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Border Executive Board to operate as a sector leadership group

Proposal

1 This paper seeks agreement to change the Border Executive Board (BEB) from
an interdepartmental executive board (IEB) under the Public Sectqr Act 2020
(the Act) to a sector leadership group with a Cabinet mandate and Mipisterial
oversight.

Relation to government priorities @

2 The proposal relates to the Government’s priority to deli er public
services. Strong management of New Zealand’s border, contributes to
economic growth, law and order, and national se(@

Executive Summary \

3 The border sector plays a critical role for. e@aland through its contribution
to the economy, health, security, and_law order. Border agencies have a
long history of effective operati collaboration and work well together to
meet Government objectives and%espogd to stakeholders.

4 The establishment of the B cember 2020 aligned with the new IEB
model in the Act and th Itment to joint working and assurance for a safer

and smarter border,wa y in response to the COVID-19 pandemic. A
w threats are identified and managed to protect

safer border stren
New Zealand, % arter border being intelligence-led, risk-based and

technology e to support the movement of compliant people, goods, and

craft. Q
5 &1 B model, the BEB ensured health risk management was
ate

T
@ into the border response and improvements to the border system
werg progressed.

6 Border agencies need to retain a strong commitment to a safer and smarter
border and working with other agencies tasked with growing the economy,
maintaining law and order, and protecting New Zealand from a wide range of
threats. However, the level of entity compliance and participation in
Parliamentary processes of an IEB is now considered excessive.

7 | propose that the BEB be disestablished as an IEB and continue to operate as
a sector leadership group, with a Cabinet mandate and Ministerial oversight.
This is a more appropriate model for a sector that has embedded stronger
arrangements to identify and address shared risks, issues, and opportunities
across the border system and make it easier to work with industry.
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Background

8 The border sector makes a critical contribution to New Zealand. Effective and
efficient cross-border trade and travel facilitation is essential for economic
growth. Government border agencies’ effectiveness at enforcement and
compliance protects New Zealand from significant threats such as pests,
biosecurity and health hazards, illicit and prohibited goods, and unlawful
immigration.

9 Border agencies have traditionally worked well on operational matters,
modernising border services for travellers and traders while protecting New
Zealand. For example, since 2017, the New Zealand Trade Single Window
(TSW) has operated as a joint system allowing importers and exporters to enter
cargo and craft information. TSW is demonstrably better than mos @ ewW
Zealand’s trading partners’ border trade systems. @

10 In 2020, Cabinet considered options for strengthening CO|% on across the
public sector which aligned with the introduction of th el. This
provided the opportunity to strengthen joint agenc and assurance
relating to the border, particularly in response t%VID—m pandemic. It

also helped address the challenge of workin ers wider than operational
improvements, where the benefitistoa s ther than an individual
agency.

An IEB is a formal way to collaborate uq't cribed compliance and accountability

11 An IEB is a group of Public S epartments, brought together to work on
complex matters that are b ressed by more than one department. IEBs
are supported by a se&vi%epartment and usually also have dedicated staff,

such as a secretaria&k

12 An IEB is governe@ome or all Chief Executives of the member agencies,
who are jointl table for performance. Importantly, individual agencies
remain re for delivery of their individual accountabilities under their

gislation.

respe

13 re‘elassified as public service agencies under the Act and therefore have
m of the same responsibilities as an individual public service chief
executive. IEBs must also meet the requirements of government accountability,
reporting, and Parliamentary processes.

The BEB has provided joint leadership for the border system since January 2021

14 The BEB started on 11 January 2021 as the first IEB, without a review date.
The member agencies are the New Zealand Customs Service (Customs),
Ministry for Primary Industries (MPI), and the Ministries of Health, Transport,
Foreign Affairs and Trade, and Business, Innovation and Employment (MBIE).
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15 The original Cabinet accountabilities [CBC-20-MIN-0099 refers] are
summarised as:

15.1 addressing gaps in the end-to-end border processes
15.2 addressing future risks

15.3 strategic border system improvements

15.4 managing fiscal challenges.

16 In 2023, Cabinet revisited the BEB accountabilities to reflect the evolution of the
Government'’s response to COVID-19 and the role of supporting a positive user
experience with the border system [DEV-23-MIN-0075].

17 A significant achievement under the BEB is the New Zealand Traveller
Declaration (NZTD) being successfully developed and implement 023 as
a digital platform for traveller arrival information through collat@ etween
MBIE, Customs, MPI, and the Ministry of Health. Importaniiy, ystem also
meets the wide range of information collection needs t '% Government
agencies have at the border. %

Reason for Change \Q

18  Just as the border system needs to evolve @; ing threats and
opportunities, the collaboration and goveiiha rrangements must also
remain fit-for-purpose.

