
  

      
      

 
 

 

 

 

Delivering visa 
services for 
Australia 
Market Consultation Paper 

 

 

 

 

 

 

 

 

 

 

 

 

June 2017  



  

      
      

Delivering visa services for Australia | 2 

 

Table of Contents 

1. Market Consultation 3 

 Industry Briefings 4 

 Additional Questions 4 

2. Overview of the Department and visa business 5 

 The Department 5 

 The visa business 5 

 The need for change 7 

 Ongoing reform of visa risk and threat assessment capability 7 

3. Transforming the visa service delivery business 8 

 Target state 8 

 Market collaboration to enhance outcomes and efficiency 8 

 Integrating with departmental systems 9 

 Staging and sequencing implementation 9 

4. What role could the market have? 11 

 Which visa services are best delivered by the market? 11 

 How should visa products, geographies and functions be bundled? 14 

 How should bundles be commercially structured? 20 

 What commercialisation opportunities are there in the visa business? 21 

 How should we approach and engage potential market partners? 22 

 What is the impact of potential provider requirements? 24 

5. Response Terms 25 

Attachment A: Current visa application process 26 

Building Blocks of the Visa Business 26 

Systems 27 

Case Studies 29 

 



  

      
      

Delivering visa services for Australia | 3 

1. Market Consultation 
The Government has announced it is modernising the way Australia delivers its visa and 
citizenship services to over 8 million applicants per annum. 

The visa and citizenship system is under growing pressure with the Department of Immigration 
and Border Protection (the Department) managing never before seen volumes of visa 
applications and travellers.  Volumes of visa and citizenship applications are forecast to 
increase by around 50 per cent by 2026-27, to around 13 million visa and citizenship 
applications per annum. 

Against this background, the Department is seeking to engage with the market to explore 
innovative solutions to help design and build a new visa processing platform and to investigate 
ways to create a sustainable and innovative service delivery model.  The purpose of this paper 
is to gain market feedback on the Department’s initial thinking.  This is a once-in-a-generation 
opportunity for the market to have input to the design of Australia’s visa service delivery 
business. 

The Department envisages that by leveraging the capability and technology available in private 
industry it can improve services for visa applicants while becoming more efficient.  However, the 
Department would continue to retain sovereign functions, including policy functions, manual visa 
decision making and key security checks. 

Many departmental services share similarities with services provided by other high volume, 
large scale and high tempo businesses.  The Department encourages participation from a 
diverse range of potential providers, large and small, including business process specialists, 
technology infrastructure and enterprise software experts, biometrics enrolment and verification 
providers, industry specific business processing or software vendors, robotics automation and 
artificial intelligence innovators. 

This consultation is non-competitive.  Responses will not advantage or disadvantage 
prospective tenderers in any future competitive tenders for visa service delivery.  
Prospective providers will not be evaluated based on any response to this paper. 

It is expected that next steps will include a sourcing and co-design process that begins with a 
request for one or more Expressions of Interest (EOI) and involves final proposals being 
submitted to Government when the Department seeks approval to issue any Requests for 
Tender (RFT).  Further information on draft timelines for approaches to market are at Section 
4.5. 

This market consultation paper poses a number of questions for input by prospective providers.  
Please respond using the template available via www.tenders.gov.au.  By responding to this 
paper you agree to the Response Terms at Section 5.  The Department encourages responses 
to this paper as soon as possible, but no later than Sunday, 23 July 2017.  A series of industry 
briefings will be held to present material contained in this paper and provide an opportunity to 
answer questions.  Participants must register their attendance through the form available via 
www.tenders.gov.au.  
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 Industry Briefings 

Subject to demand, industry briefings will be as follows:  

Location Venue Date Time 

Canberra National Convention 
Centre 

Tuesday, 4 July 2017 9am-1pm 

Sydney Swissotel Wednesday, 5 July 2017 9am-1pm 

Bengaluru Hyatt Thursday, 6 July 2017 1pm-5pm 

Singapore Novotel Clarke Quay Friday, 7 July 2017 1pm-5pm 

San Francisco Omni Hotel Monday, 10 July 2017 1pm-5pm 

 Additional Questions 

Additional clarification questions may be sent to market.partnerships@border.gov.au with the 
subject heading “Delivering visa services for Australia” up to four business days prior to the end 
of the market consultation period.  The Department may respond to clarification questions, but 
does not commit to doing so.  Clarification questions and responses may be made available via 
AusTender on a non-attributable basis. 

This paper specifically relates to the long-term transformation of visa service delivery (Visa 
Services for Australia).  It should not be confused with any other procurements and approaches 
to market which are separate including the Client Enquiry Services Request for Tender.  
Responses to this paper should be limited to Visa Services for Australia.   

mailto:market.partnerships@border.gov.au
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2. Overview of the Department and visa business  

 The Department 

It is the Department’s mission to protect Australia’s border and manage the movement of people 
and goods across it.  It facilitates trade, travel and migration for Australia’s benefit contributing 
to Australia’s national security, economic prosperity and cohesive multicultural society. 

In 2015, the then Department of Immigration and Border Protection and the Australian Customs 
and Border Protection Service formally became one Department, signalling a major change in 
the way Australia’s borders are managed.   

The Department is a large scale, high tempo operation.  In 2016-17, the Department expects to: 

 grant over 8.5 million temporary visas 

 manage 2.5 million client interactions, inclusive of call centre enquiries 

 deliver up to 190 000 places as part of the permanent migration programme 

 grant 13 750 visas under the regular permanent Refugee and Humanitarian Programme 

 confer Australian citizenship on 140 000 people 

 process more than 40 million international air and sea travellers 

 inspect over 100 000 (out of approximately 2 million) twenty-foot equivalent unit sea 
cargo containers coming into Australia 

 inspect 2 million out of 36 million inbound air cargo consignments  

 inspect around 50 million items of mail. 

The Department receives significant volumes of personal data.  Therefore, the Department 
places a high priority on data security and the handling of personal information in line with the 
Privacy Act 1988 (Cth), including the Australian Privacy Principles. 

 The visa business 

To manage the Australian border, the Department implements Australia’s universal visa system, 
under which all non-citizens require a valid visa to come to Australia. The Department also 
confers citizenship on eligible applicants. 

There are broadly two types of visas: 

 higher volume, generally simpler, temporary entry visa products  

 lower volume, longer-term migration visas requiring more complex assessment. 

The global visa business operates 24/7 with a multi-lingual user base and requires 24/7 system 
support and live data feeds to inform global traveller clearance in real time.  The Government 
continues to look for opportunities to make visa products and visa and citizenship services 
simple, clear and fast. 

Implementing the universal visa requirement currently involves approximately 6,000 
departmental staff with about half of these staff directly involved in visa processing and decision 
making.  Approximately two-thirds of the processing staff work in Australia and the remaining 
third overseas. 

For context, the work effort in visa service delivery is roughly on the scale of other businesses 
with high levels of client transactions such as major Australian financial institutions.  Visa and 
citizenship service delivery effort (including people and resources) makes up the majority of the 
Department’s approximately $900 million of annual Government funding for the effective 
management of the visa and citizenship programs and provision of refugee and humanitarian 
assistance.  Service delivery has supporting corporate and enabling effort such as human 
resources and ICT teams.  The visa business also impacts the work of the Department in 
managing the border and ensuring compliance with and enforcing visa conditions.  These 
supporting and compliance activities represent several hundred million dollars of work effort 
each year. 
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Market based service delivery partners currently deliver around 20 per cent of the visa 
business.  Applicants pay market providers directly for services such as health checks, 
biometrics collection and lodgement support services (in addition to a Visa Application Charge – 
payable to the Commonwealth - see Appendix B for details).  Fees for these services vary from, 
for example, the fee for many Electronic Travel Authorities (ETAs) of $AUD20, the fee for 
biometrics collection in Pakistan of between $AUD50-$AUD100 and the fee for lodgement at a 
Service Delivery Partner in China of between $AUD30-$AUD50. 

