
 

 

Work plan in response to the OAG and PwC reports. 

The PWC review: 

Why was it commissioned? 

The review was Commissioned as part of the annual assurance programme following the OAG 

review. 

The review applied standard risk methodology to the challenges identified in the OAG report to help 

the Commission focus on the right steps forward. 

Why is the risk rating so high? 

The starting point for this review is a very low appetite for risk of errors e.g. a single vote could 

determine the outcome for an electorate. 

PwC advised the high-risk rating is driven by complex and prescriptive legislation requiring manual 

processes, high volumes of enrolment changes in the election period, and limited technology options 

to automate tasks. 

These settings, combined with a growing population and current levels of funding, mean the risk of 

errors can only be mitigated to a level of high risk. 

What can be done to lower the risk? 

Operational Improvements: PwC has recommended initiatives within current legislative settings and 

ICT systems to improve controls to prevent and detect errors, and to reduce the volume of complex 

transactions that can lead to errors.   

Strategic Recommendations: PwC have also recommended more strategic longer-term changes to 

reduce complexity and use technology to reduce manual processing errors. These will need 

significant changes to legislation, delivery processes and new supporting ICT systems. 

Improvement plan for General Election 2026 

The improvement plan: 

The improvement plan (see attached overview) covers the Operational Improvements, aiming to: 

• improve controls that prevent and check for errors 

• reduce complexity and pressure where possible 

• target resources to take the pressure off key processes that can produce errors. 

The initiatives to achieve this have been integrated into the programmes and projects underway to 

prepare for the general election to ensure they are well embedded in election delivery. 

Some of the development is being done within current baselines. However, other initiatives are 

dependent on Budget 25 funding. 

Key parts of the critical path to achieve improvements in controls are: 

• Outcome of Budget 25, both for service levels, and improvements to controls 

• Developing and testing controls before simulations of election systems in October 2025 

• The outcome of the Electoral Matters Bill at the end of 2025 that will mitigate the impact of 

complex transactions 

• Finalising controls for operational manuals and training materials in September 2025 



 

 

• Training of key election staff between January and September 2026. 

The proposed changes for an Electoral Matters Bill will help to reduce pressure on election delivery 

and the risk of errors, but will not eliminate errors. 

12 days advance voting if resourced will take pressure off issuing of ballot papers, which can be a 

source of errors. Closing the rolls before advance voting starts will have only a small impact on 

special vote numbers, but will take pressure off the official count period processing of special votes. 

The Modernisation Plan 

PwC recommend longer-term changes further reduce risk by removing the high volume of complex 

and manual transactions from the election period. This includes greater use of technologies to 

automate the manual tasks that can produce errors. 

The Commission’s modernisation Budget bid (see overview attached) identifies the need to develop 

a solid business case for investment in election technologies to: 

• Improve the enrolment rate between elections through data matching to automatically 

update records 

• increase the efficiency of electoral administration 

• reduce the number of special votes and manage the ongoing increase in voting transactions 

into the future 

• issue, process and count ballot papers with more accuracy and timeliness 

Achieving the full benefit of improvements in efficiency, accuracy and to control cost increases will 

take about 3 electoral cycles, making it imperative that this modernisation start as soon as possible. 

 



 

 

 

  

Identified Actions to address OAG recommendations and Operational recommendations from the PwC report. 
Note: PwC’s strategic recommendations are addressed in the modernisation actions 

OAG Recc    Budget funding 
known 

 HQ Simulation   Operational 
Simulation 

  

Review all vote 
counting and 
quality assurance 
checks to identify 
gaps and 
vulnerabilities 
 
Note: PwC 
expanded to 
include enrolment 
 
AIM 
 
Improved accuracy 
and error reduction 
 
Ensure controls are 
adequate and can 
be monitored 
 
Support assurance 
activity 
 
Automate and 
streamline controls 
where possible. 

