


 Ensure standards and requirements mandated by government (this includes the Cabinet Office circular CO (23) 9,) are 

adhered to. 

 Point of escalation for project or programme risks and issues that require intervention. 

 Monitor the effectiveness of project/programme steering groups and intervene as required.  

 Ensure appropriate assurance controls are in place with interventions, as required, to enable delivery confidence.  

 Provide Portfolio Investment and Performance reporting including: 

o Overall delivery portfolio health  

o Benefits realisation and performance 

o Highlight potential reputational risk 

o Indication where new investment funding is required that needs Ministerial or Cabinet approval, and 

o Includes year-to-date updates on finance and programme delivery. 

 Have the authority to terminate initiatives within DFA investments that no longer align with MBIE's objectives, priorities, 

and/or are not able to deliver adequate benefits as stated in the business case. 

 Monitor benefit realisation on approved business cases and provide advice to FICC. 

 Ensure that initiatives are managed in accordance with MBIE policies and practices. 

 Work collectively in the best interests of the Ministry, while taking a whole-of-government perspective wherever 

relevant, to support MBIE’s investment process. 

 Ensure the agenda, minutes, decisions, and relevant papers for each meeting are correctly recorded and maintained in a 

central repository. 

 Promote MBIE's vision, values, and culture. 

 

Membership  

The committee is comprised of the members listed below. The membership will be comprised of tier two and three 

leadership. Appointments to the committee will be based on knowledge, skillset, capacity, and organisational needs. FICC is 

responsible for appointing the Chair. Members will be appointed by Chairs with the approval of FICC. The Head of Enterprise 

Portfolio Management Office will provide advice on all appointments. 

 

The committee membership will be reviewed on an annual basis. The ToR document will be updated to reflect any changes in 

membership. 

 

Chair: Deputy Secretary Corporate and Digital Shared Services (CDSS) 

Deputy Chair: Acting Deputy Secretary Te Whakatairanga Service Delivery (TWSD) 

Members: Chief Operating Officer, Immigration 

Chief Technology and Security Officer, CDSS 

Deputy Chief Financial Officer 

General Manager Customer Service Delivery, TWSD 

General Manager Enterprise Strategy, Risk and Transformation, CDSS 

General Manager Organisational Performance, Strategy and Assurance 

General Manager Resource Markets, TWSD 

General Manager Technology and Innovation, LSE 

 

Core Attendees 

Functional leads and advisors will attend to provide ongoing specialist knowledge to complement the skills and experience of 

the committee. They are not members of the committee and do not hold voting rights. Other advisers may be invited to 

attend meetings as required.  

 

Attendees: Director Kiritaki Centricity and Service Design, TWSD 

Head of Digital and Programmes – Corporate and Policy 

Head of Digital and Programmes – Immigration 

Head of Digital and Programmes – TWSD 

Head of Enterprise Portfolio Management Office 

PMO Lead, CDSS 

Strategic Finance Principal Lead, Finance Business Partnering, CDSS 

 

Business Rules 

 If the Chair is unavailable to attend a meeting, the Deputy Chair will act in their place.  

 To maintain accountability and continuity, members may not delegate attendance at meetings unless approved by the 

Chair. Delegates will not hold voting rights. 



 A meeting quorum will be ‘half plus one’ of the members of the board, and must include the Chair or, in their absence, 

the Deputy Chair. 

 If quorum is not reached, the meeting may still proceed on an advisory basis only or with any actions or decisions made 

‘in principle’ until ratified by the full committee. 

 The DGB will meet monthly or more often as required. 

 If an out of cycle paper is required, this can be circulated to DGB for approval, with agreement from the Chair. 

 

Secretariat  

 The DGB will be supported by a Secretariat from the PMO. The Secretariat will assist the Chair and board to carry out 

their functions by providing governance advice and support. 

 

Board Minutes, Actions and Agenda Items 

 Agenda and papers will be published to members a minimum of two working days before the meeting. 

 Forward agenda items are to be submitted to the Secretariat for planning. Final decision making on the agenda is retained 

by the Chair. 

 The Chair’s Report with board meeting actions and decisions will be distributed to members and action owners in a timely 

fashion. 

 

Governance Support 

 The PMO will provide inductions for new board members and support existing members as required.  

 The Terms of Reference will be reviewed for currency annually at a minimum. 
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Business Change Management update (3) 
BCU Steering Group          28/10/28 

 This update sets out progress status of challenges withing key areas of the IPE/ BCU business change 

management approach.  

 Status is assessed against the targeted go-live date of 17 November 2025 – overall GREEN /Partially Ready.  

 Readiness meetings with Identity, Border, Compliance & Refugee Status- confirmed comfortable  

Key Business change management areas 

COMMUNICATIONS 

 Highly impacted business units & delivery teams have been advised of the no-go decision 

 2 Comms plans in place (combined, system transition period/outage) 

 Learning roll-out Comms drafted & refreshed prior to decision 

 No internal or external ‘noise’ thus far 

 Meeting later today to discuss immediate information needs / Comms strategy around the November no-go 

given we don’t have a new date. 

STAKEHOLDER ENGAGEMENT 

 All highly impacted business units have been engaged prior to the no-go decision.  

 Business units canvased as to engagement they would like going forward (light assuming 17 November)  

 Focus on maintaining momentum, business readiness and leader led-change going forward – all the tools 

available 

CAPABILITY BUILDING, LEARNING AND USER SUPPORT 

 Identity Services & Border & RSOs proactively building capability in their people, developing user support 

collateral, and developing and delivering formal training.  

 Border TS’s and SBO actively building capability – linked in Refugee & offered this to Compliance – not necessary 

 Learning, SOPs complete & published. UGs support go-live. 

 25 learners have completed training – enable them to build capability -  

 Readiness Leads, Learning Coordinators, Technical Champions in place and being engaged 

KEY FOCUS 

 Maintain momentum 

 Replanning, retaining key resources (Learning) & document update – understand engagement needs going 

forward 

 Plan for device dissemination  

 Ealy Life Support arrangements 

 Preparing for any future state workarounds 

 Pre-and post go-live assessments / evaluations 

 Detailed Business Impact assessment refresh 

 Continue to build capability and plug gaps 

KEY CHALLENGES 

 Uncertainty of dates & replanning.  

 Maintaining confidence: 

o We will go live and there will be adequate runway 

o that the disruption caused by ‘problems’ with the new system will be manageable to staff.  