Figure 1: Functional view of visa service delivery and visa applicant journey 

 

As part of the visa business, the Department manages: 

 Client services – The Department engages with applicants, Migration Agents1 and 
sponsors, delivering services for applicants to enquire about and apply for a visa and/or 
citizenship.  The Department also supports communications while the person’s 
application is being assessed, at the time a decision is made, and while they hold a 
visa.  Before applying for a visa, the applicant may undertake online research, access a 
call centre, visit a departmental office or Visa Application Centre or seek the services of 
a Migration Agent. 

 Data collection and verification - Applicants and sponsors lodge their applications 
online or on a paper form submitted either directly to the Department or through a third 
party together with supporting documentation.  Most visa applicants are required to pay 
a tax to apply for a visa and receive a visa decision.  This tax is called the Visa 
Application Charge (‘VAC’ or ‘price’), which is specific to each visa.  Where required, 
applicants also provide biometrics.  Information in an application is often verified by 
checking against other data sources or follow-up phone call, interview or site visit.  This 
is recorded in departmental systems. 

 Visa assessment - Processing visa applications requires assessment of the 
application against a range of criteria specific to the visa.  This can also include 
assessing application validity, genuineness, health, security, character, identity, 
relationship to Australian citizens or permanent residents, skills and sponsorship.  
Some of these assessments assist the Department in managing risks such as national 
security and immigration fraud.  There can be criteria to be met at the time of 
application and at the time of the visa decision.  Any interactions with the applicant, 
sponsor or agent, are recorded in departmental systems. 

                                                      
 
1 Visa applicants do not need to use a Migration Agent to apply for any visa but, where they 
choose to do so, the Department recommends using a registered Migration Agent.  In Australia, 
a registered Migration Agent is someone registered with the Migration Agents Registration 
Authority who can provide advice on visa requirements, help lodge a visa application and deal 
with the Department on behalf of a visa applicant or their sponsor. 
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 Visa decision-making –The visa decision-maker makes and records their decision 
and communicates it to the applicant, or their representative, in line with requirements 
for visa grant. 

 Visa holder compliance – This includes assisting visa holders to remain lawfully in 
Australia where permitted.  For example, where an accident requires them to remain in 
Australia until a medical practitioner assesses them as ready to travel.  It also involves 
administering visa sponsorship arrangements under which sponsors are required to 
meet certain obligations.   

Further information on the current visa business is outlined at Attachment A.  

 The need for change 

In the rapidly changing global operating environment, the Department is dealing with multiple 

challenges.  These include globalisation, mass mobility with growing middle classes in emerging 

economies travelling more frequently, evolving threats that cross geographical boundaries and 

increased expectations for digital Government services. 

At the same time, the increased people and trade flows are improving economic 
opportunities and national prosperity as travellers make significant economic and social 
contributions to Australia. 

This environment is leading to rapidly increasing volumes of visa applications, requirements for 

more sophisticated risk assessment and pressures to deliver visa and citizenship services that 

are more internationally competitive, efficient and user-focused.   

To manage these demands without exponentially increasing costs, the Department is seeking to 

increase the level of market-provided and automated services of its high volume transactional 

business.  This would enable the Department’s staff to focus on the more complex elements of 

the visa business.   

 Ongoing reform of visa risk and threat assessment capability  

In addition to the service delivery reforms that are the focus of this paper, the Government 

continues to invest in Australia’s visa risk and threat assessment capabilities.  It is enhancing 

biometrics storage and processing capabilities to enable greater volumes of biometrics 

matching, storing, analysis and data sharing of facial image and fingerprinting through the 

introduction of new technology.  The Department is also expanding its ability to regularly assess 

risks from visa holders throughout the term of their visa.  These and other planned 

enhancements to visa risk and threat assessment arrangements for all applicants would 

facilitate streamlined decision-making. 
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3. Transforming the visa service delivery business 

 Target state 

The Department’s ambition is to maximise end-to-end digitisation and automation in visa 
processing to enable the majority of visa holders to move quickly and seamlessly across the 
border while becoming more efficient.  The visa applicant’s experience would be more 
streamlined, flexible and internationally competitive. 

To realise its ambition, the Department hopes to leverage opportunities provided by the market 
and new technologies, to better manage risk, increase efficiency, improve the client experience, 
focus the Department on core (sovereign) responsibility and improve timeliness.   

After careful strategic assessment of the current state of the visa business, the Department has 
formed a view of a target state (see Figure 2 below) to address the challenges it is facing and 
seize the opportunity to deliver world-leading client facilitation and increased efficiency in visa 
operations.  Doing so is expected to drive substantial financial and non-financial benefits for the 
Australian public, applicants, the Government and the market.  The target state vision for the 
future visa business would likely evolve and be refined, including based on input from market 
providers during design and implementation. 

To achieve the target state vision, the Department proposes to co-design the business and 
technology solutions together with the market.  Though solutions have not been pre-defined, 
later sections set out in more detail the Department’s initial proposals for how the future visa 
business will likely evolve, and the role the market could play.   

Figure 2:  Summary of the visa service delivery current state and target state vision 

 

 Market collaboration to enhance outcomes and efficiency 

The Department is looking to partner in new ways with the market to design, build and run key 
elements of the visa business.  The Department is seeking genuine collaboration with joint 
accountability for achieving the target state vision.  This collaboration is important to achieve the 
target state and associated benefits on-time and more efficiently.  
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The market could bring a number of unique advantages to modernisation of the visa business, 
including: 

 implementation advantages 
o reducing one-off implementation costs and delivery time by deploying existing 

technology 
o accessing exceptional global talent to co-design and build the new business 

and technology systems 
o delivering outcomes that meet or exceed expectations of quality, timeliness and 

value by adopting best-practice delivery 

 ongoing advantages 
o improving client experience and efficiency by developing new and innovative 

service-delivery approaches 
o helping the Department unlock value for the public by providing valuable 

services enabled by commercialising existing and new assets 
o enabling the cost of some services to be borne by market providers and 

recovered directly by those providers from applicants via fees set through an 
agreed mechanism (see Section 4.3) 

o providing premium, value-added services and/or other user-pays models that 
makes the visa system more sustainable 

During design and delivery, the Department proposes working in integrated teams in which it 
brings the best people from its current operations, who understand the intricacies and nuances 
of the visa business, to work side-by-side with the technology and business experts of selected 
potential market providers(s). 

Section 4 explores in more detail the potential market model for the role that market providers 
could have in the visa business.  

 Integrating with departmental systems 

Any future solution will need to integrate with departmental enterprise systems via Application 
Programming Interfaces (APIs) to provide and receive information including from enterprise 
capabilities (eg threat, identity and biometric capabilities) that inform the level of risk and rigour 
to be applied to visa service delivery. 

Information, including about lodged and assessed applications (including supporting evidence), 
will need to be provided to departmental systems, to enable record keeping, reporting, financial 
reconciliation, performance management and other compliance functions. 

 Staging and sequencing implementation 

The financial and non-financial benefits of reform can only be realised as each visa product is 
fully implemented end-to-end.  This means having all (and only) the necessary legal, 
technology, business and commercial systems required to receive and process applications for 
each visa product available.  At the same time, Government must ensure it receives value for 
money by retaining the option, if necessary, not to pursue later stages of reform without 
undermining the value and efficacy of capabilities already built. 

With these considerations in mind, the Department proposes to stage the delivery of visa 
products, building the complete end-to-end capabilities for each visa product ready for 
applicants to use and then progressing to deliver subsequent visa products.  The Department 
prefers this approach because it allows: 

 benefits to be realised earlier, beginning from when the first complete product is 
delivered and available 

 Government to have sufficiently complete capabilities to allow a meaningful option to 
not pursue progression to later stages if deemed necessary 

 opportunities to improve the approach to subsequent products based on lessons from 
earlier releases. 
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Before the Department formalises any arrangements with market providers for the delivery of 
visa services, it is proposed to spend approximately the next 18 months in stages of 
increasingly detailed collaborative design of the new business and technology solution with 
market providers.  The Department will implement a number of short-term policy and service 
delivery interim initiatives over this period to support short-term management of increasing visa 
volumes.  

