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Transformation status update: April 2019
Executive summary
1.
This report summarises the progress and highlights of transformation for April 2019.
The order of content is slightly different this month, reflecting a successful go-live for
Release 3 on 26 April 2019 as planned. Although it is early days, we are pleased with how
things are going. We are dealing with a small number of issues as expected.
2.
Approximately 9.6 million customer accounts are now managed in START, including 1.8
million companies and 7.8 million individuals. As all customer data is now in START, when
customers log on to our systems they now use our new online services. Since go-live, we have
had more than 1.1 million successful individual logins to myIR.
3.
We successfully made 160,000 Working for Families payments on 30 April 2019 for the
first weekly payment out of START. Between 26 April and midday 30 April 2019, we received
67,260 payday returns, 51,867 GST returns, 17,632 Individual income tax returns, 12,718
address updates and 5,887 donation tax receipts received through myIR.
4.
We are providing ongoing support to customers as needed, including visits to tax
agents and bookkeepers, on-going advertising of the change to the year-end process for
individuals, and educating and supporting employers for payday filing. We have additional
staff on the phones and our offices are open for longer hours until the end of June 2019.
5.
Our attention is now increasingly turning to Release 4, which will see KiwiSaver and
Student Loans migrate to new systems and processes in April 2020 and some legislative
changes introduced. This will mean changes for approximately 3 million New Zealanders and
a number of external stakeholders.
6.
Transformation’s Red, Amber, Green (RAG) status continues to track amber overall
(as shown in table 1 below), while the status of some keys has changed.
Table 1: Transformation’s RAG status

7.
The scope key deteriorated slightly to light green during the month as we had some
additional scope items for Release 4, which is now under stringent scope control. The
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resources key has deteriorated to amber. This is the result of the design and test teams
for Release 4 scaling up and needing the skills and expertise of some people whose priority
remains Release 3. The amber rating reflects this contention for key people. There is no
impact on the planned April 2020 go-live date for Release 4. The delivery partners key has
improved to light green as all known payroll providers and software developers provided
payday filing solutions for their customers ahead of Release 3 go-live.

Recommended action
8.

I recommend that you note the contents of this report.

Noted

Noted

Greg James
Deputy Commissioner, Transformation
08 May 2019

Hon Grant Robertson
Minister of Finance
/
/2019

Hon Stuart Nash
Minister of Revenue
/
/2019
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Release 3
9.
Release 3 went live on 26 April 2019. More than 270 people worked around the clock
to ensure that more than 1,150 tasks were completed, so we could re-open to customers
at 8am as planned. During cutover we migrated 19.7 million accounts, 18.1 million returns,
and 8.3 million web logons. Loading data into START and removing it from FIRST took
around 60 hours in total. These numbers and the effort involved are significantly higher
than for earlier releases (please refer to annex 1).
10. Approximately 9.6 million customer accounts are now managed in START, including
1.8 million companies and 7.8 million individuals. As all customer data is now in START,
when customers log on to our systems they now use our new online services. IRD numbers
are now created in START.
11. The legislative, system and process changes introduced in Release 3 will further
improve our ability to make tax and payments simpler and more certain for millions of New
Zealanders. Most people will pay and receive the right amounts during the year without
having to do anything.
12. Our Pou Whirinaki (extended support period) team is now up and running. The team
are meeting every day to ensure that everyone has the same understanding of what is
happening and that our customers and people are getting the support they need. As noted
in last month’s update (IR2019/053 refers), Pou Whirinaki are focusing on providing
support for customers, our people, our operations, and technical issues.
Customers – as at 30 April 2019
13. We successfully made 160,000 Working for Families payments on 30 April 2019 for
the first weekly payment out of START. There were some comments from dissatisfied
customers who did not realise the Monday Working for Families payment would now be
made on Tuesday. We had communicated this extensively through marketing and direct
contact with customers including email and texts.
14. Some customers have commented about some differences they are seeing and
questioning if things are working as they should. For example, START has a more efficient
credit handling process which means customers are more quickly refunded money we
should not be holding (e.g. where customers make an error).
15. START identifies any payment that does not include information about where it should
be allocated. If there is no outstanding debt on other accounts, the payment will
automatically be refunded. This is an overnight process. Previously money might have sat
with us until the customer's tax agent told us which tax account to apply it to.
16.

