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2. Executive Summary 

This Business Case seeks approval to invest in and deliver the next phase of the NAIT Programme over a 

three-year period (FY26/27–FY28/29), with a longer-term six-year pathway outlined to demonstrate the 

intended direction of travel. Approval is sought for the first three years only, with later years indicative and 

subject to future review and investment decisions. 

2.1 Case for Investment  

The NAIT Scheme is critical national infrastructure, underpinning New Zealand’s ability to trace livestock, 

respond to biosecurity events, maintain market access, and support industry productivity. While the 

Scheme has delivered important value, its performance is currently constrained by both technical 

limitations and behavioural challenges, resulting in gaps in adoption, compliance, and data quality. 

The existing NAIT Information System is built on legacy architecture that is difficult to maintain, costly to 

enhance, and not aligned with modern user expectations or integration needs. This introduces elevated 

security risks, struggles to meet performance and scalability demands and creates barriers to future 

improvements. The system is increasingly unable to reliably support growing demand or adapt to support 

evolving needs. These limitations also make it harder for farmers and industry participants to meet their 

obligations and reduce the quality of NAIT data. 

Without targeted investment, these constraints will persist, increasing operational and biosecurity risk, 

and limiting the Scheme’s ability to deliver value for farmers, industry, and New Zealand.  

2.2 ISSP Background 

Work to stabilise the existing NAIT Information System formed part of OSPRI’s Information Systems 

Strategic Plan (ISSP), however, an independent review in 2024 found the proposed solution to be overly 

complex and unlikely to deliver a sustainable or cost-effective outcome. As a result, the programme was 

reset, incorporating lessons learned and refocusing on establishing the foundations for a simpler, fit -for-

purpose replacement system. 

From 2025, this revised approach progressed to confirming requirements and engaging the market to 

appoint a delivery partner, positioning the programme to deliver a more sustainable, user -focused, and 

effective NAIT Replacement System. 

This reset provides the basis for the proposed approach outlined in this Business Case, which focuses on 

delivering a simpler, more sustainable, and effective NAIT Scheme. 

2.3 Proposed Approach 

The preferred approach (Scenario Two) delivers the full NAIT Scheme Strategy over a six-year period, 

with a deliberate focus on sequencing delivery to ensure sustainable and manageable change.  

The first three years focus on: 

• Delivering the NAIT Replacement System (NRS) 

• Establishing a modern, secure, and user-friendly technology platform 

• Implementing foundational improvements to accreditation, integration, and stakeholder 

engagement. 

The subsequent three years focus on: 

• Embedding behavioural change and improving voluntary compliance 

• Strengthening data quality, governance, and use 

• Delivering broader system and industry-level benefits. 
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This staged approach reflects the scale and complexity of the programme, ensuring that change is 

achievable, sustainable, and delivers measurable value over time.  

2.4 Investment and Funding 

The preferred scenario requires an increase in funding to deliver the programme, with an additional $1.5 

million per annum sought over the initial three-year period. 

Total programme costs over the first three years are estimated at approximately $46 million, with funding 

to support both core operations and delivery of the NAIT Replacement System.  

While indicative costs are presented for Years 4–6, these are not being sought for approval and will be 

considered through a future Triennial Business Case. 

With the exception of the Cost Benefit Analysis discussed in the Economic Case, the Business Case does 

not include the $6.2 million/year MPI Compliance spend on NAIT compliance activities as these are not 

subject to NAIT Limited oversight and accountability. The Traceability team works closely with MPI to 

support their compliance activities. This will be further enhanced through the development and 

implementation of the shared compliance and monitoring framework initiative. 

2.5 Benefits and Value 

Benefits from the NAIT Programme will be realised progressively. 

Years 1–3 deliver foundational benefits and measurable performance uplift, including: 

• Improved user experience and reduced effort for farmers 

• Increased timeliness and completeness of data entry 

• Operational efficiencies and reduced administrative burden 

• Early improvements in compliance and data quality. 

These improvements create the conditions required for full benefits realisation.  

Years 4–6 are expected, subject to the outcomes of the Year 3 review and future funding 

decisions, to deliver broader system and industry-level benefits, including: 

• Stronger biosecurity response capability 

• Improved lifetime traceability and data integrity 

• Increased value from NAIT data across the livestock sector 

• Greater confidence in the Scheme from stakeholders and markets. 

Economic analysis confirms that both the foundational system replacement and the full strategy deliver 

strong value for money, with benefits significantly exceeding costs over time.  

2.6 Governance, Delivery and Assurance 

Delivery will be supported by a structured governance and assurance framework, including: 

• A formal annual review process to assess progress, performance, and value delivery 

• Stage gates and in-year approvals to manage risk, cost, and scope changes as they arise 

• Regular programme monitoring, reporting, and risk management. 

This approach ensures that funders and the OSPRI Board maintain strong oversight and control 

throughout delivery, while enabling the programme to respond to emerging risks and opportunities.  
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2.7 Conclusion 

This Business Case presents a clear, staged pathway to strengthen the NAIT Scheme and ensure it can 

meet current and future demands. 

The proposed investment will: 

• Address critical system limitations 

• Improve adoption, compliance, and data quality 

• Strengthen New Zealand’s biosecurity resilience and market assurance . 

The first three years deliver tangible, measurable improvements and provide confidence in the longer -

term benefits of the programme. 

Approval is sought to proceed with delivery of the NAIT Programme for the three-year period FY26/27–

FY28/29. 
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3. Purpose 

The NAIT Funders’ Agreement requires NAIT Limited and its funders to review the NAIT Scheme every 

three years. Key aspects of the review include: 

• Developing a long-term strategy for implementing the NAIT Scheme 

• Calculating funding to deliver the NAIT Scheme Strategy over the coming three years, including 

levy and/or crown adjustments (if necessary). 

A long-term NAIT Scheme Strategy was originally developed and agreed by funders and OSPRI as a 

three-year programme aligned to the Triennial Business Case cycle. However, the scale, complexity, and 

sequencing requirements of the proposed changes mean that full implementation cannot be realistically 

achieved within a single three-year period. 

This Business Case seeks approval for deliverables and funding for the next three years commencing 

1 July 2026. 

A six-year view is also presented to show the intended sequencing and long-term direction of the NAIT 

Scheme. This longer-term view is indicative only and does not represent a funding commitment 

beyond the initial three-year period. 

Traditionally, the Triennial Business Case (TBC), as its name suggests, has focused on three years of 

activity and agreed funding for that period. Consistent with that approach, this business case seeks 

approval for deliverables and funding for the next three years commencing 1 July 2026. It also sets out 

the broader rationale, sequencing and high-level indicative priorities and funding requirements for the 

NAIT Scheme over a six-year horizon (2026/27 to 2031/32). The six-year view is indicative only and is 

intended to support longer term planning. It does not represent a funding commitment beyond the initial 

three-year period.  

The implementation of the TBC will be reviewed annually to monitor progress, assess funding 

requirements, and ensure alignment with delivery expectations. A more substantive review will also be 

undertaken in FY28 to reassess baseline activities, strategic priorities, and key initiatives, ensuring the 

programme remains appropriately positioned and resourced to fulfil its statutory functions.  

The following Business Case is set out using the “Better Business Case” approach, which is comprised of 

five cases and summarised as covering the following: 

• Strategic Case: Defines the compelling case for change, showing how the investment fits with 

broader objectives and why it is needed. 

• Economic Case: Identifies the scenario that offers the best value for money by analysing costs, 

benefits, and risks. 

• Commercial Case: Demonstrates that the proposal is viable, focusing on procurement, contract  

structure, and the capability of the supplier market to deliver the required solution. 

• Financial Case: Confirms the proposal is affordable, outlining the required funding and budgetary  

impact. 

• Management Case: Proves the project is achievable by outlining the planning, governance, and 

risk management required to deliver it. 

3.1 Statutory Alignment 

The activities and investments proposed in this Business Case are designed to strengthen the Scheme’s 

ability to meet its statutory responsibilities. In particular: 
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• Traceability and biosecurity management: Improvements to data quality, system capability, 

and compliance directly strengthen the ability to rapidly trace animals and respond effectively to 

disease outbreaks. 

• Food safety and human health: Complete and reliable NAIT data improves and supports the 

ability to manage risks associated with residues, food-borne disease, and other public health 

concerns. 

• Regulatory compliance: A more intuitive, integrated NAIT Information System makes it easier 

for farmers and industry participants to meet their legal obligations, supporting higher levels of 

voluntary compliance and more effective enforcement, where required. 

• Wider data use and value: High quality NAIT data enables greater value to be realised by 

authorised users across the industry, for example to support animal welfare, wandering stock 

enquiries and informing animal purchase decisions.  

3.2 Review and Performance Monitoring 

To support effective oversight and ensure delivery remains on track, a formal annual review process will 

be implemented across the life of the TBC. 

This reflects the scale, complexity, and multi-year nature of the NAIT scheme strategy, and the need to 

provide funders with ongoing visibility of progress, performance, and value delivery.  

3.2.1 Purpose of the Annual Review 

The annual review process will: 

• Assess progress against agreed deliverables and milestones, 

• Review the performance of the NAIT Scheme, through compliance and lifetime traceability 

metrics, 

• Provide transparency on how funding is being used and whether it is delivering expected 

outcomes, 

• Identify and monitor risks and issues, enabling timely mitigation or course correction  

• Inform prioritisation decisions, including sequencing or re-scoping of initiatives where required 

3.2.2 Scope of Review 

Each annual review will consider: 

• Delivery progress against the approved work programme and planned milestones 

• Performance against agreed measures (e.g. compliance indicators, traceability metrics, system 

performance) 

• Financial performance against the approved funding envelope 

• Key risks, issues, and dependencies affecting delivery 

• Stakeholder feedback and evidence of behavioural change or adoption 

• Emerging opportunities or changes in the operating environment. 

3.2.3 Governance and Decision-Making 

The outcome of the annual review will be provided to NAIT funders and the OSPRI Board and will form 

part of the formal governance cycle for the programme. Outcomes of the review may include:  

• Confirmation that delivery is progressing as planned 

• Agreement to refine priorities, sequencing, or delivery approach within the approved funding 

envelope 

• Identification of areas requiring additional focus, support, or intervention. 
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3.2.4 Stage Gates and in-year Approvals 

In addition to the annual review cycle, OSPRI will operate defined stage gates and in-year decision points 

to support timely governance and ensure that emerging risks, issues, or opportunities can be addressed 

as they arise. 

This recognises that material changes, particularly in relation to cost, scope, or delivery, may occur 

outside the annual review cycle and require more immediate engagement and approval from funders and 

the OSPRI Board. 

Stage gates will be established at key delivery points, with clear entry and exit criteria (e.g. delivery 

readiness, cost position, risk profile, and expected benefits). Progression between stages will require 

confirmation that these criteria have been met. 

In-year engagement and approvals will be triggered where, for example:  

• Contingency funding may be required or cost pressures exceed agreed tolerances 

• There are material changes to scope, sequencing, or delivery approach 

• Significant risks or issues arise that may impact delivery, outcomes, or value 

• Opportunities emerge that could materially improve programme outcomes or value for money . 

