
   
  

 
 
 
 

IN CONFIDENCE 

Date & Time Tuesday 23rd September 2025, 11:00am to 12:00pm  

Location RM Pastoral L15.02 and Online via Teams 

Agenda 

23 SEP 2025 BCU 
Steering Group Mee  

 

In Attendance MBIE: Richard Owen (Chair)  

 

Apologies   

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

• Previous minutes for the Steering Group meeting on 9th September 2025 were accepted and actions 
updated.  

 
2. NEC Update –  

•  Status Report 
o Taken as read 
o Overall RAG Status is Red; due to the requirement to confirm a Go-live date.  
o Concerns have been raised due to a new change request (CR162 - Remove source client number 

validation from DB18 move message) which introduces new requirements for Go-live; NEC are 
requesting 100% certainty from MBIE on the requirement needed prior to go-live. 

o  review and discuss CR162, and advise NEC if it is, or isn’t, required for Go-live. 
Action 

o Performance testing has identified a database connection that was addressed in the release 
delivered on Friday (19/09); early testing of this is looking positive. 

o  provided recommendations for review of the content of replication and is awaiting 
feedback to understand if there is anything MBIE could consider in terms of content as there are 
large volumes of data being replicated that NEC don’t believe are required.  

o  send recommendations for review of the content of replication to  review. 
Action 

o Support handover with Datacom is progressing well. 
o Fast follower activities are still unclear but should be clarified today. 

• Other business 
o Not discussed at this meeting  
 

• NEC Left the meeting at 11.32AM  
  
3. MBIE Update:  

• Status Reports 
o Taken as read. 
o The project is progressing well, despite having changed architecture in the last couple of months. 

The proof of concept for the new architecture was successful and initial performance test loads are 
positive. 

o If testing goes well over the next 3 weeks, and outstanding critical defects are delivered, MBIE 
should then be in a comfortable place to announce a Go-live date. 

o Decisions will be required in the next few weeks around any ‘must have’ defects that have not been 
remediated by Go-live and the mitigations required, as not all defects will be resolved.  

o Business readiness activities are on track 
o raised the point that if Go-live happens in mid-November, then the Early Lief Support stage may 

encounter technical brown outs and Christmas / New Year holidays, raising the risk that vendor 
support may not be available as desired.  

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)
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o Commercials are in a good space and close to completion  
o The Lite Business Case for the BCU Value Stream project will be presented to DGB in October, 
o Richard Owen  met with treasury last week and were advised that a gateway 

review is not required for BCU.  
o has prepared various papers for Carolyn Tremain to include in her handover to Suzanne 

Stew as Acting Chief Executive, including a financial status of BCU, IPE and the Value Stream, and an 
elaboration of implementation options.  

o The EY team under  is looking into operational costs for the infrastructure changes. 
o  later today around EY conducting a pre-go live readiness 

review/assessment 
• Risks and Issues 

o Not discussed at this meeting  
 

4. Other Business 
•  No further business discussed 

 
5. Summary of Action Points 

• ACTION:   to review and discuss CR162, and advise NEC if it is, or isn’t, required for Go-
live. 

• ACTION:   send recommendations for review of the content of replication  to review 
 

Meeting finished at 12:03PM 

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

s 9(2)

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

s 9(2)(a)
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IN CONFIDENCE 

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

Location RM Pastoral L15.02 and Online via Teams 

Agenda 

09 SEP 2025 BCU 
Steering Group Mee  

 

In Attendance MBIE: Richard Owen (Chair),  

 

Apologies   

 
1. Minutes of previous meeting  

• Previous minutes for the Steering Group meeting on 26 August 2025 were accepted and actions 
updated.  

 
2. NEC Update –  

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

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

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

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

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

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

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

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

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

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

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

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

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

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

complete the design, build, implementation and testing of replication performance environment, 
and 2) ensure remaining system must have defects are resolved (noting that these have significantly 
reduced).  
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o Node building activities should complete by mid to late October. 
o Laptop build activities are progressing well; MBIE should have the production build candidate next 

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

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

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

• Risks and Issues 
o Not discussed at this meeting. 

