Benefits Management Plan

The benefits identified will be managed and tracked in the benefits register within the RAIDDL.
Progress reporting will be provided to the Project Board via the regular Project Status Report.

The Project Manager, along with the Benefit Owner, will track the deliverables of the workstream

which when delivered will achieve the desired outcomes and benefits. If, during the delivery of the
workstream/project, the benefits will be reduced or not achieved, an escalation to the Workstream
Owner/Sponsor and Programme Director will be raised as soon as it is identified.

As the benefits of the workstream/project will be realised after project completion, the task of

ongoing reporting and monitoring will be handed over to the PMO and Benefit Owner.

Benefits Summary

The table below identifies the benefits expected from the change initiatives that have been
approved for inclusion within the scope of the workstream.

Benefit Measure Baseline Anticipated Benefit
measurement Realisation Owner
Date
Post-election
Improved Accuracy: The results will be GE26 Post- Mark
With the manual and ready for QA by election Lawson
system improvements | noon E+19 period
the results will be
monitored, double
checked, timely and
accurate
Enhanced Efficiency: These post-election | Planned timing GE26 Post- Mark
Processes are processes are assumptions election Lawson
simplified so that roll completed within from GE23 period
scanning and cleansing | agreed timeframes.
processes are faster
Processes are Percentage ~33% in GE23
simplified so that a forwarded to the Ross
lower percentage of EPT for decision McPherson/
SVDs are forwarded to Mark
the EPT for decision. Lawson
Time Savings: Results Results do not Results are GE26 Post- Mark
errors are easily require alterations certified by election Lawson
identified and resolved | after Electorate Electorate period
Manager Managers by
certification. Wednesday
E+18, with full
QA completed by
5pm Thursday
E+19
Quality and Assurance: | Review of the Post- | Understanding GE26 voting | Mark
The Commission is election period of how risks and | and Post- Lawson
able to foresee and shows there was issues were election
visibility and managed during | periods
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Benefit

adapt to risks and
issues

Measure

management of (a)
the number of
issues raised during
the period and (b)
that issues were
responded to in a
timely, appropriate
manner.

Overseas Targeted Automation

Enhanced Efficiency:

Streamlined processes

and automation will
improve overall
efficiency.

Time Savings: Expected
reduction in processing

time, with specific
figures to be
confirmed.
Improved Accuracy:
Fewer manual

interventions are likely
to enhance accuracy.

Quality and Assurance:
Better monitoring and

quality control will

strengthen processing

integrity and boost

confidence in meeting

deadlines.

Positive Impact:
Efficiency gains will
contribute to a more
timely and reliable
official count.

The CPT is able to
provide its official
results in agreed
timeframes

The CPT is able to
provide its official
results in agreed
timeframes

The CPT is able to
complete post-
election processes
within agreed
timeframes

The CPT is able to
complete quality
assurance checking
within agreed
timeframes

The CPT is able to
provide its official
results in agreed
timeframes

Potential dis-benefits for this project include:

Dis-benefit

Post-election

Post-election timeframes
are put under increased

pressure

Baseline
measurement

GE23 delivery
(e.g. minutes do
not necessarily
show that risks
and issues were
raised)

Actual delivery
timeframes from
GE23

Actual delivery
timeframes from
GE23

Actual delivery
timeframes from
GE23

Actual delivery
timeframes from
GE23

Actual delivery
timeframes from
GE23

Comment

Anticipated
Realisation
Date

GE26 Post-
election
period

GE26 Post-
election
period

GE26 Post-
election
period

GE26 Post-
election
period

GE26 Post-
election
period

Benefit
Owner

Mark
Lawson

Mark
Lawson

Mark
Lawson

Mark
Lawson

Mark
Lawson

Some additional controls, while increasing assurance and integrity,
may increase the pressure on completing post-election processes in
a timely manner. For example, if analysis shows that an additional

count of special votes is required, etc.
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Please refer to the Benefits Register within the Programme RAIDDL for full benefit details. Please
refer to the Benefits Management Guide for more information on how the Programme and its
workstreams and projects will manage organisational change.

Change Management Plan

The Change Management Plan is to understand the impacts on the business of a proposed
change, and to gain stakeholder agreement on the plan for managing the change.