Where these thresholds are met, formal approval will be sought to:  

• Progress to the next phase of delivery 

• Reallocate funding within the approved envelope 

• Access contingency funding where justified 

• Adjust scope, sequencing, or delivery approach. 

This approach ensures that governance is both structured and responsive, enabling decisions to be made 

at the point they are required, while maintaining strong funder oversight and control. 

3.2.5 Link to Triennial Business Case Cycle 

The annual review process will complement a more substantive review in Year 3, aligned with the TBC 

cycle. This review will: 

• Assess overall programme performance and outcomes achieved 

• Reconsider strategic priorities and delivery approach 

• Inform the development of the next TBC, including future funding requirements. 

3.3 Funder Assurance  

In recognition that funding organisations require their own assurances that the NAIT Scheme Strategy 

delivery progresses as planned, and that their funding is being used as intended, the programme will also 

be subject to external governance reporting and requirements. These will be complimentary to the internal 

governance and assurance processes outlined previously in this paper. 

External governance and assurances will be achieved through the OSPRI Shareholder and MPI Group, 

consistent with their agreed Terms of Reference, and as established under Clause 44 of the OSPRI 

Limited Constitution.  

The OSPRI Board will share quarterly reporting with the Shareholder and MPI Group to demonstrate 

progress against agreed deliverables and benefits, to raise awareness of any risks or issues, to seek 

direction for consideration, and to provide organisation to organisation assurance.  

The Shareholder and MPI Group will:  

1. Monitor and review the performance of the programme and the use of programme funding, 

including through an annual review, and via funding stage gates  



Scope of this Business Case   29/04/2026 | Page 15 

2. Where they feel it is warranted, provide direction for consideration to the OSPRI Board  

3. Seek additional information where needed, including from suitably qualified independent expert 

advisors*, through independent quality assurance , or by requesting that representatives may 

observe the programme board.  

Funders recognise that OSPRI will have in place its own rigorous assurance processes including its 

internal Portfolio Governance Board and a technology sub-committee of the OSPRI Board. Funders 

expect that the internal assurance will include at least one suitably qualified independent expert advisor.  

4. Scope of this Business Case 

This Business Case is structured around a three-year funding and delivery period, consistent with the 

TBC cycle. 

While the NAIT Scheme Strategy spans six years, only the first three years (FY27–FY29) are in scope for 

approval. Activities and costs for Years 4–6 are presented to illustrate sequencing and the intended 

direction of travel but remain indicative and subject to future review and funding decisions. 

The Business Case does not include the $6.2 million/year MPI spend on NAIT compliance activities as 

these are not subject to NAIT Limited oversight and accountability.  

5. Recommendations 

This Business Case seeks formal approval to invest up to $15.63m in financial years (FY) 26/27 to 28/29 

and commit resources to deliver the NAIT replacement project. The delivery stage of the project will start 

on 1 July 2026. 

Years 4–6 are indicative, showing direction of travel and enabling long-term planning, but are not 

a funding commitment. 
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6. Background 

The NAIT Scheme has been in place as New Zealand’s mandatory livestock industry1 identification 

scheme for cattle (from 1 July 2012) and deer (from 1 March 2013), under the National Animal 

Identification and Tracing Act 2012 (the NAIT Act). The purpose of the Scheme as set out in section 3 of 

the NAIT Act is to:  

a. provide for the rapid and accurate tracing of individual, or groups of, NAIT animals from birth to 

death or live export 

b. provide information on the current location and movement history of individual, or groups of, NAIT 

animals 

c. improve biosecurity management 

d. manage risks to human health arising from residues in food, food-borne diseases, and diseases 

that are transmissible between animals and humans 

e. support improved animal productivity, market assurances, and trading requirements . 

NAIT Limited is responsible for collecting, protecting, and enabling the use of traceability data to support 

these outcomes. 

As a wholly owned subsidiary of OSPRI NZ Limited, NAIT Limited is the designated NAIT organisation 

under Section 7 of the NAIT Act. It is responsible for the day-to-day implementation and operation of the 

Scheme. OSPRI, as the sole shareholder of NAIT Limited, provides strategic oversight and governance. 

OSPRI New Zealand Limited was established on 1 July 2013 to lead national traceability and disease 

management programmes, with NAIT Limited playing a key role in delivering those outcomes.  

The NAIT Scheme is jointly funded by government and industry (farmers). Funding is provided through an 

agreement between OSPRI, MPI and OSPRI’s shareholders. MPI contributes 35%, Deer Industry New 

Zealand 2%, and the remaining 63% is split between DairyNZ (54.59%) and Beef+Lamb New Zealand 

(45.41%). The farmer contributions are primarily collected through a combination of NAIT tag levies, 

slaughter levies, and a levy on animals deemed unsafe to tag. MPI’s contribution is by direct payment. 

This collaborative funding model enables the NAIT Scheme to be both industry-led and government-

supported, aligning operational priorities with the needs of the livestock industry while maintaining 

confidence in the integrity of the livestock industry’s traceability system.  

Achieving the purposes of the NAIT Scheme relies on widespread and consistent participation across the 

livestock industry, as accurate and timely data can only be captured when farmers  and other stakeholders 

routinely register themselves, their location, and their animals, declare movements, and keep their 

information up to date. Adoption is both a behavioural challenge, and a technical one. The goal is to 

encourage farmers and other Scheme participants to comply with obligations because they see the value 

in doing so, not because they are required to by law. Technology is a critical enabler to support farmers 

and others to play their part. This will foster the integration of robust traceability practices into everyday 

farming activities and drive improvements in NAIT data quality.  

When adoption and compliance is strong, NAIT data enables rapid disease tracing, supports 

management of endemic diseases, strengthens biosecurity, underpins market access, and ultimately 

supports farming productivity and profitability and by extension benefits all New Zealanders. Conversely, 

gaps in adoption and compliance reduce data quality, slow disease response, increase costs, and erode 

confidence in New Zealand’s traceability systems. 

 

1 The term ‘livestock industry’ is used in this Business Case to mean all cattle and deer farming, and upstream and downstream 

activities such as stock agents, transport operators, saleyards, processing and servicing customers. 
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6.1 NAIT Scheme Governance 

The NAIT Scheme is governed by a framework of legislation, supporting documents, and formal 

agreements. 

Figure 1 – The NAIT Scheme’s governance and funding structure 

 

6.1.1 The NAIT Funders’ Agreement: 

• Sets out the ways of working and key terms for the release of funds to NAIT Limited to enable it to 

fulfil its core functions and duties under the NAIT Act. 

• Outlines the key expected outcomes of funders for the NAIT scheme. 

• Outlines the roles and responsibilities for funders and NAIT Limited regarding the NAIT scheme. 

• Sets out reporting requirements and timing. 

• Outlines the need for a triennial business case to be developed which identifies the business 

needs that reasonably satisfy the expected outcomes and that funding received by OSPRI to 

administer the NAIT Scheme go towards addressing these needs.  

6.1.2 The National Operations Plan (NOP): 

• Sets strategic and operational goals. 

• Sets objectives and priorities for the NAIT organisation and the NAIT scheme. 

• Identifies the expectations of those persons who have an interest in the NAIT scheme. 

• Specifies the measures by which the NAIT organisation’s performance of its functions and duties 

under the NAIT Act (including any function or duty specified in the legislation) will be assessed. 
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• Specifies how the NAIT organisation’s activities will be independently audited against those 

measures. 

6.2 NAIT Limited’s Functions and Duties – Base Operations 

To meet its statutory responsibilities and deliver the objectives of the NAIT Scheme, NAIT Limited 

undertakes a range of core operational activities. These reflect the functions set out in section 10 of the 

NAIT Act and represent the core services required to operate and maintain the Scheme.   

The key base operations are: 

• Provision of information, education and training (farmer support): Supporting farmers and 

industry participants to understand and meet their NAIT obligations. 

• Monitoring and compliance: Identifying non-compliance and supporting or enforcing corrective 

action to maintain scheme integrity. 

• Stakeholder engagement: Working with industry, processors, and sector groups to support 

adoption and compliance. 

• Establishing policy, standards and rules: Setting and maintaining standards to support the 

effective operating of the Scheme. 

• Approval of NAIT devices: Ensuring approved identification devices meet required standards for 

durability and traceability. 

• The NAIT Information System: Operating and maintaining the core technology platform used to 

collect, store and extract traceability data. 

• Access to NAIT information: Managing and enabling authorised access to NAIT data to support 

regulatory, industry, and biosecurity needs. 

• Scheme management and administration: Planning, reporting, and overseeing the overall 

operation and performance of the NAIT Scheme. 

These key activities represent the essential services required to operate the NAIT Scheme and deliver its 

intended outcomes. Investment in the programme builds on this foundation to improve performance 

across adoption, compliance, and data quality. 

6.3 Historic Scheme Performance 

Historic performance of the NAIT Scheme during past disease outbreak events has revealed lower than 

desirable levels of adoption and compliance with the NAIT Scheme. This, alongside other factors outlined 

below, limited the effectiveness of the response when it was needed most.  

The M. bovis Independent Review Panel into the 2017 Mycoplasma bovis outbreak and response effort 

exposed several weaknesses in the NAIT Scheme at the time, these included:  

• Initial inadequate levels of farmer compliance with NAIT Scheme obligations, which were 

improved over the duration of the outbreak 

• Increased enforcement was perceived to have strongly influenced the subsequently observed 

improvement in compliance 

• Poor integration from third-party software into NAIT, which created issues with data accuracy and 

also farmers believing they were compliant when they were not; limited tools available to support 

disease response teams 

• Poor data management practices (particularly around animal registrations and movement 

declaration) 

• A general lack of buy-in from farmers, with many not seeing the value in the NAIT Scheme.  

While it has been acknowledged that New Zealand could not have attempted to eradicate M. bovis 

without NAIT, had the system been fit-for-purpose the response would have been quicker, less costly, 

resulted in less farm-to-farm transmission of the disease, and caused less stress for farmers.  
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6.4 Current Scheme Performance 

People in Charge of Animals (PICAs), most commonly farmers, have statutory obligations under the NAIT 

Act relating to the registration of themselves, their locations and animals, the timely recording of animal 

movements, and keeping their information up to date. The full detail of PICA obligations is set out in 

section 24 of the NAIT Act. 

NAIT Scheme performance is assessed using two primary indicators: compliance with NAIT 

requirements and lifetime traceability. 

6.4.1 Compliance with NAIT Requirements 

The NAIT Scheme is only effective if its participants use it consistently. High adoption and compliance 

give confidence NAIT can support rapid disease response, biosecurity management and market access; 

gaps in either undermine data quality and those outcomes. This Business Case is therefore 

fundamentally about lifting adoption and compliance so NAIT data can be relied on when it matters most. 

Because NAIT relies on user-entered information, compliance cannot be measured directly (missing or 

inaccurate data can’t always be detected). Instead, we use proxy indicators from the data that is 

recorded. 

In 2024/25: 

• 6% of animals were not registered before their first off farm movement 

• There were approximately 450,000 animal movements that are believed to be missing from the 

NAIT system2 

• 61.79% of movements were declared within 48 hours  

o 67.2% of movements were declared within 72 hours (3 days) 

o 73.7% of movements were declared within 5 days. 