COMPLETE March April May  June July August September October November December 

Future controls 
identified  

          

 EMS changes to improve accuracy / reduce error 
- alert data entry errors 
- making it not possible to ignore warnings 
- lock down count once entered 

 

      

   Test of 
referendum and 
special 
vote count 
processes – 
improvement 
report May/ June 

 HQ test  
additional 
manual 
controls prelim 
and official 
counts  
additional new 
controls 

Controls 
effectiveness 
report post test 

    

  EMS and ERSA  
recommendation 
paper 

        

Future controls 
identified 

   Complete design 
of control 
measures  

      

First set roll 
cleanse extensions 
implemented 
 

   New roll 
cleanses to 
address any 
identified gaps 
design and 
implemented 

      

  User Stories TSR 
changes 

Document future 
state processes 
TSR  

 

 MIKE changes 

• automate checks, 

• route to highest risk/ highest skill, 

• prioritise changes that effect voting rights, improve TSR merged/ 
overwritten electors 

 

   

  Assurance test of identified controls: 
- Assessment (independent ) that 

current plans will achieve outcomes. 

Establish criteria that needs to be met to 

achieve overall objectives 

       

  Reconciliation App development- simplification and error 
reduction 

      



 

 

  

Recc    Budget funding 
known 

 HQ Simulation   Operational 
Simulation 

  

Complete end to 
end description of 
election processes, 
interdependencies 
and controls 
 
AIM 
Ensure clear 
accountabilities at 
all stages of key 
election processes 
 
Enable risk 
tolerance to be set 
at each point of the 
election process- 
targeting of effort 
to the most 
material points 
 
Enable visibility and 
confidence that the 
right controls are in 
place and operating 
 
Inform training and 
monitoring 
development 
 
Inform enterprise 
risk framework 
 
 

COMPLETE March April May June July August September October November December 

Documented 
current state 
enrolment 
processes/ 
systems with gaps 
and additional 
controls identified 
 

  Document future 
state process 
changes 
at both keying 
level and TSR to 
manage 
high volume 
transactions 

       

Documented 
current state post-
election 
processes/ 
systems with gaps 
and additional 
controls identified 

 

    Update post HQ 
SIm 

  Final testing 
during Sim 

Remaining 
processes 
completed and 
updated  

 

Additional VP 
support processes 
documented 

          

Documented 
overseas current 
state and 
identified  gaps 
and vulnerabilities 
 

 

          

Election process controls and 

interdependencies (PDDs): 

Build on process maps and create end to end map 

of flow on effects/ interdependencies 

Purpose of each step documented 

-criteria that needs to be met to achieve overall 

objectives 

ID and document key controls to prevent and 

detect 

ID Who is responsible for each step 

 

 



 

 

  

Recc    Budget funding 
known 

 HQ Simulation   Operational 
Simulation 

  

Review and update 
manuals and instructions 
 
AIM : improve 
accessibility of key 
information, highlighting 
controls and key steps 
 

COMPLETE March April May June July August September October November December 

 Redesign and update instructions structure for key election phases 
 

    

Review and update 
manuals and instructions: 
 
AIM Ensure all new and 
improved processes and 
responsibilities reflected 
in new format 

  Reporting line 
stock take 

    Review and 
update 
Enrolment 
manual with  
new and updated 
controls and 
processes  
 

  All operations 
Manuals 
complete for 
EM training 
January 26 

Review personnel 
requirements  

- Training and the 
processes for 
training 

 

      Capability / 
training 
requirements for 
enrolment 
including data 
literacy and 
requirements, 
implementing 
new process and 
control 
improvements. 

 

    

- Recruitment and 
the processes for 
recruitment 

AIM- simpler, faster, and 
more effective online 
platform 

 Snaphire improvements       

Include planning for 
contingencies 
AIM  Surge staffing in 
place 

Enrolment 
forecast model 
built 
 

Enrolment surge resource identified 
Post election staffing of increased manual controls 
Targeted support for close margin electorates DVs 

      

 Election staffing 
model built 

       



 

 

  

Recc    Budget funding 
known 

 HQ Simulation   Operational 
Simulation 

  

 COMPLETE March April May June July August September October November December 

Enhance risk 
identification processes 
 
PwC expanded – best 
practice enterprise risk 
framework.  
 
AIM: 
Strengthen  governance, 
risk and control 
fundamentals across the 
election processes.  
 
