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3. Strategic Case (Case for Change) 

Strategic Context 
INZ has the statutory requirement that no visa is granted or waiver applied where a person is a likely 
threat to National Security1. 

The Striking the Balance strategy seeks to identify and manage risk early and ensure the immigration 
system operates seamlessly as an effective regulator. The Immigration New Zealand (INZ) National 
Security (INSS) project has the joint objective with the NZSIS “that as trusted stewards of the 
immigration system, we work with our partners to protect New Zealand’s National Security”.  

The Immigration National Security Screening Project (INSS) is re-engineering the end to end National 
Security screening function for INZ. This re-engineering will support a rapidly adaptable approach to 
change in the immigration system including initiatives such as the Smart Border.  

The INSS project will: 
• Re-engineer Immigration National Security Screening to identify risk early and minimise the 

number of high-risk migrants entering New Zealand. 

• Improve the efficiency and effectiveness of threat assessments and treatments supporting 
more seamless desirable migration. 

• Improve compliance with Section 16 and Section 4 of the Immigration Act 2009.  

Problem Scope 

Immigration National Security screening underpins the statutory requirement that no visa is granted 
or waiver applied for anyone likely to be a threat around2: 

• Defence of NZ 
• Espionage, sabotage and subversion 
• Adverse impact on NZ well-being, reputation, or economic well-being. 
• Terrorist acts  
• Organised (transnational) crime  
• Safety and stability of InterNational Security conventions and arrangements.  

 
The security priorities of NZs intelligence community has been 

revised recently.  
  

 
  
   
  

 
Inefficiencies in process and systems: 

                                                           
1 S16, Immigration Act 2009 

2 Immigration Act 2009, Sect 4 and 16 

s6(c), s6(a)

s6(c)
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Summary of the Preferred Option 
The preferred solution involves 4 key components these are delivered over 4 stages. 

• National Security threats aligned with the INZ risk model supporting: 
o Consistent and well understood threat criteria and control framework. 
o Provide clarity on processes and responsibilities aligned with other immigration functions. 

• Structured process improvements to consistently review and adapt threats and controls 
• System enhancements and integration supporting a consistent screening process providing tracking 

and analytic functions ensuring the right information reaches the right place at the right time 
including the NZSIS. 

• Learning and development materials to assist in building and maintaining a connection to the 
purpose of National Security Screening for all involved staff across INZ. 

 
Risk Model 

Some migrants present a threat to the National Security of New Zealand, as outlined in the Problem Scope 
on page 12 (above). The INZ risk model will address these threats through: 

• Processes used to assess and treat National Security threats will be improved to be clearer, more 
consistent and aligned with the INZ risk model. 

• The effectiveness of National Security threat assessments and treatments will be measured against 
key performance indicators. These assessments and treatments will be adapted and utilise 
intelligence on global threats impacting New Zealand and New Zealanders. 

• Processes used to treat National Security threats will be better aligned into other immigration 
functions.  

 
System enhancements and Integration (Technology) 

s6(a), s6(c)
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Learning and Development  

Learning and development materials will assist in building the connection to the purpose of National 
Security Screening for all staff working with migrant security assessments. 

A successful solution should involve delivery of learning materials that are aligned to the risk model. It 
should build maturity of knowledge and understanding of the end-to-end National Security Screening 
Process at Immigration New Zealand, including clarity of roles and responsibilities, knowledge on what is 
required for screening and build skills for specific areas. 
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Project Governance and Team Structure 

Roles and Responsibilities 
A working group of senior users will input into all deliverables and review for quality. Roles and 
responsibilities for working group are included in Appendix F 

A group involving national managers of the branches impacted within Immigration and NZSIS will provide a 
steering group for the project. The project steering group will support the business owner and sponsor to 
make key project decisions and review and approve deliverables of the project.  

Roles and responsibilities for the interagency project steering group are included in Appendix F. 

Project roles and responsibilities (as documented by the INZ Portfolio) have been discussed with the 
relevant stakeholders.   

The INZ Portfolio project management roles and responsibilities can be found under Cross Stage templates: 
and used by the 

project manager for agreement. 

  

s 6 (a)
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s9(2)(g)(i), s9(2)(a)
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Appendix D Options Analysis  

Option A: Status Quo 
• Option A represents the counterfactual. 
• Assessment work continues as it does today but  
•  

  
• Option A represents the cost to extend immigrations screening effort to all migrants increasing 

resourcing but no other changes.  
• The costs for NZSIS to resource this effort are not assessed as part of this but are expected to be 

extensive.   
• This option is not considered viable due to the costs and treatment would remain non proportional 

to the threat  

Option B Single Refresh 
• Option B represents the lowest cost investment to implement a risk and system framework to 

screen all migrants and provide assurance they are not likely to be a threat to National Security. 
• A full review of the current threat levels and controls is undertaken with risk specialists in DPMC, 

NZSIS and INZ.  
• A revised criterion for each threat and priority is determined with the threat specialist with 

assessment and treatment balanced with current objectives and resourcing constraints.  
• Changes to systems policy, operating instructions, and training/education are defined to implement 

the changes to controls. 
• A framework is defined to monitor and review risks and controls on an ongoing basis which is 

handed over to verification and compliance branch of Immigration. The framework would provide 
steps to enable changes to threat criteria through the system, policy, operating instructions and 
training/education materials where required. 