Targeted effort has improved animal registration, but overall performance still shows material gaps across 

multiple obligations. Under current settings, while incremental gains have been made, they do not deliver 

the step-change needed to strengthen Scheme integrity and materially improve data quality. 

6.4.2 Lifetime Traceability  

This measure assesses whether an animal’s registration, movement and status details are complete prior 

to slaughter, making it a key indicator of end-to-end data completeness. High levels of lifetime traceability 

indicate the Scheme is functioning well across multiple points in the supply chain, while gaps signal 

weaknesses that undermine scheme integrity.  

In 2024/25, 55.8% of animals met the lifetime traceability criteria. Performance is constrained by missing 

elements, particularly birth information, meaning many animals fail the measure due to one or two gaps. 

This remains below the level required to provide assurance for rapid tracing and potential capture of extra 

market value. It reinforces that current settings are not sufficient to shift adoption, compliance and 

traceability performance at the scale required. 

More detail on these measures can be found in Appendix C. 

6.5 Insights from the 2025 Disease Response Readiness Exercise 

The September 2025 desktop exercise (involving MPI and OSPRI staff) showed that NAIT data can 

significantly accelerate disease tracing, with large volumes of animal movements traced in hours rather 

 

2 Referred to as “broken chains” and detected by gaps in movement histories and/or irregular movement patterns. 
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than days. The exercise confirmed strong potential for NAIT data to support disease response but also 

highlighted gaps, particularly around data completeness and the speed of data access. 

Ongoing monitoring of the NAIT database indicates that while meaningful tracing is achievable, 

improvements are still required in data accuracy, completeness, declaration timeliness, and tagging 

practices. Improving both the reliability of NAIT data and the speed at which it can be accessed and put to 

meaningful use will strengthen disease readiness and improve decision-making. These improvements will 

also help unlock greater value for farmers and industry partners and position NAIT data as a trusted 

resource across the livestock sector. 

6.6 Information Systems Strategic Plan (ISSP)-Related Background 

Since the NAIT Scheme launched in 2012, farmers have consistently reported that the NAIT Information 

System is difficult to use. One way integration with third-party software has also created data mismatches 

between systems, and the ongoing volume and nature of calls to OSPRI’s Support Centre reinforces the 

practical challenges users face in meeting their obligations. 

In 2019/20, OSPRI identified that upgrading the legacy NAIT system was not workable, partly due to 

security, reliability, performance and extensibility issues. and the preferred approach was replacement.  

Figure 2 – Key issues with the current NAIT Information system 

 

Work to stabilise the existing NAIT platform began as part of OSPRI’s Information Systems Strategic Plan 

(ISSP), which aimed to deliver MyOSPRI—an integrated system to replace NAIT and related platforms. 

In early 2024, concerns around delivery, cost, and functionality led the OSPRI Board, shareholders, and 

funders to commission an independent review by PwC. While the review initially recommended a short 

remediation phase, further assessment concluded that the underlying solution was overly complex, 

misaligned with requirements, and unlikely to deliver a sustainable or cost-effective long-term outcome. 

As a result, continuing with the existing approach was deemed neither technically nor economically 

viable. The OSPRI Board subsequently approved a restart of the NAIT replacement programme.  

This reset marked a deliberate shift to incorporate lessons learned from the ISSP experience, including 

the need for clearer requirements, stronger governance, simpler and more adaptable architecture, and 

tighter alignment between business outcomes and technology design 

The project was refocused on establishing the core foundations for a fit-for-purpose solution. This 

included defining enterprise architecture principles, clarifying business requirements, strengthening 

programme governance, and articulating a clear future-state vision. 
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Engagement with internal and external stakeholders informed the development of a clear product vision 

for the NAIT Replacement System: “Easy, accurate animal tracing through modern digital services.” 

From 2025, the programme progressed to confirming requirements and engaging the market through RFI 

and RFP processes to appoint a delivery partner, shifting away from the previous in-house model. This 

approach, alongside strengthened programme and portfolio management disciplines, positions the 

programme to deliver a more sustainable, user-focused, and effective system. 

The NAIT replacement business case (annexed to this document) outlines this background in more detail. 
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7. The Strategic Case: Case for Change 

7.1 Strategic Context 

The NAIT Scheme has been in place as New Zealand’s mandatory livestock industry identification 

scheme since 2012 under the National Animal Identification and Tracing Act (NAIT Act). The purpose of 

the NAIT Scheme under the NAIT Act is to: provide rapid and accurate tracing of individual animals from 

birth to death; improve biosecurity management; manage risks to human health, and support animal 

productivity and trade. The NAIT Act requires animals to be tagged with unique identifiers and registered 

in the NAIT Information System. For those that rely on NAIT data, such as MPI, the effectiveness of this 

system directly determines the speed, accuracy, and cost of disease response and containment activities.  

NAIT has delivered important value to New Zealand’s livestock industry, helping maintain market access 

and underpinning recent livestock industry biosecurity efforts. However, it is not performing as desired by 

stakeholders, and improvements are needed. Adoption and compliance, while incrementally improving, 

are well below desired levels.  

While the NAIT Scheme Strategy spans six years, this Business Case seeks approval for the first 

three years only, with later phases indicative and subject to further review. 

7.2 Rationale for Change  

The effectiveness of the NAIT Scheme relies on widespread and consistent adoption by farmers and 

other key industry participants. High quality NAIT data is critical for biosecurity responses, disease 

management, and maintaining market access. Currently, adoption is constrained by both technical and 

behavioural barriers. A key issue is that the existing NAIT Information System does not make it easy for 

farmers to meet their obligations making compliance burdensome, and restricting data quality meaning 

the Scheme cannot perform as intended. 

Fixing the NAIT Information System is therefore essential. Farmers and stakeholders need intuitive, fit for 

purpose tools that align with how they work. When registering animals, declaring movements and 

managing information is simple and integrated into daily farm practice, compliance becomes easier and 

more consistent. 

With this foundation in place, the NAIT Scheme can deliver reliable, high-quality data to enable rapid 

tracing during biosecurity events and support long-term industry productivity and profitability 

7.2.1 Why Change is Necessary Now 

Historic performance, including during the 2017 Mycoplasma bovis outbreak, exposed issues such as low 

rates of compliance, weak data integration, and poor data management, which slowed and complicated 

the response and added extra cost. Although targeted efforts by OSPRI and MPI since 2021 have 

significantly lifted compliance, particularly with the requirement to register NAIT animals, other areas have 

improved more slowly, reinforcing the need for focused interventions that will deliver stepwise change.  

Incremental improvements are no longer sufficiently keeping up with stakeholder and wider industry 

expectations. Although the NAIT Scheme has supported national biosecurity and underpinned market 

access for more than a decade, its technology, processes, and policy settings have not kept pace with the 

sector’s growth, maturity, and increasing reliance on timely, accurate data . 

A central driver for change is the technical fragility of the current NAIT Information System, which is built 

on legacy architecture not designed for modern integration and security standards, mobile-first usage, or 

modular enhancement. Changes to the current system are complex, costly, slow to implement, and 
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requiring increasing maintenance effort. These constraints limit OSPRI’s ability to respond to evolving 

regulatory expectations, emerging biosecurity risks, and the operational needs of the industry. 

Farmers and system users increasingly expect simple, intuitive workflows, consistent information and 

guidance, and easy integration with the tools they already use. The current user interface and related 

processes do not sufficiently support adoption or enable users to voluntarily meet their obligations, and 

roles and responsibilities across the NAIT Scheme remain inconsistently understood. These gaps 

contribute to lagging adoption and compliance, inconsistent user experience, and lower -than-desired 

levels of data quality. 

7.2.2 Impact of Not Investing 

Without targeted investment, the NAIT Scheme will remain constrained by outdated technology, 

inconsistent processes, and compromised data quality. Increasing effort would be required simply to 

stabilise the legacy platform, generating cost without commensurate value. These constraints would slow 

and limit the ability to rapidly and confidently respond to and manage disease, increase operational risk, 

and limit farmers’ and industry partners’ use of NAIT data to support on‑farm decision‑making, assurance 

programmes, and innovation. 

Over time, this would force OSPRI to commit significant additional resources just to maintain system 

stability. Reactive investment would crowd out planned improvements, increase long ‑term costs, and 

further reduce the Scheme’s ability to meet future demands. This would constrain broader NAIT Scheme 

uplift and weaken its contribution to effective biosecurity, trusted market access, and value creation 

across the livestock industry. 

7.3 Strengthening the NAIT Scheme through Better Adoption 

The NAIT Scheme Strategy 2025-31, agreed by OSPRI, funders and stakeholders in 2025, outlines the 

vision, purpose, strategic priorities, key strategic shifts and activities for the NAIT Scheme for the next six 

years.  

7.3.1 A Future-Ready Information System  

At the centre of this strategy is replacement of the NAIT Information System, which addresses 

longstanding structural constraints and modernises the platform that underpins the NAIT Scheme. The 

new system establishes a fully integrated, contemporary technology foundation that strengthens 

traceability confidence, supports effective biosecurity response, and helps safeguard New Zealand’s 

market access and sector productivity. 

The NAIT Replacement System (NRS) updates core architecture, user experience, integration capability, 

and data visibility to better support scheme objectives. It will deliver a secure, fast, and reliable national 

traceability system designed around modern farming realities. The platform will be mobile‑first, intuitive, 

and tailored to different operational contexts, guiding users step‑by‑step through key tasks while 

proactively supporting increased compliance and disease management. These capabilities will also 

support disease response agencies by enabling access to high-quality, up-to-date traceability data, 

improving the speed and precision of tracing during biosecurity events. 
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Figure 3 – Key features of the NAIT replacement system  

Through improved usability and alignment with on‑farm and post farm gate workflows, the NRS will 

reduce administrative effort, minimise errors, and make information easier to find, understand, and act on. 

Modern integrations and self‑service functionality will enable farmers and partners to confidently meet 

their obligations while unlocking greater value from their data.   

Every capability within the NRS is directly linked to the drivers for change and the core outcomes of the 

NAIT Scheme. The solution draws on lessons from the existing system and extensive farmer and 

stakeholder feedback, providing confidence that the future state reflects real user needs and will 

materially lift traceability performance and trust in the scheme. Figure 3 (above) summarises the key 

structural improvements delivered through the NRS and how these contribute to improved Scheme 

performance. 

These improvements constitute structural change rather than incremental enhancement and provide the 

capability required to sustain NAIT Scheme performance over time. The NRS will result in  

• Reduced compliance effort without reducing compliance outcomes 

• Higher data integrity supporting disease response, biosecurity, and market access  

• A Scheme and an Information System that aligns with how people actually work and integrates 

with industry and third-party systems 

• Near real-time updates ensuring consistent information across the ecosystem 

• A supportable, secure and extensible3 system to support the NAIT scheme and evolving sector 

needs. 