 Manging balance of preparation versus rework as date unknown. 
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MEMO 

DATE 17 November 2025 

TO Richard Owen, General Manager Immigration Risk and Border, 
Immigration New Zealand (INZ) 

PREPARED BY  

FROM   

SUBJECT CHRONOLOGY OF BCU PROJECT - SCOPE AND COST CHANGES, AND 
DECISION TO PAUSE 

 

PURPOSE 

This memo summarises the key decisions that were made to change the scope of the BCU 
project, the impact that these decisions had on timelines and project costs, and the decision to 
pause the project. 

RECOMMENDATIONS 

It is recommended that you: 

a) Note that increased project costs and timeframes were initially caused by the sizable 
changes to project scope and then were caused by slow progress on meeting milestones.    

Noted 

b) Note that periodic independent reviews had concerns revised timeframes would be met 
but ultimately recommended that the project continue. 

  Noted 

c) Note that while a go-live date in 2025 had seemed plausible, risks and defects persisted, 
leading to a ‘no-go’ decision and the project being paused. 

Noted 
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BACKGROUND – INITIAL SCOPE WAS TO FUTURE PROOF EXISTING SOLUTION 

1. The Identity Management Engine (IDme) system manages identity information for 
Immigration New Zealand (INZ).  The solution includes the capture, searching, matching, 
resolution and linking of biographic and biometric (face and fingerprint) information, as 
well as integrations to other systems.   

2. Several workstreams were established in July 2018 to carry out maintenance activities and 
future proof the IDme solution [1].  In November 2018 a procurement exemption was 
approved for the IDme Capacity Upgrade, Combined Population Enhancement, Windows 
Server Upgrades, Photo Quality Checker, In Person Enrolment and Fingerprint 
Enhancement sub projects [2]. A Master Services Agreement was signed with NEC in June 
2019 for this work [3]. 

3. Most of these upgrades and enhancements were included in the Biometric Capability 
Upgrade (BCU) project Business Case, which was approved in August 2019 [4] [5].  The 
project goals were to be achieved through: 

• upgrading the NEC software and algorithms to the latest version (reducing manual 
work), 

• decommissioning Daon components of the solution, simplifying the support model 
and system configuration, 

• providing tools to manage the quality of fingerprint images,  

• integrate the NEC capability into the existing Datacom IDme solution, 

• consolidating biometric and biographic information in a single population to 
simplify matching, data management, and analysis needed for enhancements, and 

• expanding the capacity of the solution to meet future needs. 

4. One of the workstreams, In Person Enrolment, was set up as a separate project to replace 
‘Daon Enrol’ [5].  This was the in person biometric capture component of the original IDme 
solution, which passes captured biometric and biographic information into IDme in a single 
transaction.   

5. The initial cost and timeline estimate for the BCU project was $10,458,858 CAPEX and 
$46,272 OPEX and a completion date of 30/09/2020 [4].  CR1 was approved on 
15/05/2020 [6] and: 

• transferred a further $700,907 CAPEX from the Windows OS and SQL database 
upgrade project for BCU to upgrade the biometric servers [7], and  

• a further $130,798 CAPEX from the PQC project to finish decoupling the Photo 
Quality Checker from the Online forms [8]. 

This was to reduce duplication of effort between projects.   
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SIGNIFICANT CHANGES TO SCOPE REQUIRED ADJUSTMENT OF SCHEDULE AND BUDGET 

6. CR2 was approved in July 2020 to increase the scope of the project to decommission the 
entire Datacom IDme solution [9].  The project had assessed that the planned activities 
would not enable the project goals.  The increased scope included replacing the matching 
engine, system component for management of identities, business rules engine and 
subsystems, integrations with several other INZ systems, changes to the workflows with 
these integrated systems, and multiple user interfaces for manual identity resolution, 
information extracts and searches.  At this stage the In Person Enrolment was also 
combined into the BCU project. 

7. CR2 requested an additional CAPEX of $5.8 million to deliver the replacement IDme 
system, and requested an additional 8 months extending the project closure date from 
September 2020 to May 2021 [9].   In August 2020 a Statement of Work (SOW) was signed 
with NEC for the increased scope which included milestones [10]. Milestone 1 was to 
complete the detailed requirements and part B design by 1 September 2020, milestone 2 
was to provide a schedule by 15 September 2020, and milestone 3b was to complete the 
detailed design by 30 September 2020.   

8. The estimates in the SOW did not recognise the complexity of the system.  It took until 
April 2021 for the business to baseline the main business requirements for NEC [11], and it 
took until September 2022 for NEC and MBIE to complete the workflow requirements [12] 
[13].  Payment was made for milestones 1 and 2 in September 2022 [14].  A draft of the 
design was provided by NEC NZ to MBIE in September 2022 [15] and it continues to be 
updated.  This was paid by MBIE in two payments in September 2022 and March 2023, 
recognising the work that had been put into it, and that it would be continued to be 
updated until UAT [16] [17]. 

9. An independent quality assurance review was commissioned by MBIE in June 2021 [18].  
The report made a number of recommendations including more detailed milestones, 
increased governance (particularly around design), clarifying responsibilities within the 
project, and to reconfirm the design including traceability to requirements. CR3 was 
submitted in July 2021 and requested an additional $6.9 million CAPEX and moved the 
completion date to July 2022 [19].  This CR stated that the design work was nearly 
complete, and the complexity of the solution was better understood. CR3 was approved by 
Treasury in November 2021 [20]. 

PROGRESS WAS MUCH SLOWER THAN REVISED ESTIMATES, INCREASING PROJECT COSTS 

10. MBIE requested a further independent quality assurance review in September 2022 [21].  
The report noted that MBIE and NEC had revised the project plan and had agreed new 
milestones at the Project Steering Group (PSG).  The report emphasised that the PSG 
needed to hold its members accountable to avoid delays and there needed to be 
transparency of progress towards milestones.  

11. Revised timelines for milestone payments were formally agreed with NEC in November 
2022 [13].  The revised milestone dates and deliverables, and their acceptance (payment) 
dates are as follows: 
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15.  
 
 

 
 

 

INDEPENDENT REVIEWS ULTIMATELY SUPPORTED CONTINUING THE PROJECT DESPITE 
ONGOING PROBLEMS MEETING TIMEFRAMES 

16. MBIE requested an external health check in September 2023 for assurance on ability to 
deliver, effectiveness of planning, and suggest areas of improvement [32].  The report 
stated ‘Successful delivery of the change appears unlikely with major risks or issues in key 
areas that require urgent management attention. Achievement of the next key milestone 
is in doubt.’.  However, the report also recommended completing testing in the current 
environment to assess the quality of the solution.  The project was paused for 4 weeks in 
November 2023, and after options were considered, the project restarted in December 
2023 to complete enough testing to assess the quality of the solution. 