• A system change is introduced that provides biographic information of all migrants to the security 
service to identify persons of concern to National Security.  

•  
  

• System changes are introduced to provide the criterion to identify the migrants that are a possible 
threat and track any assessment work required to verify the threat level. The criteria can be 
updated by a threat expert using business rules where policy or operating instructions are approved 
through the framework.   

• The system in tracking assessment work provides information that can be used to monitor the 
assessment activity and provide metrics to inform revisions to criterion or controls for the threats. 

• BAU processes could deliver any further revisions. More significant changes would be delivered by 
establishing another project. 

  

s6(a)

s6(a)
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Option C: Staged delivery longer term investment focus 
• Delivers the changes described in Option B. 
• Provides 2 incremental changes to the system and threat controls and system. These increments 

use more up to date information and analytical capabilities established in earlier stages. The 
efficiency of making a change is also reduced from capabilities established the earlier stages. 

• Establishing the framework quickly enables a faster delivery of benefits and efficiencies without the 
risk of having to finalize all changes up front.   

• Training would be provided to personal to have expert knowledge in the tooling, the information 
sources and threats to enable efficient use relevant to the threats. This replaces inefficient and 
inconsistent collection and assessment used currently.  

• Investigates data modelling for National Security risks using existing RAP data sets. It is possible risk 
patterns can be identified in migrant data sets and the project provides an ability to imbed this into 
screening.  

• Optimizes the timing and use of RAP to be efficient and minimize impact to migrants. 

Other options considered non-viable 
• Transfer all National Security decision making to NZSIS. Considered non-viable as: 

o  
 

•  
  

• Change all Visa applications to be online and provide all details to NZSIS. 
o This is not practical as many migrants don’t have reliable web access, and would thus be 

excluded or significantly disadvantaged from applying to migrate to New Zealand. 
•  

o Tools such as RAP are decision support tools. We need a human to make the final decision 
on whether or not a migrant may enter New Zealand. 

o  
 

•  
  

 
 

• Alerting of priority threat events to NZSIS 
o Does not capture all potential threats to NZ’s security. 

• Increasing the availability of specialists to respond for Border screening 
o An objective of the project is to support moving the screening of migrants as far offshore as 

possible and to conduct assessments as early as possible. By focussing on border screening, 
opportunities to exclude high risk migrants before they arrive in New Zealand are lost. 

o An additional objective of the project is to utilise current staff resources. Increasing border 
specialists does not support this objective. 

• Single agency ownership for evaluating and treating National Security threats 
o INZ and NZSIS have different, but complementary skill sets. A joint agency approach 

supports more effective screening while not changing staff head count. 
 

s6(a)

s6(c), s6(a)

s6(a), s6(c)

s6(c), s6(a)

s6(a), s6(c)
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• NZSIS alone identify threat priorities, criteria and sources 
o  

 
o The threat assessment model takes a whole of government approach to screening, with 

agencies such as DPMC, MFAT and MPI providing significant input to threat priorities, 
criteria and sources. 

• INZ alone Identify threat priorities criteria and sources 
o  

 
o The threat assessment model takes a whole of government approach to screening, with 

agencies such as DPMC, MFAT and MPI providing significant input to threat priorities, 
criteria and sources. 

•  
  

 
• Process changes without technology enhancements 

o Process changes offer significant benefits to treat threats, and will be a major part of the 
first stage of INSS’s deliver. However process change alone will not deliver all of the 
efficiency gains expected. Existing technology is at or beyond end of life and does not 
support the wider organisational technology development roadmap. 

• Process or system changes without supporting learning and development 
o To gain full value from process or system changes, staff must learn how to use these new 

tools effectively. This will not be via a process of osmosis. Focussed learning and 
development will support rapid uptake and effective, efficient use of the new process and 
technology tools. 

 
 
 

s6(a)

s6(a)

s6(c), s6(a)
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Appendix F Role of the Steering Group and Working Group 

The Project Steering Group will support the project by: 

• Providing guidance and direction to the project. 
• Providing a governance group for project decision making, with the collective interest and success of the 

outcomes of the project in mind. 
• Ensuring the initiative remains viable throughout its lifecycle. 
• Ensuring acceptance of transitioned deliverables and achievement of benefits. 
• Ensuring the project is aligned with wider organisational activities. 
• Promoting the project within the organisations and with stakeholders. 
• Identifying critical stakeholders that need to be actively engaged. 
• Reviewing and agreeing change requests.  
• Providing advice to the Business Owner and Project Manager. 
• Making recommendations that will maximise benefits. 
• Advising on project risk and issue management. 
• Helping to ensure a successful handover from the project to business as usual. 
 