7.3.2 Other Key Elements of the NAIT Scheme Strategy 

The NAIT Scheme Strategy outlines the following additional initiatives which will improve scheme 

performance and therefore provide a better return on investment for farmers and key stakeholders . While 

 

3 The term “extensible” refers to the ability of the platform to be easily enhanced, expanded, and adapted over time. An extensible solution enables OSPRI to 

introduce new capabilities, support additional integrations and evolve data and reporting requirements, and respond to future traceability, market access, and 

biosecurity needs. This supports scalability and cost-efficiency, helping to protect long-term investment value while reducing the cost, complexity, and risk of 

future change. 
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some enabling work begins in the first three years, most of these initiatives are expected to be developed 

and implemented in the latter three years of the six-year strategy: 

• A streamlined accreditation programme and third-party integration standard will ensure 

supporting entities (i.e., meat processors and sale yards) and other service providers are able to 

meet the requirements needed to support farmers and the industry with their NAIT obligations. 

• A best practice compliance framework will increase coordination between OSPRI and MPI 

Compliance and introduce more targeted monitoring and investigation functions within OSPRI. 

This will help ensure farmers are made aware of compliance issues early and receive the 

education and support needed to meet their obligations simply and confidently. This approach, in 

combination with the improved level of voluntary compliance as a result of a simpler , easier to use 

NAIT Information System, is expected to increase data accuracy and completeness and reduce 

the need for further compliance interventions over time. 

• Self service capability will be enhanced including the development of a “knowledge hub” – an 

online space where farmers can quickly find clear, practical information about their NAIT 

responsibilities (for example this might include a chatbot functionality similar to what farmers  can 

use to access information on DairyNZ and Beef+Lamb NZ websites). Other resources include 

guides, how to’s, troubleshooting tips, and answers to frequently asked questions, helping 

farmers get things done without needing to contact the OSPRI Support Centre.  

• Further improvements include strengthening NAIT data governance and stewardship and 

encouraging greater use of the data across the industry and NZ Inc.  

• A more deliberate and proactive approach to stakeholder engagement will support sector wide 

behaviour change and clarify roles and responsibilities. 
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Figure 4 – NAIT Scheme Strategy on a page  
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8. The Economic Case: The Scenarios 

The identification and development of scenarios provide decision makers with choice about the best way 

to meet the objectives of the Scheme and the proposed investment. This provides contestability of ideas 

and helps ensure that projects are not pursued without sufficient analysis and diligence.  

The presentation of a suite of scenarios (including any discarded) enables a range of possible 

interventions to be considered that meet, (partially or fully) the investment objectives, desired Scheme 

outcomes, Critical Success Factors, service requirements, and deliver the benefits and opportunities 

identified in the Business Case.  

This Economic Case is structured into four sections: 

• Scenario descriptions - outlines the scenarios considered, including the costs associated with 

each. 

• Critical Success Factors - describes the critical success factors, which form the criteria for 

assessing the scenarios. 

• Scenarios analysis - presents the assessment of each scenario and identifies the preferred way 

forward. 

• Cost benefit analysis - summarises the results of the cost–benefit analysis (CBA) undertaken. 

While scenarios consider impacts over up to six years, funding approval is sought for the first three-

year period only. 

8.1 Scenario Development 

The development of scenarios for this Business Case has been a multi-staged process involving 

extensive engagement across NAIT Limited, OSPRI’s senior leadership (including the Executive 

Leadership Team), funders and subject-matter experts. 

The proposed initiatives were initially shaped in partnership with funders and OSPRI’s senior leadership 

during the development of the NAIT Scheme Strategy. Since then, each initiative has been further refined 

to clarify intended deliverables, define interdependencies, and understand how the initiatives collectively 

support the overall strategic direction. This analysis enabled the sequencing of initiatives based on their 

dependencies and the scale of change required, ensuring delivery is both efficient and manageable for 

stakeholders. Care was taken to avoid introducing an unreasonable level of change within a short 

timeframe. 

This process resulted in four scenarios for consideration: 

• Status quo – Continue operating under the 2021-24 strategy settings. 

• Scenario 1 - Delivery of the NAIT Replacement System (NRS) and minimal other change over 

three years. 

• Scenario 2 - Full NAIT Scheme Strategy implementation over six years. 

• Scenario 3 - Delivering the NRS within the current agreed funding envelope of $12.4 million/year5.  

The scenarios include the base operational functions and duties that NAIT Limited is required to 

undertake as per the NAIT Act as well as a focused set of improvement initiatives designed to uplift the 

efficiency and effectiveness of those functions and duties. These scenarios outline pathways to 

 

5 Scenario 3 was developed after the commissioning of the CBA and is therefore not included in the modelling but has been 

considered in this Business Case. 
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addressing system, policy, data, and behavioural barriers to enable a shift in the NAIT Scheme’s 

performance, increase data accuracy and ensure value realisation and stakeholder confidence.  

8.1.1 NAIT Limited Base Operations 

The core functions and duties that NAIT Limited is required to undertake are set out in section 10 of the 

NAIT Act and comprise the following base operations: 

• Provision of information, education and training material (farmer support) . 

o Operation of the OSPRI Support Centre to respond to farmer enquiries. 

o Maintenance of the OSPRI website. 

• Monitoring and compliance. 

o Analytics in support of MPI activities. 

o Regional support to implement the accreditation programme. 

o NAIT system monitoring to support reporting. 

• Stakeholder engagement – engagement with stakeholder groups as part of scheme 

administration. 

• Accreditation programme – for sale yards, meat processors and information providers. 

• Implementation and maintenance of the NAIT accreditation programme and associated 

standards. 

• Approval of NAIT devices. 

o Responding to requests for new device approvals. 

o Overseeing tag trials and assessing results. 

• The NAIT Information System – running the current information system. 

• Access to NAIT information – responding to, and analysis of, requests for NAIT data, including 

across OSPRI’s data team and the NAIT Data Access Panel. 

• Scheme management and administration. 

o Planning of the NAIT Scheme. 

o Reporting progress (quarterly). 

• Data and IT support. 

o Cloud computing infrastructure that runs the current NAIT system. 

o The OSPRI Data Platform - collects, transforms, and normalises NAIT data to support 

ongoing analysis and reporting. 

o IT Managed Service Provider - support for the underlying Cloud Infrastructure. 

o Licensing for supporting or enabling software. 

o Information Security Systems - these are essential for managing security risks across the 

existing NAIT platform. 

o Supporting IT Services enables the ongoing operation of the NAIT systems, including IT 

service management functions such as change and configuration management, incident 

management, and problem management. 

All base operations are supported by the Traceability, Data, Technology and Service Delivery teams within 

OSPRI. 

8.1.2 Discarded Scenarios 

NAIT Limited identified and assessed two additional scenarios, both of which were discarded for the 

reasons outlined below: 

• Disestablishment of the NAIT Scheme - This scenario proposed closing the Scheme entirely. It 

was quickly ruled out as infeasible under current legislative and regulatory settings. The NAIT Act 

and associated regulations and levy orders remain in force, meaning scheme participants would 

still have legal obligations, levies would continue to be collected, and NAIT Limited would remain 

responsible for delivering statutory functions. Funders also made it clear there is no desire to 
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close the Scheme, reinforcing that disestablishment is neither viable nor aligned with stakeholder 

expectations. 

• Delivery of the full NAIT Scheme Strategy within the 3-year Business Case period – This 

scenario would compress the full strategy into the standard three-year cycle. It was discounted 

due to the scale of change and investment required within such a short timeframe. The risk of 

overwhelming stakeholders, limiting adoption, and undermining the likelihood of sustainable, 

sector-wide uplift was considered too high. 

8.2 Scenarios Considered and Assessed in this Business Case  

8.2.1 Status Quo - Continue Operating under the 2021-24 Strategy Settings 

This scenario is to continue to implement the NAIT Scheme per the existing arrangements as outlined in 

the 2021-24 NAIT Scheme Strategy, without replacing the NAIT Information System. This scenario is 

retained only as a baseline comparator and is not considered feasible largely because it would leave the 

NAIT Information System operating on an ageing legacy platform that is no longer fit-for-purpose, cannot 

be further developed and will eventually require increasing levels of low-value high cost investment simply 

to maintain basic stability. Without replacement, the current platform faces growing risks of system failure 

and security vulnerabilities, while also preventing meaningful improvements to usability, functionality, or 

third-party integration. Under this scenario, NAIT Limited would continue business-as-usual activities with 

outdated policies and processes, no significant uplift in self-service capability for farmers or data 

accuracy, and reliance on regulatory deterrence rather than system or behavioural improvements. As a 

result, only marginal performance gains would be possible, which is well below what stakeholders need 

and inconsistent with the investment objectives. 

It is expected that the status quo will slightly exceed current funding due to the increase in overhead cost 

associated with the Mycoplasma bovis programme winding down earlier than expected. 

Scenario 1 – Delivery of Foundational Elements Only 

Description: Scenario 1 delivers only the foundational elements of the NAIT Scheme Strategy. This 

includes the replacement NAIT Information System, a refreshed accreditation programme, and a limited 

set of supporting changes. Under this scenario, the Strategy is implemented only in part, with investment 

focused on establishing a modern technology platform and enabling baseline improvements. Broader 

policy, process, compliance, engagement, increasing data use and operational changes are largely 

deferred, resulting in a more limited scope of transformation.  

What is included: 

• All base operations as described in this Economic Case. 

• The NRS 

o Implementation of a communications and engagement/ change strategy focused on 

supporting and embedding the NRS and related change. 

• A refreshed accreditation programme.  

• A third-party integration standard. 

• Minimal policy and process change – to support the NRS only. 

• Minimal compliance enforcement change – focus will be on enforcing the new accreditation 

programme only. 

• Privacy impact assessment. 
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What is not included: 

• Full implementation of the compliance enforcement framework. 

• Improved provision of education and information via a knowledge hub and other self-service tools. 

• A NAIT Scheme‑wide communication and engagement strategy focused on broader Scheme 

performance (separate from NRS change and engagement activities).  

• A data user strategy.  

• Investigation into tag loss. 

• Enhancements to the NAIT device strategy. 

• Investigation into emerging NAIT device/tag technologies. 

Scenario 2 – Full implementation of the NAIT Scheme Strategy over a 6-year period 

Description: Scenario 2 proposes full implementation of the NAIT Scheme Strategy over a six-year 

period (indicative beyond Year 3 and subject to future funding decisions). It delivers the 

replacement NAIT Information System and implements the full set of policy, process, compliance, 

engagement, data and operational improvement initiatives set out in the Strategy.  

While this Business Case seeks funding for a three-year period, the scale and complexity of the proposed 

changes require a longer delivery horizon. The six-year timeframe allows initiatives to be deliberately 

sequenced and managed, ensuring change is achievable, sustainable, and embedded across the 

Scheme. The scenario description therefore covers both the activities undertaken during the Triennial 

Business Case (TBC) period and those required in the subsequent three years to complete full Strategy 

implementation. 

What is included: 

• All base operations as described in this Economic Case. 

• The NRS (first three years) 

o Implementation of a communications and engagement/ change strategy focused on 

supporting and embedding the NRS and related change. 

• A refreshed accreditation programme (first three years). 

• A third-party integration standard (first three years). 

• Updated policies and procedures across the entire scheme (final three years). 

• Full implementation of the compliance enforcement framework (final three years). 

• Improved provision of education and information via a knowledge hub and other self-service tools 

(final three years). 

• A NAIT Scheme‑wide communication and engagement strategy focused on broader Scheme 

performance (separate from NRS change and engagement activities) (final three years). 