17. A further independent quality assurance review was requested by MBIE in May 2024 to 
provide assurance around the projects ability to meet timeframes and having the right 
governance and people resources [33].  The review found that there had been 
improvements and successful delivery appeared ‘possible’, but that there was still risk of 
being able to deliver the project within revised timeframes.  It recommended the Project 
Steering Group hold members accountable for re-planned milestones by increasing senior 
INZ involvement.   

18. A separate independent quality assurance review was also carried out in May 2024 to 
provide independent advice to the Minister [34].  This review also recommended that the 
project continue, but with more oversight from the MBIE Executive to mitigate risks to 
delivery timeframes.  Reasons for continuing the project included the current solution 
being past end of life, an upgrade would still be required in the near future using the same 
vendor, and the project costs needing to be paid contractually regardless. 

GO-LIVE SEEMED PLAUSABLE, BUT AS THE SAME RISKS CONTINUED TO PERSIST, THE 
PROJECT DIRECTION WAS RE-EXAMINED  

19. Feasibility for go-live was assessed in an independent review in May 2025 [35].  A number 
of options were assessed as plausible, but with substantial risks.  The review 
acknowledged the technical solution had improved in quality, but to address risks, broader 
deliverables needed focus including completing commercial agreements, ensuring 
sufficient vendor support, security risk remediation, and assessing the feasibility of a 
rollback option.  

20. The project was capitalised in June 2025 [34], with the intention to go-live in August/ 
September 2025 [37].   The cost of the BCU project was $32.758M and the cost of the IPE 
project was $2.97M, within the budget allowed by CR6.1. From July 2025, work continued 
under a BCU value workstream.  $5.78M OPEX was requested for the BCU value 
workstream to reduce security risks, enable roll back post-production (in case it was 
needed), remedy “fast follower” defects that did not block go-live but provided significant 
value, and for ongoing system maintenance.  
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21. Performance issues meant that a September 2025 go-live date was unable to be achieved 
[38].  An additional $1.1M was requested to move data storage to the Cloud Data Platform 
which helped address performance issues and some security risks.  Following this design 
change for data storage, and challenges in implementing controls for security risks, an 
independent cybersecurity review was requested in October 2025 [39].  The review 
identified a number of actions were needed prior to going live to mitigate high-risk 
security risks.  It also found that the security controls did not appear to be a feasible long 
term solution.   

22. Ahead of a November 2025 go live decision, an independent review on readiness was 
requested [40].  The risks identified in May 2025 remained and the solution had many 
must defects outstanding that needed to be fixed before go-live.  While the business could 
be ready, the solution confidence was low.  The report observed that a November go-live 
date would have too much risk. It was also observed that the current issues are the same 
ones observed over the 18 months and MBIE should consider whether to continue with 
the project as it was or re-evaluate programme options.  MBIE subsequently decided to 
not go live in November 2025 [41] and to pause the project to allow planning activities 
[42].   
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APPENDIX A – TIMELINE OF KEY DATES 

Date Commercials Business Case 
and Change 

Requests 

Milestone due 
dates and 
delivery 

Independent 
reviews 

Jul 2018  Biometric 

Enhancement 

Workstreams start 

  

Nov 2018 Procurement 

exemption approved 

   

Jun 2019 NEC MSA    

Aug 2019  BCU Business case 

approved CAPEX $10.5 

million 

  

May 2020  CR1 approved, 

transfer CAPEX and 

scope from other 

projects 

  

Jul 2020  CR2 approved, 

increased scope and 

budget CAPEX $17.1 

million and OPEX $46K 

  

Aug 2020 NEC SOW (CR2 scope)    

Sep 2020  Business case project 

closure date 

M01-03 

Requirements, 

Schedule, test plan, 

migration plan and 

Detailed Design due 

(NEC SOW) 

 

May 2021  CR2 project closure 

date 

  

Jun 2021  CR3 submitted M07 Deliver to Prod 

Due (NEC SOW) 

MBIE commissions 

Independent Quality 

Assurance Review 

Nov 2021  CR3 approved 

(Treasury) CAPEX 

$22.2 million and 

OPEX $46K 

  

Aug 2022  CR3 project closure 

date 

CR4 approved CAPEX 

$21.3 million and 

OPEX $4.7 million 

M08 End of Early Life 

Support Due (NEC 

SOW) 

 

Sep 2022   Milestones 01-03a 

paid 

Milestone 04 due: SIT 

entry (revised Nov 22) 

MBIE commissions 

Independent Quality 

Assurance Review 
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Date Commercials Business Case 
and Change 

Requests 

Milestone due 
dates and 
delivery 

Independent 
reviews 

Nov 2022 Payment milestone 

variation letter from 

NEC to MBIE 

   

Mar 2023   Milestone 03b-04 paid 

 

Milestone 05 due: 

UAT entry (revised 

Nov 22) 

 

Jun 2023  CR5 approved CAPEX 

$21.8 million and 

OPEX $4.7 million 

  

Jul 2023   Milestone 06 due: Pre-

production entry 

(revised Nov 22) 

 

Aug 2023   Milestone 07 due: 

Production entry 

(revised Nov 22) 

 

Sep 2023    MBIE commissions 

Independent Quality 

Assurance Review 

   Milestone 08 due: 

Early Life Support 

ends (revised Nov 22) 

 

Nov 2023 Project pause CR4 project closure 

date 

  

Dec 2023  CR6.1 Approved: BCU 

CAPEX $32.1 million 

and OPEX $2.2 million, 

IPE CAPEX $3 million 

and OPEX $5.5 million 

  

Jan 2024 Milestone 06-08 

payments changed 

from on delivery to 

monthly payments 

over 10 months 

 Milestone 06-08 

monthly payments 

start 

 

Feb 2024  CR5 project closure 

date 

  

May 2024 Formal sign off 

monthly milestone 

payments 

  MBIE commissions 

Independent Quality 

Assurance Review 

 

Minister commissions  
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Date Commercials Business Case 
and Change 

Requests 

Milestone due 
dates and 
delivery 

Independent 
reviews 

Independent Quality 

Assurance Review 

Oct 2024   Milestone 06 

Deployment to 

Preprod with rollback 

(deliberate testing of 

rollback) 