19 The IEB model is useful wherex larity on mandate is needed and where
agencies do not have an effegti jsting mechanism for collaboration. The
accountability from being a sured the Government’s response to
COVID-19 was effectiv Aesponsibility was shared across all BEB chief
executives. \

20 | now consider th@ erating model and requirements disproportionate to
the BEB with:

20.1 a s@ opriation of $1.95 million in 2024/25, club funded by member

a‘goordination and system leader function with member agencies
delivering border services

20.3" no assets or critical systems owned. The NZTD is owned and run by
Customs

20.4 no employees, with appropriation administration, procurement, corporate
support, and employment of the Secretariat team provided by Customs

20.5 member agencies have widely varying size, scale and frequency of
border functions but inaccurately are considered equal for accountability
and participation in an IEB

20.6 a Border Sector Strategy that requires additional development and
reporting because the BEB, as an entity, must have its own strategic
direction, measures and reporting to meet legislative requirements

INLCONEIDENCE
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20.7 Crown entities with border interests, such as Civil Aviation Authority,
Health New Zealand, and Maritime New Zealand being expected to
participate but unable to have a formal leadership or accountability role
as |IEB membership is limited to Public Service departments.

21 The BEB meets its requirements as an IEB, but the time and cost of
compliance is disproportionate. This is a result of the prescription of
requirements and involvement in Parliamentary processes, and the
engagement required to maintain the expectation of joint accountability. For
example:

21.1 strategic intentions — publishing a document, as a department must,
every four years against specific and detailed guidance, witfythe same
expectations of strategic indicators and formal measureme

21.2 annual reports and audits — publishing a document, as@ ment
must, against specific and detailed guidance'. Finageia

appropriation information is audited
21.3 Select Committee scrutiny — contributing to Se%mmittee estimates
ing re

and annual review scrutiny, with separate @ quired for annual
reviews. Annual review scrutiny requires B to answer the same
questions as departments (200 ques@ 2023/24) and to attend a

hearing with the Committee. X
21.4 Parliamentary processes — respond {0 parliamentary questions, Official
Information Act, Royal CX jons of Inquiry, and other forms of

scrutiny as a separate
22 These requirements rgq%&r Secretariat team than is actually
necessary to suppo core work and diverts resources away from the actual
joint border work. gislative form of collaboration, accountability and
compliance is no lengér fit-for-purpose for the size and ongoing nature of joint
border leader; collaboration. The public service financial sustainability

work also is an opportune time for a review as the proposed model
would a significant reduction in operating cost and therefore reduce the
C ions by member agencies.

Proposed Change

23 | consider that the BEB has made good progress and can continue to meet its
purpose and accountabilities as a sector leadership group with Cabinet
mandate and Ministerial oversight. Appendix 1 — 3 summarises the proposed
arrangements and functional responsibilities of agencies, and accountability
changes.

1 The BEB has a waiver from the Minister of Finance under Section 45B of the Public Finance Act 1989

from the requirement to include financial statements which are instead included in the servicing

Department’s reporting. The BEB Annual Report is appended to Customs’ Annual Report.
IN-CONEIDENCE

litbu06e5j 2025-10-28 09:21:38 UNCLASSIFIED


cb0003
Cross-Out

cb0003
Cross-Out


24 A sector leadership group with a Cabinet mandate and Ministerial oversight will
ensure member agencies and their Chief Executives remain committed to
achieving the Government’s priorities while retaining a longer-term stewardship
role for the border sector. The Justice Sector Leadership Board has operated in
this way successfully for many years.

25 A coordination mechanism across relevant agencies remains appropriate
because of the complementary functions carried out by agencies, common
stakeholders (airports, ports, airlines, importers, and exporters) and use of
shared systems.

26 | propose retaining the intent of the 2023 accountabilities set by Cabinet [CAB
23-MIN-0168] with minor updates:

26.1 gaps in end-to-end border processes are addressed, wit isk
management integrated and the border ready to respo ignificant

events %

26.2 risks from people, goods, and craft arriving andgd@pasniifig the border are
addressed and opportunities maximised whgge tliege are not already
being managed by an existing agency &@overnment process

26.3 identify and oversee strategic border improvements including
identifying where agencies could ogether to progress challenges
or opportunities, and where there interdependencies

26.4 the border system is finagciallySsustainable through cost recovery,
having oversight of fiscal llenges

26.5 leadership to facilitas ofitive user experience with the border system.

have made the BEB a success be retained.