• A data user strategy (final three years) 

o Privacy Impact Assessment (first three years). 

• Investigation into tag loss (final three years). 

• Enhancements to the NAIT device strategy (final three years). 

• Investigation into emerging NAIT device/tag technologies (final three years). 

8.2.2 Scenario 3 - Delivery of the NRS within Current $12.4m/year Funding Envelope 

Description: This scenario invests in the NRS within the current agreed funding envelope of $12.4 

million/year including recovery of the $1.2 million under-collection of beef and dairy farmer contributions 

over the next three years (i.e. $38.4 million over three years and $75.6 million over six years) and use of 

use of $3.0m cash reserves.  

This would require savings of $7.72 million over the next three years and $10.32 million over six years to 

be made from delivery of NAIT Limited’s base functions compared to delivery of the NAIT Scheme 

Strategy over six years. These would primarily come from the Support Centre and monitoring and 
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compliance activities. This in effect represents a material (~40%) reduction in funding of NAIT core 

services and associated capability.  

While formal service level agreements (SLAs) are not defined, recent experience of the stakeholder 

impacts when these functions, particularly the Support Centre, are under sustained pressure, provided a 

clear practical benchmark for minimum acceptable performance. 

Reductions across the Service Delivery, Traceability, Data, and Engagement functions would have 

compounding, system-wide impacts on NAIT Scheme delivery, reflecting their integrated operating model. 

At this scale of reduction, performance would be expected to fall below historically acceptable operating 

levels with key impacts including: 

• Support Centre: significantly increased wait times, dropped and unanswered calls, loss of 

outbound activity, and reduced capacity to manage seasonal demand peaks (e.g., Moving Day), 

limiting access to timely support and education 

• Traceability: reduced ability to respond to NAIT compliance referrals, investigate issues, process 

data access determinations, administer the accreditation programme, and provide critical 

subject-matter expertise relied on across OSPRI, MPI, and stakeholders 

• Data: reduced capacity to provide data extracts for compliance and disease investigations (in 

particular for large scale or complex data requests), impaired reporting stability, inability to 

perform bulk data fixes, and reduced capacity to identify and resolve systemic data issues 

• Engagement: little regional presence, education, workshops, or targeted communications, 

including for high-risk periods such as Moving Day, and reduced proactive support for voluntary 

compliance. 

Stakeholder impacts: 

• PICAs: would notice reduced access to support, and increased reliance on directed and enforced 

compliance interventions due to reduced capacity to support voluntary and assisted. enforcement 

as the primary mechanism for managing compliance.  

• Processors/ Saleyards: would notice limited support for existing accredited entities and no 

support for new applications. Reduced assistance for data correction and general enquiries, 

affecting efficiency and data quality. 

• MPI/Funders: would notice an overall increase in costs and effort across compliance, 

enforcement and disease response activities. 

Collectively, these impacts would significantly undermine the VADE model, by reducing OSPRI’s capacity to 

support voluntary and assisted compliance activity. This would increase non-compliance, reliance on 

enforcement activity and reduce overall trust in the NAIT Scheme. Reductions affecting critical functions 

prior to NRS delivery would materially jeopardise successful delivery particularly in data migration, system 

integrations, and large-scale user readiness requirements. A reduction of this scale would significantly 

restrict OSPRI’s ability to manage release demand spikes and unresolved system integration issues. 

Downstream effects include increased cost and effort for MPI and funders to address compliance, 

enforcement, and disease response activities, heightened reputational risk for NAIT-related entities, and 

increased biosecurity risk resulting from delayed or impaired access to timely and reliable traceability 

data. 

8.3 Costs 

A range of cost estimates have been used for each scenario identified in this Business Case. These 

estimates have been sourced from OSPRI and NAIT Limited documentation, information and estimates; 

and project team expertise (i.e., NRS project processes) and research.  
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stress-tests results through sensitivity and breakeven analysis. The process included several iterations 

including consultation with key stakeholders. 

This section presents the high-level results of the CBA. To help frame the results, it is important to confirm 

that a Benefit Cost Ratio (BCR), calculated as the ratio of total discounted benefits to total discounted costs, 

and the Net Present Value (NPV), the net value of those discounted benefits minus costs, are the key 

indicators of value for money. A BCR that is greater than one implies a positive NPV. Conversely, a BCR of 

less than one implies a negative NPV.  

The NPV results of the CBA by scenario are as follows ($m): 

 

The analysis shows that both scenarios deliver positive outcomes, but they reflect different priorities. 

Scenario 1 provides the strongest value-for-money case, with a higher BCR (5.6 vs 4.1) and lower overall 

cost. Scenario 2, however, delivers greater total net benefits ($21.6m vs $13.3m) and significantly 

stronger improvements in data quality, risk reduction, and market outcomes. Scenario 1 prioritises 

efficiency, whereas Scenario 2 prioritises capability and resilience. 

It is important to note that the analysis does not factor in the potential impact of increased voluntary 

compliance rates and the associated reduction in costs related to MPI compliance interventions, which were 

out of scope for the CBA. 

Scenario 1’s investment delivers a highly efficient uplift in NAIT system performance. It achieves strong 

gains in ease-of-use and operational efficiency, generating benefits at relatively low cost while maintaining 

core system functionality. 

Scenario 2’s additional investment translates into materially improved system performance. It delivers a 

step-change in data quality (over 100% increase relative to Scenario 1) and stronger reductions in the 

likelihood and consequences of major biosecurity events.  

When assessed against the purposes of the NAIT Act, Scenario 2 provides a stronger fit. Section 3 

outlines the purposes of the NAIT Act emphasising effective tracing, biosecurity management, and market 

assurance. Scenario 2’s step-change in data quality and NAIT system capability directly supports: 

• the rapid and accurate tracing of individual, or groups of, NAIT animals from birth to death or live 

export  

• providing information on the current location and movement history of individual, or groups of, NAIT 

animals  

• improving biosecurity management  

• managing risks to human health arising from residues in food, food-borne diseases, and diseases 

that are transmissible between animals and humans  

• supporting improved animal productivity, market assurances, and trading requirements. 

Scenario 2 more fully delivers on the purpose and intent of the NAIT Scheme. 

Figure 6 - PV mix of costs and benefits for scenario 2 
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Across both scenarios, most of the value comes from improvements in data quality, which underpin reduced 

biosecurity and disease incursion costs, more efficient endemic disease management, and protection of 

high-value export market access. Efficiency gains are also discussed as a key benefit.  

Data quality benefits represent the largest share of the total benefits and sit one level deeper reflecting 

improved accuracy, completeness and timeliness of animal traceability data. Data quality benefits flow 

through to three main outcome areas: 

• Biosecurity responses – reduced scale, duration and cost of exotic disease outbreaks. 

• Endemic disease management – increased efficiency and targeting and reduced surveillance and 

testing costs (namely of bovine TB). 

• Market access protection – reduction in risk of losing access to high-value export markets due to 

traceability or assurance concerns. 

Efficiency gains capture time and cost savings across the livestock chain arising from the replacement 

NAIT information system and related support improvements. Improved usability, system integration, 

real-time verification, and reduced rework drive these gains, which collectively translate into material 

savings and lower compliance burdens for participants. 

Overall, the report confirms that NAIT functions as core national infrastructure, delivering returns that far 

exceed its cost and providing a strong, evidence-based case for continued, and potentially expanded, 

investment in the Scheme. 

The full CBA report is available and is supplied as an annex to this Business Case. 
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8.6 Scenario Analysis 

The purpose of this section is to outline the analysis of the three scenarios considered within this 

Business Case against the CSFs and investment objectives identified in the Strategic Case.  

The following three scenarios were considered:  

• Status Quo – continue operating under previous strategy (retained as a baseline comparator) . 

• Scenario 1 – Delivery of the NAIT replacement system and minimal other change over three 

years. 

• Scenario 2 – Full delivery of the NAIT Scheme Strategy over a 6-year period. Recommended  

• Scenario 3 - Delivery of NRS within current agreed funding envelope. 

The following sections outline the initial assessment of the scenarios. A detailed assessment against the 

CSFs can be found in appendix E.
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9. The Commercial Case: Procuring Value for Money 

To deliver the improvements outlined in this Business Case, OSPRI must secure the right 

capabilities and technology at the right time and cost. The Commercial Case sets out how we will 

approach the market to procure these services, ensuring value for money and alignment with 

strategic objectives. 

All procurement activities will adhere to OSPRI’s procurement framework and relevant regulatory 

requirements. In all market engagements OSPRI will be guided by internal Procurement Policy 

2025, which are informed by the MBIE’s procurement policy and its whole-of-government guidance 

on strategic procurement. At this stage, no exemptions have been sought or approved. Any future 

departures from policy will be documented and justified through the governance process.  

Relationship to the NAIT Replacement System Business Case 

The primary procurement activity associated with the preferred scenario is the NAIT Replacement 

System (NRS), which underpins the broader NAIT Scheme uplift.  

The procurement of the NRS, including market engagement, Request For Information (RFI) and 

Request For Proposal (RFP) processes, assurance, contractual structure, and risk allocation, is out 

of scope for this Commercial Case. Those matters are addressed in detail in the standalone NRS 

Business Case, which provides the authoritative source of information for procurement decisions 

relating to the system build, operation, and enhancement. 

This Commercial Case therefore focuses on commercial readiness and alignment, rather than 

re-stating detailed procurement design that is already documented and governed elsewhere.  

9.1 What is being Procured under this Business Case  

Aside from the NRS, this Business Case does not seek approval to run detailed procurement 

processes or appoint major suppliers. Instead, it confirms that appropriate commercial 

arrangements are in place to support delivery of the preferred scenario and that procurement will be 

undertaken in accordance with OSPRI policy and governance. 

In addition to the NRS, this Business Case anticipates limited, targeted procurement of specialist 

capability required to support implementation activities (e.g. change management, data, knowledge 

management, or analytical support). These procurements are small-scale, time-bound, and 

operational in nature, and will be managed through standard business-as-usual processes. 

Market engagement undertaken through the NRS programme (including RFI and RFP processes) 

has confirmed that there is a capable and competitive supplier market with proven experience in 

delivering large-scale, secure, and integrated traceability or comparable systems. This provides 

confidence that the required technology, delivery capability, and ongoing support can be sourced 

from the market in line with OSPRI’s requirements. 

9.2 Procurement Approach  

9.2.1 OSPRI Procurement Strategy 

All procurement undertaken under this Business Case will comply with OSPRI’s Procurement Policy 

ensuring value for money, proportionality, and legislative compliance. The procurement pathway 

used in each case will be determined by the size, risk, and nature of the services required, with 

advice from OSPRI Procurement where appropriate, in many cases, this may involve an Expression 

of Interest (EOI) or RFI. However, OSPRI also uses streamlined processes such as Procurement in 

a Day, which is designed to make the process more efficient and collaborative.  
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10.4 Impact on TBfree 

TBfree is impacted by changes in both the NRS investment and reallocation of overhead costs 

following the wind down of the M. bovis programme. The programme will be required to cover 30% 

of the NRS project costs, along with 54% of the reallocated overheads. This will increase its cost 

base and place significant financial pressure on the programme throughout FY27-FY29. 

