seeks approval to return the BCU project to its original scope and 

have IPE delivered under its own project, which supports: 

 The commercials constructed to deliver the two individual projects will be separated.  

 Ensures the scope of each project is well understood and managed. IPE was never in the 

original scope for the BCU project, and this change simply returns the BCU project to its 

original and reflects the need that IPE should be run as its own project. 

 The WOLC of $39.9m is for BCU only and IPE is likely to be $10.1m. The Cabinet paper will 

advise there are two costs, one for BCU and the other for IPE.  MBIE will be seeking approval 

in the Cabinet paper for the BCU project only as the WoLC will be above the current 

approved threshold. The Cabinet paper will not seek approval for WOLC cost of IPE, as it is 

below the Cabinet threshold and will be a separate project.  

 Effort/Resources/Cost can be attributed/apportioned correctly to the right deliverable and 

effort can be directed at an organisational level to the correct delivery priorities.  

 IPE assets (physical hardware) will have a different depreciation schedule to BCU assets. 

 Separation will allow for best practice, having individual projects for each deliverable 

 Voice of customer is considered for each project deliverables and any additional IPE 

requirements do not impact on the BCU project budget and vice versa.  

 Efficiencies to ensure time sheeting is to the correct project code 
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1 Project Change Overview 

1.1 Background 
This Project Change Request (CR) advises the Delivery Governance Board (DGB) of a variation to the 
previously revised go live date and additional budget, that was approved under Change Request 05. 

This CR (CR06) was originally submitted in April 2024 for endorsement by DGB and the Finance 
Investment and Change Committee (FICC). It was to be submitted to Cabinet as the Whole of Life 
(WoLC) cost exceeded the $35 million threshold which requires Cabinet approval. In addition, there 
was still a significant risk to the timeframe for go-live and further planning was completed to avoid 
submitting multiple variations to Cabinet. During this planning it transpired that with robust financial 
controls the WoLC would be under $35 million and consequently the CR was not submitted to 
Cabinet. 

The risk to the timeframe has since materialised and necessitated a further extension of the go-live 
date. The CR is now resubmitted to DGB for approval. 

The request describes the need for change and seeks approval to increase the timeframe and 
budget, along with returning to the original BCU scope and delivering IPE as a separate project.  

The time delays encountered by the project are due to: 
• The project being paused for 4 weeks in November 2023 as directed by Governance while 

the WoLC was being reviewed and alternative options were considered.  
• Delays in deploying the solution into SIT to commence testing.   
• SIT Priority One test scripts taking longer than planned to complete due to the number of 

defects found, the lengthy time to resolve these and infrastructure issues in the 
environment. 

• Delays in finalising a production release candidate.  
• Impact of delays on downstream critical path deliverables like commercials. 
 

Budget delays are due to: 
• Increased vendors cost to deliver the Minimum Viable Product (MVP) release candidate.  
• Increased internal cost to test the solution and support the project. 
 

1.2 Project Options and Recommendations 
When the previous version of CR 6 was submitted in April 2024, 3 options were provided for 
consideration.  These were: 

1. Do Nothing 
2. Stop the project 
3. Separate the BCU and IPE projects, seek additional funding and revise the Go live date. 

 
The project is seeking approval of option 3, to continue the project, seek additional funding and 
revise the Go live date.  
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Approval is sought to return the BCU project to its original scope and deliver IPE as a separate 

project, which supports: 

 The commercials constructed to deliver the two individual projects being separated.  

 The scope of each project being well understood and managed. IPE was never in the original 

scope for the BCU project, and this change simply returns the BCU project to its original and 

reflects the need that IPE is managed as a separate project. 

 Effort/Resources/Cost attributed/apportioned correctly to the right deliverable and effort 

can be directed at an organisational level to the correct delivery priorities.  

 IPE assets (physical hardware) having different depreciation schedule to BCU assets. 

 Separation that will allow for best practice, having individual projects for each deliverable. 