 
4. Other Business 

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

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

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

(12/09) – see Action AP#459 
  

Meeting finished at 12:05 PM 

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)
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High-level Schedule/Timeline – MBIE to confirm 
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Release Road Map for MBIE 
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NEC Testing Update 
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IN CONFIDENCE 

Date & Time Tuesday 7th October 2025, 11:00am to 12:00pm  

Location RM Pastoral L15.02 and Online via Teams 

Agenda 

7 OCT 2025 BCU 
Steering Group Mee  

 

In Attendance MBIE: Richard Owen (Chair),  
 

 

Apologies  

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

• Previous minutes for the Steering Group meeting on 23rd September 2025 were accepted and actions 
updated.  

 
2. NEC Update –  

•  Status Report 
o RAG Status remains red, as the Project Go-live date remains unconfirmed. 
o The project is targeting a mid-November Go-live timeframe and aims to be in a position to announce 

a confirmed date in the week commencing 20th October. 
o Hotfix 39.11 was delivered this morning. 
o There are several configuration and software fixes remaining to complete the Go-live deliverable 

and code freeze the solution. 
o Performance testing is continuing for a further 10 days to confirm QLIK / Snowflake will work in 

production 
o MBIS performance is progressing well; delta migration activities are progressing slower than hoped.  
o A positive meeting regarding the BCU Support SoW was held last week; MBIE is gaining a good 

understanding on NEC involvement in L2 support. 
o There is a risk associated with early life support during the Christmas and New Year period; it is 

important to ensure adequate resource coverage throughout this time 
o Incremental progress is occurring on fast follower activities, with NEC gaining clarity around MBIE’s 

priorities, the key to which are incorporated security items. 
• Other business 

o No other business 
 
3. Steering Group Update 

• It was noted that moving forward, the Steering Group will focus on MBIE readiness for Go-live, and 
NEC will not need to attend the Steering Group meetings on a regular basis.  

 
• NEC Left the meeting at 11.24AM  

  
4. MBIE Update:  

• Status Reports 
o Taken as read. 
o Steering Group meetings going forward will be weekly, with each week focused on a topic or area 

for discussion / Approval. 
o Database performance testing is progressing well; earlier issues have been resolved, and the team 

are now into the first week of the new performance test schedule, 
o Tests are passing across various thresholds, however several tests remain and will continue into next 

week; this will be followed by a brief regression test cycle to verify that all systems are functioning 
as expected.  

o Laptop challenges are being resolved with Datacom. 

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)



IN CONFIDENCE 

o Testing with a large number of concurrent users is currently under way.  
o The BCU Support Contract is expected to be finalised by the end of this/next week, after a positive 

meeting last week.  
• Risks and Issues 

o Not discussed at this meeting  
 

5. EY  
• EY are undertaking a readiness review of the BCU and IPE projects. 
• The review is expected to be completed by the end of October, with initial observations by the end of 

next week (17/10). 
• This will be a brief review, conducted primarily through interviews with key stakeholders. 
• The focus will be on identifying and addressing the areas that require the most attention.  

 
6. Other Business  

• Richard has requested a planning diagram to support going live, outlining:  
o Key stakeholders to engage with before that date 
o Required reports, their sequence, and decision points 

• This will support the Go-Live discussion scheduled for 21 October.  
 
7. Summary of Action Points 

• No new action points  
 

Meeting finished at 11:58AM

s 9(2)(a)











   
  

 
 
 
 

IN CONFIDENCE 

Date & Time Tuesday 23rd September 2025, 11:00am to 12:00pm  

Location RM Pastoral L15.02 and Online via Teams 

Agenda 

23 SEP 2025 BCU 
Steering Group Mee  

 

In Attendance MBIE: Richard Owen (Chair),  
 

 

Apologies   

 
1. Minutes of previous meeting  

• Previous minutes for the Steering Group meeting on 9th September 2025 were accepted and actions 
updated.  

 
2. NEC Update –  

•  Status Report 
o Taken as read 
o Overall RAG Status is Red; due to the requirement to confirm a Go-live date.  
o Concerns have been raised due to a new change request (CR162 - Remove source client number 

validation from DB18 move message) which introduces new requirements for Go-live; NEC are 
requesting 100% certainty from MBIE on the requirement needed prior to go-live. 

o  to review and discuss CR162, and advise NEC if it is, or isn’t, required for Go-live. 
Action 

o Performance testing has identified a database connection that was addressed in the release 
delivered on Friday (19/09); early testing of this is looking positive. 

o  has provided recommendations for review of the content of replication and is awaiting 
feedback to understand if there is anything MBIE could consider in terms of content as there are 
large volumes of data being replicated that NEC don’t believe are required.  

o  to send recommendations for review of the content of replication to  to review. 
Action 

o Support handover with Datacom is progressing well. 
o Fast follower activities are still unclear but should be clarified today. 