Pending Government approval, the Department proposes to begin partnering with selected 
market provider(s) in 2019 on delivering the less complex, higher-volume temporary entry visa 
products on the new platform.  A pilot launch of the first visa product is proposed for late 2019, 
followed by the first visa live in subsequent months, with all temporary visas becoming available 
on the new platform in 2020. 

The Department then proposes to approach the market again for additional client services and 
longer-term visa products.  It proposes to select market provider(s) for these services in 2021, 
followed by the build and launch of the first longer-term product in 2021-22, with all longer-term 
visas and citizenship on the new platform by 2022-23. 

The Department is interested in market feedback on this staging and sequencing and welcomes 
suggestions for alternative approaches. 
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4. What role could the market have?  
The Department has formed an initial view of the ‘market model’ needed for the visa business to 
involve market built and delivered services and balance the need for contestability, value and 
efficient integration. Market feedback is sought to help resolve key ambiguities in the initial 
answers to each of the questions below.  Please provide responses using the template here 
[link]. 

This ‘market model’ provides an initial view on the following questions: 
• Which visa services are best delivered by the market? 
• How should visa products, geographies and functions be bundled? 
• How should bundles be commercially structured? 
• What commercialisation opportunities are there in the visa business? 
• How should the Department approach and engage potential market partners? 
• What is the impact of potential provider requirements? 

Please note that the cost of providing some services would be borne by market providers and 
recovered directly from applicants (via charges set through an agreed mechanism).  See 
Section 4.3 for further detail on proposed commercial models. 

 Which visa services are best delivered by the market? 

The Department proposes the future visa business makes considerably greater use of the 
market to benefit from specialist expertise, increased efficiency, existing solutions and 
capabilities, and innovative technologies.  The Department would retain functions where direct 
control is necessary for ensuring Government sovereignty over decision-making and the 
protection of the Australian community. 

The market currently delivers substantially end-to-end processing functions for one visa product 
through a provider who administers the Electronic Travel Authority (ETA) for eligible travellers.  
Please refer to the case study at Attachment A for further information.  Additionally the 
Department relies on market providers for a small number of visa processing functions across 
all relevant visa products.  One example is the approach to the health checks which are 
undertaken by the Department’s medical partners. 

The consistency and modularity of visa products is being enhanced.  The Department’s initial 
view is that the potential for market delivery of a function would likely not vary by product or 
geography, though it is seeking the market’s input on this question. 

To determine the future extent of market-delivery in the visa business, the Department has 
assessed the business to determine functions potentially suitable for market delivery and 
developed an initial hypothesis outlined below. 
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Figure 3: Proposed potential extent of market delivery for market feedback 

 Functions critical to retain by Government: those functions critical to directly control for Government’s sovereign responsibilities, requiring specialist departmental 
knowledge, a higher level of judgement, discretion and capability (or those with limited or no market interest or capability in the medium term) 

 Clear candidates for market delivery: subject to contrary market feedback 
 Potential candidates for market delivery: on which the Department is seeking the market’s feedback to establish if market delivery can adequately manage risk and 

deliver value for money 

 

Further detail on each of the functions in Figure 3 is outlined in the table below. 
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Figure 4: Visa processing functions 

Category Function Description 

Client services 

Client acquisition Facilitating and attracting visitors and migrants to Australia including by 
providing general information about visas and citizenship 

Enquiries and 
support 

Providing accessible information in response to specific enquiries by 
prospective and existing applicants 

Communication 

 

Communicating effectively with existing applicants about their applications 

Payment Calculating and handling payment of the Visa Application Charge (VAC) 
and other fees and charges 

Translation 

 

Providing applications and services in key languages and translation of 
documents and conversations between foreign languages and English 
where required for visa processing 

Data collection 
and 
verification 

Identity assertion Collecting the biometric and biographic information about an applicant and 
ensuring it meets the Department’s quality requirements 

Biometrics 
enrolment 

Securely forwarding the applicant’s biometrics to the Department 

Lodgement 

 

Entering provided information into processing systems (involves manual 
data entry in the current state for paper-based applications) 

Information 
verification 

Ensuring complete and correct information has been provided 

Request for more 
information 

Requesting additional information when supplied material is insufficient or 
incorrect 

Objective 
Assessment 

Validity 
assessment 

Using the supplied information, and other relevant information, to assess if 
the application meets legal requirements of a valid application 

Eligibility 
assessment 

Assessing the supplied information to ensure application meets basic 
objective requirements to allow a decision (eg. within age limits) 

Relevant tests 

 

Administering tests for applicants, with pre-defined questions and pass 
marks 

Other potential 
assessments 

Assessing any other objectively defined criteria that are developed from 
time to time 

Subjective 
assessment 

Genuineness Assessing against agreed parameters if the applicant intends to comply 
with the visa’s purpose and conditions and their claims are genuine 

Security Assessing whether there are any risk and threat factors to draw to the 
attention of the decision maker 

Character Assessing against agreed parameters if past behaviour (eg. as 
documented in a police record) reveals a failure to meet character criteria  

Other potential 
assessments 

Assessing any other subjectively defined criteria that are developed from 
time to time 

Specialised 
subjective 
assessments 

Health Assessing, often by a health care professional, if an applicant meets 
health criteria of the visa (eg. doesn’t have a proscribed illness or disease) 

Fraud Assessing if application contains fraudulent information or has relied on 
altered or bogus documentation 

Auto-
determinations 

Automatically refusing to accept an invalid application or determining a 
visa based on defined rules set by the Commonwealth 
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Category Function Description 

Decision-
making 

Recommended 
decisions 

Recommend a decision that would be determined by a delegated 
decision-maker 

Manual decisions Decide whether to grant or refuse a visa where assessment is ambiguous 
and requires human judgement 

Notifications Communicate decisions, reasoning and requests to respond to adverse 
findings – ensuring natural justice and other requirements are met 

Decision review 
and disputes 

Preparing and forwarding information necessary for an internal or external 
review 

Compliance 
with visa 
conditions 

‘Nudges’ toward 
self-resolution 

Make holders aware of their obligations and ‘nudge’ them towards self-
compliance and resolution  

Revalidation and 
re-engagement 

After the grant of a visa periodically monitor, re-assess and engage 
(excludes enforcement) holders on any conditions  

Supporting 
functions 

 Includes market management capabilities such as contract and 
performance management, assurance, decision review and compliance 
and some corporate and general management functions 

Service 
integration 

 Integration of the visa business and technology systems with other 
Department functions such as customs and border management 

Enterprise 
capabilities 

  Cross-Department capabilities, including identity management, 
intelligence, border risk assessment, status resolution and 
enforcement  

 These provide the underlying information and analysis to inform visa 
risk assessments 

 Identity management and resolution also operates as an enterprise-
wide capability to which the visa business provides information and 
receives the output of resolution activities 

 How should visa products, geographies and functions be bundled? 

Once the extent of market delivery has been determined, the Department proposes to bundle groups of 
functions for particular products and geographies that the market could provide.  The Department is seeking 
input on the composition of these bundles to provide the correct balance between contestability, scale 
advantages and efficient integration. 

Each of the eventual bundles may be contracted separately, and may adopt a range of potential commercial 
models, depending in part on feedback from the market.  Providers may be eligible to tender for part of, or 
more than, one bundle. 