 

Agreed Milestone 06-

08 monthly payments 

technically finish 

 

Sep 2024  MBIE Chief Executive 

postponed go-live to 

first half of 2025 

  

Jan 2025  

 

 

 

 

 

 

   

March 2025   Final month that 

monthly payments 

were made 

 

May 2025    MBIE commissions 

Independent Quality 

Assurance Review 

Jun 2025  

 

 

 

 

  

CR6.1 project closure 

date 

 

Project was capitalised 

 

BCU Value Stream 

requested $5.78M 

OPEX for FY25/26 

  

July 2025   Milestone 06 achieved 

– entry to preprod 

 

October 2025  28 October 2025 

decision unable to go 

live 2025 

 MBIE commissions an 

Independent 

Cybersecurity Review 

 

MBIE commissions 

Independent Rapid 

Review 
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Date Commercials Business Case 
and Change 

Requests 

Milestone due 
dates and 
delivery 

Independent 
reviews 

November 2025 11 November 2025 

Project paused to 

allow replanning 
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of this document.  It should not be reproduced or made 
available in any form to persons outside the group/s directly 
responsible for evaluating its contents, without the written 
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All brands and products referenced in this proposal are 
acknowledged to be trademarks or registered trademarks of 
their respective owners.  
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 BIOMETIX PTY LTD PROPRIETARY NOTICE 

Biometix Pty Ltd has taken every care in preparing this document.  Information contained 

within is accurate to the best of the Biometix’s knowledge at the date of release. Biometix 

cannot accept any liability to any person or company for any financial loss or damage arising 

from the use of this document.  It should not be reproduced or made available in any form to 
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1.0 Introduction 
This document forms the second deliverable, the Service Consultation Review, as per 

the work contracted to Biometix by Immigration New Zealand (INZ).  This deliverable 

includes feedback from review of the IDme Rescaling Project documentation and 

anchors initial discussions and onsite consultations that have been undertaken with the 

IDme Project Team.  

Following this, further document reviews will be conducted. Meetings with specific 

service owner business areas, vendors or other stakeholders, as agreed with INZ, are 

suggested. In particular, further discussions regarding the impact of tightly integrated 

rather than loosely coupled and adaptable systems, may be prudent. 

The suite of documentation that has been provided thus far, for Biometix to review, is 

listed below. 

Preliminary or Stage A documents: 

1. Primary IDme Resizing and Combine Population – Approach Plan 

2. In Person Enrolment Enhancements – Approach Plan 

3. Photo Quality Checker Enhancements – Approach Plan 

4. IDme Fingerprint Enhancements – Approach Plan 

5. IDme Rescaling Planning Workspace Test Plan 

Stage B documents: 

6. IDme Fingerprint Enhancements – High Level Requirements and Options Summary 

7. In Person Enrolment Enhancements – High Level Requirements and Options 

Summary 

8. PQC Enhancements – High Level Requirements and Options Summary 

The following documents have been provided for context, information or reference 

when reviewing documents as developed by the IDme Project Team. Review of these 

documents for feedback purposes is not in scope. 

9. IGMS Identity Information Management Architecture_4.1 

10. IGMS XRM Entities diagrams 

11. IGMS Predicted Volumes 

12. IDme High Level Systems Diagram 

On-site consultations were undertaken with the IDme Project Team and Service Owner 

Business areas over the course of two days, from 3 – 4 October 2018. 
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2.0 Stage A Documents 
The Stage Approach Plans are understood to provide a consolidation of all potential 

options identified in Stage A pertaining to the workstreams. The documents are non-

binding and exist as evolving documents across the workstreams. The comments in 

this section refer only to the documents Biometix has visibility and it is understood that 

other documents may have been sourced by the Project Team in development of the 

Stage A documents. 

2.1 Primary IDme Resizing and Combined Population: 
Approach Plan 

Summary: 

The document provides overall lists of objectives, assumptions and risks for the project.   

Section 5 of the document provides an extensive issues list which pertains to existing 

tangible business problems and what represents opportunities for improvement.  This 

list, may however, benefit from more information and articulation of the potential 

approach for resolving issues.   

It is recommended that, leading into further activities, Section 5 is expanded and 

separated to distinguish issues requiring investigation, issues with readily available 

solutions, and opportunities to improve. 

It is also observed that the case for addressing the identified issues would be 

enhanced by the production of relevant metrics. It is suggested that, where possible, 

further analysis on audit data be conducted. 

Other observations of note: 

• Section ‘Risks’:  

o Suggest inclusion of ‘Changes introduce new and/or unexpected security or 

performance issue.’ 
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2.2 In Person Enrolment Enhancements: Appr oach 
Plan 

Summary: 

The objectives identified in this document are broad and describe a range of both 

problems and opportunities. It is also noted that the timelines to achieve objectives 

against this workstream may be restrictive given the extensive collaboration required to 

address existing issues and implement new opportunities. 

Other observations of note: 

• Section ‘Objectives’: 

o While the objectives are wide-ranging in scope, some prioritisation may be 

beneficial to readers.  

• Section ‘Risks’: “Conflicting views within the business resulting in indecision” 

o Suggest further clarification on potential conflicts if available. 

2.3 PQC Enhancements: Approach Plan  

Summary: 

The document points to a number of quality issues primarily caused by upstream 

processes producing invalid or poor data outputs. Despite this, the document does not 

suggest that there is statistical analysis available on various issues, e.g. problem 

images. Where possible, recommend further investigation for data that can to establish 

an accurate view of the quality issues and determine where tuning can achieve optimal 

performance. 

Other observations of note: 

• Section ‘Objectives’: ‘Define sufficient quality of a facial biometric…’ 

o How will sufficient quality be defined? Will this include a particular standard, e.g. 

ICAO? Will the Project Team seek assistance from current vendors, so the 

quality is sufficient for a particular process, system or matching service? 

• Section ‘Assumptions’: “Facial images submitted online are of a higher quality than 

via other channels.” 

o This is dependent on the number and type of attributes used to determine image 

quality, i.e. an image may be of high quality, yet not suitable for facial 

recognition matching. 
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• Section ‘Risks’: ‘Duplicate capabilities being developed with other work streams.’ 

o If other work streams are developing similar capabilities while this analysis is 

taking place, suggest regular communication so they may be informed by the 

Project Teams findings. 

2.4 IDme Fingerprint Enhancements: Approach Plan  

Summary: 

The document proposes a number of objectives and three broad scope taskings. There 

are several high level issues to explore including quality, search times, workflows, and 

segmentation.  