• Other business 
o Not discussed at this meeting  
 

• NEC Left the meeting at 11.32AM  
  
3. MBIE Update:  

• Status Reports 
o Taken as read. 
o The project is progressing well, despite having changed architecture in the last couple of months. 

The proof of concept for the new architecture was successful and initial performance test loads are 
positive. 

o If testing goes well over the next 3 weeks, and outstanding critical defects are delivered, MBIE 
should then be in a comfortable place to announce a Go-live date. 

o Business readiness activities are on track 
o raised the point that if Go-live happens in mid-November, then the Early Lief Support stage may 

encounter technical brown outs and Christmas / New Year holidays, raising the risk that vendor 
support may not be available as desired.  

o The Lite Business Case for the BCU Value Stream project will be presented to DGB in October, 

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)
( )

s 9(2)
( )

s 9(2)
( )

s 9(2)(a)

s 9(2)(a)
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o has prepared various papers for Carolyn Tremain to include in her handover to Suzanne 
Stew as Acting Chief Executive, including a financial status of BCU, IPE and the Value Stream, and an 
elaboration of implementation options.  

o The EY team under is looking into operational costs for the infrastructure changes. 
o will meet  later today around EY conducting a pre-go live readiness 

review/assessment 
• Risks and Issues 

o Not discussed at this meeting  
 

4. Other Business 
•  No further business discussed 

 
5. Summary of Action Points 

• ACTION:   to review and discuss CR162, and advise NEC if it is, or isn’t, required for Go-
live. 

• ACTION:  to send recommendations for review of the content of replication to to review 
 

Meeting finished at 12:03PM 

s 9(2)
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High-level Schedule/Timeline – MBIE to confirm 
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Release Road Map for MBIE 

 
 
  



MBIE Biometric Capability Upgrade and In Person Enrolment Governance Report 1/10/2025 
 

©2025 NEC New Zealand Ltd Commercial in Confidence Page 6 of 8 

NEC Testing Update 
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IN CONFIDENCE 

Date & Time Tuesday 7th October 2025, 11:00am to 12:00pm  

Location RM Pastoral L15.02 and Online via Teams 

Agenda 

7 OCT 2025 BCU 
Steering Group Mee  

 

In Attendance MBIE: Richard Owen (Chair),  

 

 

Apologies  

 

1. Minutes of previous meeting  

 Previous minutes for the Steering Group meeting on 23rd September 2025 were accepted and actions 

updated.  

 

2. NEC Update –  

  Status Report 

o RAG Status remains red, as the Project Go-live date remains unconfirmed. 

o The project is targeting a mid-November Go-live timeframe and aims to be in a position to announce 

a confirmed date in the week commencing 20th October. 

o Hotfix 39.11 was delivered this morning. 

o There are several configuration and software fixes remaining to complete the Go-live deliverable 

and code freeze the solution. 

o Performance testing is continuing for a further 10 days to confirm QLIK / Snowflake will work in 

production 

o MBIS performance is progressing well; delta migration activities are progressing slower than hoped.  

o A positive meeting regarding the BCU Support SoW was held last week; MBIE is gaining a good 

understanding on NEC involvement in L2 support. 

o There is a risk associated with early life support during the Christmas and New Year period; it is 

important to ensure adequate resource coverage throughout this time 

o Incremental progress is occurring on fast follower activities, with NEC gaining clarity around MBIE’s 

priorities, the key to which are incorporated security items. 

 Other business 

o No other business 

 

3. Steering Group Update 

 It was noted that moving forward, the Steering Group will focus on MBIE readiness for Go-live, and 

NEC will not need to attend the Steering Group meetings on a regular basis.  

 

 NEC Left the meeting at 11.24AM  
  

4. MBIE Update:  

 Status Reports 

o Taken as read. 

o Steering Group meetings going forward will be weekly, with each week focused on a topic or area 

for discussion / Approval. 

o Database performance testing is progressing well; earlier issues have been resolved, and the team 

are now into the first week of the new performance test schedule, 

o Tests are passing across various thresholds, however several tests remain and will continue into next 

week; this will be followed by a brief regression test cycle to verify that all systems are functioning 

as expected.  

o Laptop challenges are being resolved with Datacom. 