Working group members are an interagency group responsible for: 

• Specifying the needs of those who will use the project product(s) and monitoring that the solution will 
meet the needs of the users.   

The Project Working Group will support the project by: 

• Represents the interests of those who will use the project’s final products (including operations and 
maintenance).  

• Provides feedback and recommendations to the Project Manager, Business Owner and members of the 
Project Steering Group.  

• Makes recommendations and highlights key issues to escalate to the Project Steering Group. 
• Ensures that the project produces products will deliver the desired outcomes and meet user 

requirements. 
• Contributes to the design and development of products.  
• Contributes to product acceptance. 
• Leads business readiness and defines operational hand-over. 
• Briefs and advises the user community about the project.  
• Oversees or undertakes quality assurance activities on behalf of the users. 
• Participates in post implementation review. 
• Identifies key decisions and issues requiring escalation to the project steering group. 
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Appendix G Model Diagrams 

To aid understanding of the threat assessment model and how it works, consider the two following 
diagrams. Figure 1 is modified from the INZ Risk Operating Model (ROM) Framework. This high level view 
outlines the main components of how threats are managed. Please note this appendix is intended to 
provide information on how INSS will use the INZ ROM for risk modelling and how changes to risk indicators 
will be made. It is not intended to imply a separate risk management process to the INZ ROM process will 
be developed or implemented.  

 

Figure 1: INSS Application of the INZ Risk Operating Model (ROM) 

Context 
Migrant-presented threat and NZ’s response to that threat operates in a complex environment. We need to 
understand: 

• The nature of threats presented by migrants and how those threats can be treated.  
•  

 
• The legal framework we operate in.  
• The priority of identifying and responding to threats presented by migrants. 

Identify 
In order to treat a threat, that threat must first be identified. This includes: 

• What is the source of the threat? 
• What is the source of the information about the threat? Are the sources trustworthy / verifiable? 
• Does the threat pose a security risk11 to New Zealand or New Zealanders? 

 

                                                           
11 As outlined under S4 and S16 of the Immigration Act, 2009 
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Analyse 
After threats are identified, they must be analysed to understand: 

• The nature of the threat. 
• What options are potentially available to treat threat? 
• What indicators are available to identify high-risk migrants?  

Evaluate 
Evaluation of a threat is determining how likely it is to occur and what the consequences of its occurrence 
are. Using this evaluation information, threats can be prioritised to inform development of candidate 
treatments for threats12. In turn, this prioritisation informs threat treatment investment decisions. 
Treat 

 
 

  
  
  
  
  

Monitor and Review (Governance) 
Governance is the monitoring and review of processes to ensure they are conducted in compliance with 
legislation and organisational policy and formal, delegated decision-making authority. The responsibility for 
INZs risk model rests with Risk and Verification and includes: 

• Immediate oversight of processes by quality control of decisions made by INZ staff to ensure 
appropriateness and fairness of those decisions. 

• Periodic quality assurance of migrant assessment processes and migrant decisions to ensure 
consistency. 

• Regular audit of INZ processes to ensure compliance with legislation and policies. 
• Decisions on changes of policies and processes to ensure fitness for purpose and compliance.  

Communications 
Communication is central to the success of the model shown in Figure 1 and ensures: 

• Threat identification, analysis, prioritisation and treatment. 
• Communications between all stakeholders is effective.  

Figure 2 (below) provides a high level view of how this model works in practice. This diagram is not intended 
to provide a detailed view of how each step of the process works, or the define all of the system 
interactions planned by the project. It is intended to provide an illustrative, high level view of the 
interactions between INZ migrant types, processes and systems with INSS as an aid to understanding only...  

                                                           
12 This process was followed in April and May in setting the initial 11 prioritised list of migrant risks to treat 
with INSS. 

s6(c), s6(a)

Rele
as

ed
 un

de
r th

e O
ffic

ial
 In

for
mati

on
 Act 

19
82



<MAKO Reference #>  <Project 3453>  <INSS>   Page 88 of 89 

Business Case – Medium Complexity                                      I N - C O N F I D E N C E  

s 6 (a), s 6 (c)
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Appendix I. Legislation that may have impacts on INSS 

A number of Acts and Regulation has been identified that may have an impact on the future state operation 
of INSS. INZ must maintain compliance with these Acts. 

The primary Act is the Immigration Act 2009. Other Acts that must be considered13 are:  

• Intelligence and Security Act 2017 (S13, S14, S190, Schedule 2) 
• Terrorism Suppression Act 2002 (S4, S32, S38, schedules 1 – 5) 
• Privacy Act 1993 (S6, S27, S57, Schedule 4A) 
• Official Information Act 1982 (S6, S31) 
• Customs and Excise Act 2018 (S51, S53, S207) 
• Human Rights Act 1993 (S25, S129) 
• Biosecurity Act 1993 (S107B, S142J) 
• Policing Act 2008 (S9) 
• Maritime Security Act 2004 (S59, S78) 

                                                           
13 This list is not exhaustive, but provides a representative sample of Acts that must be complied with. 
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