Enable the Commission 
to: 
 
-compare competing 
objectives to make risk-
based decisions 
-have visibility of  and 
confidence in system of 
controls 
-Shared understanding 
of how to manage and 
escalate risks 

Enterprise risk 
policy and 
operational 
guidance 
 
Assurance 
Framework 

          

 Introductory training- tools roll out  Field tools ID/ 
developed 

  Controls checks in 
field designed 

 

   Set risk appetite 
for key election 
processes 

Role based 
training assessed 

      

    Develop new 
process 
document 
outlining 
assurance steps, 
responsibilities 
etc. 

   Review 
monitoring and 
reporting of 
controls including 
improved 
oversight and 
monitoring 
dashboards 

 Forecast and 
monitoring 
dashboard 

    Draft Risk 
Management and 
Assurance Plan 

 Election finance 
Assurance 
Framework  
and Monitoring  
Requirements 

Final Risk 
Management and 
Quality Assurance 
Plan 

EMS-New issues 
reports and 
monitoring 
dashboards to 
provide visibility 
of issues and 
progress in count 

 

  

Continue to apply 
programme and project 
management including 
managing of risks 
through the election 
period 

      Taskforce roles/ 
responsibilities 
operating 
structure 
reviewed 

    

Review hardware GE 26 
Procurement 
strategy complete 

  RFP issued    Contract starts    



 

 

   

Recc    Budget funding 
known 

 HQ Simulation   Operational 
Simulation 

  

 COMPLETE March April May June July August September October November December 

Review IT systems for 
election to ensure they 
remain fit for purpose 
for electorates and 
national office 
 
AIM: 
Improve key election 
systems changes to 
improve speed, 
accuracy and oversight. 
 

Current state 
systems 
assessment 
complete 
 

          

Overseas targeted 
automation initial 
dev stories 

Overseas Targeted automation: defining and updating initial development 
stories, system development activities for OS App, MIKE, and ERSA, process mapping, training, and iterative testing. 

 testing   

  Recc on 
workflow- check v 
update 

Recc on voting 
card' 
image showing 
the elector’s new 
status updates 
between writ and 
roll close 

 Updates to MIKE 
and EnrolOnline 
built and 
tested 

Load testing 
complete 

    

  Functional 
requirements  
for FMIS 
Documentation of 
future state 
financial  
processes, roles & 
responsibilities, 
and  
tools 
 

Develop detailed 
requirements 

       

ERoll high level 
requirements 

 Develop cases for 
UAT 

        



 

 

 

 

 

Modernisation - proposed initiatives 

Initiative Aims Pre GE 26 Between 26 & 29 29 onward 
Move to Digital 
Communications 

-reduce cost 
-increase reach and effectiveness 
-sustainability of services 

-Re-establish and improve data matching 
arrangements 
-trials of digital communication e.g. enrolment 
updates (where enabled by legislation) 
 
Note- hybrid/ outsourced model possible for large 
scale updates 

Further implement digital 
communication to reduce costs 
-Local Body Election and Byelection 
update via digital and 
paper formats 
-election Update -Campaign dual 
channels – both digital and paper based 

 

Automatic 
Enrolment 
Updates 

-remove significant bulk of 
transactions out of voting period 
reducing pressure and complexity. 
-increases sustainability of the 
election model 
-support participation 
-increase integrity and roll 
accuracy 

-commence design of future enrolment operating 
model 

-Progressively update enrolment 
details using data matching 
-Finalise direct enrolment 
operating model 
 

Embed and realise 
efficiency benefit of 
new technology 

Election 
technology 

-sustainability of election model 
-Increase timeliness 
-increase accuracy and integrity 

-targeted automation overseas voting 
-adjust existing technology to reduce pressure/ 
automate and improve integrity 

Requirements gathering for 
core system requirements. 
-Analysis of election technology 
solutions including both voting 
and counting. 