This plan assists in determining the change actions that will need to occur to address the identified
impacts.

The following changes have been identified and will be managed as part of the scope of the
project:

Impact Area Description of the change impacts Impact Level

Policy Policies, legislation and regulations Moderate - Significant

Regulatory changes that enable efficiencies
for the CPT/Overseas (e.g. early validation
and qualification of special votes)

Potential changes are included in the
Electoral Matters Bill.

All Post-election processes will be reviewed,

E;’:;g:::s mapped and documented as part of the gg:izzjﬁtto
deliverables of this workstream. As well as
incorporating new or improved controls.

Technology EMS updates is a key deliverable of our Part A | Moderate - significant

work. changes to existing
systems/implementation

Updates to Overseas App, UVP and DVP, MIKE ' of some currently

and ERSA are also scheduled. As well as unused functionality

secondary tools i.e. UVP Print Script High = replacement of

all of the majority of
existing
systems/introduction
of new system

There will also be new dashboards developed
providing Post-election information.

Changes related specifically to electorate HQ

People - Internal Post-election roles to ensure they have the Moderate
and External . . -

right capability and capacity. Improved

instructions and training, incorporating the

new controls and detailing responsibilities

and accountabilities, underpin this change.
Culture and Derisking Post-election by ensuring all Significant
behaviors dependencies are known and agreed and

delivered as agreed.
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Impact Area Description of the change impacts Impact Level

Changing how the field recruits for critical
Post-election roles (Post-election manager,
process leaders) and the amount of time
they are trained for and able to embed their
training, and prepare for and under the post-
election dress rehearsal

Reporting - reports that might be impacted
and what the business might want to report
on once the change is live

Publications and products - template letters,
forms, guides, website content, user manuals
Data collection & privacy - collect
more/less/different data, impact on privacy
considerations

Org structure and capacity (if measured
separately from People impact area)

Other areas (as
required by
Business Group)

All information is accessible to those who
are affected.

The workstream will be utilising the ADKAR model to manage its people change component. Please
refer to the Change Management Guide for more information on how the Programme and its
workstreams and projects will manage organisational change.
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Project Role Named Individual Core

employee
VS Project Lead KerynlIEEIBION Yes
VS Risk Advisor Jackie §JAl@) Yes
Business Analyst Ble]{e]S9(2)(a) Yes
IT Test and release manager Vacant Yes
Senior Systems Analyst Becs IEEIBRION Yes
Communications Advisor OETES9(2)(a)) Yes
Project Co-ordinator SENY s9(2)(a) | Yes
Subject Matter Expert Data and Beth Kreitzer Yes

Insights

The project will be utilising the programme standard Project Roles and Responsibilities.

Constraints

The known constraints for this workstream are:

Area Constraints
Post-election

Timeframes Timeframes are a significant constraint as systems changes need to be
completed and tested to be ready for the Operational Delivery
Simulation in October 2025

Capacity Catalyst capacity, as (depending on the initiatives agreed), there may
only be sufficient capacity to undertake small scope development and
“quick wins”, rather than “big rocks”

Overseas Targeted Automation

Regulation Regulation change is a prerequisite to gain the full benefits of this
Change project.

Resource The project is dependent on a single SME, so allocation of additional
Availability resources is required.

The full list of constraints can be found within the Programme RAIDDL.

Assumptions

In planning this workstream the following assumptions have been made:
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Area Assumption

Out of scope

Overseas Targeted Automation

Deadlines The system changes will be ready for testing in the October 2025
Operational Delivery Simulation (ODS) project.

Stakeholder It is assumed that IT, including system developers, will be able to provide

Support timely and comprehensive input during this phase of the project.

Centralisation It is assumed that centralised processing will remain the approach for
the delivery of overseas, remote and dictation voting services for
GE2026.

Three-week This project is working within the current post-election legislative

post-election timeframes.

period

The full list of assumptions and status can be found within the Programme RAIDDL.

Out of scope
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Appendix 2: Post-election Summary of Interventions
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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 WMP and keep it updated through
the life of the workstream. 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

e The workstream is experiencing significant issues with delivering the current approved
plan.