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)



 

IN CONFIDENCE 

o Testing with a large number of concurrent users is currently under way.  

o The BCU Support Contract is expected to be finalised by the end of this/next week, after a positive 

meeting last week.  

 Risks and Issues 

o Not discussed at this meeting  

 

5. EY –  

 EY are undertaking a readiness review of the BCU and IPE projects. 

 The review is expected to be completed by the end of October, with initial observations by the end of 

next week (17/10). 

 This will be a brief review, conducted primarily through interviews with key stakeholders. 

 The focus will be on identifying and addressing the areas that require the most attention.  

 

6. Other Business  

 Richard has requested a planning diagram to support going live, outlining:  

o Key stakeholders to engage with before that date 

o Required reports, their sequence, and decision points 

 This will support the Go-Live discussion scheduled for 21 October.  

 

7. Summary of Action Points 

 No new action points  

 

Meeting finished at 11:58AM

s 9(2)(a)















   

  

 

 

 

 

IN CONFIDENCE 

Date & Time Tuesday 14th October 2025, 11:00am to 12:00pm  

Location RM Pastoral L15.02 and Online via Teams 

Agenda 

14 OCT 2025 BCU 
Steering Group Mee  

 

In Attendance 

 

Guests 

Richard Owen (Chair),  

 

 

Apologies  

 

1. Minutes of previous meeting  

 Previous minutes for the Steering Group meeting on 7th October 2025 were accepted and actions 

updated.  

 

2. Commercial & Legal Update –  

  

 Commercial Document Status: 

o The Master Services Agreement (MSA) has been ready for execution since March 2025; MBIE is 

waiting on the completion of the BCU Support SoW before signing 

o The most recent version of the BCU Support SoW should be received by the end of today, as well as 

the IPE SoW.  

o The comfort letters for both the BCU and IPE EULAs are still outstanding.  

 View of Commercials: 

o Work is ongoing regarding the comfort letters for the BCU and IPE EULAs, with MBIE wanting to 

understand when these expire in relation to the agreement.  

o Next step: a commercial  will be completed for review next week. 

 

3. Performance Testing Update and Defect Status –  

 Defects:  

o Four fixes from the previous release (7/10) are currently undergoing re-testing. 

o A further release will be delivered on Thursday (16/10), this one containing 14 fixes.  

o Thursday’s release includes a fix for the Reveal issue, which itself is linked to 6 or 7 defects 

 Performance testing  

o Performance testing has halted, due to the NZeTA team occupying all test environments for a 

legislative change that will be deployed over Labour Weekend 

o has requested information from the NZeTA team as to whether BCU can recommence 

performance testing tomorrow (15/10) and is awaiting a response.  

o The NFR issue will be retested on Thursday and Friday, provided that NZeTA allows access to the test 

environments 

o Once regression testing is complete, we will know if we have a workable solution.   

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(b)(ii)

s 9(2)(a)
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4. Executive Report Update  

 Taken as read 

 No questions  

 

5. Other Business  

 The BCU Value Stream business Case A3 document was emailed to Steering Group members yesterday 

(13/10). 

 It will go before the Delivery Governance Board in November 2025, alongside a memo to provide 

background and context regarding BCU, BCU Value Stream and IPE  

  to re-send the Business Case separately to Steering Group members, with clear instructions to 

review the document and provide an endorsement. Action 

 

6. Summary of Action Points 

 ACTION  re-send the BCU Value Stream Business Case separately to Steering Group members, 

with clear instructions to review the document and provide an endorsement. 

 

Meeting finished at 12:04 PM 

s 9(2)(a)

s 9(2)

s 9(2)(a)
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High-level Schedule/Timeline – MBIE to confirm 
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Release Road Map for MBIE 
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NEC Testing Update 
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Walled Garden Update  
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SIT UAT PRE Prod % comp