Implementation -post 
business case outcome 

Streamline 
and/or automate 
election 
processes 

-reduce risk and increase integrity 
-Build platform for introduction of 
future election technology 

-Document key election processes, identify 
efficiencies 
`-Process improvements to simplify/ reduce 
complexity/ increase integrity 

-Investigate further legislative options to reduce 
complexity 
-Redesign of voting processes 
and tools to support staff 
manage increased numbers 
-Develop future election delivery 
operating model 

 

Business case 
phase 1 
-digital platform 
to enable efficient 
digital 
communications 
Scope and assess 
options for future 
election 
technology 
 
 

-Increase efficiency of digital 
communications 
-‘future proof’ the electoral 
system 
-Increase integrity 
Increase timeliness 
-Remove barriers to -participation 

GE 26 
digital trials 
assessed to 
inform 
business 
case 
Research 
and scoping 
of existing 
options and 
application 

Cases developed and recommendations made- selection/ build Modernised election 
processes and 
technology 
progressively 
introduced. 

Early enrolment 
close 

Reduce pressure and complexity • Note- not included in Commission’s modernisation case due to timing of papers/ decisions 

12 days min 
advance voting 

Reduce pressure and complexity 
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Instructions 

This project will deliver the improvement recommendations to workforce instructions as outlined in 

the project brief. These include standardising the structure across all content, establishing writing 

standards, and digitising the instructions for easy access by the workforce. The project will manage 

Sysdoc to ensure they deliver on their contracted tasks to the agreed timeline and budget.  

Additionally, the project will prepare the Commission for the handover from Sysdoc, ensuring 

continuity of content management and that the Commission builds on the solid base provided by 

Sysdoc. The project will put in place structure to ensure the online content remains up to date 

throughout the election year.  

Out of scope



Supporting EDW Workstream Management Plan Page 6 of 49 

Training 

This project covers the development of tailored learning pathways for each role within the 

workforce, those pathways are created in collaboration with business Subject Matter Experts 

(SMEs). The training designers will work with the SMEs to identify and confirm the specific courses 

that make up each learning pathway, ensuring that the pathways achieve the outcomes for each 

role. 

Where applicable, the training designers will also design exercises for in-person training sessions 

to enhance the learning experience. 

The recently updated Learning Management System (LMS) allows the integration of quizzes, 

pathway assessments, management reporting, and feedback mechanisms. These features will 

ensure better tracking of progress and continuous improvement of the training program. 

Training Event Delivery Plans will be produced by each business area, these will outline all of the 

non-content components of the training.  These plans will provide a centralised approach to the 

complete tasks of delivering the training event, especially in Voting Services, it aims to ensure the 

seamless and well-organised execution of the training events across the Commission.  

During the election year, training assessments and completion will be tracked and reported. This 

will provide real-time visibility into the progress and performance of our workforce throughout their 

training.  This aims to give HQ, Regional and NO management an understanding of our readiness, 

specifically, in the lead up to the voting period.  

In order to continue to improve our content and delivery for the next election feedback from the 

workforce will be consolidated and analysed, with improvement recommendations made for future 

events. 

 

 

 

 

    

 

 

 

 

 

 

 

 

 

Applications 

The applications used in the Voting Place (VP), eRoll and Reconciliation App, are the focus of this 

workstream.  In the first instance the project will deliver the improvement to the eRoll wildcard 

search, and improvements to set up and use of Reconciliation App.  The improved Applications will 

be made available to the Service to Voters project where each will be tested though the 

programme’s four test stages and they are approved of production.  

Out of scope
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In addition to functional improvements the VP apps are subject to change in the event of the 

following: 

• Electoral Matters Bill – Pass or fails, additional changes to eRoll are proposed. 

• Inclusion of a Referendum in GE26 – additional change to reconciliation App. 

 

 

 

 

Instruction – Detailed Design Document  

Improving instructional documentation addresses OAG Recommendation.  The DDD recommended 

the Commission review and update standard operations manuals and instructions, to improve the 

clarity of information about quality control activities and why they are important and to clarify 

accountability and responsibility for carrying them out.  

In late 2024,  provided the Commission with recommendations for improving instructional 

documentation for the Election Delivery Workforce, along with estimated effort and timeframes for 

 to implement them. The scope of this was the 32-chapter Operations Manual and Personal 

Instruction Manuals, this engagement cost .  The output of this engagement was a 

Recommendation Report, insights from that report were included in Supporting Election Delivery 

Workforce -Instructions Detailed Design Document submitted to Programme Board on 29 January 

2025. 