 The Voice of the customer being considered for each project deliverables and any additional 

IPE requirements do not impact on the BCU project budget and vice versa. 

 Efficiencies to ensure time sheeting is attributed to the correct project code. 

 The separation of any legal/commercial issues specific to either the BCU or IPE solution.  

Returning BCU to its original scope and delivering IPE under its own project will not have a material 

impact on the total delivery resources required as the two projects will still be managed under the 

same programme of work and governance structure, and will utilise some shared resources where it 

makes sense who are already engaged or hold SME across the two solutions. The two projects will 

be governed by the BCU Steering Group to maintain efficiencies.  

1.2.1 Description 

Change Request 5 was approved in June 2023, which moved the implementation date from August 

2023 to November 2023 and the Closure Report from November 23 to February 2024. It also 

requested an increase of funding of $511,460 Capex and $4,531 Opex.  

Since CR5 was approved, the project has encountered additional issues with the delivery and has 

missed several milestones. The key missed milestones were the deployment of the solution into 

MBIE’s SIT environment taking over 8 weeks longer than planned and the Priority One test scripts 

not being completed in the System Integration Test (SIT) environment in the planned timeframe due 

the number of defects found.  

The project undertook two Independent Quality Assurance (IQA) reviews between April to July 2024. 

The review by David Williams Consulting, with a report in May 2024 to understand the ‘Delivery 

Certainty’ of the project for the proposed go-live in October 2024 had two objectives:  

 Provide assurance to the Sponsor, and Project Steering Group, that the project is positioned 

to meet the go-live milestone within time and revised proposed budget (including proposed 

contingency) and to the expected level of quality.  

 Provide assurance that the overall project governance and management environment (roles, 

responsibilities, capability, capacity, approach, processes, standards and controls) have been 

maintained and are of sufficient rigour to support successful delivery of the project.  

An Ernst and Young IQA with a report in May 2024 was completed on advice from the Minster of 

Immigration to provide independent advice and to the Minister on the status of the project.  

The recommendations of both reviews were implemented to optimise the project’s ability to 

successfully deliver based on an October 2024 go-live date. 
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2. The reasons why the project is red 
a) The project has missed major internal milestones and has been experiencing delivery slippage since the last Change Request, CR4, November 2022. 

b) Recent analysis of current and future growth to Biographic Identity information is indicating associated licencing costs will likely have a major impact to the 
WOLC. 

c) Concern that Security Testing currently being completed will indicate medium to high vulnerabilities that will need to be resolved. 

d) Project deviation from standard MBIE project delivery approach is adding quality and timeline risks to the project. 

 
3. The materiality of the issue(s) 

a) Loss of key resources and IP has led to gaps in the understanding of project scope to be scheduled and delivered. 

b) Security vulnerabilities identified by the vendor has required a phase security testing approach to be adopted which is adding risk and delivery slippage to the 
project. 

c) Limited availability to NEC resources and quality product documentation has delayed the completion of Part B design, which is causing quality and delivery 
slippage risk to the project. 

d) Technical delays to SIT Data Migration has cause delivery slippage to SIT testing commencing. 

e) Data migration taking longer than expected is driving the project critical path with associated rework, quality, and delivery risks. 

4. The materiality of your project being at risk 
a) Agreed Go Live milestone being missed. 

b) Additional WOLC identified may lead to a budget revision. 

c) Delayed timelines will probably lead to a revised Go Live during the peak Immigration business window. 

