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[IN CONFIDENCE RELEASE EXTERNAL] 

22 October 2025 

 
 

Dear  

Thank you for your request made under the Official Information Act 1982 (OIA), received on 24 
September 2025. You requested the following:  

1. Annual Postage Expenditure
• Total amount spent by IRD on postage for each of the last three financial years, broken

down by month within each year.
2. Postage Methods and Models
• For each month and year, please identify the postage model(s) used, including but not

limited to: - Pre-paid envelopes - DX Mail or similar - NZ Post standard mail - Courier
services –

• For any other postage or mail delivery services used, please specify:
o The volume of mail sent
o The cost incurred
o The purpose or category of mail (e.g., tax notices, promotional material, legal

correspondence)
3. Current Holdings of Prepaid Postage
• What is the total value, if any, of all prepaid postage envelopes currently in IRD’s

possession? Please include:
o The number of envelopes - Their denominations or postage value –
o The provider (e.g., NZ Post, DX Mail)
o The intended use or expiry status, if applicable

4. Internal vs External Mail
• Please distinguish between postage used for internal government correspondence and

external communication with taxpayers or third parties.
5. Digital Communication Substitution
• Please provide any internal documentation or analysis conducted in the last three years

regarding the transition from physical mail to digital communication, including:
o Cost-benefit analyses
o Implementation plans
o Barriers identified
o Estimated savings or efficiencies

6. Postage Forecasting and Budgeting
• Please provide any forecasting or budgeting documents related to postage expenditure

for the current financial year.











 
   

 

 

Paperless 2030 - March 2025  Page 2 of 9 

    

Purpose of this document 

The local change initiative brief supports the first stage gate of this initiative lifecycle within 

the initiative management framework for new initiatives – moving from Emerge to Discover.  

The purpose is to present information about this initiative to allow the following to be 

answered: 

• Is there a valid problem or opportunity, and are the benefits compelling enough, that 

justifies the initiative being considered? 

• Does the proposed initiative align with IR’s priorities described within our Customer 

Compliance Services plan?  

• Are you explicitly clear on the proposed activities to be undertaken and timelines for 

completion within the discovery phase? 

• Should this initiative proceed into the discover stage of IR’s lifecycle? 

 

CCSLT will endorse whether a local change proposal should proceed into the discover stage or 

not. 

 

The Local Change Prioritisation Group (LCPG) provides formal stage gates for all local change 

initiatives through the initiative lifecycle. 

Initiative Management Lifecycle 

Emerge is the first stage of the initiative lifecycle. It ensures early visibility of the initiatives 

coming down the pipeline as well as a process to enable initiatives to be considered before 

resources are committed to them.  

With the move into Discover, this stage enables the initiative to undertake further work to 

more define and plan the activities needed to deliver the intended solution. 

  

You are here 
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As part of the discovery phase, if approved, as we deep dive into these work items to surface 

the barriers and opportunities for the customer and explore possible solutions, 

recommendations and decisions will be put forward to our governing bodies before any action 

is taken.  We expect as discrete items become more complex, diminishing returns will start to 

factor more strongly from a range of perspectives where in some cases various work items will 

stop.    

The benefits of progressing with this initiative are: 

• Enable customers to fulfil their obligations and receive entitlements through 

notifications at the right time. 

• Redistribution of operating funds from the print channel to other organisational 

priorities. 

• Reduction in the number of vendor relationships to maintain. 

• Simplification of Inland Revenue’s digital environment (reduction in START processes 

required to support the print channel and connectivity with vendor infrastructure).  

We recommend this initiative move a 6-month Discover stage to undertake the analysis and 

create a broad strategic approach/plan, that sets reduction targets for the print channel and 

measures of success year on year. During this stage, pockets of quick wins may surface that 

could be delivered to test the approach.  If so, this will be raised to the appropriate 

governance to decide whether to proceed or not.  