The detailed design document requested  to implement improvements to the Electorate 

HQ Operations Manual and Voting Place Personal Instruction Manuals (PIMS). This was not 

approved as the scope did not address improvements to Enrolment, Overseas CPT and Enterprise 

Services instructions. 

Approval was given to spend  with  to complete the same exercise for the Enrolment 

Online Manual, the Enterprise Services Operations Manual, and the Overseas, Remote and 

Dictation resources for the Centralised Processing Team and Overseas Voting Place staff.  

A paper was submitted to the Programme Board on 6 March 2025 consolidating the two 

assessments completed by , noting their recommendations and requesting approval for the 

cost of  to cover the implementation of those recommendations. This request was 

approved. 

To ensure that the digitisation of instructions aligns with ongoing Information Management work 

within the Commission, an assessment will be conducted to compare the  solution against 

other potential options. The results of this assessment, including recommendations, will be 

presented to the Programme Board for consideration. While the scope of this project includes 

exploring the  option, any progression in that direction will ultimately depend on the 

Programme Board's decision 

Applications - Detailed Design Document 

A Project Brief was presented to the Programme Board on 29 August 2024, which set out three 

options for eRoll focused on improvements to reduce the number of enrolments and special votes 

Out of scope

s9(2)(b)(ii)

s9(2)(b)(ii)

s9(2)(b)(ii)

s9(2)(b)(ii)

s9(2)(b)(ii) s9(2)(b)(ii)

s9(2)(b)(ii)

s9(2)(b)(ii)

s9(2)(b)(ii)

s9(2)(b)(ii)
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New workforce instruction management process 

The introduction of a new content management process requires a change to the current 

workflows.  That process will be produced by Sysdoc in consultation with the Commission.  Sysdoc 

will, if approved by the programme board, complete the upload and metadata tagging of that 

content and complete a formal handover in early October 2025.  At that point the Commission 

must be ready to manage the content through to the conclusion of the Election, ensuring quality 

and content integrity. 

To prepare the Commission for the handover Sysdoc will train the allocated person to ensure 

effective handling of the new system and processes. This person will be accountable for the 

ongoing management of the content through to the end of 2026. 

  

Out of scope
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Introduction 

The purpose of a Workstream Management Plan (WMP) is to outline how the project will be 

executed, monitored, and closed. The plan also records key baselines for scope, deliverables and 

schedule against any changes to the plan which will be managed through variation management. 

It is the responsibility of the Project Manager to complete the W/PMP and keep it updated through 

the life of the workstream/project. Formal updates should be considered under the following 

scenarios: 

• Commencement of a new planning phase 

• Changes that need to be made to the baselines in the approved plan 

• The workstream/project is experiencing significant issues with delivering the current 

approved plan.  

Workstream/Project Overview 

This workstream is about defining the temporary roles that are required for GE2026 and recruiting 

the right people at the right time with the right skills into these roles. This includes simplifying roles 

and improving processes to optimise the work experience. 

The Election Delivery Temporary Workforce workstream seeks to bring the different areas of the 

business together to resolve the problem of working in silos and duplicating effort to recruit and 

manage our workforce and contributes to the Commission’s strategic objectives by implementing a 

solution that will build our capability and prepare for an election, the majority of the Workstream 

delivery cost is to be finalised as part of the budget process and will be completed after budget 

day. 

The workstream will be funded through existing baseline, and the SnapHire Project will be funded 

through the improvements bucket.  

Background 

The following briefs have been submitted to governance and the decisions were: 

Overarching Brief (Approved). 

The work within the brief covers all temporary workforce scope that is not being completed as part 

of a specific project. This encompasses the Workforce and Recruitment Plan for GE2026 which is a 

key artifact that supports the organisation to get the right number of people at the right time, 

within budgets. 

Since the brief phase the decision to wrap 2 projects back up to this work has been made: 

1. Role Simplification (Approved to go to detailed design with consideration of the amount of 

change), later agreed that Detailed Design will not be required. 