% of 

total

% Mitigation 

achieved

2 Enterprise Firewalls 1 10 50 10 # # 10 10 20 # # 100% 16% 16%

1 Host Based Firewalls 1 50 10 # # 10 20 20 # # 21-Oct 70% 18% 12%

3 Inbound SQL Chokepoint 1 15 Testing 50% 2% 1%

4 Threat Scanning 2 30 20 # # 40 10% 13% 1%

6 API Endpoints - Authentication via MTLS 2 10 15 # # 60 # 10% 15% 1%

7 API Endpoints - Authorisation RBAC Groups 2 15 20 # # 10% 8% 1%

8 RBAC User and Client Connectivity 2 15 15 # # 20 70 # # 0% 25% 0%

5 Binaries scanning 2 5 10 # # 20 0% 6% 0%

9 Execute Batch Jobs 0%

10 Clear Text Protocols 0%

100% 32%



C&A Process Update 

Full CertificationGo-Live Support

Threat ModellingInterim Memos

Risk AssessmentPost Go-Live Penetration Test

Control Validation

Fast Follow 

Full Penetration Test

Certification & Accreditation







   

  

 

 

 

 

IN CONFIDENCE 

Date & Time Tuesday 21st October 2025, 11:00am to 12:00pm  

Location RM Pastoral L15.02 and Online via Teams 

Agenda 

21 OCT 2025 BCU 
Steering Group Mee  

 

In Attendance 

 

Guests 

Richard Owen (Chair),  

 

 

Apologies  

 

1. Minutes of previous meeting  

  provided feedback;  incorporate and issue the amended minutes. 

 Previous minutes for the Steering Group meeting on 14th October 2025 were accepted (pending updates) 

and actions updated.  

 

2. Security Update –   

 Walled Garden: 

o The Walled Garden approach was implemented as several penetration tests via third party vendors 

had exposed high security defects that required remediation. 

o NEC was requested not to remediate these, as it would require a change in their source code, which 

in turn might have caused further defects to arise and extending development completion timelines.  

o The decision was made to initiate a ‘Walled Garden’ solution to provide an acceptable level of 

mitigation to decrease the risk rating from high to medium. 

o Work is progressing well; enterprise firewall rules are complete, and host-based firewalls rules will be 

implemented in production for testing this afternoon.  

o Inbound SQL chokepoint testing will commence by the end of next week (31/10) 

o There have been challenges regarding Phase 2 (end Dec completion), as exclusive use of the test 

environment if required for at least 1 month;  is working with  

o schedule testing as efficiently as possible. 

o Questions:  

o Are there any showstoppers? Some items are being re-architected for phase 2, but there are no 

blockers or showstoppers.   

o What are the end dates for phases 1 and 2? Currently both are scheduled for the end of December 

2025.  

 Certification and Accreditation (C&A): 

o The Cyber team have created an interim memo for the acceptance of the solution prior to go-live; 

this is currently with Richard O under review. 

o Approval and sign-off of the interim memo is required from Alison McDonald once a go-live date is 

confirmed.  

o A follow-up penetration test will be conducted in Production to ensure that previous issues aren’t 

recurring. 

o Cyber Security will go then through the full certification process, followed by a full penetration test 

from a third-party security vendor, from which MBIE’s CTSO will certify the BCU Solution, and the 

business will accredit.  

o This is currently tentatively scheduled for February/March 2026 and will include both the production 

ready solution and the fast followers.  

 Deloitte Security Review: 

o Deloitte have undertaken a review of the Walled Garden and the infrastructure change from the BCU 

Data Warehouse (BCU DW) to the Cloud Data Platform (CDP), as well as a separate view of the CDP.  

o The Cyber team met with Deloitte last week to walk through a draft of the review report and noted 

that most of the findings aligned with what has been discussed. 

o Issues with the main vendor is the primary reason there have been so many mitigations  

s 9(2)(a)

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

s 9(2)(a)

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

s 9(2)(a)
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o Changes to the approach were recommended by Deloitte.   

o will circulate the review to the Cyber team for their review before it is then circulated to the 

Steering Group members.  

 

3. Executive Report Update  

 Taken as read  

 A software release with 18 defect fixes included was received from NEC yesterday. 

 This included the fix for the issue around concurrent users, for which testing commenced this morning. 

 The outcome of this testing should be known by close of business today; will inform MBIE 

Executives, so that this can be included with the options being considered for go-live.  

 An Executive conversation with the Minister will take place on Thursday afternoon (23/10) to discuss 

where the project is at and how it is progressing.  

 Richard  meeting with Suzanne, Richard G and Alison at 2PM tomorrow; Richard 

requested an update on technical readiness from ahead of this meeting. (ACTION)  

 Business change is progressing well, as it the database solution with QLIK 

 IPE Laptop build issues continue 

 As soon as a decision is made regarding go-live, it will be clearly communicated to the team.  