The following themes have emerged on our social media sites:
• wait times on calls
•

challenges with logging in to myIR

•

learning how to do things a new way or how they are presented in a new way.
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Operations – as at 30 April 2019
17. As expected, we experienced high call volumes in the week immediately after golive. Some Working for Families customers did contact us to query the change in payment
date. We do have more people answering calls when needed to help provide the best
customer experience possible.
18. A large number of customers have been coming into our offices, with a new record
in Manukau on 26 April 2019 of 1,350 customer visits.
People – as at 30 April 2019
19. There are no significant issues to report. Our people are generally positive about the
changes.
Technical – as at 30 April 2019
20. Since go-live, we have consistently seen a high volume of traffic to myIR. From golive through to 30 April 2019 we had more than 1.1 million successful individual logins to
myIR, with most days exceeding 300,000 logins. The biggest day to date had 361,000
logins. This is an increase on our biggest day in 2018, which had 289,000 logins. While
this volume is considerably higher than previously experienced, it is in line with our
projections and what we performance tested against.
21. As a result, in general, response times for login have been in the 1-2 second range
which is considerably faster than previously. We did however experience poorer
performance for about a 10-hour period on 6 May 2019 when login times were over 10
seconds. This has been traced back to a capacity issue on a shared network component at
our data centre provider.
22. Between 26 April and midday 30 April 2019, we received 67,260 payday returns,
51,867 GST returns, 17,632 Individual income tax returns, 12,718 address updates and
5,887 donation tax receipts received through myIR.
23. We are working on resolving ten priority 2 (high impact) technical issues. All are in
hand with teams working on them and we are deploying fixes every night.
24. Both Spark and Vodafone experienced issues at the end of April 2019 which affected
customers who called our contact centres. Although both Spark and Vodafone resolved
these issues quickly, they did result in some frustration for people working in our contact
centres and for customers trying to call us.

Customer support
25.

We are providing on-going support to customers.

26. We have extended our front-of-house hours in all our sites for customers looking for
face-to-face help. Our offices will open earlier and close later from Friday 26 April to Friday
28 June 2019.
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27. We made the decision to extend our hours as we are expecting more walk-in
customers, in addition to many more calls to our contact centres. Opening for longer will
help us to be as available to our customers as we possibly can and help to take the pressure
off our contact centres.
Individuals
28. As noted in last month’s report (IR2019/053 refers), advertising will continue to run
until 31 July 2019 as part of a wider campaign for individual customers.
29.

Advertising will be split into two phases:
• From 26 April to 20 May 2019, advertising will focus on letting people know to
expect some communication from Inland Revenue, managing their expectations,
and providing reassurance (so they don’t call us).
•

From 20 May until late July 2019, advertising will focus on specific timings, i.e.
when customers can expect to see their refund or tax to pay.

30. Examples of the campaign material, which includes radio, print and online
advertising, can be found in annex 2.
Employers
31. Our payday filing team remain on standby to support employers through the
extended support period as needed.
32. We are undertaking research with employers filing payday returns for the first time.
The results indicate that two thirds of employers say it is easy and one third say it is
difficult. For those finding it difficult, the major reasons are extra effort, the process not
being clear, a view that it is hard to find their way around and use the online service and
being unsure of the payment process. We are monitoring trends and making changes if
required to improve customer experiences. Our education activities continue to support
customers to get the best out of payday reporting.
Tax agents and bookkeepers
33. We are visiting tax agents we have identified as a high priority and also visiting
bookkeepers who have registered with us as tax preparers.
34. Most tax agents are reporting they are happy with the changes but need time to
become familiar with new processes and services.