2. Rostering (Option 1 was approved to go to detailed design, Option 2 not considered 

achievable for GE26). Later agreed that Detailed Design will not be required. 

The SnapHire tool and integrations was approved to go to detailed design and has since been 

approved to move to the next phase, readiness (Test and Rehearse). 
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Lessons Learned and strategic alignment 

Please refer to the Project Brief and/or the Detailed Design Document (DDD) for a record of what 

problems and issues the workstream/project will resolve and the strategic alignment. 

Role Simplification and Improvements Final.docx 

Rostering Brief FINAL v0.4.docx 

SnapHire Improvements and Integrations Brief Final.docx 

Workstream Brief for Election Delivery Temporary Workforce Final.docx 

Detailed Design SnapHire Tool and Integrations Final.docx 

 

Workstream/Project Objectives 

This workstream has the following objectives: 

1. Review the information provided from lessons learned and surveys completed that relate to 
the EDW (Temporary) workforce. Prioritise the fixes by benefit and risk and measure by 
percentage resolved.   

2. Focus on achieving the workstream objective of making sure we have the right people with 
the right skills at the right place at the right time.  

3. Improve the education and implementation planning related to HS&W in the field and report 
on this during the election and after the surveys have been completed.  

4. Work across the organisation to ensure that security requirements are well understood and 
that accountability for the individual parts is clear.  

5. To design our roles in a way that means we can quickly and efficiently share our temporary 
workforce across the commission to support the delivery of an electoral event.  

6. To reduce the workload across the management roles in the field, to enable them to focus 
on operational oversight and the people.    

7. The structure and tools provided to the field make the roles more attractive and easier to 
recruit, the cost of the election delivery people is reduced.  

SnapHire Project 

1. Contribute to the improvement of onboarding for the temporary workforce and our 
managers by addressing the back-end integrations between SnapHire, EMS, TUPU, and AD.   

2. Fix some of the problems that result from the way SnapHire was configured in GE2023 with 
the aim of making the process and experience as efficient and effective as possible.   















Schedule Management Plan 

An up-to-date detailed workstream schedule will be available to the Business Owner/Sponsor, 

Business Lead/Senior User and Programme Board, with deliverable milestones flagged. The major 

milestones for each stage will be reported in the Workstream Status Report. 

Project schedules for the EDTW Workstream will be created using MS Project starting with the 

deliverables identified in the project’s Work Breakdown Structure (WBS).  

In the creation of the schedule the following aspects of schedule management have been 

considered: 

• Activity definition will identify the specific work which must be carried out to complete each 

deliverable.  

• Activity sequencing will determine the order of work packages and assign relationships 

between project activities.  

• Activity duration estimating will calculate the timeframe required to complete work 

packages.  

• Resource estimating will be used to assign resources to work packages to complete 

schedule development. 

Once a preliminary schedule has been developed, it will be reviewed by the project team and any 

resources tentatively assigned to project tasks. The project team and resources must agree to the 

proposed work assignments, durations, and schedule. Once this is achieved the Business 

Owner/Sponsor will review and approve the schedule and it will then be baselined. 

If a change/variation is required to the schedule it will be approved by the necessary governance 

level in accordance with tolerance levels and the variation management process, then 

implemented by the Project Manager who will update the schedule and all required documentation 

and communicate the change to all key stakeholders. 

Roles and responsibilities for schedule development are as follows: 

• Project Manager - responsible for facilitating work definition, sequencing, and estimating 

duration and resources with the project team. The Project Manager will also create the 

project schedule using MS Project and validate the schedule with the project team, 

stakeholders, and the Business Owner/Sponsor. The Project Manager will obtain schedule 

approval from the Business Owner/Sponsor and baseline the schedule. 

• Project team - responsible for participating in work definition, sequencing, duration, and 

resource estimating. The project team will also review and validate the proposed schedule 

and perform assigned activities once the schedule is approved. 

• Business Owner/Sponsor - participate in reviews of the proposed schedule and approve 

the final schedule before it is baselined. 