Figure 5 shows the initial view of eight bundles for the market provision of services in the visa business. The 
proposed approaches to market are expected to take place over five years and across three stages.  Stage 
A is likely to select provider(s) for proposed Bundles 1-4 for temporary products.  Proposed Bundles 5-7 are 
likely to form Stage B, with Stage C extending Bundles 1-3 to longer-term products and adding the eighth 
and final Bundle, subjective assessments for longer-term products.  This staging and sequencing reflects the 
initial view that market interest exists for providing functions across products and geographies, with particular 
interest in the higher-volume, less-complex temporary products. 
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Figure 5: Proposed bundles for market delivery  

 

Detailed description of proposed Bundle 1: Global Digital Platform 

The proposed Bundle 1 would be a digital business solution that is enabled by a Global Digital Platform and 
supporting systems that drive the end-to-end processing workflow of the visa and citizenship business. 

It would aim to provide applicants with a seamless and convenient experience including: 

 online services that are accessible (eg. in a range of foreign languages to be specified) and 
compelling to help acquire applicants, including by segmenting and targeting potential applicants, 
providing information, receiving and responding to enquiries and providing support 

 an online application that specifies, collects, stores, verifies and requests information and 
supporting evidence where required.  This includes a client account and management of ongoing 
communications during and post-application 

 scheduling and confirming appointments for interviews and other assessments  

 a gateway to calculate and receive global payments 

 the ability for clients to digitally provide biometrics to the standards set by the Department. 

The solution will likely manage the business workflow; efficiently determining the next step in processing and 
assessment ensuring a fast and seamless end-to-end process.  The Department expects that innovative 
solutions and market-supported digitisation and automation of processing will deliver substantial efficiencies 
compared to today.  Maximising these efficiencies is expected to be a key consideration in any later design 
stages.   
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The platform would: 

 provide and receive information to and from market providers of subjective assessments (see 
proposed Bundles 2-4, 8) 

 apply business rules set by the Commonwealth to automatically make objective assessment against 
some criteria 

 apply business rules set by the Commonwealth to make automated determinations of the validity of 
the application at lodgement, visa grants and recommend decisions on visa applications 

 provide and receive information to/from the Department through an interface, including to allow 
decision-makers to make manual or recommended decisions on visa applications 

 generate and send legally-compliant notifications and communications on the outcomes of, and 
reasoning for, decisions, and requests for further information and invitations to comment on adverse 
information 

 facilitate transfer of information for post-decision reviews 

 provide post-decision features to allow revalidation and re-engagement and to provide self-service 
options for self-compliance and resolution 

 not include frontline service delivery staff and assessment staff. 

The proposed Bundle 1 is estimated to have an indicative total financial value across one or more contracts 
of ~$1.0b-$2.0b over the decade to 2026-27.  This includes costs for designing, building, running and 
improving the business platform and supporting systems.  These costs would be borne by provider(s) and 
recouped from applicants through an agreed user-charge as they use the new platform. 

The proposed Stage A approach to market includes temporary visa products only, but the systems and 
processes must have the capability to be expanded in later proposed stages to integrate: 

 Client services, data collection and verification services (see proposed Bundles 5-7 below) 
proposed for Stage B. 

 Technology and business solutions for longer-term products including potential extension of the 
Global Digital Platform, and subjective assessments (see proposed Bundle 8 below) proposed for 
Stage C.  The platform may be expanded to longer-term products by the same, or different, 
provider(s) to the temporary products portion of the platform.  The services required are similar, but 
may require more complex and extensive assessment criteria and decision rules. There may be an 
option to build a separate platform for longer-term visas. 

This proposed Bundle is likely to have important interfaces to/with: 

 Users via an online platform with self-service options. 

 Market providers and their systems via a portal and/or APIs to provide and receive information 
and collect results of subjective assessments (see proposed Bundles 2-4, 8 below). 

 Departmental staff decision makers via a dedicated portal to provide and receive information to 
make manual decisions. 

 Departmental enterprise systems via APIs to provide and receive information from enterprise 
threat, identity and biometric capabilities that inform the level of risk and rigour to be applied. 
Information, including about lodged and assessed applications (including supporting evidence), will 
need to be provided to departmental systems, to enable record keeping, reporting, financial 
reconciliation, performance management and other compliance functions. 

 Client service providers via dedicated portals and/or APIs (proposed part of Stage B). 

There are a number of likely requirements for the solution and provider(s) that will be further refined based in 
part on market input, but the following will likely be key requirements: 

 continuous availability with appropriate performance and response times to meet departmental 
volumes and requirements, and a global client base accessing the system on a 24x7 basis 

 role-based access and security controls to facilitate secure access to the platform by departmental 
and market provider personnel, and management of access to data up to PROTECTED level in line 
with personnel security clearances. 

Detailed description of proposed Bundle 2: Onshore health assessments 

The proposed Bundle 2 would cover specialist health assessments to applicants within Australia by 
registered health-care professionals. 

This proposed Bundle 2 is estimated to have an indicative total financial value across one or more contracts 
of ~$0.6b-$1.0b over the decade to 2026-27.  The cost of providing these services would be borne by 
provider(s) and recouped from applicants through an agreed user-charge, except in limited circumstances. 
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The proposed Stage A approach to market includes temporary visa products only.  The Department expects 
relatively low volumes of assessments in Stage A.  Stage C would extend the onshore specialist health 
assessments to applicants for longer-term visa products within Australia. 

The health assessment will be convenient and fairly priced for applicants, and will provide accurate results 
for the Department. This will likely require: 

 registered clinics providing sufficient coverage across metropolitan and regional locations within 
Australia to ensure applicants do not need to travel excessively 

 opening hours of clinics to follow industry standards in their respective areas (including a 24 hour 
service in some cases) and home visits in circumstances determined by the Department 

 clinics to use robust booking systems to make it easy for applicants to make an appointment 

 average wait times at the clinics to be in line with industry standards 

 all staff conducting the health assessments to be appropriately qualified to ensure the assessments 
are comprehensive (in line with the Department’s requirements), accurate and swift 

 the cost to the applicant to follow industry standards for pricing. 

The selected market provider will likely manage a network of registered clinics and will ensure a rapid and 
seamless health assessment process, likely including: 

 taking appointments for applicants who are notified that a health assessment is required 

 confirming that the identity of the person presenting for a health check matches that of the applicant 

 conducting health assessments with a qualified health-care professional in line with requirements 

 entering the health assessment results to systems  

 calculating required payment based on scheduled pricing 

 collecting payment from applicant. 

This proposed Bundle will likely have important interfaces to/with: 

 users who are notified that a health assessment is required and therefore visit a registered clinic to 
complete the health assessment  

 the Global Digital Platform and/or other systems via a portal and/or APIs to collect results of the 
health assessment from provider systems. 

Detailed description of proposed Bundle 3: Offshore health assessment 

The proposed Bundle 3 would cover specialist health assessments by registered health-care professionals in 
locations that are reasonably available to applicants outside of Australia. 

This proposed Bundle 3 is estimated to have an indicative total financial value across one or more contracts 
of ~$1b-$1.5b over the decade to 2026-27.  The cost of providing these services would be borne by 
provider(s) and recouped from applicants through an agreed user-charge, except in limited circumstances. 

The proposed Stage A approach to market includes temporary visa products only, but the intent is to extend 
this to longer-term products during Stage C.  Under current arrangements, the vast majority of temporary 
visa applicants do not require a health assessment. 

Similarly, to the proposed requirements of Bundle 2, the health assessment will be convenient and fairly 
priced for applicants, and will provide accurate results for the Department.  

The provider will likely manage a tiered network of region-specific providers and sub-managers covering: 

 individual health assessment network providers in regions where these capabilities currently exist 
(i.e., manage market providers that have health assessment networks outside of Australia) 

 where health assessment network providers do not currently exist, a region-specific manager will 
likely be used to manage a panel of Doctors that meet the Department’s required standard 

 Pre-departure health screening for certain visas. 

The services provided by the clinics will ensure a rapid and seamless health assessment process and have 
similar requirements to those for proposed Bundle 2.  It will likely have important interfaces similar to those 
proposed for Bundle 2 above. 