5. Potential system, financial. Security and reputational risks 
a) Compression of the project schedule to meet the Go Live date may lead to reduced solution quality and delivery timeline risk. 

b) Potential WOLC increases may require Cabinet Approval. 

c) Due to public visibility of the project, changes to project cost and timelines may hurt MBIE’s reputation. 
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27 Aug 2020 ICDC Memo to Board - Approved 

8 Jul 2020 INZ BCB Change Request - Endorsed 

10 Jun 2020 INZ BCB Change Request - Endorsed 

13 May 2020 INZ BCB Change Request - Approved 

13 May 2020 INZ BCB Change Request - Approved 

22 Aug 2019 ICDC Business Case - Approved 

12 Aug 2019 INZ BCB Business Case - Endorsed 
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Summary of Change 7. This CR is a result of previous milestones not being met due to delays with solution deployments, infrastructure and testing issues, prolonged defect 

resolution; and a requirement to split the BCU and In Person Enrolment (IPE) biometric solutions back into two separate projects to create the 

necessary efficiency gains. 

8. This CR is seeking: 

a) Approval to return the BCU Project (3644) to its original scope and allow IPE to be delivered as a separate project (3685) as originally planned. 

b) An extension to the project closure date from February 2025 to June 2025 for the BCU and IPE projects 

c) An extension to the project benefits realisation dates from November 2023 to June 2025 for the BCU and IPE projects and the splitting of the 

benefits between the projects. 

d) Approval to increase the project capex funding by $13,322,515 and the opex funding by $3,222,839 from cost centre 2146, and a split of the 

financials between the project as laid out in the CR. 

BCU Summary of Costs IPE Summary of costs 

(1) Total Project cost: $34,400,000 

(2) The total OPEX is $3,561,912 

(3) The total CAPEX: $30,838,088 

(4) WoLC:  $34,998,744 

(1) Total Project cost: $8,527,267 

(2) The total OPEX: $5,496,543 

(3) The total CAPEX: $3,030,724 

(4) WoLC: $10,077,492 

9. BCU and IPE will be delivered to the same timeline.  The two solutions will be developed concurrently and rolled out at the same time due to IPE 

dependency on BCU.   Both projects will close in June 2025. 

10. Both projects will have their own cost centre and budget, project, and governance artefacts along with status reporting. 

11. The existing Steering Committee will now govern the two separate projects. 

Impact Assessment 12. Scope:  The BCU project will return to its original scope and deliver a Minimum Viable Product for the IDme2 solution. IPE will deliver a new In Person 

Enrolment solution. 

13. Cost:  There is an Increase in total project capex and opex, split between projects with the Finance team required to journal the following actuals from 

previous financial years. 

14. Schedule: The schedule increase impacts the budget, delays end users’ access to the new system, and will result in continued use of the existing 

system. 

15. Benefits:  Benefits delivery and realisation will be split between both projects and delayed from November 2023 to June 2025, and technical risk of 

the current system will remain for longer. 

16. Asset Management: Delays in delivery of the two system assets and commencement of depreciation by 16 months. 

PMO Comment and 

Advice 

17. Finance has confirmed there is funding budgeted to cover this cost of the change put forward by the project. 

18. All endorsements were received from all reviewers, and this CR been approved by the PSG.   

19. Any future Governance Documents (Change Request or Closure Report) will be managed in the separate project budgets. 
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5. Two Independent Reviews  have been undertaken in the last month. An IQA was completed by David Williams Consulting and EY were engaged to provide 
and independent view to the Minister of Immigration. The final reports are attached for the Boards information.  

6. An action from the Delivery Governance Board on 15 April 2024, when Change Request 6 was endorsed was for the project to complete the new Treasury 
Risk Profile Assessment (RPA). This has been completed, circulated amongst the key stakeholders at MBIE and is ready for submission to Treasury. The 
Treasury Risk Profile Assessment has a Medium complexity rating. 

7. The endorsement of CR6 at FIC will provide information to support the Cabinet paper that Immigration Policy is working on requesting approval to 
increase the Whole of Life Cost (WoLC) threshold above $35 million. Currently the forecasted WoLC is circa $40m, but the final amount is subject to the 
successful exit from System Integration testing and the commercial agreements reached with vendors in any Support & Maintenance contracts. The 
timing of the Cabinet paper is in discussion with the Ministers Office but will most likely be in late July or early August. The project will remain under the 
$35m threshold until September. 