• Other key project stakeholders - participate in reviews of the proposed schedule and assist 

in its validation. 
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This workstream recognises the significant attention given to it by the Office of the Auditor 

General’s (OAG) review and is undertaking work to address their recommendations.  

Overseas Targeted Automation 

This project aims to enhance the efficiency of processing within the Centralised Processing Team 

(CPT), which handles overseas, remote, and dictation votes, alongside some domestic (NZ) votes 

as required. It focuses on minor changes to vote receipt and making qualification processing 

smarter and faster. The project will also review and implement timeboxing – setting internal 

deadlines to complete most overseas vote returns and problem resolution workflows earlier in the 

post-election period.  The ultimate goal is to drive timely completion within the post-election 

window.   

Originally, the project considered two options: full automation, as the preferred solution, and partial 

automation approach, which was considered to be achievable for the 2026 General Election 

(GE26).  However, due to resource and technical constraints, that work was rescoped to a targeted 

automation approach. This represents a further refinement of the original vision, prioritising the 

most impactful changes that can be achieved within current timeframes and resourcing, and will 

provide confidence that (along with other changes across the wider project being implemented) 

this approach will reduce risk down to an acceptable level. It is expected that this will be a multi-

election effort, progressing over at least two general elections.  

The agreed approach consists of three distinct packages that have been approved and 

implemented independently. Each package addresses key aspects of the vote processing 

workflow. These changes are needed to ensure the CPT process finishes earlier in the post-election 

period, giving electorates enough time to complete final checks and release the official count on 

schedule.  This is the core objective of the workstream and reflects improvements to address 

known manual processing bottlenecks and external dependencies.  

Background 

Both the Post-election project brief and the Overseas Partial Automation project brief were 

approved by the Programme Board on 29 August 2024.  

In December 2024, a paper was approved by the Programme Board that reduced the scope from 

partial to targeted. 

The Post-election Detailed Design Document (DDD) and the Overseas Targeted Automation DDD 

were approved by the Programme Board on 6 March 2025. 

Links to these documents are found in the Key Documents section above. 

Post-election Detailed Design Document 

The Commission is currently carrying an unacceptable level of risk in delivering the official results 

for GE2026 given existing enrolment and voting services processes and the systems for managing 

the post-election period.  

Internally, the Commission has made understanding and resolving the post-election problems 

experienced in 2023 a key priority for GE26 (i.e. this priority workstream). Post-election work to 

date has focused on addressing the critical risks that occur in the Post-election period.  These risks 

relate to the timeliness, accuracy, completeness and validity of the official results, as well as the 

delivery tasks that need to be completed to ensure a timely and accurate result. 
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The workstream Project Briefs and Detailed Design Documents focus mainly on the change 

requirements and on derisking the post-election period (i.e. the change project). Further work is 

underway to document the delivery approach for the GE26 post-election period, incorporating 

updated processes, systems, instructions, controls and training from GE23 to the GE26 version 

(Post-election delivery).  

The change project 

In September 2024 the Programme Board endorsed Option 2 of the Post-election Workstream 

Project Brief, described in three parts: 

• Strengthening controls   

• Reducing complexity by simplifying and streamlining processes   

• Planning for successful GE26 Post-election delivery   

 

Note, this workstream is underpinned by recommendations from both the Office of the Auditor 

General (OAG) and PwC. These cover both what the Commission must and could do to assure the 

delivery of correct results for GE26. See the deliverables section for a table of the 

recommendations as they apply to this workstream. 

Much of this project’s work relates to managing risk, reducing complexity and streamlining not only 

in EMS, but also manual process changes. The development work on updating EMS was completed 

in June 2025. Updating ERSA and Overseas related development work has been agreed with IT 

and Catalyst and is scheduled to complete in September 2025. 

It is planned that the change project will be complete end of December 2025. 

Refer to the Detailed Design Document or the project brief for more detailed information. 

The Delivery project 

The delivery project is focused on identifying the tasks, sequencing, dependencies (noted below) 

and resources required to deliver a timely  accurate result. Planning for this project has already 

started and will run until December 2026. 