27 | also propose that f; &
27.1 A small, dedi gsecretariat team funded by agencies — taking a
system view of the border sector and providing support. Member
agenci i ve the discretion to jointly set the level of funding to meet

the outputs.

27.2 G‘)e BEB name — the name is well known across industry and with
other Government agencies. It is seen as a single point of contact for
border matters and providing a cross-border view.

27.3% Transparency of direction and performance — replacing prescribed
strategic and performance reporting with simplified documents reflecting
Government and sector priorities, which are published online. Individual
agency reports will continue to show their contribution to the border, as
relevant to their strategic objectives.

27.4 Ministerial oversight and engagement — retaining a responsible Minister
and engagement with other portfolios such customs, biosecurity
immigration, health, trade, tourism, and transport.

27.5 Working with border Crown entities — adopting a sector leadership model

will allow participation of Crown entities, who contribute regularly to the
border and BEB.
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28 As | have outlined, collaboration and governance need to evolve to meet the
needs of the border sector and expectations of the public sector. In proposing a
sector leadership group, | also considered reverting to the chief executive
Border Sector Governance Group model. However, | consider that model had
previously been tested and will not deliver enough accountability to maintain
momentum. | expect the governance arrangements will be regularly reviewed to
ensure they remain fit- for-purpose.

29 As with any change, there is a risk to momentum. This is mitigated by the intent
of the BEB continuing and the work programme being set and supported by the
BEB agencies. Retaining a Secretariat team will enable a smooth transition to a
sector leadership group and maintain progress of work with bordeEgencies.

Cost-of-living Implications

30 There are no cost-of-living implications. @

Financial Implications 6

31 There are potential financial savings from this pro I will be agreed by
the agencies that fund the BEB and Secretariag t .Fhe Border System

Performance appropriation will continue wit nce measures and
reporting by Customs as the vote admini{ changed.

Legislative Implications

32 An IEB can be disestablished t Order in Council repealing the
relevant provision of Schedul o the Public Sector Act 2020. The
Ombudsmen Act 1975, Pa Sghedule 1 would also require amendment to
remove a reference tort . | propose the BEB be disestablished from 1
January 2026. \

Impact Analysis C)

Regulatory Impact ent

33 A regul& pact assessment and statement is not required.
Clima lications of Policy Assessment

34 A ate Implications of Policy Assessment is not required as there are no
climate proposals in this paper.

Population Implications

35 There are no population implications.
Human Rights

36 There are no human rights implications.
Use of external Resources

37 No external resources were used to prepare this paper.
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Consultation

38 The member agencies of the BEB, Treasury, and the Public Service
Commission were consulted. No issues were raised with the proposal. The
Department of Prime Minister and Cabinet was informed.

Communications

39 The BEB and Treasury webpages will be updated to reflect the change from an
interdepartmental executive board to a sector leadership group.

Proactive Release

40 | intend to proactively release this paper, following Cabinet decisiogs, subject to
any appropriate redactions. (6
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Recommendations

The Minister for Customs recommends that the Committee:

1

note that the Border Executive Board started on 11 January 2021, as the first
interdepartmental executive board established by Cabinet in December 2020
[CBC-20-MIN-0099 refers]

note that the formal accountability requirements and governance model of an
interdepartmental executive board are no longer fit-for-purpose

agree that the Border Executive Board be formally disestablished as an
interdepartmental executive board with effect from 1 January 2026

invite the Minister for the Public Service to instruct Parliamentary @el
Office to draft Orders in Council to disestablish the Border Exe ard,
with effect 1 January 2026 by removing the reference in Part hedule 2 of
the Public Service Act 2020 and Schedule 1B of the Omb@a Act 1975

agree that the Border Executive Board continue to opér, S a sector

leadership group with the mandate to coordinate % gement of a safer
and smarter New Zealand border, from 1 Jam& 6 as outlined in Appendix

1and 2 @
agree that the Minister of Customs rema&h responsible Minister for the
Border Executive Board

agree that the responsible Minis’w\1 he Border Executive Board will update
the strategic direction, prioriti bjectives, and publish a revised terms of
reference

.
note that the New Z%Customs Service will continue to provide servicing
department suppaft o Border Executive Board.

Authorised for lo

dé
Hon Ca te

IN-CONFIBENGCE
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Appendix 1: Summary of Proposed Member Agency Functions as a Sector
Leadership Group

Border Executive Board

Coordinate the management of a safer and smarter New Zealand border.

o Address gaps in border processes.