Despite this impact, TBfree maintains a relatively strong cash position over the forecast period and 

is expected to retain liquidity to meet financial obligations through the next triennium. The 

programme is expected to have cash balances of $23.5m at the end of FY27, providing a level of 

resilience to absorb these additional costs following the wind down of the M. bovis programme. 
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11. The Management Case 

The Management Case confirms that the preferred scenario, encompassing both the continuation of 

NAIT’s base operations and delivery of the proposed improvement initiatives,  is achievable and details 

the arrangements needed to both ensure successful delivery, realise the benefits and to manage 

programme risks.  

If approval is given to proceed with this investment proposal, existing OSPRI structures, processes and 

practices will be leveraged to support the design, development and implementation of the proposed 

investment initiatives outlined in this Business Case. However, supplementary specialist resources will be 

sourced to fill specific capability gaps to drive the work programme (as described in the Commercial 

Case).  

11.1 Implementation of the Preferred Scenario 

Implementation of the preferred scenario will occur through a combination of programme-governed 

delivery, business-as-usual (BAU) operations, and targeted, discrete improvement initiatives, reflecting 

the scale and risk profile of each component of the delivery of the NAIT Scheme Strategy. 

11.1.1 Programme-Governed Delivery 

OSPRI applies a structured Enterprise Portfolio Office (EPO) framework to ensure consistent governance, 

oversight, and delivery across all its programmes and projects. This framework provides clear roles and 

responsibilities, standardised processes, and robust reporting mechanisms, recently reinforced through 

independent review, to support effective decision-making and accountability. The EPO acts as the central 

coordination point, enabling transparency, resource optimisation, and continuous improvement across the 

portfolio. 

• Portfolio governance: Alignment of all programmes and projects with OSPRI’s strategic 

objectives 

• Programme governance: Coordination of related projects to ensure achievement of strategic 

objectives  

• Project management: management of project delivery 

The NAIT Replacement System (NRS) will be delivered as a formally governed project within this EPO 

framework, reflecting its scale, complexity, cost, and risk. It will be subject to EPO controls and quality 

assurance processes, including defined milestones, reporting, risk management, and independent 

assurance as appropriate. These are described in full in the NRS business case. 

While governed as a formal project, the NRS will remain fully integrated with the broader NAIT Scheme 

programme. This ensures technology delivery is directly aligned with operational policy, process design, 

change management and business as usual requirements. This approach supports coordinated system 

development, operational readiness and user adoption and ensures the replacement system acts as an 

enabler for the wider scheme uplift. 

11.1.2 Business as Usual and Targeted Initiatives 

In parallel with programme-governed delivery, a significant proportion of the preferred scenario will be 

implemented through enhanced BAU operations and targeted improvement initiatives that do not warrant 

formal EPO or project structures. 

These initiatives will be delivered through enhanced BAU operations, supported by specific, approved 

additional investment under the preferred scenario, and led by the relevant functional owners. While not 

structured as discrete projects, these investments will be subject to clear scope definition, agreed 
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deliverables, and proportionate performance monitoring to ensure value for money and benefits 

realisation.  

11.2 Governance and Accountability 

The implementation of the preferred scenario will be sponsored by the Deputy Chief Executive – Strategy 

and Programmes and delivered through a structured Implementation Plan. Day-to-day oversight will be 

provided by the Business Owner (Head of Traceability), with operational delivery led by the Project 

Manager/Advisor.  

The EPO framework includes a Portfolio Governance Board (PGB), supported by established programme 

and portfolio governance structures, and oversight from the OSPRI Board.  

Consistent with funder expectations, OSPRI will maintain rigorous internal assurance processes, 

including the use of the PGB and oversight from a technical sub-committee of the OSPRI Board. 

OSPRI’s internal assurance will include at least one suitably qualified independent expert advisor, 

providing specialist technical and delivery expertise to strengthen programme assurance.  

Figure 7: OSPRI’s high-level governance structure for BAU, including NAIT programme operations, and 

projects (e.g., the NRS). 
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11.4 Benefits Realisation  

A Benefits Realisation Plan (BRP) will be developed to ensure the benefits outlined in this Business Case 

are clearly defined, measurable, and sustained beyond programme delivery  (an indicative draft BRP has 

been developed and shown in Table 36 below).  

The final BRP will: 

• Define each benefit and its link to strategic objectives 

• Establish measurable KPIs and baselines 

• Assign clear ownership and accountability 

• Integrate with existing reporting frameworks (e.g., NOP, QBR) 

• Enable adaptive management to respond to performance insights. 

The BRP will provide visibility of benefits achieved at different stages of the programme, supporting 

informed decision-making and continuous improvement. In particular, it will distinguish between near 

term benefits realised during the first three years and longer-term benefits that are dependent on 

broader scheme improvements. 

This staged approach enables the programme to demonstrate measurable progress within the three -year 

investment period while demonstrating a clear line of sight to the full benefits expected over the six -year 

strategy horizon. 

11.4.1 Measuring the Benefits 

The benefits realisation approach for this programme will be supported by a suite of performance 

measures that are currently being drafted and refined. These measures are expected to span a mix of 

qualitative and quantitative outcomes, including risk-reduction and efficiency-driven measures.  

While initial benefits and indicative measures have been defined in this this section, the detailed 

development of the benefit measures will be materially influenced by the NRS build and the vendor’s 

detailed design work as well as through detailed scoping of the other initiatives. Data availability, reporting 

functionality, and agreed operational processes will need to be confirmed and translated into measurable 

KPIs to ensure the measures are feasible, auditable, and aligned to the system functionality and 

operating model. 

The detailed metric specifications (including baselines and targets) will be developed and agreed with 

funders within Year 1 and incorporated into programme governance and quarterly reporting.   

11.4.2 Key Benefits Selected 

The benefits framework for this Business Case is anchored around the six core benefits described in the 

Economic Case. 

Years 1-3 (foundational and early uplift benefits): 

• Informing smarter decisions.  

• Expanding NAIT data impact. 

• Operational efficiency and cost reduction.  

• Strengthened scheme integrity and compliance.  

These benefits arise primarily from the successful replacement of the NAIT information system.  

Years 4-6 (embedding and full outcome benefits): 

• Protecting our industry. 

• User experience and seamless integration.  
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These benefits are realised over time as improvements in data quality, adoption, compliance and 

stakeholder engagement with the scheme are embedded. 

The benefits are interdependent and shaped by the interaction between NAIT Limited/OSPRI’s system 

and process improvements and the behaviours of approximately 100,000 PICAs.  

11.4.3 Expected Dis-benefits 

A primary objective of this programme is to deliver a strong return on investment and achieve operational 

efficiencies through enhancements to the NAIT Information System and a shift to a self-service support 

model. These changes will alter how some stakeholders interact with OSPRI and will require targeted 

change management to ensure a smooth transition and maintain engagement.  
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11.4.4 Embedding Benefits across Delivery Phases 

The realisation of benefits will be sequenced across the programme lifecycle to reflect the scale and 

complexity of change. The replacement of the NAIT Information System is an anchor point for overall 

Scheme uplift, but benefits accumulate progressively over the six‑year period: 

Year 1 (2026–27): Establish and Baseline 

• Establishing baseline measures for data quality, user behaviour, adoption, compliance, 

operational efficiency, and user experience. 

o Lifetime traceability is already used as a core measure of Scheme performance. This 

measure will be reviewed during the year to confirm it remains fit for purpose, with any 

refinements approved by OSPRI management and communicated to funders. 

o NAIT compliance measures will be comprehensively reviewed to establish a robust 

baseline, enabling meaningful measurement of performance improvement over time. 

• Reflecting the NRS build and the vendor’s detailed design work, as data availability, reporting 

functionality, and operational processes are confirmed. 

• Confirming the benefit measurement approach, data sources, and reporting mechanisms with 

funders. 

Years 2–3 (2027–29): Transition and Embed Major Change 

During this period, the NRS and the refreshed accreditation programme are implemented and embedded. 

As these changes take effect, the programme will begin to see early and measurable realisation of some 

benefit categories, particularly: 

• Improved data quality, driven by clearer workflows, better system guidance, and more accurate 

data capture. 

• Enhanced user experience, as farmers and third-party providers interact with a modern and 

intuitive system. 

• Operational efficiency and cost reduction, with declines in manual interventions, support centre 

demand, and rework. 

Years 4–6 (2029–32): Stabilise, Optimise and Sustain 

Once the system has stabilised and foundational behavioural and operational changes are established, 

the programme will shift into full optimisation across the Scheme. During this phase, benefits will expand 

across all categories, including: 

• Greater data value and use, enabled by the NAIT data strategy, improved governance, and 

broader approved data access. 

• Higher levels of compliance and stronger Scheme integrity through the fully implemented 

compliance framework. 

• Improved stakeholder trust and engagement, underpinned by a coordinated communications and 

engagement strategy. 

• Enduring ROI generated through better data, streamlined processes, improved capability, and 

more consistent compliance and adoption. 

11.4.5 Benefits Tracking 

The outputs and outcomes identified in the BRP against expected values over the life of the programme 

will be monitored and evaluated in an ongoing manner, and be aligned with other monitoring and 

reporting activities such as the quarterly business review. The BRP will also establish a consistent 

approach in ensuring that project deliverables and work products are reviewed for quality at key stages of 

the project lifecycle to allow for a successful project completion.  
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11.5 Monitoring and Evaluation 

11.5.1 Programme Monitoring and Reporting 

A programme of this size requires a significant suite of evaluation and monitoring activities. These will 

evaluate the programme as-a-whole as well as for individual initiatives, projects and key activities.  

The NAIT programme will use OSPRI’s Programme Control Book as the central repository for all of these 

along with schedule management based on a detailed view of the plan.  

Regular reporting on the NRS project will include: 

• Monthly status reports to the PSG and PGB, summarising progress against milestones, financials, 

and benefits 

• Fortnightly risk reviews to monitor and mitigate emerging risks and dependencies 

• Governance cadence including weekly team stand-ups, working group meetings, and monthly 

governance sessions to maintain alignment and resolve blockers 

• SharePoint repository for storing all programme documentation, ensuring knowledge 

management and compliance. 

Note: BAU activity will use the established reporting framework, detailed in the National Operations Plans. 

Annual Review and Formal Assurance 

The programme’s annual review process, as outlined earlier in this Business Case, provides a structured 

mechanism for assessing overall progress, performance, and value delivery.  

This formal review builds on the ongoing monitoring and reporting described above, consolidating 

programme information into a holistic, point-in-time assessment to support funder and Board oversight.  

It draws on established reporting, performance metrics, and risk monitoring to provide assurance that 

delivery remains aligned with agreed objectives and funding expectations (outlined in the funders 

agreement). 

Outcomes of the annual review will inform direction-setting and prioritisation decisions, including any 

refinements to scope, sequencing, or delivery approach within the approved funding envelope.  

MPI will use the annual review to ensure its capped funding share is used as expected. The Crown may 

seek a refund or alternatively choose (at its sole discretion) to offset a future Crown contribution.   

11.5.2 Stage Gates and In-Year Approvals for Delivery of the NRS  

In addition to the annual review, the programme’s stage gates and in-year approval processes (as 

described earlier) are operationalised through the programme’s governance structure and reporting 

cadence. 