8. INZ launched the "Striking the Balance" strategy in October 2018 and is summarised in the following aspiration statement "As trusted stewards of the 
immigration system, we facilitate and protect New Zealand's interests" This project algins to the strategy and enables Immigration to deliver on its 
regulatory and National Security obligations. 

9.  
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Recommended action 

We recommend that the governance committee: 

a) Endorse the Change Request and change to the project funding, increase project CAPEX by $5,164,049 in FY23/24 and $9,647,603 in FY24/25 and 

OPEX by of $481,768 in FY 22/23 and $7,538,126 in FY24/25 from cost centre 2146. 

b) Endorse the change to Project Scope, removing the In Person Enrolment (IPE) deliverable which will be completed as a separate project (3586) as 

originally planned, allowing 3644 to deliver its original scope. 

c) Endorse the split for the individual approved project funding to the following project codes: 

3644 BCU – CAPEX $4,590,784 FY23/24 and $6,946,352 FY24/25 

3644 BCU – OPEX $133,256 and $5,809,018 FY24/25 

3586 IPE –   CAPEX $573,265 FY23/24 and $2,701,251 FY24/25 

3586 IPE –   OPEX $348,512 FY 23/24 and $1,729,108 FY24/25 

d) Endorse to reflect project actuals from previous FY from project 3644 (BCU) to reflect the actual costs incurred by IPE. 

OPEX FY20/21 - $744,220 

OPEX FY21/22 - $1,021,231 

OPEX FY22/23 - $1,409,680 

e) Endorse the changes to the project timeline: 

Move the implementation date from November 2023 to October 2024 

Move the project closure date from February 2024 to January 2025   

f) Endorse the change in benefits and their realisation date moving from November 2023 to October 2024 

g) Endorse the benefits will be split, those that relate to BCU will remain as part of Project 3644 and IPE benefits will be moved to Project 3586. 

h) Note the Opex requirements have been reviewed and funding availability confirmed by Finance but final WoLC can only be confirmed once 

commercial agreements have been executed and successful exit from SIT. 

i) Note that the next governance document submitted to this forum with be the project closure report in January 2025. 

j) Note the increase in WoLC for the BCU project requires approval by Cabinet and a draft Cabinet paper is underway. 
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Mako Link to Endorsement EmailEndorsed?Endorser / Reviewer
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Yes

Impact of the Change if ApprovedChange Required (If applicable)BaselineImpacts

No change.No change.Scope

Budget increases.

Total Opex of $4,337,653

Total Capex of $21,794,944

WoLC increased to $31,949,202

Please note, there are commercial negotiations in 

flight with the outcome unknown which may breach 

the $35m WoLC causing cabinet review. This is 

additional to the updates for the Minister. 

Additionally, the risk profile could see costs increase if 

further time or increased resourcing is required.

Increase in funding:

OPEX: $4,531

CAPEX: $506,929 

Moving project CAPEX $1,537,137 from FY22/23 to FY23/24 and returning OPEX $378,261.

WoLC increased to $31,949,202

OPEX $4,711,383

CAPEX: $21,288,016

WOLC: $31,933,858

Cost

Extension in key milestones.Implementation date: November 2023

Closure date: February 2024

Implementation date: August 2023

Closure date: November 2023

Schedule

Shift of benefit start date to 21 November 2023. The 

delay in benefit date sees the business carry a higher 

operational cost for 2.5 months. Further analysis on 

benefits is in progress at present.

Shift of benefit start date to 21 November 2023.FTE savings with increased identity matching.

Qualitative benefits with reduced risk, 

increase quality, capability and supportability.

Reduce system, platform and development 

costs.

Benefits

Delay in delivery of system asset and commencement 

of depreciation by 3 months.

Delay in delivery of system asset by 3 months.Delivery of asset required by 2023Asset Management

Extension of key resources including contract staff to 

support additional timeline.