Sector _
leadership e Ensure risks are addressed.
o Make strategic improvements.
e The border system is financially sustainable through cost recovery.
e Facilitate a positive user experience with the border system.
New Zealand Customs Service Ministry for Primary Industries
¢ Risk-informed assessment, inspection, o Biosecurity system les p (off-
and clearance of travellers, goods, and shore, border, and™d C).
craft. o Trade facilitation &fid Policy advice.
* Revenue collection. e Risk-inform ssment, inspection,
o Disruption of illicit/illegal goods and and cl ravellers, goods, and
Permanent organised crime. craft f urity protection.
member - e Trade facilitation and assistance. o« A d oversight of
Core itighal/containment facilities.
Ministry of Business, Innovation and i of Transport
Employment )
' e Policy advice.
o Venfy el|g|b|l|ty to enter New Zeala ° System |eadership and Stewardship_
o Disruption Of peOple Smugg“ a ° Crown ent|ty governance_
trafficking.
Ministry of Health ! Ministry of Foreign Affairs and Trade
L 2
e Ensuring appr 'Xeg ative and e Upholding New Zealand’s international
Member - policy setting aple: obligations relating to the border.
subject e surveilldnce ©f, and response to, e Deploying funding to strengthen partner
based / countries’ border capacity.
relevance

lementation of the International
Health Regulations 2005.

he at the border
o tation of routine border
@ ontrols

v Health New Zealand Civil Aviation Authority Maritime New Zealand
o ¢ Delivering health ¢ Auviation security — ¢ Regulatory maritime
Parthlpant services. passenger, non-passenger, activity.
— subject o Member of the and baggage screening. o Health and safety at
be}sed / Integrated Targeting e Regulatory aviation activity. ports.
relevance and Operations Centre. | , Member of the Integrated
Targeting and Operations
Centre.
¢ New Zealand e New Zealand e Importers and ¢ Airports and
Police Defence Force exporters maritime ports
Partners
e Industry ¢ Airlines and e Travellers
associations cruise operators
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Appendix 2: Summary of the Border Executive Board as a Sector Leadership Group

Purpose

The Border Executive Board will operate as a sector leadership group from 1 January 2026 to
coordinate the management of a safer and smarter New Zealand border.

Membership

Permanent member — core

New Zealand Customs Service

Ministry for Primary Industries

Ministry of Business, Innovation and Employment
Ministry of Transport

Member — when appropriate/issue specific

e Ministry of Health
e Ministry of Foreign Affairs and Trade

Participant — when appropriate/relevant %@

e Health New Zealand

e Civil Aviation Authority ®
e Maritime New Zealand @
Governance \

The governance board will consist of the Chief Executive
New Zealand Customs Service (Chair, the Comptr8ller 6fCustoms)

Ministry for Primary Industries

Ministry of Business, Innovation and Em

Ministry of Transport.

All Chief Executives will be invited to att§ n set ing the direction and reviewing performance

of the BEB. Agencies, and chief executl continue to be invited to attend meetings for
relevant topics.

Ministerial engagement and blllty
The Minister of Customs is th%mnsmle minister for the BEB. The BEB will confirm the strategic
direction and priorities a progress reports to the responsible Minister. Other portfolio
Ministers will be eng as appropriate.

Secretariat supp

The BEB wij orted by a small Secretariat team, employed by the New Zealand Customs
Service as ervicing department. The Secretariat will be funded by the four permanent core
member dep ents. The level of funding will be determined by the agencies to meet agreed
outputs of the BEB.

The Secretariat team will take a whole-of-border view. Activity will include governance support, co-
ordination and reporting, and programme management as needed.

Servicing department

The New Zealand Customs Service will support the BEB. The Secretariat team will continue to be
employees of Customs.

Delivery

The member agencies will work together to set and progress the strategic direction and annual
priorities of the BEB. Member agencies will deliver their border functions with their Chief
Executive’s retaining responsibility for their individual agency performance and accountability to
their Minister/s and Parliament.

10
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Appendix 3: Summary of key changes

Current arrangements as an IEB

Proposed change to sector leadership board

Order in Council

Established as part of New Zealand’s defence
against COVID-19 and other risks. Intended to
help coordinate the management of New
Zealand’s borders, for example, by assisting the
relevant departments to:

e remove gaps in border processes

e ensure that future risks from people, goods
and craft arriving at the borders are
addressed

e make strategic improvement to border
system.

Revoke the Order in Council by disestablishing the
Border Executive Board as an interdepartmental
executive board.

Retain the intent to coordinate the management of a
safer and smarter New Zealand border and Cabinet
accountabilities.