This workstream continues to be heavily reliant on work being undertaken in other projects and 

workstreams to address key timeframe and accuracy risks that are not resolved by the signalled 

legislative change. The key dependencies are:  

• The Enrolment Workstream, which is focused on ensuring enrolment processing is 

completed within agreed timeframes, data integrity is improved, robust processes for 

managing overwritten/merged electors are in place and training is improved to help 

increase the accuracy around enrolment and special vote qualification decisions.  

• Support for the Election Delivery Workforce, which addresses issues with the use of eRoll, 

looking to improve the reconciliation application, and uplifting the training and instructions 

provided to key post-election roles.  

• Temporary Election Delivery Workforce, which will ensure Post-election has the capacity it 

needs to deliver a timely and accurate official result.  
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Out of scope
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Schedule Management Plan 

An up-to-date detailed project schedule will be available to the Business Owner/Sponsor, Business 

Lead/Senior User and Programme Board, with deliverable milestones flagged. The major 

milestones for each stage will be reported in the Project Status Report. 

Project schedules for the Post-election Workstream will be created using MS Project.  

In the creation of the schedule the following aspects of schedule management have been 

considered: 

• Activity definition will identify the specific work which must be carried out to complete each 

deliverable.  

• Activity sequencing will determine the order of work packages and assign relationships 

between project activities.  

• Activity duration estimating will calculate the timeframe required to complete work 

packages.  

• Resource estimating will be used to assign resources to work packages to complete 

schedule development. 

Once a preliminary schedule has been developed, it will be reviewed by the project team and any 

resources tentatively assigned to project tasks. The project team and resources must agree to the 

proposed work assignments, durations and schedule. Once this is achieved the Business 

Owner/Sponsor will review and approve the schedule and it will then be baselined. 

If a change/variation is required to the schedule it will be approved by the necessary governance 

level in accordance with tolerance levels and the variation management process, then 

implemented by the Project Manager who will update the schedule and all required documentation 

and communicate the change to all key stakeholders. 

Roles and responsibilities for schedule development are as follows: 

• Project Manager - responsible for facilitating work definition, sequencing, and estimating 

duration and resources with the project team. The Project Manager will also create the 

project schedule using MS Project and validate the schedule with the project team, 

stakeholders and the Business Owner/Sponsor. The Project Manager will obtain schedule 

approval from the Business Owner/Sponsor and baseline the schedule. 

• Project team - responsible for participating in work definition, sequencing, duration and 

resource estimating. The project team will also review and validate the proposed schedule 

and perform assigned activities once the schedule is approved. 

• Business Owner/Sponsor - participate in reviews of the proposed schedule and approve 

the final schedule before it is baselined. 

• Other key project stakeholders - participate in reviews of the proposed schedule and assist 

in its validation. 
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19 CPT Systems Certification and Accreditation period 01.04.26 

20 Preparation for Post-election 20.07.26 

21 Processes to be used during post-election are agreed and finalised TBC 

22 System changes are complete and locked down TBC 

23 Resourcing requirements for staffing and IT are agreed and finalised TBC 

24 Post-election delivery management plan finalised’  TBC 

25 Hire Post-election Management team for each electorate 17.08.26 

28 Post-election dress rehearsal 24.08.26 

29 Election Day (for planning purposes) 19.09.26 

27 Preliminary results 19.09.26 

26 Roll Closure 23.09.26 

30 Last day to receive postal votes from NZ 23.09.26 

31 Last day to receive postal votes from overseas 28.09.26 

32 Last day for return of special declaration votes  29.09.26 

33 Extraction Day 01.10.26 

34 Last day to get special votes to home returning officer  25.09.26 

35 Target date of CPT results and Partial Certificates 05.10.26 

36 Electorate official result certificates 07.10.26 

38 Official Count results 09.10.26 

39 Application of Recount if needed 14.10.26 

40 Sainte Lague results 15.10.26 

41 Return Writ 15.10.26 

42 Publish E9 15.10.26 

43 Gazette result 15.10.26 

44 Project Closure 01.01.27 

45 Delivery of Post-election project 01.01.27 

 

 

The full workstream schedule can be found in the key document section on page 3. 

Out of scope
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