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| refer to your email of 17 June 2026 requesting, under the Official Information Act 1982
(OIA) the following updated material from 1 June 2025:

1. DIP Programme Board papers, programme updates, status reports, dashboards,
minutes or decision papers that refer to the Exchange Online migration, Modern
Desktop rollout, email archive, Microsoft 365 licensing, or any dependencies affecting
completion of the email migration. If this work is now reported to a different board,
committee or governance group, please provide the equivalent material.

2. The latest available figures showing how many NZDF users have been migrated to
Exchange Online; how many remain to be migrated; how many shared mailboxes
have been migrated and how many remain; whether there are categories of users
still unable to be migrated, and why; and the current target date for completing the
Exchange Online migration.

3. The current or most recent programme update, migration plan, go-live/readiness
assessment, or dependency/challenge update that identifies user groups, business
processes or applications affected by the Exchange Online migration, including any
workarounds or dependencies that remain unresolved.

4. The current or most recent programme update, go-live/readiness assessment, or
dependency/challenge update relating to email archiving, historic email archive
upgrades, email retention, legal hold, or the ability to search and retrieve emails for
OIA or other official purposes, where these relate to the Exchange Online / Microsoft
365 migration.

5. The current or most recent risk, issue, go-live/no-go, authority-to-operate,
remediation, or risk-acceptance material relating to Exchange Online and the work
needed to complete the migration.

| apologise for the considerable amount of time it has taken to provide this response.

Enclosed are copies of relevant Defence Information Platform (DIP) Programme Board

documents. Where indicated, the following information is withheld: information linked to

system capability and vulnerabilities in accordance with section 6(a) of OIA; personal

information in accordance with section 9(2)(a) of the OIA; information tied to opinions in

accordance with section 9(2)(g)(i) of the OIA; and, signatures in accordance with section
2)(k) of the OIA.



As at 1 October 2026, approximately 50% of all mailboxes, including shared mailboxes, had
migrated to a modern email system. It is anticipated that 90% will be migrated by the end of
December this year. NZDF programmatic dependencies related to digital upgrades will
enable the remaining migrations to be completed by March 2027 against current agreed
schedules.

You have the right, under section 28(3) of the OIA, to ask an Ombudsman to review this
response to your request. Information about how to make a complaint is available at
www.ombudsman.parliament.nz or freephone 0800 802 602.

Please note that responses to official information requests are proactively released where
possible. This response to your request will be published shortly on the NZDF website, with
your personal information removed.

Yours sincerely

GA Motley
Brigadier
Chief of Staff HQNZDF

Enclosures:

DIP Programme Board Update, 12 June 2025
DIP Board Report, 18 August 2025

DIP Board Report, 23 September 2025

DIP Board Report, 28 November 2025

DIP Board Report, 22 April 2026

DIP Board Report, 4 June 2026
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EXCHANGE ONLINE MIGRATION

Purpose

The purpose of this update is to:

Current update on the wider migration activity & Key User migrations

Update current key challenges;

Background Exchange Online (email upgrade)

=

The Enterprise Productivity SSBC included the deployment of a more reliable email system, Exchange Online, to all NZDF users.
The deployment takes a two-stage migration approach, first moving from Exchange 8- 6(@)to Exchange 8- 6(8)and then to Exchange Online.
Stage One, Exchange 8- 6(@)to Exchange 8- 6(@was completed in Jul 24, with all NZDF mailboxes being successfully migrated.

In early Nov 24, The Exchange Online Pilot was deployed s:'6(a) . The purpose of the Pilot was to test the technical readiness and user impacts prior to wider
rollout to all NZDF users (s:6(a) )-

To support the Pilot, a Change Impact Assessment was completed to understand the ‘people’, ‘process’, and ‘technology’ change impacts that users would experience
during and post deployment. This is to ensure the right support is put in place for users when Exchange Online is deployed.

s. 9(2)(g)(i)

Results from the Pilot and Change Impact Assessment highlighted key impacts that would need to be resolved / have the appropriate mitigation plans in place prior to
deployment due to the impact rating and number of users affected.

s. 6(a)

The Key User group migration commenced with a smaller group of four,to test the processes and deployment. This activity was completed successfully on the 15% of
April. The tested process and deployment method will be used for key users.

Released under the Official Information Act 1982
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EXCHANGE ONLINE MIGRATION &

Update

+  Post the March 2025 DIP Board the team was given approval to commence wider migration of up to 8-6(@) user mailboxes, by end of June.
» To date we have completed 58@user mailbox migrations, along with shared mailboxes. There are two more waves of users being migrated in the week of 9-13 June

« As part of this activity of the wider migration the processes and procedures have been streamlined to be able to on-board users, including the standardisation of
communications out to users which has proven to be successful. Wider-migrations will continue to occur in parallel with key user migrations.