Membership — agencies

Six public service agencies: Customs, MPI,
Transport, Health, MFAT, MBIE.

Split into core members @s MPI, MBIE,
Transport), and memper appropriate (Health,
MFAT).

Invite the 3 f9ord
relevant topics®
Authority

n entities to participate on
New Zealand, Civil Aviation
Aviation Security), Maritime New

Membership — governance board

Chief Executives of the six member agencies:
e New Zealand Customs Service
e Ministry for Primary Industries

e Ministry of Business, InnovatioQaQ
Employment

e Ministry of Transport
e Ministry of Health

e Ministry of Foreign Affairs\a

ZealaK

ge to include Chief Executives of core members:
ew Zealand Customs Service

Ministry for Primary Industries

e Ministry of Business, Innovation and Employment
e  Ministry of Transport.

Invite other member chief executives to attend when
setting the direction and reviewing performance of the
BEB. Agencies, and chief executives, will continue to be
invited to meetings for topics of interest.

Parliamentary and Go 7

n&

Strategic Int;

ment Accountability

Requirement removed. Set direction with responsible
Minister and publish on the BEB webpages. This could
include a revised strategic direction summary document.

Annual Reports

Requirement removed. Annual progress update to
responsible Minister for each financial year and
published on BEB webpages.

Border Sector Strategy

Repurpose for setting the direction and priorities of the
Border Executive Board.

Scrutiny by Select Committee

Estimates — contribute as needed to Vote Customs.
Annual Review — requirement removed.

Parliamentary questions

Requirement removed. Continue to be included in
Customs’ responses as appropriate, e.g. employment.

Official Information Act

No change. Respond as needed.
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Cabinet Economic Policy
Committee

ECO-25-MIN-0168

Minute of Decision

This document contains information for the New Zealand Cabinet. It must be treated in confidence and
handled in accordance with any security classification, or other endorsement. The information can only be
released, including under the Official Information Act 1982, by persons with the appropriate authority.

Border Executive Board: Proposal to Operate as a Sector Leadership

Group
Portfolio Customs E
On 22 October 2025, the Cabinet Economic Policy Committee: 6

1 noted that the Border Executive Board commenced on 11 Jaau 21, as the first
interdepartmental executive board established by Cabinet cember 2020
[CBC-20-MIN-0099];

2 noted that the Border Executive Board’s forma, bility requirements and governance
model of an interdepartmental executive board argno longer fit-for-purpose;

3 agreed that the Border Executive Box mally disestablished as an interdepartmental
2026;

executive board with effect from 1 @ ;
4 invited the Minister for the Publi iCe to issue drafting instructions to the

Parliamentary Counsel O ders in Council to disestablish the Border Executive
Board, with effect 1 Janu 6 by removing the reference in Part 3 of Schedule 2 of the
Public Service Act 20 edule 1B of the Ombudsman Act 1975;

5 agreed that the B xecutive Board continue to operate as a sector leadership group

with the mandat rdinate the management of a safer and smarter New Zealand

border, fro @ ary 2026, as outlined in Appendix 1 and 2 to the paper under

ECO & OT68;

6 agr hat the Minister of Customs remains the responsible Minister for the Border
ExecutiWe Board;

7 agreed that the responsible Minister and the Border Executive Board will update the
strategic direction, priorities and objectives, and publish a revised terms of reference;

8 noted that the New Zealand Customs Service will continue to provide servicing department
support for the Border Executive Board.

Rachel Clarke
Committee Secretary

Present: (see over)
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ECO-25-MIN-0168

Present: Officials present from:
Hon David Seymour Office of the Prime Minister
Hon Chris Bishop (Chair) Officials Committee for ECO

Hon Simeon Brown
Hon Brooke van Velden
Hon Louise Upston
Hon Todd McClay
Hon Tama Potaka
Hon Casey Costello
Hon Penny Simmonds
Hon Nicola Grigg
Hon Mark Patterson
Hon James Meager
Hon Scott Simpson
Simon Court MP

©
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Cabinet

CAB-25-MIN-0376

Minute of Decision

This document contains information for the New Zealand Cabinet. It must be treated in confidence and
handled in accordance with any security classification, or other endorsement. The information can only be
released, including under the Official Information Act 1982, by persons with the appropriate authority.

Report of the Cabinet Economic Policy Committee: Period Ended
24 October 2025

On 28 October 2025, Cabinet made the following decisions on the work of @et Economic
Policy Committee for the period ended 24 October 2025:

as a Sector Leadership Group
Portfolio: Customs

E
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Rachel Hayward
Secretary of the Cabinet
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