Release 4
35. Release 4 will see KiwiSaver and Student Loans migrate to new systems and
processes in April 2020 and some legislative changes introduced. The changes being made
mean that information will be processed more quickly, and new online services will make
it easier for people to do more for themselves online.
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36. Some site-specific code and configuration will be required. For example, tracking
KiwiSaver contributions end-to-end and tracking loan obligations. FAST will build these
requirements into their core product so that we do not end up with a bespoke solution just
for New Zealand.
37. The design and test preparation teams are currently behind schedule. This is the
result of resource contention with Release 3, as early life support is the priority in the nearterm. This may mean the business function definition (which describe what the solution
needs to do for a particular activity, for example register a customer) phase runs for longer
and business system testing (making sure START works as expected) starts later than
expected. This is not a cause for concern at this stage and the go live date of April 2020 is
not currently under threat.
38. Release 4 will mean changes for approximately 3 million New Zealanders and a
number of external stakeholders. As at 30 June 2018 (the date of our most recent Annual
Report), there were 2.9 million people enrolled in KiwiSaver and 719,000 Student Loan
customers. During the year ended 30 June 2018, we transferred $6 billion of contributions
to more than 25 KiwiSaver scheme providers and collected more than $1.3 billion in loan
repayments. We jointly administer Student Loans with the Ministry of Education and the
Ministry of Social Development.
39. As part of Release 4 we will also make some enhancements to improve the
administration of income tax and Working for Families and will further enhance our digital
services. For example, customers will be able to offset their current Working for Families
entitlement against a prior year's overpayment or debt. They will be able to do this for
themselves, through myIR.
40. Collection of hours paid information is in the scope of Release 4. This information will
be collected from employers who file through software and who already record their payroll
on this basis. Not all employers will be required to provide this information. We expect
more to do so as digital uptake increases over time. Collecting this information will help to
improve the administration of Working for Families and Child Support. These payments are
partly determined by the hours people are paid for. Once collected, we will be sharing this
information with Statistics NZ so that it can be used to support broader Government
priorities such as pay equity, social wellbeing, and better understanding productivity.
41. The social policies remaining on FIRST are complex products in their own right and
their payment calculations rely on income information. Therefore, the risks of co-existence
with our old and new systems operating in parallel remain high until Release 5 (Child
Support) is implemented in 2021, enabling FIRST to be decommissioned. The best way to
manage this risk is to maintain our momentum and complete transformation as quickly as
possible.
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Key risks and issues
42. The programme’s risk profile remains amber, with a future trend of amber. An amber
profile means risks and mitigations are reasonably defined and understood, and support is
needed from senior leaders to actively manage specific issues in defined areas.
43. One new issue (risks that have been realised) was reported to the Portfolio
Governance Committee (PGC) since the transformation status update for March 2019
(IR2019/053 refers). This related to the ability of START developers to access our systems
remotely. It has since been resolved.
44. As at April 2019, the programme had a total of 53 open risks, of which 14 are reported
to the PGC. Many of these are longer-term risks relating to the programme, rather than
shorter-term risks related to individual releases.
45. The status of the risk relating to performance testing potentially affecting customers’
ability to log in and use our online services has improved since the last status update
(IR2019/053 refers). Performance testing concluded on 18 April 2019 and we did not
experience any impacts to our production systems.
46. Two risks reported to the PGC were reassessed during the month, with no change in
status for either risk. These two risks related to Government’s confidence in Inland
Revenue’s ability to deliver and contingency funding being applied to competing
pressures/priorities.
47. The top risks for transformation are unchanged (support for heritage systems ending
in 2021, the time taken to resolve major incidents, retaining people, and timing of benefit
realisation). Mitigations are in place for all risks.

Finances
48. The overall budget (excluding the contingency held by the Commissioner) for the
transformation programme from 1 July 2018 until 30 June 2019 is $182.3 million for
operating expenditure and $93.45 million for capital expenditure. As part of the March
Baseline Update, $26.3 million of operating expenditure budgeted for co-existence and
people transition costs was moved from the current financial year to the 2020/21 financial
year.
49.

From 1 July 2018 to 31 March 2019, operating expenditure was $16.9m under budget

and capital expenditure was $2.2m under budget. Based on current forecasts, we expect
to complete the delivery of Release 3 within budget (including the contingency held by the
Commissioner).
50. As noted above, the operating expenditure contingency held by the Commissioner
for the period 1 July 2018 to 30 June 2019 has been moved to the 2020/21 financial year.
The remaining contingency for capital expenditure held by the Commissioner for the period
1 July 2018 to 30 June 2019 is $2.38 million.
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Coming up in the next two months
51.

Key activities over the next two months include:
May 2019
•
•
•

Supporting customers and staff as they use new services for the first time.
Prioritising and responding to requests for support.
Begin communicating with individual customers about their outcome for the
2018/19 year from the new year-end process.

June 2019
•
•
•

Continuing to prioritise and respond to requests for support.
Continuing to communicate with individual customers about their outcome for
2018/19 year from the new year-end process.
Begin business system testing for Release 4.
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Annex 2 – examples of material being used as part of the individuals’ campaign
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