Stage gates will be embedded within the programme plan and schedule, with progress and readiness 

assessed through existing reporting mechanisms (including monthly reporting and risk reviews). This 

ensures that: 

• Delivery readiness, cost position, and risk profile are continuously monitored ahead of key 

decision points 

• Emerging issues are identified early and can be escalated through established governance 

forums 

• Decisions requiring funder or Board approval are supported by robust, up-to-date evidence from 

programme reporting. 
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Where thresholds are triggered (e.g. cost pressures, scope changes, or risks), the PSG and PGB will 

provide initial oversight and escalation, with formal approvals sought from the OSPRI Board and/or 

funders as required. 

This approach ensures that stage gate decisions and in-year approvals are fully integrated into day-to-day 

programme management, rather than operating as standalone processes. 

11.6 Approach to Change Management 

11.6.1 Overview of Change Management to Support the NRS Programme 

The NRS is a key enabling technology that underpins the broader Scheme improvements and changes. 

The change management approach for the NAIT Scheme is designed to ensure NRS improvements are 

embedded into everyday practice. This approach means the NRS programme will deliver coordinated 

change across policy, processes, partnerships, compliance practices and technology. Change 

management is central to supporting the transition to new ways of working across the NAIT Scheme and 

realising the benefits of the investment. 

Adoption of new ways of working will be instrumental to improve data confidence, supported by simpler 

and more consistent processes, leading to increased trust in the NAIT Scheme. This approach sets out 

how change across the NAIT Scheme will be deliberately planned, sequenced and supported. It enables 

farmers, accredited entities, information providers, partners and delivery teams to adapt in a manageable 

way while maintaining effective business as usual operations. 

The approach is NAIT Scheme-wide rather than programme-specific. It recognises that stakeholders 

experience change cumulatively through their ongoing interactions with NAIT. Different parts of the NAIT 

Scheme will mature at different points across the preferred scenario being delivered between 2026/27-

31/32. Change activity is therefore coordinated across workstreams and business as usual functions to 

ensure policy, compliance, system and capability changes reinforce one another and land coherently for 

OSPRI and the wider sector. Detailed change plans sit at workstream level, with this overarching 

approach providing the Scheme-level view and assurance of how change is managed. 

11.6.2 Enabling Adoption across the NAIT Scheme 

Adoption across the NAIT Scheme is enabled through the combined effect of readiness, engagement, 

learning, support and sequencing. These elements are treated as connected and mutually reinforcing.  

• Readiness and Adoption Confidence - Readiness is assessed using practical indicators that 

apply across workstreams, including clarity of expectations, confidence in completing tasks, 

availability of tools and guidance, process alignment and system preparedness. These indicators 

are used before -and after major changes to confirm readiness and identify where additional 

support is required. 

• Learning, Support and Frontline Enablement - learning and capability building are sequenced 

across the period of implementation to support cumulative change. Support models emphasise 

self-service where appropriate, backed by accessible guidance and reinforced by frontline teams 

who provide triage and coaching during transition periods.  

• Sequencing and Change Load - change is deliberately sequenced to reflect delivery 

dependencies, seasonal pressures and cumulative impact. A Scheme-wide view of change load 

is used to inform timing, pacing and prioritisation decisions.  

11.6.3 NAIT Scheme Change Roadmap Summary (2025-2031) 

The Scheme Change Roadmap provides a high-level view of how change is sequenced across the 2026-

2028, and into years 2029-31, to support delivery of the NAIT Scheme. It reflects cumulative change 
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11.7 Stakeholder Management 

11.7.1 Stakeholder Engagement Approach 

Communications and engagement will support the Scheme’s strategic direction, reinforce its regulatory 

purpose, and enable stakeholders to confidently adopt and embed change. The approach is aligned to 

the NRS change programme and reflects the phased nature of change delivery and uptake – supporting 

stakeholder understanding, participation, and behaviour change. 

11.7.2 Engagement Principles and Planning Considerations 

The approach will be guided by the following principles, drawn from the NRS change management 

framework: 

• Inclusive and segmented: Engagement will reflect stakeholder diversity and operational 

relevance. 

• Clear and plain: Messaging will be accessible and jargon-free. 

• Purpose-led and consistent: Activities will be designed to support change outcomes and build 

trust. 

• Pre-emptive and realistic: Communications will anticipate stakeholder needs and reflect 

programme constraints. 

• Integrated: Messaging will align across NAIT and OSPRI programmes. 

In addition, the following factors will be considered during detailed planning work:  

• Legislative requirements: Legislative engagement requirements under the NAIT Act will be 

factored into detailed planning. 

• Shared ownership and trusted voices: Where appropriate, communications and engagement 

will be co-developed and delivered in partnership with funders and industry stakeholders.  

• Seasonal alignment: Activities will be seasonally aligned to accommodate farming and industry 

cycles wherever possible.  

• Accessibility: Accommodations for cultural, language, literacy and other accessibility 

requirements will be made wherever feasible. 

11.7.3 Stakeholder Segmentation 

Key NAIT Scheme stakeholders include farmers, primary sector industry bodies, government and 

governing groups, or technology integrators, saleyards, meat processors, and internal OSPRI teams.  

Segmentation has been achieved using a structured influence–interest matrix, informed by ratings 

determined by OSPRI subject matter experts and relationship managers. Segmentation enables a 

proportionate and fit-for-purpose communications and engagement approach by ensuring that 

engagement intensity is right-sized to stakeholder need and strategic relevance. It also supports efficient 

resource allocation, and enables targeted messaging and delivery tailored to OSPRI’s assessment of 

stakeholders’ strategic relevance and overall potential impact upon the NAIT Scheme. 

11.7.4 Channels 

A mix of existing, enhanced, and third-party channels will be used to reach stakeholders effectively. 

These include: 

• Existing OSPRI channels: OSPRI website, OSPRI News monthly newsletter, OSPRI Facebook 

and LinkedIn, Support Centre, regional field teams, direct email. 

• Regular reporting to shareholders/funders per channels outlined in the funding agreement.  

• Third-party channels: Industry partners and intermediaries (e.g. processors, stock agents) to 

amplify messaging. 
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• New or enhanced channels: SMS alerts, micro-videos, interactive tools, and low-bandwidth 

formats for rural audiences may be investigated. 
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11.9 Assurance and Quality Control 

11.9.1 NAIT Replacement System and Business Case: 

The project will apply the EPO Three Lines of Defence model, embedding assurance through all layers 

of delivery and governance to support disciplined decision-making.  

A continual mix of internal and independent assurance provides early visibility of risks and  validates 

delivery integrity through each line of defence:  

• First Line – Project Controls  

Delivery teams operate within agreed processes, standards, and controls to manage scope, cost, 

schedule, quality, and risks. This provides early identification and resolution of issues and 

ensures disciplined day-to-day delivery.  

Quality is embedded “by design” through agreed acceptance criteria, testing outcomes and delivery 

standards appropriate to each phase.  

• Second Line – Governance Oversight and Compliance  

Governance forums provide oversight of delivery performance, financials, risks,  readiness and 

escalation. They ensure adherence to agreed tolerances, confirm that material risks and issues 

are surfaced, and that corrective action is taken where required.  

Structured stage gates require evidence-based approval before progressing.  

• Third Line – Independent Assurance  

Independent internal and external assurance provides objective confirmation at defined points 

that delivery remains viable, well-governed and under control. Independent reviews are planned 

at key investment, design, build and pre-go-live decision points to identify emerging delivery, 

technical, or adoption risks and where corrective actions are required. 

11.9.2 Programme Reviews and Reports Include: 

• Quarterly business reviews reporting on the progress of each initiative. Reported to the NAIT 

Board, Traceability Technical Reference Groups, OSPRI Executive Leadership Team, Ministry for 

Primary Industries, and funders.  

• Financial reviews every three years (in accordance with section 57 of the NAIT Act) as a part of 

the NAIT funders’ agreement.  

And, as required by the NAIT Act:  

• Annual audited financial reports  

• Annual NAIT National Operations Plan reviews  

• Annual NAIT National Operations Plan Independent Audit  

• Report to the Minister on how NAIT Limited is addressing Government’s priorities and 

expectations. 
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12.2.4 Funding Split 
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12.3 Appendix C - Current Scheme Performance 

12.3.1 Compliance Measures 

The below figures show the incremental improvement across animals registered before their first movement and animal movements declared within 48 

hours over the past four complete financial years.  

Analysis was also conducted across a wider range of measurable elements of the NAIT Scheme which highlighted that at approximately 70% of NAIT 

locations (79,957 NAIT locations) had at least one occurrence of a potential compliance offence in the 2024/25 year.  

The offences measured were: 

• Animals not registered prior to their first off farm movement 

• Undeclared animal movements (broken chains) 

• Missing NAIT location boundary information 

• Movements declared outside of 48hours  

• Out of date NAIT information (“inactive” PICAs6)  

• Incomplete birth information provided at animal registration (i.e., 

missing date or place of birth) 

 

6 Defined as any PICA associated with a NAIT location that has had no recorded animal movements, registrations, updates, or tags issued from the 21/22 financial year onwards. 
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12.3.2 Lifetime Traceability 

 

The bottom two charts focus only on animals that are not lifetime traceable. As a result, the percentages shown differ from t he criteria breakdown 

above, which is based on all animals slaughtered. 
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12.3.3 Averages over the past 4 Years 
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12.4 Appendix D – Full Detail of Problem and Opportunity Analysis 

12.4.1 Problems 

The following problems inhibit the ability of the Scheme to fulfil its current and future potential purpose. 

These problems span people and capability issues as well as systems, processes and technology 

requirements.  

Limited Value Realisation – the value and return-on-investment being derived from the NAIT Scheme is 

not as high as desired.  

• The NAIT Scheme purposes that the legislation provides for, such as animal productivity, are not 

being fully realised, which limits the benefits and value.  

• Farmers cannot easily access their own NAIT data in a usable form, or readily share data related 

to their animals to inform other farmers potential livestock purchasing decisions.  

• The livestock industry is not able to fully leverage the potential of the NAIT Scheme to better 

support assurances to maintain and enhance New Zealand’s market share in those overseas 

markets.  

• The current use of NAIT data and benefits it provides is not quantified, communicated or 

understood.  

• Gaps in the NAIT data can restrict the speed at which diseases can be traced, and the manual 

processes then required to fill the gaps takes time and increases costs. 

System and Process Limitations – the current NAIT Information System and broader Scheme 

processes and policies are not as easy-to-use as desired.  

• The NAIT Information System is not user-friendly and not fit-for-purpose – it is outdated, fragile, 

and difficult to maintain. 

• The significant amounts of system-generated communication within the Scheme leads to farmer 

communications fatigue – affecting awareness, understanding, adoption and compliance.  

• The NAIT Information System does not support two-way communication with third-party software 

applications, resulting in data accuracy issues.  

• NAIT Scheme processes and policies require updating, particularly accreditation, and third -party 

engagement, to improve their effectiveness and efficiency.  

• NAIT Limited’s privacy policies and practices can make it impractical for farmers to meet their 

information obligations. 

Partnering, Adoption, Compliance, and Roles and Responsibilities – there is not adequate partnering 

with stakeholders, to harness collective effort to improve traceability practices and Scheme performance.  

