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Safety First

Delivering a world-class service means safety for NZ public has to be embedded in 
everything Customs does: 

• Business performance is assessed in terms of safety and travel at scalable volumes
• Design and change plans are continually impact assessed against risk to service
• First we understand the customer experience, the associated journeys, and then we design the solution

Simplify &

Re-Use

We use value of investment as a tool to determine effort and we avoid customisation 
and bespoke approaches:

• We rely on out of the box options and leverage knowledge from experienced partners and existing agency solutions
• We harness work to date and leverage reusable artifacts and capabilities
• Building multi-agency capability from Day 1 is an essential part of successful delivery

Predictability

There’s room for innovation, but sprint and increment integrity are key: 

• Sprints are constrained to deliver their value proposition
• The programme breathes in and out in line with emerging customer needs

Partnership

Solutions are collaborative, design is integrated and change is orchestrated: 

• Existing expertise, vendors and suppliers work as one team
• Design is integrated to maintain the integrity of the outcome E2E
• Change is orchestrated to ensure passenger and operations impact and handovers are predictable

Delivery Approach - Principles
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Delivery Approach – Governance & Frameworks

Customs intend to retain E2E accountability for delivery, in which the enabling and supporting services provided by Health, 
Immigration, and other external service providers, will be delivered and directed from within this programme. For this to be successful, 
and in order for Customs to take full accountability for managing and delivering the end to end outcome, it is essential to co-design the 
governance and enablement approaches to empower local teams, and will require the integration and aggregation of a number of key
stakeholders, service providers and suppliers. 

Deploying the Minimum Viable Product (MVP) of the digital travel health pass by December 2021 is a priority, and aligns with the
strong programme ambition to accelerate technology build work. In parallel, there is an urgent need to progress design activities, both 
service design, requirements and solutions to enable the development and delivery of an integrated delivery plan. The scope and 
content of this multi-partner, multi-stakeholder programme of work requires an adaptive approach to ensure the critical workstreams 
have the appropriate methodology for a right-size, right-fit approach. A safety-focused, data-centric programme of work such as this 
requires a dynamic, nimble environment that can deliver predictably to the target audience when it needs to, but is constantly checked 
against the service design elaboration that has taken place. 

The most suited approach to this type of change is an incremental value model managed through a combination of delivery 
frameworks; waterfall for traditional infrastructure, augmented with Kanban and scrum frameworks that are considerate of the 
changing safety landscape that this programme is responding to. Whilst this mixed model may appear complex on the surface, in reality 
it simplifies the delivery model by using experienced leadership tom appropriately constrain and control the workstreams and ensure 
the work paths are clearly articulated, elaborated and delivered predictability.

As well as providing a delivery approach and model, this document provides a number of observations and recommendations (Within 
the Appendix) that would enable the programme to define its outcomes, gain agreement, align the programme workstreams, ensure
that right-sized controls can be applied to assure the work undertaken, and ensure that Customs are able to meet the on-going 
assurance and integrity requirements to central agencies of a programme of work of the size and funding model.
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Delivery Approach – Programme Tranches

The programme is seeking to respond to a tactical to medium-term need to reconnect New Zealanders return from 
Australia, as well develop and provide an enduring response that will allow passenger numbers to safely, reliably and 
efficiently scale and revert to pre-COVID processing and throughput volumes from all points of origin. To achieve these, 
the programme needs to develop an operating model that can simultaneously respond to both needs without over-
elaborating the tactical response or constraining the enduring service.

The Programme has three main tranches that will commence simultaneously:
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Tranche Purpose Timeframes Commentary Tranche Duration

Pilot

To deliver the early, stretch goals 
associated with an interim 
digitally-enabled Travel Health 
Pass (THP) solution

August 2021 – April 
2022

Digitally enabled Travel 
Health Pass MVP 

targeted for December 
2021

9 months

Foundation

To provide surety and reliability of 
the Travel Health Pass (THP) 
product and establish regular 
releases

August 2021 – March 
2023

Digital Travel Health 
Pass full product release 
targeted for June 2022

20 months

Enhancement
To enable the Digital Arrival Card 
as the next feature of the platform 
and retire the paper based solution

August 2021 – Jun 2023
Digital Arrival Card 

product release targeted 
for December 2022

23 months

9xf54yo3ur 2021-11-29 09:38:49

Proa
cti

ve
ly 

rel
ea

se
d



In confidence

Travel Health Pass MVP – December 2021 
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Personas Experience Conditions & Responsibilities Areas of Change

As a passenger, I will be able to digitally verify 
(submit, self-declare and receive confirmation) 
that I have met all requirements for entering NZ 
through one digital channel, which I can use to 
pass through border controls.