A primary tasking is to determine if future needs can be met by enhancements to the 

current system or to utilise a partner agency. It is expected that both Stage B and C 

documents will provide the necessary level of the detail (taking into account 

requirements such as new initiatives, costings and policy) for decision making. 

Other observations of note: 

• Section ‘Key Outputs’: ‘Capacity Model’ 

o Detailed information of new initiatives will be essential to ensure the capacity 

model can appropriately inform the analysis, options and scope items of Stage 

B.
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3.0 Stage B Documents 
The Stage B documents are understood to provide a summary of the business requirements and the high level options for each of the 

project’s workstreams, for consideration by the Working Group in progressing to Stages C and D.  

3.1 IDme Fingerprint Enhancements: High Level Requirements and Options 
Summary 

This document outlines INZ’s high level requirements regarding IDme Fingerprint Enhancements and proposes five options to be 

analysed in further detail in Stage C. At the time of this review Biometix has not yet been informed of which options have been selected 

by the Working Group to progress to Stage C. 

3.1.1 Observations Summary 

Overall this document provides sufficient information under Stage B objectives for progression to Stage C. High priorities for INZ 

Business areas are well articulated throughout the document. The proposed future state appears achievable, is not overstated and has 

ity. Each Option is appropriate for consideration at 

Stage C to progress for detailed analysis or be excluded.  

Some High Level Requirements appear to Business Based Requirements rather than a system requirement (e.g. HLR 9), therefore 

would suggest a separate section for High Level Business Based Requirements. 

Observations of particular note: 

Section ‘INZ Identity Strategy’: 

s 6(c)
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HL20 

Known constraints 

Recommend more detail or a list of ‘Known constraints.’  It is possible that some constraints could be 

listed as a single requirement, other constraints may be configuration issues (e.g. HL18 - UI 

configuration issue). 

 

3.3 PQC Enhancements: High Level Requirements and Options Summary  

This document outlines INZ’s high level requirements regarding Photo Quality Check Enhancements and proposes four options to be 

analysed in further detail in Stage C. At the time of this review Biometix has not yet been informed of which options have been selected 

by the Working Group to progress to Stage C. 

3.3.1 Observations Summary 

This document provides a high level overview of the current quality issues associated with the two input streams for facial images, the 

Online Channel (Visa Application) and the In-Person Enrolment.   

 

 

While a prominent focus is for INZ is to have a single quality image checking tool for all facial images, this may be more difficult for the 

In-Person Enrolment process given the proprietary nature of the quality checking conducted at capture.  As this is a relatively 

‘controlled’ environment images should be of a higher quality than Online Channel, which is considered an ‘uncontrolled’ environment. 

Observations of particular note: 

Section ‘Requirements’: Data Retention 

• Suggest a more detailed descriptor of the requirement and more detail in the rationale, i.e. what data is being referred to (i.e. meta 

data, log data, transactional data). 

 

s 6(c)
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Section ‘Options’: 

• For each option suggest reference to which of the two available input processes, Online Channel (Visa Application) or the In-

person Enrolment process, is applicable. If both are applicable, possibly categorise the scope items accordingly. 

• Option 1 

o  

 

. 

o What is out of scope/excluded in this option? 

• Option 2 

o Similar to Option 1, the description appears confusing.  

o What is out of scope/excluded in this option? 

• Option 3 

o For clarification, suggest remove ‘upgrade’ from first two scope items descriptors as a new solution will likely have different 

proprietary segmentation algorithms and software. 

o What is out of scope/excluded in this option? 

 

 

 

 

 

s 6(c)
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• Test environments 

• Technical issues experienced 

• Upcoming project dependencies 

 

 

 

Discussions were held on current issues with the system as provided in the high level 

planning documentation, specifically data quality (face and fingerprint), and the Photo 

Quality Checker and Face Quality Tool. 

 
Also discussed in further detail were: 

• Supportability of systems and requirements going forward 

• BAU processes 

• Identity resolution 

• The IDme Fingerprint Enhancements – High Level Requirements and Options 

Summary 

 

4.2 Outcomes 

These meetings were highly valuable in gaining a more holistic understanding of the 

high level project scope, direction, requirements and issues encountered.  

It is clear from discussions, that there are a number of challenges to overcome in 

order to achieve the projects objectives. 

It was observed from the consultations that many issues are known, but often they 

are unable to be qualified or quantified.  Modelling and analysis has proved difficult 

for INZ staff, due to inability to obtain appropriate data. For example, to empirically 

substantiate issues and tune systems.  

These concerns were raised by IDme Project Team and are also detailed through the 

objectives of each of affected workstreams documents.   

Another concern is that several years following implementation of IGMS, AMS 

appears to still be a primary platform, necessitating data syncing and maintenance of 

two systems.  This also puts a strain on front end users who rely on dual systems to 

complete their work processes. 

s 6(c)
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Users could also become frustrated when dealing with issues that may only require a 

relatively ‘simple’ fix, finding that the current process to enable this work is not optimal 

as issues may be de-prioritised or descoped or the service may be vendor managed 

requiring different governance processes. 

Issues with updating, maintenance and functionality of peripheral and mobile kit 

equipment was also identified. This has been included for review in the workstream 

documentation.  

As part of the Business Requirements, it was also recognised that further work to 

standardise and align Facial Comparison Training, particularly with those used by 

other immigration bodies was of a high priority. 
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5.0 Conclusion 
Ongoing review of the project documentation in conjunction with regular meetings and 

onsite visits (as necessary), will enable Biometix to provide validation and quality 

assurance across the IDme Rescaling Project. 

Biometix supports the main objectives of the IDme project to: 

• Provide a solution to meet the INZ’s future requirements and initiatives, including 

capability, capacity and resourcing. 

• Optimise data quality and matching accuracy for both face and fingerprint 

modalities. 

• Provide business with greater input and oversight into the operational, 

maintenance, and support of the solution. 

• Have the technological design meet both a simplified architectural and end-user 

requirement.   

From review of the Stage B documents, it is Biometix opinion that the proposed future 

state of INZs identity and biometric system is aligned with that of other immigration 

agencies making similar advances,   

Detailed review and input into the Stage C and D documentation across the four main 

workstreams will further assist the Department in ensuring that this alignment is 

maintained. Depending on future decisions, the project may also create an 

opportunity for the Department to lead in some areas. 

 

Next Steps 

Biometix will commence the following activities: 

• Review of Stage C and D documentation. 