Detailed description of proposed Bundle 4: Non-health subjective assessments globally for all 
temporary visas 

The proposed Bundle 4 would cover subjective assessments (other than health checks) for onshore and 
offshore temporary visa applicants.  Many of these assessments currently require significant human 
involvement to process and verify information and then evaluate and make judgements about applications.  
The Department expects that innovative technology could reduce the level of human involvement over time 
and are interested in market input on these potential approaches. 
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This proposed Bundle is estimated to have an indicative total financial value across one or more contracts of 
~$0.5b-$1.5b over the decade to 2026-27.  Some of the cost of providing these services may be borne by 
provider(s) and recouped from applicants through an agreed user-charge as they use the new platform. 

At least two types of providers could be interested in this proposed Bundle, potentially forming consortia to 
provide an end-to-end solution: 

1. vendors with human solutions: These solutions will continue to utilise a high level of human 
involvement, but will leverage market expertise to deliver equivalent outcomes at a reduced cost 

2. vendors with digital solutions: These solutions will incorporate innovative technology, such as 
artificial intelligence algorithms, to potentially increase the efficacy and efficiency of the subjective 
assessments. 

Successful providers would need to be able to use information supplied by applicants, and any other 
information required, to assess whether the applicants meet the criteria defined by the Commonwealth.  Any 
future approach to assessments would need to be compliant with relevant legislation including, for example 
the Migration Act 1958 (Cth) and the Privacy Act 1988 (Cth).  There are several groups of subjective 
assessments that the market could potentially provide; 

i. genuineness of the application for a particular visa type (e.g. is the applicant applying for  student 
visa genuinely planning on attending an Australian institution) 

ii. character revealed by past behaviour (e.g. does the applicant have any past criminal activity) 
iii. fraud in the application process or immigration system (e.g., has the applicant provided forged 

documents) 
iv. other potential assessments using defined criteria that are developed from time to time. 

The subjective assessments will be timely and accurate and could involve 

 collecting data required from the applicant and any other sources 

 analysing information in line with requirements and make an assessment 

 inputting data in system(s) so that it can be collected by the Global Digital Platform. 

This proposed Bundle will likely have important interfaces to/with: 

 users who are notified that additional information is required to support their application by: 
o phone: The applicant provides additional information during a conversation/interview with 

the market provider over the phone (this is more likely for market providers with human 
based solutions, but isn’t necessarily exclusive to them, as data may be collected this way 
but then analysed digitally) 

o face-to-face: The applicant has an in-person meeting/interview with the market provider and 
potentially brings along any required documents for verification (this is more likely for market 
providers with human based solutions, but isn’t necessarily exclusive to them, as data may 
be collected this way but then analysed digitally) 

 the Global Digital Platform via a portal and/or APIs to: 
o receive additional applicant information that was uploaded via the online platform specifically 

for the subjective assessment 
o receive information from other market providers system(s) regarding other subjective 

assessment results (if there are different market providers for different assessments) 
o provide the results of the subjective assessment from the market provider system(s). 

Detailed description of proposed Bundle 5: Onshore client services, data collection and verification 

The proposed Bundle 5 would cover human-run client services, data collection and verification processes 
(e.g. in-person, phone) within Australia.  Provider personnel will support the data collection and verification 
for applicants, and use the Global Digital Platform to input information.  This proposed Bundle is likely to 
include premium services for applicants, including for those who may make the highest economic 
contribution to Australia. 

This proposed Bundle is estimated to have an indicative total financial value across one or more contracts of 
~$0.1b-$0.6b over the decade to 2026-27. Significant portions of the cost of providing these services may be 
borne by provider(s) and recouped from applicants through an agreed user-charge as they use the new 
platform. 

At least two types of providers could be interested in this proposed Bundle, potentially forming consortia to 
provide an end-to-end solution: 

1. client assist solutions: These solutions will assist applicants to complete the application process, 
and could provide differentiated services (e.g. premium services). Such providers are also expected to 
work closely with organisations (e.g. sponsors) to assist them with visa applications for their 
stakeholders (e.g. employees) 
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2. data collection solutions: These solutions will enable applicants to provide the required data for their 
visa application (e.g. collect biometrics such as finger prints, or take photos in line with requirements 
for applicants that don’t have access to a camera). 

The client services, data collection and verification will likely be differentiated to account for varying needs or 
on the basis of other segmentation approaches and will likely include the following functions: 

 Collecting required data 

 Calculating required payment based on type of service provided 

 Collecting payment from applicant 

 Providing service as agreed to (e.g., manage visa application on behalf of applicant) 

 Inputting data in relevant systems (e.g., via the online platform, or a market provider system) so that 
it can be collected by the Global Digital Platform. 

This proposed Bundle will likely have important interfaces to/with: 

 Individual users who require assistance with their visa application 
o market provider website: Visa applicants may use the provider website to request 

assistance or book an appointment 
o email: Visa applicants may provide required information for their application via an email to 

enable the market provider to lodge the application on their behalf 
o phone: Visa applicants may contact the provider via phone to request assistance or make 

an appointment. In addition to this, the provider could contact visa applicants to request 
further information for the application 

o face-to-face: Visa applicants may meet in-person with the provider and bring along the 
required documentation to enable an application to be lodged, or collect the necessary data 
(e.g., biometrics). 

 Organisations that require assistance with the visa applications for their personnel 
o APIs that interact with an organisation’s system(s): Providing seamless integration to 

assist organisations with visa compliance and rapid, automated processing  
o other interfaces as per the individual organisations. 

 The Global Digital Platform 
o via an online portal to: 

 create a single client account 
 update details over time 
 create a visa application  
 review the status of a visa application 
 upload additional information to a visa application (if required) 

o via a portal and/or APIs to: 
 provide additional data (e.g., biometrics) from other systems. 

Detailed description of proposed Bundle 6: Offshore client services, data collection and verification 

The proposed Bundle 6 would be as per Bundle 5, but for offshore visa applicants. 

It is estimated to have an indicative total financial value across one or more contracts of ~$0.3b-$0.8b over 
the decade to 2026-27.  Significant portions of the cost of providing these services may be borne by 
provider(s) and recouped from applicants through an agreed user-charge as they use the new platform. 

Detailed description of proposed Bundle 7: Specialist data collection and verification globally 

The proposed Bundle 7 would cover specialist data collection and verification requiring specialised 
capabilities eg engagement with international stakeholders.  This may be part of an international 
organisation's unique proposition to collect and verify data from applicants or other sources including in 
otherwise inaccessible geographies or particularly complex working environments. 

The specialist data collection and verification could require close relationships with international stakeholders 
and/or the ability to operate in inaccessible geographies and could include the following functions: 

 reviewing information provided by visa applicants 

 calculating required payment based on the work that needs to be undertaken 

 collecting payment from applicant 

 contacting relevant international stakeholders or official data sources to obtain or verify necessary 
information 

 recording findings and/or documents in the Global Digital Platform online portal. 

This proposed Bundle could have important interfaces to/with: 

 international stakeholders and other official data sources by: 
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o Email: to gather or verify information supplied by visa applicants 
o Phone: to request a meeting and/ or gather or verify information supplied by visa applicants 
o Face-to-face: to gather information or verify (e.g. sight) documentation. 

 the Global Digital Platform via a portal and/or APIs to: 
o Receive any pertinent visa applicant data 
o Upload relevant data or assessment outcomes in line with the Department’s requirements. 

Detailed description of proposed Bundle 8: Subjective assessments globally for longer-term visas  

The proposed Bundle 8 would likely have similar users, interfaces and requirements to the proposed Bundle 
4.  The subjective assessments would be for the longer-term visa products introduced as part of Stage C.  
These products are likely to involve additional or more complex criteria.  

Proposed Bundle 8 is estimated to have an indicative total financial value across one or more contracts of 
~$0.7b-$1.4b over the decade to 2026-27.  Some of the cost of providing these services may be borne by 
provider(s) and recouped from applicants through an agreed user-charge as they use the new platform. 