In seeking MIQ-free travel;
• I understand MIQ-free travel requirements and my 

obligations to meet the defined criteria prior to boarding 
an MIQ-free destined flight

• I must submit my digital pre-validation request no later 
than 24 hours before my scheduled flight

• Policy impacts

• Legislative changes

• Operational impacts 
across multiple 
agencies, airports, 
airlines

• Technology 
Implementation 
across multiple 
agencies and vendors

• Public facing 
communication

• Change-focused 
communications to 
key stakeholders

As airline check-in staff, I will be able to sight an 
individual passenger’s digital verification, and 
quickly understand and confirm that the 
passenger has met their pre-boarding COVID 
travel requirements.

In enabling MIQ-free travel;
• I have been trained and supported in how to recognise 

digital pre-validated approvals

• I am fully aware of how to manage exceptions and the 
information I need to provide the passenger

As a primary line officer, I will be able to sight 
an individual passenger’s digital verification, 
and quickly understand and confirm that the 
passenger has met the COVID requirements for 
entry into NZ.

In securing MIQ-free entry into NZ;
• I have been trained and supported in how to recognise 

digital pre-validated approvals

• I am fully aware of my responsibilities in facilitating or 
denying access to NZ based on digital pre-validation 
approvals

As MoH, I will have confidence that every 
passenger that intends to arrive into NZ has 
been individually assessed, and can safely enter 
through the corresponding channels of entry 
that are appropriate to their specific safety 
validation scenarios.

In maintaining a COVID-free NZ;
• I have access to passengers’ data that submitted a digital 

pre-validation request

• I have access to passengers’ data, including their MIQ-
free entry or denial into NZ
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Delivery Approach – Resources: Key Role Skills 

1
3

In-Confidence

9xf54yo3ur 2021-11-29 09:38:49

Proa
cti

ve
ly 

rel
ea

se
d



Proa
cti

ve
ly 

rel
ea

se
d



In confidence

Delivery Approach - Execution

Delivery execution will be based on ‘bringing the work to the team’ to reduce external dependencies, 
and will be driven through scrum delivery, which will be a blended team of skills identified through 
user-story requirements and is necessary in order to develop successful outputs at a fast pace. 

Each workstream is expected to present a Product Description / Workstream Brief that acts as a mini 
project plan for each workstream, in which the Work stream lead sets out their approach, scope, 
risks, dependencies, etc. This provides rapid inroads into programme integration and team 
connections.

To begin with all delivery teams will operate as one scrum team to enable a one management model 
and align all teams to a common goal. This is a flexible model and as the team gains confidence in 
sprinting the model can be adjusted as required based on outputs of the Sprint Retros and team 
growth.

Each member of the scrum team will be dedicated to the sprint to reduce the impact of conflicting 
priorities and context switching, however this is not always feasible to manage with BAU and the 
programme will have to work with Customs stakeholders to determine a FTE split that works, 
especially as roles, skills and resource may no longer be available due to organisational demands.
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Delivery Approach - Execution

The application of the delivery principles throughout each part of the programme, will ensure 
consistency of quality as we drive towards the agreed milestones and the associated successes. 

To support clarity of elaboration as the scope is refined, use-cases will be delivered using a “Minimum 
Viable Product” (MVP) approach where features will be  based on backlog prioritisation within the 
Backlog refinement sessions.

This approach will also involve to a regular review of the success criteria for each of the major 
milestones, especially as the underlying dependencies and gaps resulting from wider Government 
landscape change activities become increasingly apparent and drive contextual change. This will 
ensure progress is continually being made as opposed to falling at each hurdle, however it will require 
a controlled communication and agreement model that will be services and achieved through Mission 
Control stand-ups.