= At the March 2025 DIP Board, the approach to migrate Key Users to Exchange Online, utilising a phased approach was presented to the board and approved.
= The initial pilot on four non-Key Users to test the process and content was delivered successfully on the 15t of April.
« |t was agreed at the March 2025 DIP Board, post outcome of the initial pilot of the four users a communications would be sent by INFO COMM to key users to provide an

overview before commencing deployment with the second test group of actual Key Users. The communications has been reviewed and sent out to all key users, and the
project team is commencing this scheduling

Key Challenges

« Limited resourcing available within current team to carry out the key user migration & wider migrations to Exchange Online requires an integrated approach across
INFOCOM to resolve.

Released under the Official Information Act 1982 25



MODERN DESKTOP UPDATE

RECOMMENDATIONS

It is recommended that the DIP Programme Board:

Exchange Online:

* Note the update on for the wider rollout and key user migration to Exchange Online

* Note the current challenges update on the Exchange Online key issues.

Released under the Official Information Act 1982
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EXCHANGE ONLINE UPDATE

EXCHANGE ONLINE DEPLOYMENT PLAN ®

Using a similar approach to the previous migration of user mailboxes (Exchange s:6(a) to Exchange s:6(@)), the programme intends to migrate user mailboxes over an
extended period of utilising a phased approach, with mailboxes in both environments.

VIP 1-2 stars will be split into two migration groups (low impact group, and a remaining VIP group). Once the high-volume pilot of si6(a); users (planned for P1.25)
completes the second portion of remaining VIPs will be migrated aligning with Analysis on applications.

Migration waves to be planned and executed on a fortnightly basis, this works for the support teams DISOC & FSTs resources and will result in a migration starting this
year and completing in the first half of 2026.

It is expected that work will be required on applications that have dependencies on a user's mailbox to support the move to Exchange Online, this may result in a
crossover of work currently planned under the Application Remediation initiative.

A high-volume pilot of gig(@)! user mailboxes is conducted in P1.25 to commence the phased approach to test processes and procedures picked up from Low Impact
VIP Migration and to determine the scalability of migration for wider waves.

Users who will be allocated into a wave will already have sig(a)) Microsoft license and access to Modern Desktop.

The below timeline shows the phased migration plan as well as other planned work, dependencies and direct impacts that are happening within Exchange Online.

Refer to Appendix A for more information on the highlighted dependencies from Figure .1




EXCHANGE ONLINE UPDATE

EXCHANGE ONLINE USER SUPPORT AND
COMMUNICATIONS APPROACH

To reduce the impact of the changes to users caused by migration to Exchange Online, the following migration groups will receive the below communications and change artefacts.

These have been tested and refined under pilot conditions.

MIGRATION

GROUP

CHANGE MITIGATIONS PLANNED

COMMNUNICATIONS PLANNED

High volume pilot
group & VIPs
Rest of the
organisation

Remaining non-
thick client users
across NZDF

All thick client
users across NZDF

Knowledge Base articles have been created to support users with
further information about why the migration is happening and how
to mitigate any expected, short-term impacts.

Knowledge Base articles have been created to support users to
make the move from using s76(a) app to the
Outlook app, ensuring users obtain the benefits of moving to
Exchange Online.

A one-pager has been developed to outline what functionality is
available once migrated to Exchange Online and what is lost,
with a clear message that once migrated to Exchange Online
there is a manual process to migrate the user back.

As above.

Existing guidance for the Modern Desktop roll out will support
users with access impacted applications via the DIXS reach back
function.

As above.

Assessment of whether any change artefacts are needed will
need to take place alongside the development of the deployment
plan for end user devices.

Email #1: Users will receive a targeted email to make them aware of
their planned migration and prepare them for upcoming behavioural
changes. This email will include information about the benefits of
moving to Exchange Online and guidance on using the Modern
Desktop if they are not already, as this is a pre-requisite of migrating
to Exchange Online.

Email #2: Users will receive an email ahead of migration to remind
them of upcoming changes, share links to Knowledge Base articles
and information about where to go for support.

Email #3: Users will receive an email to remind them to start using the
Outlook mobile app ahead of access to §76(a) app being
removed.

ILP notification: A call for volunteers will be released via ILP. This will
seek people who §76(a) want to
volunteer to migrate to Exchange Online in order to realise the
benefits, accepting that they will need to use workarounds in the
Modern Desktop once migrated.

As above.
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Enterprise Productivity Phase One —
Exchange Online Migration

Report for DIP Board meeting 9 October 2025

Date prepared 23/09/2025
Data covering Pls | PI25, PI126
Prepared by
Project purpose | Improve the ability to create, communicate and collaborate using
current productivity tools by integrating Microsoft 365 productivity
services with Modern Desktop

Summary of progress since last report (DIP Board August meeting)
s BB(@).isers have been migrated to Exchange Online.