 

4. EY Project Readiness Review:  preliminary feedback   

  provided a brief view of the EY readiness report. 

 Many of the findings in this report have been observed in prior reviews.  

 This is not suggesting that progress hasn’t been made, but rather that, despite any progress, we are still 

in the same space as in previous reviews.  

 The report called out that a mid-November go-live is not feasible, and that there will be challenges in 

terms of options ahead. 

 

5. Other Business  

 Richard clarified that the only decision being made this week is around the mid-November go-live date. 

 This is expected to be communicated to the project and BAU teams on Friday (24/10), or early the 

following week 

 

6. Summary of Action Points 

  ACTION:  provide Richard  with an update on technical readiness ahead of the 2PM 

Executive meeting. 

 

Meeting finished at 12:03 PM 

s 9(2)

s 9(2)(a)

s 9(2)

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

s 9(2)(b)(ii)

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

Date & Time Tuesday 28th October 2025, 11:00am to 12:00pm  

Location RM Pastoral L15.02 and Online via Teams 

Agenda 

28 OCT 2025 BCU 
Steering Group Mee  

 

In Attendance 

 

Guests 

 

 

  

Apologies Richard Owen 

 

1. Minutes of previous meeting  

 Previous minutes for the Steering Group meeting on 21st October 2025 were accepted and actions 

updated.  

 

2. Outstanding Critical must-haves and mitigations agreed by business –   

 There are 12 defects remaining that are not assigned to a release in the ‘must have’ category; this 

includes three ‘absolutely must have’ defects.  

 A release is scheduled to be delivered tomorrow (29/10) with 10 defect fixes 

 The multi-user concurrent issue has been resolved. 

 The three main issues for the project are: 

o IPE production issues/laptops 

o Reveal multi-users 

o IBW, where the app is constantly crashing – this is not tagged for release as yet. 

  

 

3. Change Activities – Overview and Readiness   

 Overall Rag Status is Green / Partially Ready 

 All highly impacted business units and delivery teams have been advised of the no-go decision 

 Learning rollout comms have been updated; some refreshing will be required once a go-live date is 

announced.  

 Focus needs to be on maintaining momentum, business readiness and empowering units to lead 

themselves through change 

 Identity Services, Border and RSOs are proactively developing capability in their people, developing user 

support collateral, and developing and delivering formal training.  

 Approximately 25 learners from the Border team have completed all formal learning as of last week.  

 Readiness Leads, Learning Co-ordinators, and Technical Champions are in place in every site.  

 All of the critical SOPs linked to learning and core business process are available on the global process 

manual, and all learning is live and being accessed. 

 User manuals are not fully complete but are in a state to support go-live and can be refreshed as we go 

 Key focuses are maintaining momentum, replanning, retaining key resources, planning device 

dissemination, furthering Early Life Support arrangements, preparation for any future state 

workarounds, finalising pre- and post-go-live assessments, and refreshing the Business Impact 

Assessment. 

 Key challenges are the uncertainty of dates, maintaining confidence that we will go live, and that any 

disruption at go-live will be manageable by staff  

 

 

4. Executive Update -   

 The Overall RAG status is RED as the Solution is not ready for go-live. 

 An update to the Minister of Immigration was provided last week by Suzanne Stew, Alison McDonald and 

Richard Griffiths 

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)
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 The cadence for the Internal Executive meetings will change to fortnightly, as will the Steering Group 

meetings. 

 

5. Other Business  

 As a result of not going live in November, and the need to test the rollback option,  arrange a 

meeting with  around which environment to use for roll-back testing and will liaise 

with   

 The cause for the ongoing operational (non BCU) issue that appears at 3AM on Thursdays has been 

isolated and should be fixed soon.  

 The BCU/ IPE demonstration to Suzanne and Alison last Monday (20/10) went well.  

 Commercial negotiations are still ongoing and were part of the input into the ‘no go’ decision. 

 

6. Summary of Action Points 

  No new actions 

 

Meeting finished at 11:25 AM 

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

s 9(2)(a)
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IN CONFIDENCE 

Date & Time Tuesday 4th November 2025, 11:00am to 12:00pm  

Location RM Pastoral L15.02 and Online via Teams 

Agenda 

4 NOV 2025 BCU 
Steering Group Mee  

 

In Attendance 

 

Richard Owen (Chair),  

 

Apologies  

 

1. Minutes of previous meeting  

 Previous minutes for the Steering Group meeting on 28th October 2025 were accepted and actions 

updated.  
 