The underlying principle is that solution design, build and development work should not be 
commissioned until an agreed user-story / use-case and/or specification has been reviewed and 
agreed. This principle can be applied efficiently in each case, which allows for work progressing 
without these assets becoming the exception rather than the norm. 
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As establishment requires many simultaneous activities to take place, Increment 1 (Aug 2021 to Dec 2021) will be a single delivery increment operating across 5 
monthly sub-increments across all three programme tranches. Breaking Increment 1 into sub-increments allows the programme to set success criteria to be 
achieved by the end of each month to ensure that the aggregated outcome of delivery is on track. 

1.1

Make the Case

1.2

Build the Team

1.3

Clear the Path

1.4

Embed the Cadence

1.5

Prove the Delivery

August September October November December

Treasury Business Case
• Developed and reviewed
• Socialised and agreed
• Supported and submitted

Treasury Business Case
• Responses to questions
• Incorporate feedback
• Business case approval

Treasury Business Case
• Responses to questions

Treasury Business Case
• Report back on targets
• Feedback on confidence

Treasury Business Case
• Confirmation of delivery
• Burn forecasts reviewed

Management & Approach
• Delivery approach
• Integrated team structure
• Governance model agreed
• Ceremonies in-place

Management & Approach
• Reporting in place
• PMO in place
• Control assets populated
• Delivery ceremonies in place

Management & Approach
• Foundation & Enhancement 

scopes agreed
• Workstream briefs finalised
• First design sprints complete

Management & Approach
• Internal IQA
• High level Digital Arrival 

Architecture in place
• Programme constraints set

Management & Approach
• Christmas / New Year slow 

down mitigated

Mobilisation
• Resource planning
• Capability based 

resourcing approach
• Communication cascade

Mobilisation
• Partners and suppliers 

commercially engaged
• Delivery hub established
• Relationship forums in place
• Sprint members identified

Mobilisation
• Pilot tranche fully populated
• Roles & responsibilities clear
• Other tranches’ resources 

secured

Mobilisation
• Programme fully resourced 

across all tranches
• Majority colocation in place

Mobilisation
• Ways of working understood

MVP
• User-stories and process 

development
• HL Solution scope agreed
• Task elaboration and 

allocation

MVP
• Solution architecture design
• Solution detailed design
• Scrum team established and 

operating
• Prototype build commences

MVP
• Operational changes and 

implications confirmed
• Prototype testing commences
• Integration testing 

commences

MVP
• Prototype unit and 

integration testing complete
• security reviews complete
• E2E service simulation

MVP
• Security acceptance
• Digital MVP Release
• Operational changes applied

Delivery Approach – Increment 1 Targets
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Delivery Approach – Increment 1 MVP Sprint Contents

2
0

In-Confidence

Indicative MVP sprint cadence (pre-elaboration); 10 2-week sprints (Aug 16 – Dec 31)
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Delivery Approach – Elaboration Approach & Sizing

Elaboration is one of the pivotal elements in the delivery process. 

There is an established sequence that should be followed that is repeatable 
across all delivery approaches and mechanisms

• At the start of every user story that we work on, the individuals 
working on that story should get together in an elaboration 
discussion.

• The purpose of the discussion is to develop a common understanding 
of the story and that there are no fundamental misunderstandings 
between the team members of what is needed.

• It should be led by the anticipated product owner, SME or BA

• Expected output is a mind map highlighting the key considerations 
and conditions of the story, acceptance criteria, risks and 
assumptions, and then published and shared to wider audience

The fastest path to elaboration it to use the Who, What, Why and How 
approach

Step To Identify Purpose Approach

Who… …benefits The primary target for the story As a…

Why… …is this needed / wanted The need of the primary target and the problem that they are facing I want…

What… …is acceptable What do they want to be able to do and what defines acceptance and success so that…

How… …might we achieve it
What are the key constraints, the indicative approach (if one exists) and the associated 
risks and issues

-

Sizing: A reliable team-oriented sizing approach is to use 

planning poker to assign story-points, which is a consensus-based, 
gamified technique for estimating effort or relative size of user-story 
goals.

Advantages of this approach are that each team member can "voice" 
their estimates, which encourages group discussion and 
collaboration and in turn will align team members to the common 
goals and feel more committed to the project plan.

While estimating and assigning story points to each story it is 
important to maintain relative values; A story assigned 2 story 
points should be twice as much as a story that is assigned 1 story 
point, etc.
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