• Analysis of options to support the best outcome and value from investment. 

• Provide recommendations through the delivery of a Validation Assurance Report. 

 

 

 

s 6(c)
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1. Document Purpose 

The purpose of the Approach Plan is to: 

 Provide an overview of the strategy to realize short-term business outcome of the work 

stream. 

 Detail the “who”, “what”, “when” and “how” for each stage in the work stream. 

 Provide a baseline document against which the working group and resources have clear 

expectations and assess progress. 

 The Approach Plan consolidates the planning outputs and deliverables into a single 

document that forms the basis of the undertakings for the work stream. 

 The Business Analyst is responsible for completing the Approach Plan and keeping it updated 

through the life of the work stream. 

 Note that this document aims to provide intent for commencing activities in Stage B and not 

anticipated to be binding. 

 

2. Approach Model 

For the purpose of achieving consistency across multiple work streams, a four-stage approach model 

has been developed. 
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1. Document Purpose 

The purpose of the Approach Plan is to: 

• Provide an overview of the strategy to realize short-term business outcome of the work 
stream. 

• Detail the “who”, “what”, “when” and “how” for each stage in the work stream. 

• Provide a baseline document against which the working group and resources have clear 
expectations and assess progress. 

• The Approach Plan consolidates the planning outputs and deliverables into a single 
document that forms the basis of the undertakings for the work stream. 

• The Business Analyst is responsible for completing the Approach Plan and keeping it updated 
through the life of the work stream. 

• Note that this document aims to provide intent for commencing activities in Stage B and not 
anticipated to be binding. 

 

2. Approach Model 

For the purpose of achieving consistency across multiple work streams, a four-stage approach model 
has been developed. 
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1 INTRODUCTION 

Document Purpose 

The purpose of this document is to capture feedback regarding upgrading and rescaling IDme, as well as 
looking at other opportunities to improve business value. It also provides specific feedback on points of 
interest outlined by MBIE.  
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2 DISCUSSION POINTS 

The section captures key discussion points relating to this NSSR. 

2.1 IDme Capacity 

*INZ is looking to increase the capacity of IDme in the near term to account for greater volumes of identity 
data being received as well as increase the capability of IDme to allow greater usage scenarios at the border 
and, hence, provide real-time services.  
  
Comments 

- Increase in volumes will drive: 
o An increase in resolution work which will raise the priority of improving or re-engineering 

the efficiency and processes of the resolution user interfaces.  This will also raise the 
importance of providing real time management data so that the business can manage 
workloads, staffing, etc. 

o An increase in capacity and possibly additional licensing costs e.g. NEC / Daon systems may 
need to be scaled to accommodate higher throughput and / or larger populations.  Service 
scaling would probably need to be implemented horizontally because vertical scaling limits 
are being reached – and whilst each platform is designed to support horizontal scaling 
there is additional configuration work across several parties (Datacom, Vodafone, Daon, 
etc.) to achieve that.  

 
  As data volumes increase the need to manage retention policies and 

implement archiving will become imperative to ensure systems can maintain the required 
performance profile over the long term. 

o A potential increase in manual BAU interventions and support activities.   
 More tools 

and automated monitoring and resolution solutions would be useful now and would 
become even higher priority if higher volumes of scenarios like ‘stuck in resolution’ occur.  
Further analysis is required to identify the key scenarios that need to be addressed in BAU 
to ensure the volume increase doesn’t result in additional support effort.  
 

- Border and Real-time usage scenarios –  
 

Further consideration/discussions are therefore recommended 
to determine whether the current design meets currently understood requirements or whether 
simplification/consolidation can occur.  

2.2 Volume of Identity Data 

*There are a number of projects being considered at present –  

  
  
Comments 

-   In summary, each platform is designed 
with scalability in mind so the ability to extend the current system to accommodate higher volumes 
exists, but further analysis in the areas where humans use or support the system, and in data 
retention, would likely need a refreshed analysis and approaches to achieve suitable long-term 
outcomes. 

s 6(c)

s 6(c)

s 6(c)
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- Depending on the channel the increased biometric volumes may have a greater or lesser impact on 
the amount of resolution work, i.e. some channels have a higher percentage of resolution than 
others. 

- The different types of biometrics have a different degree of impact on the current solution.  For 
example, an increase in the percentage of fingerprints, where the fingerprint level match generally 
does not require resolution, versus face level matches where resolution occurs more often. 

2.3 Idme NFRs 

*It is known that IDme is currently operating at the design NFRs that were set for it at the initiation of 
SPP20, these now need to be reviewed in the light of actual usage of the system.  The growth of applications 
processed by INZ also requires the forecast of IDme activities (store, enrol, match, resolve, share etc) to be 
revised with a view to optimising both the configuration of the system based on actual workload and the 
required software/infrastructure patterns.  
 
Comments 

- See the increased volume comments in 2.1 and 2.22.2 above￼.  .  Again, in summary, each 
platform is designed with scalability in mind so the ability to extend the current system to 
accommodate higher volumes exists, but further analysis in the areas where humans use or 
support the system, and in data retention, would likely need a refreshed analysis and approaches 
to achieve suitable long-term outcomes.   

- See also comments in sections 2.5 and 2.7 which, in summary, note that there are opportunities for 
improvements targeted at the processes supported by IGMS in the  

- The elapsed time since its initial design, the change in business volumes, practice and direction, and 
the changes in software capability and products, all increase the opportunity for significant benefit 
to be earned across users, staff and the business, by reassessing the current issues and 
implementing appropriate changes.   

- A simple example of this opportunity is the reduced resolution workload generated from online 
applications versus other channels – if more volume could be moved to the online channel then 
overall resolution workload would be reduced.  But achieving this change is dependent on resolving 
some of the issues that prevent online uptake, such as uploading images. 

-  

2.4 Software version end of life support 
s 6(c)
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2.5 IDme Workflows 

 
 

 
 

 
  

  
Comments 

-  
 

 
- Additionally, a gap analysis is recommended to ensure the current functionality that is delivered via 

Pulse can be recreated within SmartForms, and what the costs, including any additional licensing 
costs, would use of SmartForms incur.  Note that SmartForms is a development capability, i.e. it is 
not a turn-key solution, and will require a standard analysis, design and development cycle to 
deliver. 
 

- An alternative option that should be considered is to extend the IDme UI to provide similar 
functionality to Pulse. e.g. Task List, My Team Task List, etc. 
 