2. Transition Preparation Activities –   

 Work is underway on the interim delta on AMS and IGMS, inside the production environment. 

 Following this, there are two choices; perform another interim delta migration now and bank all the 

learnings of the previous interim deltas or finish the current interim delta and choose a new start date 

for the next interim delta in January. 

 The final interim delta must occur seven days out from cutover.   

 In the final delta during the cutover process, discrepancies could arise that require executive decisions 

around remediation now vs later.   

 Whenever go-live occurs, there will be one day’s worth of work prior to this for  

 review the run sheets and ensure that nothing is in doubt. 

 

3. Executive Report update –    

 Taken as read 

 Overall status is Red until a new go-live timeframe is agreed 

 There are still outstanding ‘must have’ defects  

 A release is scheduled for Friday (7/11)  

 IPE Laptop issues are still being resolved  

 Performance testing is still under way, and will be followed by another regression test suite  

 Conversations have occurred between Suzanne Stew and  around 

commercial matters. 

  

  

 requested clarity around how data fixes will be completed, and how MBIE will connect with 

Datacom and NEC when things go wrong; will schedule a meeting with  

to clarify. Action 

 It has been highlighted in DGB reports that the Value Stream project has incurred additional costs of 

approximately  NEC T&M invoices and new Enterprise (cloud) database architecture costs, 

based on a November go-live date. 

 As November go-live is no longer viable, the calculation for a potential April go-live has been completed 

with the financial impact taking the Value Stream project costs to around $9m.  

 The BCU Value Stream business case is parked for the moment, until a new go-live timeframe has been 

confirmed.  

 Work on the Override rules is still in progress;  working with  bring the thresholds down 

as low as possible.  

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(b)(ii)

s 9(2)(a)

s 9(2)(b)(ii)
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s 9(2) s 9(2)(a)
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 A query was raised around the Value Stream Business case, noting that it has not been approved by DGB, 

however funds are being spent; Suzanne Stew is aware of this, and  update DGB at the next 

meeting on Business Case progress.  

 

4. Other Business  

 No other business  

 

5. Summary of Action Points 

 ACTION: will loop in with  around what has been agreed regarding Service Levels in the 

BCU Support SoW and provide Richard with an update.  

 ACTION: will schedule a meeting with  to clarify how data fixes 

will be completed. 

 

Meeting finished at 11:30 AM 

s 9(2)(a)

s 9(2)

s 9(2)

s 9(2)(a)
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IN CONFIDENCE 

Date & Time Tuesday 4th November 2025, 11:00am to 12:00pm  

Location RM Pastoral L15.02 and Online via Teams 

Agenda 

4 NOV 2025 BCU 
Steering Group Mee  

 

In Attendance 

 

Richard Owen (Chair),  

 

Apologies  

 

1. Minutes of previous meeting  

 Previous minutes for the Steering Group meeting on 28th October 2025 were accepted and actions 

updated.  
 

2. Transition Preparation Activities –   

 Work is underway on the interim delta on AMS and IGMS, inside the production environment. 

 Following this, there are two choices; perform another interim delta migration now and bank all the 

learnings of the previous interim deltas or finish the current interim delta and choose a new start date 

for the next interim delta in January. 

 The final interim delta must occur seven days out from cutover.   

 In the final delta during the cutover process, discrepancies could arise that require executive decisions 

around remediation now vs later.   

 Whenever go-live occurs, there will be one day’s worth of work prior to this for  

o review the run sheets and ensure that nothing is in doubt. 

 

3. Executive Report update    

 Taken as read 

 Overall status is Red until a new go-live timeframe is agreed 

 There are still outstanding ‘must have’ defects  

 A release is scheduled for Friday (7/11)  

 IPE Laptop issues are still being resolved  

 Performance testing is still under way, and will be followed by another regression test suite  

 Conversations have occurred between Suzanne Stew  around 

commercial matters. 

  

  

 requested clarity around how data fixes will be completed, and how MBIE will connect with 

Datacom and NEC when things go wrong; will schedule a meeting with  

to clarify. Action 

 It has been highlighted in DGB reports that the Value Stream project has incurred additional costs of 

approximately  

based on a November go-live date. 

 As November go-live is no longer viable, the calculation for a potential April go-live has been completed 

with the financial impact taking the Value Stream project costs to around $9m.  