 How should bundles be commercially structured? 

Each bundle that is contracted to the market would need an appropriate commercial model to determine how 
the Department and its future provider(s) agree on pricing, assess performance, and define ownership of 
underlying tangible and intangible assets.  These commercial models are likely to vary between bundles and 
may evolve. 

An essential feature of the Department’s approach would be for the cost of providing some services to be 
recouped directly by providers from applicants via charges set through an agreed mechanism.  The 
Department is interested in market feedback on how to approach these charges, including the services for 
which the applicant would be charged and how they should be presented to applicants.  Ownership of the 
underlying tangible and intangible assets used and created by the market collaboration is an open question 
on which the Department would like input.  It is also seeking feedback on how the market interest is affected 
by potential ownership models outlined in this paper. 

The Department expects significant opportunities for re-using existing or off-the-shelf technology that meets 
its requirements while lowering costs and improving the process of designing and providing services across 
all proposed bundles.  Given this, the Department wants to know how providers would approach sharing 
these savings with the Commonwealth.  The Department also anticipates opportunities for providers to re-
use technology, assets or know-how developed while building and running the visa business.  It wants to 
know about the market’s ability to take advantage of these opportunities and how the future benefits might 
be shared with the Commonwealth. 
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Detailed description of initial view of commercial models for each proposed bundle 

Figure 6: initial view of the potential commercial models for each proposed bundle  

Proposed bundle Current Approach Potential future pricing & performance Potential agreement 
approach 

1. Global Digital 
Platform for 
temporary visas 

• Internally ICT 
owned and 
operated systems 

• ETA processing is 
provided by market 
provider(s) 

• Build and run costs to be re-couped 
from users via an agreed service fee 

• Initially input-based cost calculation (eg 
time/materials) 

• Eventually fixed, output-based cost 
calculation

 
(e.g. amount per visa 

application) 
• Performance incentives 
• Market co-investment in build cost 

• Contract with 
provider(s) for design, 
build & run 

• Asset ownership to 
be investigated in the 
context of user-
charging   

2. Onshore health 
assessments  

• User-pays contract 
based on fixed 
price list  

• Costs to be re-couped from users via 
an agreed service fee 

• Output-based fixed prices for 
assessments 

• Potentially input-based pricing for 
vetting, audit and management of 
offshore panel 

• Contract – potentially 
including 
management of 
offshore panel 

3. Offshore health 
assessments 

• User-pays panel 
physician network 

• Costs to be recouped from users via an 
agreed service fee 

• Output-based fixed prices for health 
assessments 

• Panel physician 
network potentially 
shared with other 
nations 

4. Subjective 
assessments for 
temporary visas 

• Internally delivered 
functions 

• Human-performed 

• Output-based, fixed prices (e.g. fee per 
assessment) 

• Incentives for service standards 
• Potentially user-pays to recoup costs 

• Contract or potentially 
a panel arrangement 

5. Onshore client 
services, data 
collection and 
verification 

• Government funded 
departmental 
counters and call 
centres 

• Output-based, fixed prices (e.g. fee per 
interaction) 

• Incentives for service standards 
• Potentially user-pays to recoup costs 

• Contract 

6. Offshore client 
services, data 
collection and 
verification 

• Government funded 
counters, call centres 

• User-pays SDP 
providers  

• Output-based, fixed prices (e.g. fee per 
interaction) 

• Incentives for service standards 
• Likely uses-pays to recoup costs 

• Contract 

7. Specialist data 
collection and 
verification 

• Internally delivered 
• Provider support via 

input-based contract 

• Input-based (e.g. fee per resource 
required) 

• Incentives for service standards 

• Contract 

8. Subjective 
assessments for 
longer-term visas 

• Internally delivered 
function 

• Human-performed 

• Output-based, fixed prices (e.g. fee per 
assessment) 

• Incentives for service standards 
• Potentially user-pays to recoup costs 

• Contract or 
potentially a panel 
arrangement 

 What commercialisation opportunities are there in the visa business? 

The Department recognises that provision of visa services may present commercial opportunities for the 
market that unlock increased public benefit.  The Department is seeking market input to understand whether 
to pursue these opportunities in a more structured process and to understand what would be required from 
the Department to unlock the benefits.  The Department would need to investigate the approach to 
quantifying and valuing any opportunities with the market.  In particular, each opportunity would need to 
provide financial or other benefits to the public, and be consistent with the Commonwealth’s obligations to 
applicants, including under the Privacy Act 1988 (Cth), and its role in implementing Australia’s sovereign 
responsibilities. 

These opportunities may exist for providers: 

 as part of delivering the visa services proposed in this paper 

 in adjacent parts of the visa service delivery business, or 
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 through the identification of new opportunities to facilitate trade, travel and migration for Australia’s 
benefit. 

Where potential commercialisation opportunities exist within a proposed bundle, the Department is interested 
in provider input on any changes to the proposed market model (eg. bundling approach, commercial models) 
that would be required to unlock them. 

As an example of potential opportunities, market providers may be permitted to benefit in their other 
business lines from increased physical or digital ‘footfall’ generated by providing visa services. If appropriate 
safeguards can be provided, there may be limited scope for anonymised non-personal or meta-data about 
traveller or migration trends to be deployed to improve other services to applicants. 

The Department is also interested in opportunities to provide valuable and relevant services to people 
connected with or enabled by their visa application.  Visa applicants (both short-term travellers and longer-
term migrants) require services from a range of sectors related to their time in Australia.  These include for 
example setting up a bank account, taking up travel or other insurance, securing accommodation (eg. hotels 
for travellers and housing for migrants), purchasing from high-profile brands, securing utilities and other 
services such as recreation activities.  Each of these activities and others could potentially be improved for 
applicants and the providers by interacting with the visa business and the application process, including for 
example by: 

 allowing migrants better access to financial products, by using evidence from their visa application 
that proves that a reputable authority has verified their history as a small business owner overseas 

 assisting visa holders and businesses to resolve and finalise their engagement before a visa expires 
and the person leaves Australia 

 providing travellers with access to relevant products and service offers, potentially as part of their 
visa application process or to potential applicants informed by anonymised trend data. 

Input is welcomed on these and other appropriate commercialisation opportunities and how market providers 
could provide adequate safeguards and share value with the Commonwealth. 

 How should we approach and engage potential market partners? 

The Department’s engagement with the market would aim to be early, frequent and collaborative.  The 
Department proposes to approach the market in three stages over five years per the timeline below at Figure 
7. This collaborative design and competitive sourcing process will likely start with the design and build of the 
temporary visa business followed by client services for all visas; then the business for longer-term visas. 

Figure 7: Indicative timeline of potential approaches to market 
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The process proposed for Stage A may be conducted as follows: 

1. Market Consultation – The Department is inviting parties to provide submissions on the 

Department’s proposed service delivery approach (as set out in this paper). This is a non-

competitive process and aims to provide the Department with further information for consideration in 

the development of one or more Expressions of Interest (EOIs).   

2. EOI  – An open approach to market, via the Government’s procurement information system 

‘AusTender’, may request EOIs from the market in the broad service requirements for visa and 

citizenship service delivery. At this stage any EOIs would be a competitive process and we expect 

potential providers would be shortlisted, following evaluation of responses.  Shortlisted providers 

would be eligible to progress to later stages.  Those not shortlisted for provision of certain services 

could be precluded from further evaluation for those services. 

 Indicative pricing: as part of the EOI process, the Department will likely ask providers for 
indicative, non-binding, non-evaluative pricing and ask providers to work with the Department to 
refine market-quality costings for the purpose of the Department quantifying required funding 
envelopes for Government. 