The Enrolment workstream is a priority workstream for the Commission for GE2026. The
workstream will plan and deliver the core enrolment functions for the 2026 Maori Electoral Option
and General Election; and investigate and implement ways to modernise our enrolment capability
for GE2026 and beyond, through better use of technology and data, making it easier for electors to
enrol, vote and stay enrolled.

The workstream aims to mitigate issues arising from a high volume of enrolments post Writ Day

during GE2023 and address a number of relevant recommendations made by:
e the Office of the Auditor General’s report on GE2023, and

e the PwC audit report to improve enrolment data and integrity.

A high-level view of the workstream is shown below.

Enrolment Workstream Management Plan Page 5 of 63



Improvement projects

Enhancing EnrolOnline

EnrolOnline is the Electoral Commission’s online platform enabling electors to enrol to vote, check
or update their enrolment details using a New Zealand driver licence, New Zealand passport, or
RealMe verified identity. This project will develop and implement changes to EnrolOnline to
automate backend processes and reduce the level of manual intervention required to process
changes submitted by the elector. This will reduce the time and resources required to process
enrolments and enable a shift in focus from processing to integrity and assurance.

Data integrity and assurance

This project will review and enhance the effectiveness and efficiency of roll data integrity and
assurance processes, focusing on the accuracy, validity, completeness, and security of enrolment
data. There will be particular focus on ensuring the project will enable the implementation of the
recommendations made in the PricewaterhouseCoopers (PwC) internal audit report, and the
recommendations made in the OAG Report on GE2023.

Enhanced Data Matching

This project will design and implement a multi-channel, digital first approach to reinstating
enhanced data matches for GE2026 with existing approved agencies (NZTA, MSD and DIA). It will
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introduce changes that are a necessary enabler for future work on Direct Enrolment updates and a
wider modernisation programme.

Implementation of Electoral Amendment Bill - Enrolment components

The Enrolment workstream will implement several changes that are expected to be introduced by
the Electoral Amendment Bill (EAB). The EAB was introduced in July 2025 and is currently expected
to be enacted on 18 December 2025. At the time of writing this plan, the Enrolment workstream is
expected to include the changes outlined in the scope table on page 17. Changes that are
expected to be implemented after GE2026 are outside the scope of this workstream.

Background

Project briefs
An overarching workstream brief was approved by the Programme Board on 29 August 2024.

The following project briefs for improvement initiatives within the workstream have also been
presented to the Programme Board:

e Enhancing EnrolOnline: A project brief was presented on 29 August 2024. A reduced scope
MVP option was endorsed to proceed to detailed design on 26 September 2024.

e Enrolment data integrity and assurance: A project brief was presented on 6 September
2024 and endorsed to proceed to detailed design.

e Digital enrolment communications with electors: A project brief was presented on 29
August 2024 and endorsed to proceed to detailed design for the Maori Electoral Option
(MEO) mailout only.

e Direct Enrolment: A project brief was presented on 6 September 2024. This was approved
to move to detailed design later in 2025, and additional information on reinstating the data
match process was requested.

e Enhancing Enrolment at a Voting Place: A project brief was presented on 26 September
2024 but not approved to proceed.

Enhancing EnrolOnline - Detailed Design Document

A Detailed Design Document was presented to the Programme Board and approved on 6 March
2025. The Programme Board approved the MVP option for Enhancing EnrolOnline to be
implemented for GE2026, noting the costs would consist of an estimated 17 weeks of Catalyst
work as part of their existing services to the Commission.

Enrolment data integrity and assurance - Detailed Design Document

A Detailed Design Document was presented to the Programme Board and approved on 6 March
2025. The Programme Board approved the proposed Data Integrity work package to be
implemented in its entirety for GE2026, noting that the costs of implementing the proposed work
package are estimated at $30,000. Other costs would consist of 16 weeks Catalyst work as part of
their existing services to the Commission.

Enrolment Workstream Management Plan Page 7 of 63




































correspondence to overseas electors for
GE2026.

The EC Board has agreed that the Enrolment
update campaign will be post only for 2026,
implementation is likely for 2028 Local Body
Elections onwards. The Programme Board
confirmed on 31 July that further work on
digital enrolment communications beyond
GE2026 is outside the scope of the
Enrolment workstream as it will be picked up
in the modernisation work.