 The BCU Value Stream business case is parked for the moment, until a new go-live timeframe has been 

confirmed.  

 Work on the Override rules is still in progress;  working with  bring the thresholds down 

as low as possible.  

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(a)

s 9(2)(b)(ii)
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 A query was raised around the Value Stream Business case, noting that it has not been approved by DGB, 

however funds are being spent; Suzanne Stew is aware of this, and  update DGB at the next 

meeting on Business Case progress.  

 

4. Other Business  

 No other business  

 

5. Summary of Action Points 

 ACTION: will loop in with around what has been agreed regarding Service Levels in the 

BCU Support SoW and provide Richard with an update.  

 ACTION: will schedule a meeting with  to clarify how data fixes 

will be completed. 

 

Meeting finished at 11:30 AM 

s 9(2)(a)
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IN CONFIDENCE 

Date & Time Tuesday 16th December 2025, 11:00am to 12:00pm  

Location RM Pastoral L15.02 and Online via Teams 

Agenda 

16 DEC 2025 BCU 
Steering Group Mee  

 

In Attendance 
 

Richard Owen (Chair),  
 

Apologies  

 
1. Minutes of previous meeting  

• Previous minutes for the Steering Group meeting on 2nd December 2025 were accepted and actions 
updated.  

 
2. General update    

• With the executive memo signed by Suzanne Stew last Tuesday (9/12), the decision has been made to 
discontinue the BCU Project.  

• Suzanne, Richard G and Alison met with the Minister of Immigration and the Minister for Economic 
Growth on Wednesday (10/12), who both noted MBIE’s decision. 

• The BCU Project will be discontinued, and project capital costs will be impaired whilst the team pursue 
alternative options and work on refreshing the existing environment.  

• A Termination for Convenience notice will be issued to NEC today (10 December), advising termination of 
BCU. 

• Based on executive advice, an announcement of the decision will be made in late January, once the 
termination notice has completed.  

• Alternative options for analysis included  
 

  
• NEC had also suggested, in a presentation on Wednesday (10/12), the option to migrate the BCU 

 
•  will be managing the . 
• will follow up with  re NEC’s algorithm upgrade proposal for the IDMR1 refresh.  
• There may be an opportunity to use the IPE Hardware as part of  activities; further 

details are still required. 
• is drafting a memo to ISGG to request approval to repurpose Value Stream funds and request 

additional funding for options analysis work until the end of April 2026. 
 

3. Other Business  
• No other business 

 
4. Summary of Action Points 

• No new action points 
 

Meeting finished at 11:38 AM 

s 9(2)(a)

s 9(2)(a)

s 9(2)(b)(ii)
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IN CONFIDENCE 

Date & Time Tuesday 2nd December 2025, 11:00am to 12:00pm  

Location RM Pastoral L15.02 and Online via Teams 

Agenda 

02 DEC 2025 BCU 
Steering Group Mee  

 

In Attendance 

 

Richard Owen (Chair),  

 

Apologies  

 

1. Minutes of previous meeting  

 Previous minutes for the Steering Group meeting on 4th November 2025 were accepted and actions 

updated.  

 

2. Executive Report update    

 Taken as read 

 The BCU and IPE projects are still on pause. 

 Suzanne Stew is involved in executive conversations, both internally and with NEC Executives. 

 Next steps for BCU are under discussion  

 A formal memo is expected to be presented to Suzanne this week, outlining the proposed options on 

moving forward; this will be accompanied by a briefing to the Minister of Immigration.  

 Suzanne is meeting with the Ministers of Immigration and Finance on 10 December, after which an 

announcement regarding BCU can be made.  

 Richard Griffiths has been in commercial conversations with  

 

 As this new solution is an unknown, it is being explored as a potential alternative, should one be 

required.  

 NEC will run a presentation next week, and a follow up site visit may also be required.   

 Planning work on next steps is still under way, however the test team have been advised that they are 

not currently required and have been re-allocated elsewhere or given notice. 

  is currently putting together a briefing document and memo to 

ISGG around the Value Stream funding.   

  scoping a potential  and upgrade of the biometric algorithms scope; this work 

will be funded . 

 

3. Other Business  

 No other business  

 

4. Summary of Action Points 

 No new action points 

 

Meeting finished at 11:32 AM 

s 9(2)(a)

s 9(2)(a)
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