Mailbox Migration Status:

User Mailboxes Migration Progress
“x
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User Mailboxes Shared Mailboxes Total Mailboxes
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Migration Progress:
User Mailboxes; 16.01%
Shared Mailboxes: 0.36%
Overall: 11.48%

» We have received an increased number of volunteers opting in, with 75 requests the

first dai the ILP was uidated the week of the 29t Seitember. F

Alignment:

s Now working directly With—o align user migrations with

application migrations.
. _
Decomposed from BVPs 86592 - Improve the ability to create, communicate and
collaborate using current productivity tools

Decisions requested from the DIP Programme Board

Decision summary Link to detail

Key Risks owned by the Executive Sponsor

Key Issues owned by the Executive Sponsor

Because We are Any additional remediation
recommendation

Released under theg@ffigiatgigformation Act 1982 PagRZios3



Priorities for next reporting period (DIP Board meeting 20 November 2025)

e Continue to work with thq

be migrated, as Applications are being migrated

Estimated completion dates

eam to |dentify users who can
0 Maodern Desktop

Milestone o Planned Forecast/Actual
To be aligned to the - ©(a) ' TBA TBA
roject and will adhere
to that projects milestones and timing
Endorsement
Digitally signed by
Jason

Jason Huggins
. Date: 2025.10.06
Huggins  ous32:1300
J Huggins
Director EPS
Chair Digital Foundation Leadership Group
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Is. 6(a)

Recommendation to Project Board

Action Summary Status

This is currently being remediated by upgrading the ExchangeS- 6(@)servers, this is under action at the moment and aims to be completed
by the end of PI27.

Current . Critical 18 Apr  Review
Rating Impact Category Information Technology Date 2025 Date 24 Mar 2025
Last 26 Nov L": N
updated 2025 upcate s- 9(2)(9)(1)
by
Name Enterprise Applications dwindling resource pool Issue ID 349113 Status  Unassessed

Description

If the Enterprise Applications team remains without a key resource of a Senior Engineer with Exchange skillset, and the Enterprise
Applications team do not receive the additional contractor support requested EPS FY25/26 Budget submission to fill this requirement, this
uplift is at risk. The mitigations for this risk are to prioritise the recruitment of the vacant Senior Engineering Role, forcing on a core
Exchange skillset.

. 6(a) . Posing a significant issue that impacts the
delivery team's ability to plan deployment. This is now an issue

Impact Analysis

Treatment Options
- Hire contractor to backfill position until permanent FTE is confirmed.
Action Summary Status

Extremis Recruitment is still progressing $:9(2)(g)(i)

Project Manager Recommendations

Allow for the Enterprise Applications team to bring on contractor support through the EPS FY 25/26 budget submission to fill this
requirement. Update 24/11/2025 KL — this was declined due to Workforce Savings.

Score Medium Impact Category Personnel RD::':W 24 Mar 2025
Last 26 Nov tas(:ate d 92 i
updated 2025 P s- 9(2)(9)(1)
by
Name Loss of business functionality for users Issue ID 349312 Status  Unassessed
Description
Following the initial pilot of . 6(a) it was identified that any 5:'6(a) that interact with Outlook will be disrupted post-

migration. A key example of this was 8- 6(@)  forms which were unable to be sent via email to Defence Security without Outlook s. 6(a)
S.6(a) was migrated into Modern Desktop early 2025 to mitigate this impact.

There is work to be done with Service Portfolio to understand whether there are other applications may be disrupted when a user
mailbox is migrated to Exchange Online.

Impact Analysis Released under the Official Information Act 1982
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Following the initial pilot of s. 6(a) it was identified that any s. 6(a) that interact with Outlook will be disrupted post-
migration. A key example of this was 5/6(@) | forms which were unable to be sent via email to Defence Security without Outlook s. 6(a).
8I6(@)"was migrated into Modern Desktop early 2025 to mitigate this impact.

There is work to be done with Service Portfolio to understand whether there are other applications may be disrupted when a user

mailbox is migrated to Exchange Online.

Treatment Options

Initiate a programme to commence migrating S. 6(a) into Modern Desktop.

Action Summary Status

s. 6(a)

Project Manager Recommendations

As above

Score - Impact Category Information Technology [R)::;ew
Last 26 Nov t’s:ate g
updated 2025 b'y)

Released under the Official Information Act 1982
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uplift is at risk. The mitigations for this risk are to prioritise the recruitment of the vacant Senior Engineering Role, forcing on a core
Exchange skillset.

s. 6(a) . Posing a significant issue that impacts the
delivery team's ability to plan deployment. This is now an issue

Impact Analysis

Treatment Options
- Hire contractor to backfill position until permanent FTE is confirmed.