Allow direct enrolment updates

Implementation will be post-2026.

The Commission has discretion on when to
implement this. The Programme Board
confirmed on 31 July that further work to
prepare for Automatic Enrolment Updates will
be initiated as part of modernisation work.

New offence of improperly influencing person
to enrol or not to enrol or to choose a
particular roll when exercising the MEO

Legal, Regulation and Policy will be
responsible for implementing guidance on
this and compliance. Will come into force on
enactment.

Implementation of wider changes resulting
from the change in enrolment deadline

Other changes sit with Services to Voters,
Information & Education for the Public,
Post Election, Support for Election Delivery
Staff, Customer Services, Temporary
Accommodation and Temporary Election
Delivery Workforce, Logistics and Supplies.
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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 Enrolment Workstream will be created using MS Project.

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

e Activity definition will identify the specific work which must be carried out to complete each
deliverable.

e Activity sequencing will determine the order of work packages and assign relationships
between project activities.

e Activity duration estimating will calculate the timeframe required to complete work
packages.

e 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:

e 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.

e 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.

e Business Owner/Sponsor - participate in reviews of the proposed schedule and approve
the final schedule before it is baselined.

e Other key project stakeholders - participate in reviews of the proposed schedule and assist
in its validation.























































































See Resource Calendar (pages 39-44) for project team roles and allocations.

Membership of the overarching workstream project team will be confirmed, and the team will meet
fortnightly from November 2025.

The project will be utilising the programme standard Project Roles and Responsibilities.
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Out of scope

The General Election Temporary IT Infrastructure workstream (the workstream) plays an important
role in the delivery of technology for our election delivery temporary workforce including field and
other staff (EDTW). This includes kaimahi working in enrolment processing, voting services,
customer enquiries, strategic engagement and partnerships (SEP), overseas, and dictation and
remote voting centralised processing services (CPT).

The purpose of this workstream is to deliver fit for purpose cost effective, and secure technology
that allows all relevant electoral activities to be undertaken.

By delivering this work we provide confidence to all New Zealanders to trust and participate in the
2026 General Election including the 2026 Maori Electoral Option campaigns and any other
electoral events.

This aligns to the Commission’s purpose that we work to provide an effective and impatrtial
electoral system that New Zealanders understand and trust.

This workstream will address the recommendation by the Office of the Auditor General to review
hardware requirements, to ensure that electorates have sufficient technology to complete the
tasks required of them.

The total project delivery cost is estimated to be $10,050,158 including $1m in Improvement

Funding to support the deliverables of improvements highlighted by the OAG recommendations.
The project will complete in May 2027

The project is funded through both existing baseline funding, and $1M from improvement funding,
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Out of scope

Project Objectives

The table below outlines the objectives of the workstream.

1. Address the recommendation by the Office of the Auditor General to review hardware
requirements, to ensure that electorates have sufficient technology to complete the tasks
required of them.

2. Ensure EDTW and locations are supplied with fully functioning and tested technology
infrastructure that is implemented by expected recruitment and event dates.

3. Establish and/or extend the appropriate support capabilities to accommodate the
increased EDTW.

4. Create a comprehensive workstream management plan (this document) and schedule
outlining all activities, aligning requirements, timeliness, dependencies, roles, and
responsibilities, and execute it effectively to meet all workstream milestones and to
reduce impacts on EDTW.

5. Engage with key stakeholders, including government bodies, and vendors, to ensure clear
communication and collaboration throughout the project particularly in relation to the
provision of IT.

6. Ensure quality control and assurance is built into processes to ensure process
compliance with security protocols and principles and health and safety regulations.
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Out of scope

The benefits identified will be managed and tracked in the benefits register within the RAIDDL.
Progress reporting will be provided to the Project Board via the regular Project Status Report.

The Project Manager along with the Benefit Owner will track the deliverables of the project that
when delivered will achieve the desired outcomes and benefits. If during the delivery of the project
the benefits will be reduced or not achieved, an escalation to the Workstream Owner/Sponsor and
Programme Director as soon as it is identified.