- Other options that could be considered include reviewing and refinement of the existing business 
processes, options include: 
 

o  

 

 
 

 
 

  

 
- Improved matching outcomes 

 
1 Information provided by MBIE indicates that this date may be aligned to , rather than the 
date provided. TBC. 

s 6(c)
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o  
 

 
 

o Further conversations with Daon and NEC required regarding new algorithms and solutions 
that may be available with up-to-date versions of the software. 

o  
 

   

2.6 Border Identities 

*The Business has been considering a number of other initiatives such as  

 – these increase the volumes that IDme needs to handle significantly.  Any change to IDme needs 
to be mindful of these potential volume increases.   

 
   
Comments  

- Please refer to the considerations noted for section 2.1 IDme Capacity. 
- Initiatives like  will have an impact in a number of areas: 

o Volumes – again the type of biometric / biographic data that must be matched will 
determine whether the biometric or biographic matching engines, or both, would be 
impacted. 

o Resolution – generally not impacted assuming this is a ‘lights out’ process. 
o NFR impact – there will be different NFRs for aspects such as reliability, availability and 

performance, and, particularly for an externally exposed service, security and auditing.  
WRT performance there may need to be additional scaling, deployment instances or 
throttling to ensure spikes in load for one service (Police checks) do not impact other 
services. 

o Standardisation of message schema – exposing services externally increases the need to 
conform to agreed inter-agency standards, ideally internationally based such as NIST, for 
identity and match result. 

 
 

2.7 Improvements 

*Whilst the initial discussions have been on upgrading and rescaling we are very keen to look at 
opportunities to address known business issues, improve business value and performance, facilitate 
decoupling of Online and moving to a model that allows us to more easily upgrade and/or replace 
components or layers.  
 
Comments 

- The largest benefits are achieved when the solution is aligned with the business.  For example, 
where the business processes data through a series of stages more akin to a pipe then the solution 
should be aligned in the same manner.  This presupposes a good understanding of the current and 
future state business with sufficient detail to map down to the services and data consumed and 
produced at each stage.  With this in hand: 

o The task of delivering an architectural roadmap becomes easier. 

s 6(c)

s 6(c)
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o The technical cost of change would generally be aligned with the magnitude of the impact 
to the business.  This reduces the likelihood of an unpleasant surprise when a small change 
for the business requires a big change in the solution. 

- Given our current understanding, the following opportunities seem appropriate: 

o Online  

 Separation of concerns – decoupling as discussed elsewhere. 

 Consolidation/Simplification – given the scope of Online has changed (e.g. no 
longer requires ECM) the requirement for SharePoint has diminished. 

o ESB (supports IDme, Online, etc.) 

 Separation of concerns – deploying each major function of the ESB separately 
would both reduce the impact of outages but more importantly surface 
opportunities to simplify some of the processes of the system.  Similarly the 
services offered through ESB Core could be partitioned across websites or servers 
to reduce outage impact and ease the ability to configure each service in terms of 
performance characteristics for the functions it provides.  The ESB Core services 
used by  are a candidate for 
developing a services layer designed for consumption by external systems where 
the issues of version releases in a multi-party eco-system, security and the impact 
of outages can be specifically managed for that context. 

 Consolidation – there are several areas of the solution where the original scope 
required the delivery of a set of platforms that would be used for future projects.  
This vision has not eventuated.  The end result is that there are potential 
opportunities for consolidation and / or simplification.  Additionally there have 
been new components developed to address new scope which could potentially be 
extended to address existing functions.   

Note that implementation of either a physical or logical separation of concerns 
would generally be required first to be able to identify appropriate candidates for 
consolidation.  

o Resolution user interfaces – please see comments for section 3.2. 

o Alignment of the domain model with the data and processing that the business 
requires:  A major cost impact for any organisation is change to data sets, for example 
the changes for a new Visa type.  This is because a change in data impacts every layer 
of a solution.   

 

 
 The end result is 

that the biggest area of change-driven cost has been replicated multiple times.   
 
The types of solutions available to address this would depend on the initial analysis of 
the business need, as discussed above, but any opportunity to minimise the leakage of 
domain model knowledge across systems reduces the impact of future change.  A key 
area of discussion in this space is agnostic data delivery / storage – the use of data 
blobs with associated meta-data that can be stored in any system and passed to the 

s 6(c)
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appropriate system for processing.  The data blob may have a structure that supports 
partitioning the data set into business entities, e.g. the application form and associated 
identities, so that parts of the data set can be managed separately.  
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3 FINDINGS 

3.1 Feedback on IDme rescaling plan 

*Review and provide feedback (including gaps) on the IDme rescaling plan 

 

3.2 Future State Architecture of IDme 

*Provide high level recommendations on the future state architecture of IDme that provides flexibility to 
accommodate substantial biometric and identity transaction volume increases ideally with improved 
performance, algorithm updates, improved business value, and supports the decoupling of the online 
channel 

 

Comments  

• The current solution can be scaled for higher biometric and identity transaction volume increases 
by design.  The use of load balancers, mechanisms to manage state and queue match requests, etc. 
in the infrastructure and Daon / NEC biometric engine means that all layers of the solution are 
designed with the ability to both horizontally and vertically scale.   

  The IDme web user interface 
implements load balancing and shared state management so that it can also be scaled.  

 

 
Note that at all points that any component accesses a database there is a single database node 
fulfilling that request, but solutions such as Always On could also provide read-only or read-write 
replicas of data.  This area of change would require some level of re-configuration and / or re-
design of the IGMS applications. 
 
Future architectural design should consider the implementation of turn-key scalability similar to 
cloud-based elasticity.  Given that this would be a major redesign of the solution and direction of 
the architecture it would need specific requirements to determine a suitable solution. 

• Treatments for increasing performance are very dependent on the exact detail of the data transfer 
and processing that is required.  It is generally an aspect that has to be addressed as much through 
continuous improvement as it is during initial design.  In addition, matching responses in the order 
of minutes versus seconds can apply an enormously different profile in terms of architecture and 
resultant cost.  Also please refer to Performance Improvements NSSR for areas of improvement 
that are higher benefit / lower cost (‘low hanging fruit’). 
 
It is worth noting that an assessment of the thresholds and candidate limits with respect to 
accuracy of match outcome has a large impact on downstream processing within the resolution 
process.  Shorter candidate lists would have a direct impact on resolution times. 
 

 
 

 
  

 
 This is an area of the system where a focus on performance, usability and process design 

would produce measurable benefit that would be a ‘must have’ if any volume increases are likely to 
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increase resolution load. 
 