Action Summary Status

Recruitment is approved and progressing.

Project Manager Recommendations

Enterprise Applications team to bring on contractorS- 6(a)

Score Review
medium Impact Category Personnel Date 24 Mar 2025
Last
Last 13 April .
s. 9(2)(g)(i
updated 2026 updated (2)XQ)0)
by
Name Loss of business functionality for users Issue ID 349312 Status  Unassessed
Description
Following the initial pilot §76(a) , it was identified that any S1'6(a) that interact with Outlook will be disrupted post-

migration. A key example of this was 8. 6(@) forms which were unable to be sent via email to Defence Security without Outlook S. 6(a).
s. 6(a) was migrated into Modern Desktop early 2025 to mitigate this impact.

There is work to be done with Service Portfolio to understand whether there are other applications may be disrupted when a user
mailbox is migrated to Exchange Online.

Impact Analysis

Following the initial pilot of S. 6(a) it was identified that any S. 6(a) that interact with Outlook will be disrupted post-
migration. A key example of this was InfoPath forms which were unable to be sent via email to Defence Security without Outlook s. 6(a).
s. 6(@) was migrated into Modern Desktop early 2025 to mitigate this impact.

There is work to be done with Service Portfolio to understand whether there are other applications may be disrupted when a user
mailbox is migrated to Exchange Online.

Treatment Options

Initiate a programme to commence migrating S. 6(a) into Modern Desktop.

Action Summary Status
s. 6(a)

Project Manager Recommendations

As above
S - Impact Category Information Technology g:\tlleew
Last
Last 13 April ]
s. 9(2 i
updated 2026 :;y)dated (2)(9)(i)

Released under the Official Information Act 1982

Page 5 of 6




EXCHANGE ONLINE - PRODUCTION -
MAILBOX MIGRATIONS - REPORTING -

Aug 2025 TO DATE

Last updated: 12/03/2026 P125 P126 Pl26 P126 P126 Pl127 P127
Snapshots by reporting period / not cumulative 29-Aug-25 30-Sep-25 31-Oct-25 28-Nov-25 31-Dec-25 20-Jan-26 28-Feb-26

s. 6(a)
Migration Progress user mailboxes 13.9% 16.1% 19.9% 20.8% 23.2% 23.0% 24.1%
Migration Progress shared mailboxes 0.30% 0.35% 0.40% 0.51% 0.57% 0.57% 2.25%
Migration Progress total mailboxes 9.96% 11.5% 14.2% 14.9% 16.5% 16.4% 17.7%

Released under the Official Information Act 1982
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Impact Analysis

Treatment Options
Hire contractor to backfill position until permanent FTE is confirmed.

Action Summary Status

Recruitment is completed, awaiting arrival of Senior engineer

Project Manager Recommendations

Score Review
medium Impact Category Personnel Date 28 May 2026
Last
Last 3 June .
updated 2026 updated  539(2)(9)(1)
by
Name Loss of business functionality for users Issue ID 349312 Status  Current
Description
Following the initial pilot 5. 6(a) , it was identified that any 5.6(a) that interact with Outlook will be disrupted post-

migration. A key example of this was 8. 6(@) forms which were unable to be sent via email to Defence Security without Outlook S. 6(2).
§.6(a) was migrated into Modern Desktop early 2025 to mitigate this impact.

There is work to be done with Service Portfolio to understand whether there are other applications may be disrupted when a user
mailbox is migrated to Exchange Online.

Impact Analysis

Following the initial pilot 5. 6(a) , it was identified that any s. 6(a) that interact with Outlook will be disrupted post-
migration. A key example of this was 816(@) " forms which were unable to be sent via email to Defence Security without Outlook S. 6(a).
s.6(a) was migrated into Modern Desktop early 2025 to mitigate this impact.

There is work to be done with Service Portfolio to understand whether there are other applications may be disrupted when a user
mailbox is migrated to Exchange Online.

Treatment Options

Initiate a programme to commence migrating S. 6(a) into Modern Desktop.

Action Summary Status

s. 6(a)
Project Manager Recommendations
As above
Revi
Score - Impact Category Information Technology D::::w 28 May 2026
Last
Last 3 June .
s. 9(2)(g)i
updated 2026 tsdated (2)()(i)

Released under the Official Information Act 1982
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EXCHANGE ONLINE - PRODUCTION -
MAILBOX MIGRATIONS - REPORTING -

MAY 2025 TO DATE

Last updated: 27/5/2026 P126 P126 P127 P127 P127 P128 P128
Snapshots by reporting period / not cumulative 28-Nov-25 31-Dec-25 20-Jan-26 28-Feb-26 31-Mar-26 30-Apr-26 30-May-26
s. 6(a)

Released under the Official Information Act 1982
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