As the benefits of the project will be realised after project completion, the task of ongoing reporting
and monitoring will be handed over to the PMO and Benefit Owner.
Benefits Summary

The table below identifies the benefits expected from the change initiatives that have been
approved for inclusion within the scope of the workstream.

Benefit Measure Baseline Anticipated Benefit
measurement Realisation Owner
Date

OAG5: The EDTW will All staff have Number of Sept 2026 Aaron
have sufficient devices devices as devices for Tasker
to complete their tasks defined in the staff in 2023

personas and General

business Election

requirements

OAGb: Temporary Staff can Lessons Sept 2026 Aaron
devices such as mobile conduct learned from Tasker
phones will support the election 2023 General
EDTW in undertaking delivery Election
key election delivery activities
tasks easily and

simply using

assigned

devices
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1. Introduction

The Data Quality and Integrity Assurance Plan (DQIAP) outlines the strategies and

practices to maintain enrolment data quality and integrity throughout its lifecycle. The

goalis to ensure that data remains accurate, valid, complete, and secure, supporting

enrolment operations, post-election processes, analytics, and decision-making.

2. Objectives

The objectives of the DQIAP are to:

Ensure the accuracy, consistency, completeness, validity, and timeliness of
data.

Identify potential risks to data quality and integrity and mitigate them through
manual and system processes and controls.

Apply assurance processes to ensure controls are effective.

Protect data from unauthorised access or modification, ensuring its integrity.
Prevent data errors and inconsistencies across systems.

Establish clear roles, responsibilities and metrics for monitoring and maintaining
data quality.

Foster a culture of continuous improvement for data quality across the
Enrolment business unit.

Ensure compliance with legal, regulatory and enterprise requirements related to
data management.

Provide clear pathways for escalation when required.

3. Scope

The DQIAP applies to:

All systems and applications used for directly collecting and storing data
necessary to produce published and unpublished electoral rolls and validate
an elector’s vote following an election cycle.

Data entry, modification, transfer, storage, and retrieval activities.

Structured and unstructured data (personal information, transaction records,
system logs).

Assurance of controls across all Enrolment core functions and tasks that may
impact data quality.

To ensure that enrolment functions undertaken by other business units (such
as Strategic Engagement and Partnership (SEP) or voting places)

meet acceptable Quality Assurance (QA) standards.



4. Foundational Documents

To guide and frame Data Integrity and Assurance activities, several key artefacts are
typically used. These artefacts help ensure that data is accurate, consistent, secure,
and trustworthy throughout its lifecycle. Here are some of the most common and
important ones:

4.1. Roll Integrity and Assurance Landscape

e The Commission has a varied and comprehensive roll integrity and
assurance landscape, built on the four pillars of security, validity, accuracy,
and completeness.

e This Roll Integrity and Assurance Landscape has contributed to an electoral

roll of high integrity, thatis trusted as a reliable foundation of New Zealand’s
electoral system.

4.2. Quality Assurance and Control manual (2022)

e This manual outlines the Quality Assurance and Controls processes
currently being applied during enrolment form processing and checks
against data stored in the MIKE system

e Quality Assurance and Quality Control are both different from each other
and required as part of quality management.

e Theyshould not be misunderstood as interchangeable terms. Quality
Assurance is process focused while Quality Control is end-product focused.

4.3. Risk and Controls — Enrolment Data

e The Advisor Enrolment Integrity is responsible for the overall maintenance
and currency of the Risk and Control Register of all Enrolment processes.
This register details the process risks and controls for managing data integrity
and ensuring compliance with data quality standards.

e Thisis aworking document that allows the user to manage triggers and risks
and identify any controls or processes that need to be reviewed.

e The DQIAP is designed to test the effectiveness of the controls to manage the
process related risks.

5. Data Quality Dimensions

The following data quality dimensions are tested to provide assurance that roll data is
suitable for use and that itis reliable for decision-making.

e Accuracy: datais accurate as provided by the elector and matches source
documentation as defined by section 83 of the Electoral Act 1993 (the Act).









10.

Developing and maintaining an annual schedule of the assurance activities
outlined in Appendix A, covering the period October 2025 until after General
Election 2026.

