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Mr. Speaker, 

Introduction 

I rise before this Honourable House to provide you with an update on the 

Process Improvements made within the Department of Immigration under 

Immigration Reform.  I will speak on: 

1. The Process Improvements made; 

2. The Automation Project already underway; and 

3. The vital policy role of the Board of Immigration moving forward. 

 

Mr. Speaker, 

Process Improvements 

The Department of Immigration is several years into its efforts to re-

engineer outdated processes and procedures.  The Department has 

executed the following: 

 In 2019, the Department partnered with International Business and 

KPMG to engage in a LEAN Process improvement exercise that led to 

a number of recommendations for quick wins to be implemented in the 

Department. 
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 Some quick wins included the adding of a new multi-purpose copier, 

scanner and printer, introduction of dual monitors for Immigration 

Work Permit Processing teams and the initial review of the Work 

Permit Application form. 

 The vetting process was targeted in a Pilot and subsequent introduction 

of the Bulk Submission and Application process, which resulted in 

thousands of pages of less documents and savings of hundreds of hours 

in processing time. 

 

Mr. Speaker, 

These items were executed and further improvements continued in 2020 

including the following: 

 Following the first Shelter-In-Place of the Pandemic in 2020, the 

Department shifted to more efficient and cost effective processes such 

as receipt of application fees online, issuance of documents via mail 

and registered mail for sensitive documents. 

 Documenting and revamping of the workflows for all major application 

types helped to identify common challenges and opportunities; 

 Rearrangement of the teams to the new streamlined process within the 

Department increased resilience within the teams and reduced reliance 

on any one individual; 

 Cross training of various teams occurred; 

 The Department revamped its landing page on the Government portal 

to allow customers to more easily obtain vital information, application 

forms and application fee rates. 

 A new telephone system was introduced within the Department in 2021 

to allow individuals to have direct lines, voicemail and to improve the 

robustness of the telephone infrastructure. 

 

Mr. Speaker, 
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Automation of Immigration Forms 

Significant progress was made between 2019 and 2020, however, with all 

the process improvements made, the pandemic demonstrated to the 

Department the critical importance of having strong web-based IT 

Systems that would allow the Department work to carry on even if staff 

were out of office.  Unfortunately, the legacy systems of the Department 

lacked this core functionality and with staff out of office for significant 

periods of time, the gains made through process improvements led to 

rising frustration as few staff were in the office to produce the work.   

 

Consequently, the Department has turned its efforts to aggressively 

advancing automation.  In the Speech from the Throne of November 2021, 

the Government undertook to digitize the immigration application 

process.  This work originally commenced in November 2020 and in early 

2021, the Department had selected Microsoft Dynamics as its chosen 

platform to implement an end-to-end application and processing system. 

 

Mr. Speaker, 

The objective of the Automation Project is to transition as much as 

possible, away from paper-based processes to an end-to-end electronic 

solution.  The Scope of the Project in this phase includes, but is not limited 

to: 

i) electronic submission of applications;  

ii) electronic payment of application fees via a payment gateway;  

iii) electronic workflow; 

iv) electronic vetting and validation; 

v) automated, electronic status updates, and limited ability to log-in 

and obtain status updates;  
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vi) electronic approval by the Minister or Immigration senior 

leadership; 

vii) electronic production and disbursement of final immigration 

documents; and 

viii) the Department’s ability to Report on all activity within the 

system. 

 

The digitization of application processing, workflows and document 

production is a costly and complex process.  The Department is 

implementing the Project in phases to allow it to rapidly develop and 

launch basic functionality first and then over time, in an iterative manner 

to release additional functionality.  Substantial work is still yet to be 

undertaken in reviewing other immigration systems and making the 

appropriate enhancements. 

 

It must be stressed that the functionality in the early phases will be basic 

and that the Department will release enhancements over time. 

 

Mr. Speaker, 

Board of Immigration 

From 2018 to date, the Minister’s role has been unchanged from prior 

periods with respect to making decisions on all immigration application 

types.  When the Ministry of Labour was established in June 2020, the 

practice of the Minister approving or rejecting applications was continued 

as had been done in the past.  Prior to 2020, the Board’s primary function, 

as delegated by the Minister, had been to review and consider work permit 

and other application types on behalf of the Minister. 
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Mr. Speaker, 

For many businesses in Bermuda, the pandemic required them to think 

and do things differently. I was appointed as the Minister responsible for 

Immigration at a time when most private sector businesses and the 

Government were struggling to do business. 

 

In addition to the workflow, personnel, technology and process changes 

already underway, the Board’s role was reviewed and the role of the 

Immigration Board was adjusted, consistent with the Act, to provide 

policy advice to the Minister and the necessity to consider work permit 

applications was transferred from the Board to the Minister responsible 

for Immigration.  This approach is in direct alignment with the work 

already being done on: 1) Immigration Reform; 2) the Process Re-

engineering work underway; and 3) readjustments required due to the 

Impact of the COVID-19 pandemic.  

 

 

Mr Speaker, 

 

The benefits of such change to the processing of work permits include: 

1) the ability to meet more frequently and for longer durations of time; 

2) the ability to consider all applications without the need to defer them 

to the next meeting; 

3) the direct privilege of the Minister to request additional information 

and for the request to be probed for clarity; 

4) immediate and direct contact with Bermudian applicants by the 

Department, based on the Minister’s desire to know applicants’ 

experiences during the recruitment process; and 

5) decisions are communicated to employers/representatives faster. 

 

Mr. Speaker, 
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A prerequisite of the Department’s automation is that immigration senior 

technical officers must become fully acclimated with presenting 

applications, making recommendations and interacting directly with the 

Minister.  The re-engineered process, has facilitated senior technical 

officers gaining this experience and skill-set. 

 

Mr. Speaker, 

In accordance with the Legislation, in 2020, as the Minister responsible 

for Immigration, I engaged the Immigration Board to provide policy 

comments, advice and recommendations on: 

 the review of the 2015 Work Permit Policy; and 

 the Government’s Policy Paper for Long Term Residents. 

Moving forward, the Ministry seeks to better utilize the Board by having 

it focus more on policy formulation and providing advice to the Minister.  

This is designed to enhance strategic decision making and oversight on 

immigration strategic reform priorities. 

 

Mr. Speaker, 

Conclusion 

The Department of Immigration, like many other Government 

Departments, is under immense pressure to modernize its services through 

an increased use of technology.  The investment in technology 

infrastructure and developing human resource capacity to utilize the new 

technology is critical to the Government enhancing the delivery of 

services that will benefit the people of Bermuda, our businesses and 

guests.  A new re-engineered model of operation is required for us to 

progress past our current state that admittedly is simply not good enough. 

While some in the community may be reluctant to these changes for 

various reasons, it should be made clear that we cannot continue operating 

in the same way and achieve results that meet our current and future needs. 
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Thank You, Mr. Speaker 

Ends 

 