In addition some form of dashboard for governance of the process has been identified as a high 
priority.  Now that the system has been used for several years there is ample material on what that 
dashboard should provide. 
 

• Treatments for flexibility in terms of matching algorithms, and potentially aspects such as biometric 
formats (JPEG2000 for finger prints etc.) etc., may be addressed to some extent through version 
upgrades.  Biometric algorithms are generally applied during image templating, therefore changing 
the algorithm normally requires re-templating the biometric population.   A key input to this would 
be an assessment of current algorithm matching performance against what updated algorithms 
could provide.   
 

• Providing an independent implementation of the QTF service would be the only major change 
required to support Online decoupling with respect to IDme.  There is an opportunity here to 
establish a matching / quality assessment capability for external systems and / or agencies.  This 
could support externally provided visa submission clients and inter-agency processes such as the 
Police identity check.  The benefit here is the opportunity to divest the implementation of Online to 
external parties while still ensuring data quality through exposed services or APIs. 
 

• Two key areas of the interaction between systems will become more prominent as MBIE look to 
manage services across their enterprise; namely identifier management (business keys) and 
reference / lookup data.  Further analysis of the requirement in these areas is recommended prior 
to further integration initiatives.  Currently existing integration points, e.g. within the IGMS context; 
to AMS,  Online Notifications, should be reviewed to confirm what the impact of 
changes in identifier and reference data management will be. 
 
A key requirement for identifier management (business key) is a clear understanding of where data 
is created (and identifiers assigned) and where data is processed, esp. where status changes occur 
through the life cycle of business entities.  Business entity state needs to a first class concept across 
the enterprise for effective data management. 

3.3 System Dependencies 

*Identification of any system dependencies or current issues that are known to cause performance or 
throughput issues in production including the ability to decommission Oracle and simplify or consolidate the 
current  databases 

Comments  

• It is not apparent that SQL consolidation would reduce overall ownership costs of the SQL database 
platform.  Given the rate of change and volume increases the benefit of separate database servers 
is the opportunity to address support issues by, for example, restarting servers and re-allocating 
server memory between a fewer number of SQL instances.  These benefits would be more limited 
in a consolidated environment.  At the point that version upgrades and introduction of major new 
capabilities (groups, data broker, ETA, etc.) has plateaued the migration to a consolidated SQL 
platform would incur lower risk. 

• 
 

 
 

s 6(c)

s 6(c)

6(c) of the 
OIA



COMMERCIAL-IN-CONFIDENCE 
 

 

 

 

 

Page 12 of 16 IDme Rescaling - Feedback (Datacom).docx  

• Please refer to Performance Improvements NSSR for areas of improvement that are higher benefit 
/ lower cost (‘low hanging fruit’) 

3.4 Opportunities 

*Provide an assessment of opportunities to facilitate the replacement of solution components or service 
layers in future 

Comments 

• is a layered application architecture using SOA principles throughout the stack.  Because of 
this all of the platforms and often components within platform could be replaced.  Examples 
include: 

o The biometric matching engine –  
 

 
 

  

  
 

  
 
Note that each of these platforms exposes a service layer behind which the specific 
products are called, hence the ability to replace them if required. 
 

The  platform architectures note any specific dependencies between components, in general 
these are minimal. 

• Specific opportunities that would be worth considering include: 

o  

o as the biometric engine solution.   
 
Note that if  were replaced by a product that  could integrated with then the 
application coding change would be minimal if not nil.  The population would likely still 
need to be reprocessed.  Would allow  to be removed from the solution. 
 
In terms of replacing the  product the following features would need to be delivered 
by any replacement product: 

 Abstraction from biometric templating and matching engines. 

 ROC curve for score normalisation across algorithms / solutions. 

  
 

 Management of both synchronous and asynchronous matching modes within  
and to  

 Readily accessible support. 

Some of the activities required to replace  include: 

 Migration of the biometric store from  to the replacement product. 
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 Retuning biometric matching with new thresholds, normalised scores that IDme 
can use, etc. 

 Refactor existing client calls to Daon for the new product. 

o The use of the business rules engine (BRE) in IGMS is not large and could either be 
redirected to another BRE instance or implemented using traditional coding approaches 
with similar if not lower support costs and the same if not shorter timeframes to 
implement business change. 
 

o The IGMS ESB incorporates a significant proportion of the IGMS processing logic.  Splitting 
the services / orchestrations it provides into separate deployments would allow a re-
assessment of the SOA paradigm it implements and its applicability in each scenario.  For 
example its interaction in the Online space versus support of the Data Sync / Data Broker 
process. 

• Future opportunities include the implementation of current coding practices, such as micro-
services and containerisation, which would reduce support costs and facilitate more flexible 
deployment options, including to the cloud, which in turn would reduce the impact of outages and 
the ability to isolate and address aspects such as performance. 

3.5  

 

 

  
 

 

    
 

 
 
 

 
 

 
 

 
 

 

    
 

 
 
 

 

• Some of the main questions that would need to be addressed to set the context for an impact 
assessment include: 

•  
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• Requirement for near real-time matching for certain contexts. 

• Requirement for different match profiles (thresholds, cap limits, etc.) for different capture 
contexts. 

• Requirement to support new clients of match outcomes, e.g. Police checks. 

• Overlap with other IDme initiatives (e.g. algorithm changes, version updates, etc.). 

• Appetite for stripping out and regression testing code, orchestrations, data structures, 
reference data, user interface components, etc. that would no longer be used, but don’t 
actually need to be removed, to simplify the code base and hopefully make future support 
efforts more efficient. 

3.6 Key risks 

Some of the key risks with respect to supporting the capabilities that IGMS provides to INZ are: 

• IF the IDme domain model is modified away from the essence of the INZ vision for identity 
across the differing INZ business units  
BECAUSE legacy approaches are more familiar to staff and current practice 
THEN INZ will be hindered in their implementation efforts to enable the future business models 
that INZ needs 
 

• IF INZ use technology- and solution-first approaches rather than business-first approaches 
when considering investment in IGMS and associated systems 
BECAUSE there is an assumption that the business need is well known despite the ongoing 
evolution in the identity space 
THEN IGMS will become a legacy blocker rather than a business enabler. 

• IF new functionality or technology change is always introduced at the expense of resolving 
emerging issues with existing functionality and technology solutions  
BECAUSE of the imperatives of funding business change 
THEN users, internal and external, may become frustrated with the system, particularly as 
volumes grow. 
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