Extension of key resources including contract staff who have a 2-year anniversary in the coming months.Resources

The risks will require mitigation plans and, given the 

probability and number of risks, it is likely that a 

future change request will be required. 

The project will report back to the DGB, at the earliest 

possible time, should any the risks be realised and 

their impacts have been evaluated.

If staff can’t be retained, then the lost of IP will delay the project.

If technical integration into SIT is challenging, then the project will be delayed

If Security vulnerabilities are not resolved, then the project will be delayed until the solution meets MBIE’s security needs.

If SIT testing uncovers significant defects then the project could be delayed.

If the Solution Part B Design is not approved by 31 July, then preproduction and production builds will not commence, and the project 

will be delayed.

If environment builds can’t have additional resource for build activities, then Data Migration and project timelines will be delayed

If MBIE doesn’t approve the UAT data migration commencement then the solution testing and the project will be delayed. 

If Data migration in UAT is longer than 9 weeks then all data migration will take longer, and the project will be delayed.

If UAT can’t be used for security control validation and audit and full penetration testing then preproduction security control validation 

will take longer, delaying the project.

If security retesting and approval for security control validation takes longer than 3 weeks, then the project will be delayed

If a solution for disaster recovery set up and testing must be done in production, then the project will be delayed.

If the Production server builds can’t occur before Design approval, then production data migration will be delayed, delaying the project.

If the NEC software supporting data migration can not be put into production to start data migration activities, then the project will be 

delayed.

If Commercial support agreements are not approved to meet the ORR timeline, and within financial tolerances, then the project will be 

delayed and may be more expensive.

If the project goes longer than the implementation date, then the project will cost more to deliver.

Risk

No material effect.Change starts later than planned.The business change activities are to support 

the transition of the new system and any 

process change.

Business Change

No change.No change.Procurement

s9(2)(a)6(c) of the OIA
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TotalFY29/30FY28/29FY27/28FY26/27FY25/26FY24/25FY 23/24FY 22/23FY 21/22FY 20/21FY 19/20Funding Information – BCU

$21,794,944$0$0$0$0$0$0$5,005,648$7,690,061$1,691,150$6,022,500$1,385,585CapexPreviously Approved: 

Business Case & CRs $1,337,552$0$0$0$0$0$0$606,265$298,128$433,159$0$0Opex

$9, 043,144$0$0$0$0$0$7,400,000 $2,891,792$0$0$0$0CapexFunding requested in this 

submission $2,224,360$0$0$0$0$0$775,000 $126,427$0$0$0$0Opex

$32,086,735 $0$0$0$0$0$7,400,000 $7,897,440$7,690,061$1,691,150$6,022,500$1,385,585CapexRevised Total Project 

Funding $2,238,979 $0$0$0$0$0$775,000 $732,692$298,128$433,159$0$0Opex

$10,000,000$1.,500,000$2,000,000 $2,000,000 $2,000,000 $2,000,000 $500,000 $0$0$0$0$0OpexOngoing operating costs

$32,086,735 $4,813,010$6,417,347$6,417,347$6,417,347$6,417,347$1,604,337 $0$0$0$0$0OpexDepreciation

$8,583,625$160,434$481,301$802,168$1,123,036$1,443,904$1,604,337 $1,234,337$839,465$454,962$370,404$69,279
Capital Charge

$34,999,440Whole of Life Cost

TotalFY29/30FY28/29FY27/28FY26/27FY25/26FY24/25FY 23/24FY 22/23FY 21/22FY 20/21FY 19/20Funding Information – IPE

$0$0$0$0$0$0$0$0$0$0$0$0CapexPreviously Approved: 