2 Objective of the change 

2.1 Introduction and background   

The purpose of this initiative is to create a broad strategic approach/plan, that sets reduction 

targets for the print channel and measures of success year on year.  Using our data, we will 

start to build a catalogue of discrete work items where we prioritise each item based on agreed 

criteria. While this is a long term (5-year) initiative, each year is expected to focus on an 

approved set of discrete work items (the scope). 

Background 

Business systems have adopted digital products and processes, making paper-based methods 

very much the exception. Customers are also migrating to business solutions that include tax 

components as part, though not the primary focus, of their offering. 

This shift to digital business models offers cost savings and convenience for businesses, while 

Inland Revenue benefits from improved compliance and administrative efficiency. 

The transition to digital is advantageous for customers, the tax system, and Inland Revenue, 

aligning with our digital-first approach1.  

To date, Inland Revenue has relied on natural attrition to reduce the print channel however the 

migration of customers from print to digital channels has remained predominantly unchanged, 

and the cost implication for Inland Revenue each financial year continues to increase: 

• Since July 2022, the annual ratio of print versus myIR has remained unchanged at 

around 16%. 

• Annually, IR generates 35-40M customer notifications and 100+M images from START. 

• For print and mail this equates to 6M notifications and 17M images, and myIR. 

 

 

1 Digital Ecosystem Strategy 
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• The print and post annual budget for 2024-2025 is forecast at $8.123M made up of 

$6.450M (postage), $1.176M (print and mail) and $497K (procurement, artwork and 

warehousing).  

• The print and post annual budget for 2025-2026 is forecast at $9.678M made up of 

$7.995 (postage), $1.181M (print and mail) and $501K (procurement, artwork and 

warehousing).  

• The print and post annual budget is forecasted to continue to increase over by 7.5% or 

$1.555M, driven by a 19.3% increase in postage, each year. 

Further to this, changes by NZ Post will result in in a reduction in mail delivery to PO boxes, 

urban and rural addresses soon - strongly suggest that encouraging customers to move to 

digital channels is a must. Doing nothing is no longer plausible.  

As part of the discovery phase, as we deep dive into these work items to surface the barriers 

and opportunities for the customer and explore possible solutions, recommendations and 

decisions will be put forward to our governing bodies before any action is taken.  We expect as 

discrete items become more complex, diminishing returns will start to factor more strongly 

from a range of perspectives where in some cases various work items will stop.    

We are aware of the challenges impeding digital growth across the wider community.  Digital 

inclusion is an aspiration to ensure equitable access to IT technologies so people can 

participate both socially and economically. Access to affordable broadband services, literacy, 

quality technical support, ageism, low socioeconomic backgrounds are all factors that stymie 

digital uptake.  We must keep this in mind as this initiative unfolds.   

2.2 What problem or opportunity are you trying to address?  

This is an opportunity to reduce paper and mail for the print channel and create the 

momentum that will support customers to move to digital channels. It will mean cost savings 

due to a reduction in printing, postage and associated costs, a reduction in carbon emissions, 

secure efficiencies as we get smarter and more efficient with our notifications to customers; 

improve the customer experience and grow our digital channel.  

The key problem we are trying to address is why or what is impeding customers in the “16%” 

from going digital. Considerations include stemming the slow tide of customers moving from 

my IR to paper.  In some situations, IR who is bound by legislation to send a (paper) 

notification for some of our products to the customer - is there room for change here?  Are 

there changes IR can make to be more efficient and effective with our notifications? There is a 

mixture of businesses and individuals who don’t use digital channels – why? 

Using our administrative data, there is an opportunity to explore this in depth to identify and 

group some of the issues/opportunities as a first step. 

Using our community reach working with customers, there is an opportunity to engage with 

staff, business organisations and community groups to provide further insights into the data 

we have. 

2.3 Please provide supporting data or intelligence   

While this paper has detailed the print and mail fiscal costs both current and forecasted, a 

broad initial analysis was conducted by CCS PD&D Performance and Reporting around 

customers receiving outbound paper correspondence by segment, types of notifications over 

an 18-month period (Jan 2023- Jun 2024). The analysis included whether customers had a 

myIR account, actively using it, their notification preference - paper or viewable in myIR only, 

or both.  Some examples of that analysis are below.  
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Funding required to maintain the print channel will continue to increase year on year 

(estimated increase of $1.5M for FY 25/26)3.  