3. Scenario evaluation for Bundle 1 only – The Department proposes to conduct scenario evaluation 
with providers who have been short-listed as potential providers for the proposed Bundle 1 in the 
EOI stage.  They would likely be briefed by the Department on a range of business and technology 
scenarios and asked to present responses that would be evaluated through a series of workshops.  
By the end of 2017, the Department would likely select a small number of short-listed providers to 
participate in a competitive co-design process for the proposed Bundle 1.  Those not selected could 
be precluded from further evaluation and consideration for Bundle 1.  

4. Competitive co-design of the future Visa Business focussed on Bundle 1: The Department 
proposes to spend approximately six months in 2018 co-designing the future business and 
technology solution. This would involve competitive teams from each provider short-listed under step 
3 supported by departmental subject matter and technology experts.  The Department proposes 
these teams would reimagine the business model and co-create high-level, end-to-end designs for 
the new platform and business.  Those short-listed under step 3 may potentially be considered in 
part on the quality of the design and their ability to work effectively with the Department.  

 The Department proposes limited non-evaluative participation of short-listed providers for 
proposed Bundles 2-4 (short-listed as part of the EOI stage) to inform the co-design process.  
Participation is proposed to be approximately several full-day or equivalent workshops. 

5. Request for Tender (RFT) –Subject to Government funding approval, the Department is 
considering issuing RFT(s), potentially one for each of the proposed Stage A bundles in 2018, and 
evaluating and negotiating final terms with the selected provider(s).  This may be a prequalified 
tender process, as per the Commonwealth Procurement Rules, where shortlisted potential providers 
who responded to the EOI (and were shortlisted from the scenario modelling and co-design stages 
for the proposed Bundle 1), would be invited to submit responses to the RFT.  The RFT would likely 
outline the Department’s service requirements.  The successful tenderer(s) from any RFT process 
would be awarded contract(s), unless it is determined that it is not in the public interest.  

6. Contracting: Appropriate approvals would be sought before any final contracts are signed. 
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 What is the impact of potential provider requirements? 

To ensure fairness and that the Commonwealth receives value for money, there will be non-negotiable 
requirements for participating in any approach to market and/or partnering with the Department to deliver 
visa services. All approaches to the market (if any) that relate to the future visa business will be conducted in 
accordance with the requirements of the Public Governance, Performance and Accountability Act 2013 (Cth) 
(which incorporates the Commonwealth Procurement Rules). 

The contracts with market providers will need to meet typical Commonwealth and departmental-specific 
requirements including (but not limited to): 

 Department specific requirements: 
o Migration Act 1958 (Cth) and Migration Regulations 1994 
o Australian Citizenship Act 2007 (Cth) 
o Freedom of Information Act 1982 (Cth) 
o Australian Border Force Act 2015 (Cth), including its extension to “Immigration and Border 

Protection workers” 

 other general procurement requirements 

 requirements to seek the Department’s approval before making any media release and marketing 
reference regarding visa service delivery. 

Any solutions for the visa business will need to be compliant with relevant Commonwealth laws and policies, 
including (but not limited to): 

 the collection, use, disclosure and storage of personal information, including the Privacy Act 1988 
(Cth), including the Australian Privacy Principles and others such as the Archives Act 1983 (Cth) 

 appropriate legislative, government policy and IT security requirements 

 obtaining and maintaining appropriate accreditation as required. 

Examples of legislative, government policy and IT security requirements include (but are not limited to) 
compliance with: 

 the Australian Government’s Protective Security Policy Framework (PSPF) 

 applicable Australian Government Information Security Manual (ISM) security controls 

 the Department’s Cyber Security Statement and IT Security Requirements 

 whole-of-government cyber security requirements and obligations. 

The Department is seeking market input on the impact of these requirements on the ability of providers to 
participate in any approach to market. 

In considering potential additional delivery requirements (including in any approach to market) beyond the 
mandatory legal requirements, the Department is interested in how potential providers could locate work 
effort, assets and data.  This should be considered in light of the requirements above and the likely need to 
securely interface with departmental systems located primarily in Canberra, Australia.  Details of the 
preferred approach may include (among other things) preferences or requirements for delivery location, the 
location of assets, the storage of data or systems, or the impact of security and associated clearance 
requirements on personnel.  
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5. Response Terms 
1. The point of contact for all matters concerning this market consultation paper is the Project Contact, 

whose details are as follows:  

Market Partnerships Branch 
Visa Citizenship Services Group  
Department of Immigration and Border Protection 
Email: market.partnerships@border.gov.au  

2. This paper is not an offer or a request for offers and must not be relied upon as such.  It is an invitation 
to respondents to provide feedback.  The Department intends that feedback received in response to this 
paper will assist the Department to further define and refine its requirements and inform one or more 
competitive procurement processes (if any). Participation in this market consultation process is subject to 
the conditions set out in this paper.  Respondents are deemed to have accepted these conditions. 

3. Responding to this paper is non-competitive and will not advantage or disadvantage respondents in any 
future procurement process(es) for visa service delivery (however it gives respondents the opportunity to 
potentially input to the development of the Department’s future visa business).   

4. The Department may, in its absolute discretion, request follow-up discussions with any or all 
respondents.  Any request or invitation by the Department to engage with a respondent must not be, nor 
be deemed to be, a representation by the Department that it will invite that respondent to participate in 
any approach to market for any part of the visa business.   

5. While the Department welcomes responses and may draw on them, the Department is not obliged to 
consider, use or incorporate any feedback provided. 

6. Notwithstanding anything else contained in this paper or limiting its rights at law or otherwise, the 
Department may: 

6.1. vary this paper, or the structure, requirements or processes referred to in this paper at any time, 
with or without public consultation 

6.2. vary the timing(s) referred to in this paper 

6.3. cease, suspend or vary the consultation and / or procurement processes envisaged in this paper 

6.4. seek additional information and / or clarification from any respondent or third party at any time 

6.5. provide additional information to respondents (including potential respondents) at any time 

6.6. add to, alter, delete or exclude any bundle from any future procurement process 

6.7. conduct an approach to market for any or all of the visa business, or 

6.8. elect not to proceed with an approach to market for any or all of the visa business. 

7. The Department will not be liable or in any way responsible for any loss, cost, expense, claim or damage 
incurred by a respondent because the Department: 

7.1. exercises or fails to exercise any of the Department’s rights under this paper, or 

7.2. fails to inform a respondent of its exercise or non-exercise of those rights. 

8. Further the Department will not be liable or in any way responsible for any loss, cost, expense, claim or 
damage incurred by a respondent in responding to this paper. 

9. All submitted responses become the property of the Commonwealth as represented by the Department 
upon lodgement.  Responses to this market paper will not be directly shared with other parties.  General 
information that does not identify a respondent or their intellectual property may inform the Department’s 
requirements and associated approaches to market and/ or any procurement. 

10. All intellectual property rights in this paper and any attached or related Commonwealth material remain 
the property of the Commonwealth as represented by the Department.  Each respondent is permitted to 
use this paper and the material contained in it (in whatever form) solely for the purpose of preparing and 
lodging a response, unless otherwise agreed in writing by the Department.   

mailto:market.partnerships@border.gov.au
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Attachment A: Current visa application process 
The essential components of today’s visa business provide important context to the Department’s change 
proposition.  Australia’s visa and citizenship business delivers services for non-citizens (applicants) to 
enquire about, apply for, and have a decision made on their application for one of Australia’s visas to enter 
and/or remain in Australia.  The Department also provides citizenship services.  As with most countries, 
Australia requires most visa applicants to pay a tax to apply for and receive a decision on a visa. This Visa 
Application Charge (VAC) varies dependent on the visa and the location of the applicant.  A high-level 
outline of current processes follows. 

Building Blocks of the Visa Business 

The key services and processes undertaken at each stage of the visa application process, from the 
Department’s perspective, are outlined below. 