Business Case & CRs $3,175,131$0$0$0$0$0$0$0$1,409,680$1,021,231$744,220$0Opex

$3,030,724$0$0$0$0$0$2, 457,459$573,265$0$0$0$0CapexFunding requested in this 

submission $2,321,412$0$0$0$0$0$1,972,900$348,512$0$0$0$0Opex

$3,030,724$0$0$0$0$0$2,457,459$573,265$0$0$0$0CapexRevised Total Project 

Funding $5,496,543$0$0$0$0$0$1,972,900$348,512$1,409,680$1,021,231$744,220$0Opex

$5,000,000$750,000$1,000,000$1,000,000$1,000,000$1,000,000$250,000$0$0$0$0$0OpexOngoing operating costs

$3,030,724$454,609$606,145$606,145$606,145$606,145$151,536$0$0$0$0$0OpexDepreciation

$559,040$15,154$45,461$75,768$106,075$136,383$151,536$28,663$0$0$0$0Capital Charge

$10,030,276Whole of Life Cost



Impact of the Change if ApprovedChange Required (If applicable)BaselineImpacts

The BCU project will return to its original scope and deliver a Minimum Viable 

Product for the IDme2 solution.

IPE will be a separate project to deliver a new In Person Enrolment solution.

BCU and IPE will each have its own project code and budget, Project Online 

instance and relevant project artefacts. The projects will share a governance group 

but separate status reports will be provided for each project.

BCU – 3644

IPE – 3586

Return BCU to its original scope and have separate 

projects for the  delivery of the two solutions. 

Descope some defects for a follow-up project funded 

from Business as Usual (BAU) cost centre 1803 after go-

live.

Delivery of the BCU and IPE solutions under 

one project.

Scope

The Finance team will need to journal the following actuals from previous FY from 

BCU 2644 to IPE 3586

• OPEX FY20/21 - $744,220

• OPEX FY21/22 - $1,021,231

• OPEX FY22/23 - $1,409,680

Additional funding required:

BCU

 CAPEX FY23/24: $2,891,792

 CAPEX FY24/25: $7,400,000

 OPEX FY23/24: $126,427

 OPEX FY24/25: $775,000

IPE

 CAPEX FY23/24: $573,265

 CAPEX FY24/25: $2,457,459

 OPEX FY23/24: $348,512

 OPEX FY24/25: $1,972,900

Approved Funding of:

OPEX - $,4,512,683

CAPEX - $21,794,944

Cost

The project schedule will be updated to reflect the new Go Live and Project Closure 

dates. Schedule increase impacts the budget, delays end users’ access to the new 

system and will result in continued use of the existing system.

New go-live scheduled for April 2025.

Project Closure extended to June 2025.

Go-live: November 2023

Project Closure: February 2024.

Schedule

Benefits delivery will be delayed, and technical risk of the current system will 

remain for longer.

Delay in benefit realization to commence in the second 

quarter of 20254.

Benefits to be reallocated to correct project depending 

on if they relate to BCU or IPE.

Benefits were to start to be realised in 

November 2023.

Benefits

Delay in delivery of the two system assets and commencement of depreciation by 

16 months.

Delay in the delivery of the assets. 

Two assets will now be delivered in April 2025 – The BCU 

and IPE Solutions.

Assets to be delivered in November 2023.Asset Management

Extension of key resources including contract staff to support additional timeline.Need resources up to June 2025.

Extension required of key resources including contract 

staff who are passing their 2-year anniversary.

Resources were planned to work on the 

project until February 2024.

Resources

No change in the Change Management activities.Change activities will commence later than originally 

planned. 

The business change activities are to support 

the transition of the new system and any 

process change.

Business Change

Due to the fixed Go Live date, critical defects which are not required by the go-live 

date will be descoped and delivered by a follow-up project within 3 months after 

go-live. The follow up project will be funded from budget in cost centre 1803. 

The focus of the project will be on Priority 1 to 3 test 

scripts in the SIT environment. Priority 4 test scripts will 

be completed if and as time allows.

Non-functional requirements will not be impacted.

All test scripts are completed in SIT.Quality

No ChangeNo ChangeProcurement exemptionProcurement

Template V4.1 Nov 2023
