To mitigate the fiscal exposure of the postage increases and still achieve reductions, there 

would need to be around a 30% annual drop in paper and mail.   

3 Benefits and Impacts 

3.1 What are the expected benefits from this initiative?  

Business Benefits 

• Enable customers to fulfil their obligations and receive entitlements through 

notifications at the right time. 

• Redistribution of operating funds from the print channel to other organisational 

priorities. 

• Reduction in the number of vendor relationships to maintain. 

• Simplification of Inland Revenue’s digital environment (reduction in START processes 

required to support the print channel and connectivity with vendor infrastructure).  

Customer benefits 

• People receive notifications they are entitled to at the right times. 

• People have certainty about their tax and social policy obligations and entitlements 

through notifications at the right time. 

3.2 What measures will be used to track these benefits?  

• Reduction in volume of paper notifications. 

• Increase in uptake of myIR. 

• Increase in the volume of myIR customers accessing digital correspondence. 

• Customers re-signing up for a myIR account – to measure those customers who close 

their myIR accounts for various reasons4 thereby reverting to paper correspondence 

and (later) returning to myIR.  

• Reduction in financial expenditure for Postage and Printing. 

• Service delivery measures on timeliness - customer registrations, managing debt and 

unfiled returns. We will actively track these organisational measures to mitigate any 

unintended consequence of reducing the use of the print channel to notify customers. 

Additional measures will be included, as identified, during the discovery phase.   

3.3 What is the current state of your benefit measure? 

• The annual ratio of print versus myIR continues to remain at 16%  

• The print and post annual budget for 2024-2025 is forecast at $8.123M made up of 

$6.450M (postage), $1.176M (print and mail) and $497K (procurement, artwork and 

warehousing).  

 

 

3 See Appendix 1 for summary of forecasted future expenditure. 
4 Frustration with multi-factor authentication for myIR access 
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• The print and post annual budget for 2025-2026 is forecast at $9.678M made up of 

$7.995 (postage), $1.181M (print and mail) and $501K (procurement, artwork and 

warehousing).  

• Expectation is that postage will be the main driver of costs increasing year on year. 

3.4 What is the target state of your benefit measure? 

In the first 6 months:  

• Define reduction percentage for Postage costs. 

• Define reduction percentage for annual ratio of print versus myIR 

 

In the first 12 months:  

• Reduction in Print by 50% (print requests for publications sent) to negate expected 

annual increase. 

 

4 Priority Alignment 

4.1 How does this request align with Eke Tangaroa and/or CCS 

Priorities? 

Inland Revenue continues to work at being effective and efficient, and within this initiative the 

intent is reducing costs and driving up the digital uptake by our customers.  

This initiative is about continuing to provide customers with real time notifications of their 

obligations to enable them to have confidence and certainty about what that means for them.  

CCS Priorities 2024-2025 

Improved compliance and revenue 

We maintain the integrity of the tax system and increase voluntary compliance/ We implement 

timely and appropriate interventions/   

Efficient and Effective 

We improve our core business and support our customers as efficiently as possible.    

 

For the priorities above it is about encouraging customers to move to digital and improving our 

customer’s quality of experience due to products and services being easily accessible and 

receipt of more timely information in real time. 

 

Eke Tangaroa 2024-2025 

Being Effective and efficient 

Total system cost over time – reducing costs to delivery products and services, including 

customer effort and cost 

Fiscal outcomes – collecting the right information and tax at the time, revenue from 

interventions, active debt management, refunds and entitlements paid on time and 

accurately 

Quality of experience – availability, quality, consistency, timeliness and simplicity of 

information and service.  

Integrity of the system -maintaining compliance, confidentiality and customer perception 

 

5 Recommendations  

We recommend this initiative move to the Discover stage to undertake the analysis and create 

a broad strategic approach/plan, that sets reduction targets for the print channel and 

 