Attachment A - Figure 1: Applicant journey and functional building blocks of visa service delivery  

 

Acquiring clients and providing support 

Australia is in a highly competitive international environment as it seeks to attract travellers, traders, 
students, skilled migrants and business people to make an economic and social contribution to the nation.  
The visa business must offer services that help convince people to choose Australia over other destinations 
for their business, holiday, studies or future home.  Once a person has decided to come to Australia, they will 
often have questions and require support to understand which visa they need and how to apply.  These 
enquiries and support are provided increasingly through online self-service channels, as well as through 
Migration Agents, but a substantial portion of work is still done over the phone and via email and in person in 
our offices or via each of these channels through third party providers.  The Department also communicates 
with visa applicants about their application through a range of channels, including phone and email.  

Receiving and processing applications 

Visa applicants can currently lodge their visa application in a range of ways, depending on the visa type and 
location of the applicant.  Existing lodgement methods include online lodgement and paper based application 
forms, submitted to a visa office or at a visa application centre run by one of the Department’s service 
delivery partners.  The applicant is required to pay the Visa Application Charge and fulfil any other validity 
requirements to lodge a valid visa application.  The applicant may be required to provide biometric identifiers 
such as a photo and/or fingerprints. 

Assessing applications against visa criteria 

There is a range of high volume, low complexity work involved in progressing valid visa applications to a 
decision.  For example, information from paper application forms is manually entered into systems. 

Generally cases are allocated to the appropriate team within the Department and then to an individual visa 
processing officer for assessment.   
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Depending on the circumstances and the complexity of the visa assessment, before a visa decision is taken 
the visa processing officer may need to request further information from the visa applicant and issue 
requests for the applicant to fulfil certain criteria, such as undertaking health and character checks.  The visa 
processing officer may also provide the applicant with the opportunity to respond to certain types of adverse 
information that could result in the refusal of the visa application.  Failure to do so may be grounds for judicial 
reviewh). 

In some circumstances, especially for more complex permanent entry visas, there may be a need to conduct 
interviews or in-field investigations to collect and/or verify information.  This process enables the 
management of certain immigration risks by testing the claims made in the application. 

Once the required information has been collected and recorded, the visa processing officer determines 
whether the criteria for grant of the visa have been met.  The criteria for grant of the visa varies between visa 
classes. 

Some assessments can be described as objective, for example, certain visas have eligibility requirements 
such as a minimum age, which an applicant either meets or does not meet.  Other, ‘subjective’ criteria can 
require substantially more judgement to determine, for example, whether an applicant genuinely intends to 
travel to Australia for the purpose they have stated in their application. 

Generally, staff make assessments with assistance from information contained in departmental systems.  For 
high-volume visa classes, such as Visitor visas, the resources involved in making all these assessments for 
millions of applications are substantial, despite the criteria being comparatively simple.  More complex, 
longer-term or migration visas are lower-volume, but require more detailed assessment. 

There are also criteria that require specialist knowledge, for example, applicants are often required to attend 
medical professionals to be assessed against the health criteria of some visas, or provide a police clearance. 
Visa processing officers may be required to refer applications to experts for advice on issues such as 
document verification. 

Communications with applicants is undertaken in accordance with detailed legal requirements.  The visa 
decision may also be the subject of external review and the relevant materials relating to the application 
need to be properly available to support that process. 

Decide visa applications 

Once the relevant criteria have been assessed, the visa processing officer makes a decision to grant or 
refuse the visa and notifies the applicant of the outcome.  If a person is granted a visa, the visa holder is then 
able to travel to Australia. 

Each visa has a specific validity period before the holder must leave Australia or apply for a new visa.  Each 
visa may also have conditions that restrict or require certain behaviours, for example studying at a particular 
institution or refraining from working. 

Manage compliance with visa conditions 

The visa business also involves ‘downstream’ functions including monitoring visa holders’ compliance with 
the conditions of the visa and taking enforcement or status resolution action when visa holders breach visa 
conditions or overstay their validity period. There are also opportunities for visa holders to self-resolve to 
avoid or correct any breaches of their visa conditions.  

Systems 

The Department developed its current suite of IT systems for the visa business over almost thirty years.  
They reflect the complexity of the visa framework with dozens of systems and sources of data regularly used 
in visa processing.   

The two core visa processing platforms are: 

 the Immigration Records Information System (IRIS), that was deployed in 1989 as DIBP’s overseas 
visa processing system, and is still primarily used for the processing of paper visa applications 
lodged overseas 

 the Immigration and Citizenship Unified Environment (ICUE) which is gradually replacing IRIS. This 
platform encompasses a number of technologies and systems and supports online lodgement of 
applications through the department’s online system ImmiAccount.   
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Both platforms are supported by other departmental enterprise capabilities such as enterprise threat, identity, 
biometric, financial, and record keeping systems in order to support the end-to-end process of lodging and 
assessing a visa or citizenship application. 

  



  

      
      

Delivering visa services for Australia | 29 

 

Case Studies 

Application for an ETA 

Holders of a passport from one of the ETA eligible countries can apply for the ETA themselves online or use 
the services of over 300,000 travel agents worldwide or over 75 airlines to apply on their behalf.  
 
The ETA system was developed and is maintained by an external service provided contracted by the 
Department. 
 
The figure below provides a high-level view of the end to end ETA process. 
 

 
 
At application, the details from the prospective traveller’s passport and other information is entered into 
systems. The ETA system interacts with the Department’s systems to undertake checks.  Following these 
checks, the service provider is advised of the outcome of the application, usually on the same day the 
application was made.  If an ETA is granted, it is linked electronically to the prospective traveller’s passport. 
These decisions are based on particular policies and business rules set by the Department in line with 
requirements for visa grant. 
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Application for a Visitor Visa 

Currently, prospective visitors, who are coming to Australia as tourists, to see family or for business, apply 
online or using a paper form for one of several available visa products.  Any required supporting 
documentation is attached to the application.  Applications are often submitted with the support of a Service 
Delivery Partner. 
 
The figure below provides a high-level view of the visa application process where a Service Delivery Partner 
provides client services. 
 

 
 
If the form is lodged through a Service Delivery Partner, the application will be checked for completeness 
and fees and charges will be collected.  Biometrics are also collected from the applicant, where required. 
 
For each application, the Service Delivery Partner will enter the necessary information into their system, then 
extract it and flat file it for submission to the Department.  The Department receives the flat file, associated 
paper applications and a receipt for the charges collected.  The Department uploads the flat files into its 
systems, creating an electronic visa application record for each applicant.  The Department assess the 
application and records the outcome in its system.  The applicant is advised of the visa decision. 
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Application for a Student visa 

Prospective international students apply online.   
 
The figure below provides a high-level view of the end-to-end international student application process. 
 

 
 
Generally, prospective international students must be enrolled in registered courses and hold a Confirmation 
of Enrolment (CoE) for each course.  Those that are offshore must include the CoE in their application, while 
those already onshore can apply with just a letter of offer provided their CoE is submitted prior to the 
application being decided. 
 
A number of factors determine the level of supporting documentation the student needs to provide with the 
application and whether they are required to undergo a health assessment or provide biometrics. 
 
The visa applicant is advised the outcome of their application.  If granted, the visa is attached electronically 
to their passport. 
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Application for a Partner visa 

 

Partner Visa 
 
Currently, Partner visa applications are processed and assessed under a two-stage process.   
 
Initially, the applicant completes and submits a paper or online application and supporting evidence to the 
Department either directly or using the services of an agent.  The applicant’s sponsor then completes and 
submits their application and supporting evidence online or using a paper form provided directly to the 
Department or through an agent.   
 
The figure below provides a high-level view of the process undertaken for the partner visa applications. 
 

 
 
Applicants are required to undergo a health assessment and may be required to provide their biometrics. 
 
A range of character, health and security checks are undertaken and an assessment is made of the 
genuineness of the relationship.  The assessment of genuineness may rely solely on documentary evidence 
or could include undertaking an interview. 
 
From application to the final decision on a permanent visa can take a number of years and departmental 
staff access the case from time to time as certain milestones are reached or information is received.  
Generally the permanent partner visa is granted two years after an applicant receives their provisional visa. 
 