• Adoption remains a challenge; further effort is required to encourage stakeholders to routinely 

integrate traceability into their everyday farming practices. 

• There is mixed acknowledgement amongst farmers of the importance of the NAIT Scheme, and 

not all stakeholders interacting with NAIT understand their role and responsibilities and the value 

that effort provides.  

• OSPRI provides a wide range of knowledge and training support information and material, both 

online and in-person, to support farmers better navigate the current systems and processes.  

• The NAIT Scheme monitoring, compliance and enforcement practices are not focussed on areas 

of greatest impact, and there is a need to improve compliance, including lifting voluntarily comply.  

• Farmers do not understand key principles about how compliance and enforcement operate and 

more could be done to highlight the appropriateness of the efforts.  

Technology and Tag Performance Issues – current technology is not being leveraged to its full 

potential.  
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• Identification and tracing is currently based around proven technology, and approval processes, 

namely ear tags.  
• The device approval process is considered to be robust, but it may be overly expensive and 

arduous, limiting the number of available providers.  
• There are issues with tag retention and loss leading to Farmers facing practical challenges in 

replacing lost tags, including reconciling the information in the NAIT Information System.  

12.4.2 Opportunities 

New Zealand’s remote island location and relative disease freedom is not only a market access 

advantage but also allows the livestock industry to achieve high animal productivity levels with relatively 

low inputs.  

As New Zealand exports over 90% of its production, its economic and social prosperity is closely tied to 

its international trade reputation and access to key agricultural export markets. This includes being 

identified as an international leader in livestock health and welfare, as well as a trusted supplier of meat 

and dairy products. Improved NAIT Scheme performance would strengthen this foundation to secure 

continued market access, facilitate enhanced biosecurity response actions, improve animal health and  

productivity, and provide for more efficient management throughout the value chain.   

Value Realisation and Return-on-Investment – farmers and the wider livestock industry derive more 

value from the NAIT Scheme.  

The overarching value from the NAIT Scheme lies in improving the accuracy, completeness and 

timeliness of NAIT data. NAIT Limited will work with stakeholders to better inform them of how they can 

access and use NAIT data to derive meaningful value for their purposes.  

The data underpins more rapid, effective and cost-effective disease management and eradication efforts, 

protecting and enhancing the value for farmers and livestock industry. As the understanding of NAIT data 

and its potential wider benefits improves, farmers will be better equipped to use it to enhance animal 

productivity and realise business efficiencies, supporting the embedding of good traceability practices on 

farm. By assuring the quality of traceability data, the NAIT Scheme will enable the livestock  industry to 

demonstrate and strengthen the integrity of New Zealand animal products.  

Scheme Simplicity – the livestock industry benefits from improved ease-of-use and performance of the 

NAIT Scheme.  

This will be achieved primarily through replacing the current NAIT Information System and improving 

overall Scheme implementation, including the supporting policies and processes. Ease of use across the 

Scheme is essential, enabling farmers and other stakeholders to integrate traceability practices into 

everyday activities. A simple, intuitive system, with improved third-party integration and two-way 

communication between systems, will reduce barriers and support adoption. 

Partnering, Adoption, Compliance, and Roles and Responsibilities – NAIT Scheme stakeholders and 

industry partners collaborate to deliver outcomes that benefit the wider livestock sector.  

There is an opportunity for NAIT Limited, stakeholders, and industry partners to strengthen their 

understanding of their roles and responsibilities within the NAIT Scheme and how each contributes to its 

success. Greater clarity and shared understanding would help leverage collective capability and 

expertise, ensuring everyone is working together to support and advance the Scheme, while also 

enabling consistent messaging from trusted sources. 

With improved understanding of the value and importance of accurate, timely NAIT information, farmers 

are more likely to voluntarily meet their obligations and embed traceability practices into everyday 

business. 



 

Appendices  29/04/2026 | Page 103 

The NAIT Scheme’s compliance monitoring and enforcement model will be supported by a coherent, 

strategy that stakeholders understand and trust. Compliance data will be used effectively, and compliance 

and enforcement activity will be proportional, risk-based, and clearly directed toward protecting the 

livestock industry. 

Best available technologies – farmers have access to the best available NAIT devices. 

The NAIT Scheme policies and standards will be designed to minimise the impact of NAIT tag loss on 

overall Scheme performance, including providing practical advice to farmers and exploring the inclusion of 

new animal identification technologies. The NAIT Scheme will refresh the device approval processes and 

review performance expectations. NAIT Limited. will monitor and transparently report on tag performance 

providing farmers and the livestock industry with actionable and reliable insights on tag performance. 
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12.6 Appendix F – Key Legislation –  

National Animal Identification and Tracing Act 2012 

12.6.1 Section 3 – Purpose 

 

12.6.2 Section 10(1)(a) – Functions, duties, and powers of NAIT organisation 

10 Functions, duties, and powers of NAIT organisation  

Subsection (1) — Mandatory obligations  
The NAIT organisation must—  

(a) Meet its obligations under this Act and any regulations made under this Act, including 
(but not limited to)—  
(i) the delivery of any services required to be provided by the NAIT organisation;  
(ii) the collection of any levies required to be paid to the NAIT organisation;  
(iii) the employment, or contracting, of the staff or services required to administer the 

NAIT scheme;  
(iv) the provision of the appropriate information, educational material, or training to 

inform parties of their obligations under the NAIT scheme;  
(v) the gathering of information about compliance with the NAIT scheme;  
(vi) the undertaking of compliance and enforcement functions;  
(vii) the establishment of any policies, standards, and rules necessary for the 

effective operation of the NAIT scheme;  
(viii) the establishment and maintenance of the appropriate financial 

management systems;  
(ix) the establishment and maintenance of the appropriate systems that ensure that 

persons who are participants in, or have an interest in, the NAIT scheme are able 
to provide ongoing input into the NAIT organisation's decision-making; and  

(x) the development and implementation of a national operations plan that—  
(A) sets strategic and operational goals; and  
(B) sets objectives and priorities for the NAIT organisation and the NAIT scheme; 

and  
(C) identifies the expectations of those persons who have an interest in the NAIT 

scheme; and  
(D) specifies the measures by which the NAIT organisation's performance of its 

functions and duties under this Act (including any function or duty specified 
under subsection (2)) will be assessed; and  

(E) specifies how the NAIT organisation's activities will be independently audited 
against those measures.  

(b) Modify its constitution or rules to—  
(i) indicate that it is the NAIT organisation designated under this Act; and  
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(ii) indicate that its purpose or object includes meeting its obligations under this Act 
or any regulations made under this Act on a not-for-profit basis; and  

(iii) reflect its obligations under this Act or any regulations made under this Act; and  
(iv) enable it to meet its obligations under this Act or any regulations made under this 

Act.  
(c) In the event that an appointment is made under section 9(1)(a) or (b), ensure that 

there is continuity of access to the NAIT information system (before and after the 
appointment) by persons entitled to access it under Part 4.  

(d) Arrange for its activities to be independently audited each year against the measures 
specified in the national operations plan.  

(e) Perform any function or duty that the Minister directs under subsection (2).  

Subsection (2) — Ministerial direction power  
The Minister may, after consulting the NAIT organisation and any other persons that the 
Minister considers appropriate, direct the NAIT organisation in writing to perform a function 
or duty, including a function or duty specified in subsection (1), provided the function or duty 
is consistent with the NAIT organisation's obligations under this Act or any regulations made 
under this Act.  

Subsection (2A) — Parliamentary presentation of directions  
The Minister must present a direction made under subsection (2) to Parliament.  

Subsection (2B) — Continuity of NAIT information system access  
The NAIT organisation must perform its function under subsection (1)(c)—  

(a) in accordance with the terms of any agreement entered into by the NAIT organisation 
and the Crown; or  

(b) if there is no agreement, in accordance with any direction of the Minister given under 
subsection (2).  

Subsection (3) — Contracting out  
The NAIT organisation—  

(a) may contract out the functions, duties, and powers specified in subsection (1)(a)(i) to 
(v) and (vii) to (x), but remains responsible and accountable for the performance of 
those functions and duties and the exercise of those powers; and  

(b) may not contract out the compliance and enforcement functions specified in 
subsection (1)(a)(vi) unless—  
(i) the functions are contracted out to the NAIT organisation's subsidiary or holding 

company; or  
(ii) the functions are compliance functions that relate to the provision of information 

and training.  

Subsection (3A) — Accountability when contracting out compliance functions  
When contracting out compliance and enforcement functions under subsection (3)(b), the 
NAIT organisation remains responsible and accountable for the performance of those 
functions.  

Subsection (3B) — Definitions  
In subsection (3), holding company and subsidiary have the meanings given by section 5 of 
the Companies Act 1993.  

Subsection (4) — Crown enforcement not displaced  
To avoid doubt, any compliance or enforcement function undertaken by the NAIT 
organisation under subsection (1)(a)(vi) does not displace or limit the compliance or 
enforcement functions of the Crown under this Act or any other enactment.  
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Subsection (5) — Annual review of national operations plan  
The NAIT organisation—  

(a) must, on an annual basis, review any national operations plan that is implemented 
under subsection (1)(a)(x); and  

(b) must amend the plan if the NAIT organisation considers an amendment necessary or 
desirable in the light of the purpose of this Act; and  

(c) must, as soon as practicable after the review is completed, provide the Minister with 
the findings of the review.  

Subsection (6) — Minister's review power  
Despite subsection (1)(a)(x) or (5), the Minister—  

(a) may, at any time, review any national operations plan that is implemented under 
subsection (1)(a)(x); and  

(b) may, after consulting the NAIT organisation, amend the plan if the Minister considers 
an amendment necessary or desirable in the light of the purpose of this Act.  

Subsection (7) — Obligations when performing functions  
The NAIT organisation must, when performing its functions or duties or exercising its 
powers—  

(aaa) have regard to the Government's priorities and expectations notified under section 
9B; and  

(a) have regard to any policies that the Minister issues under section 12; and  
(b) comply with any standards that the Minister issues under section 12.  

Subsection (8) — Act prevails over other enactments  
In the case of an inconsistency between this Act and any enactment under which the entity 
that became the NAIT organisation was established, this Act prevails.  
  

10A Additional reporting obligations  

This section was inserted on 14 December 2019 by section 9 of the National Animal 
Identification and Tracing Amendment Act 2019 (2019 No 74).  
  

Subsection (1) — Annual financial reporting  
The NAIT organisation must, for each financial year—  

(a) prepare a written report accounting for how any money appropriated by the Crown 
has been spent in the financial year; and  

(b) provide the report to the Minister as soon as practicable after the end of the financial 
year.  

Subsection (2) — Government priorities reporting  
The NAIT organisation must—  

(a) prepare a written report on how the NAIT organisation is addressing the 
Government's priorities and expectations relating to the organisation's performance 
of its functions and duties under this Act; and  

(b) provide the report to the Minister at the end of the financial year and at any other time 
at the request of the Minister.  

Subsection (3) — Independent audit findings  
The NAIT organisation must provide the Minister with the findings of the independent audit 
required under section 10(1)(d) as soon as practicable after the audit has been completed.  
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12.6.3 Section 40 – Purposes of holding core data 

 

 

 

 

 

 