Ensuring that the scheduled activities for testing the effectiveness of data
integrity and assurance controls are carried out as planned.

Maintaining accurate records of all completed activities, including dates and
outcomes, to support transparency and continuous improvement.

Escalation, Feedback and Reporting Pathways

To ensure we are identifying, investigating, remediating, and recording operational
incidents promptly is essential for protecting both electors and the organisation. This
process ensures transparency, accountability, and continuous improvementin

operational integrity.

Enrolment’s data integrity escalation pathway:

11.
The DQIAP is reviewed and updated regularly through:

Continuous Improvement

Review Feedback: Corrective action to resolve data quality issues

Performance Metrics: Tracking data quality KPIs

Training: Building data literacy around enrolment data

Technology improvements: Leveraging new tools for enhancing data quality and
reducing manual tasks.

Data Integrity and Assurance Landscape Heatmap: Use heatmap to guide areas

for improvement.















Appendix C - Data Quality and Integrity Assurance Plan (including MEO and GE 26)
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Appendix D - Enrolment Assurance lines of defence
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Auditor-General Recommendations

8. The following 7 recommendations were presented by the Auditor-General in their
report:

Review all vote counting and quality control checks and assurance activities to
address gaps and vulnerabilities.

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 out the quality control
activities.

Complete end-to-end description of the elections process, inter-dependencies of
activities, and identify controls that support the election process.

Review the personnel resource requirement for elections (including skills and
experience required for key roles), the process for recruiting and training elections
workers, and planning for contingencies (such as staff unavailability, system
outages and fatigue).

Review hardware requirements, to ensure that electorates have sufficient and fit-
for-purpose technology to complete tasks required of them.

Review the information technology systems that support the election process to
ensure they remain fit for purpose for both electorate and national office
functions.

Enhance risk identification processes and continue applying programme and
project management disciplines (including managing risks) throughout the election
period.

Electoral Commission Response

9. The Board has accepted the recommendations and work is already underway to
implement them.
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19.To address the findings and recommendations the Board has:

reviewed delivery of the 2023 election comprehensively, particularly in the post-
election period

adopted an updated assurance policy and audit plan that set clearer expectations
for the management and reporting of controls activity

commissioned audits on post-election and enrolment processes to identify further
gaps and improvements needed to quality assurance controls

initiated a review of operating manuals and training to improve the implementation
of quality assurance controls during the delivery of elections

prioritised the making of improvements to post-election processes to improve the
integrity and timeliness of the official count

approved short-term changes to strengthen the official count process for any by-
election required before a full review of post-election processes is completed.
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e The Board will closely monitor and report on the delivery of these and other
improvements to ensure New Zealanders can continue to have trust in the delivery
of elections.
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Electoral Commission

Performance Report
1 July to 30 September 2024

Delivery highlights

v/

Delivery

v
v
v
v

Preparation

Organisation

Development of costing
models and frameworks for
2026 General Election.

Enrolment services provided
for Tauranga City Council
election.

Launch of Nga Maihiihiotera,
our Maori strategy.

Upcoming milestones

6 November Annual report due to Minister of Justice
November TBC First meeting of Representation Commission
3 December Annual review hearing

Key organisational risks

See Appendix A for our detailed organisational risk profile as at 30 September 2024.

Risk

Ability to deliver -
financial
constraints

Inability to
demonstrate that
our processes
manage risk well,
and the efficacy
of our controls

Planned mitigation

We have modelled the impact of cost pressures on election delivery
costs, to understand what can be delivered with available funds and at
recommended but fiscally prudent service levels. Current levels of
funding are insufficient to deliver a general election in 2026 without a
reduction in service levels. Options are being developed to outline
what service levels are possible at different levels of funding.

We continue to progress the audits into our processes and controls,
including enrolment and post-election processes. This will provide an
independent assessment of how robust our existing processes and
assurance controls are and identify any improvements needed.
Improvements to controls will be prioritised by the Board.



Electoral Commission Performance Report 1 July to 30 September 2024

Non-financial performance

Performance measures

See Appendix B for our external performance measures results for the period 1 July to 30
September 2024.

We have year-to-date results available for eight of our performance measures and are on track to
achieve those measures.

Progress towards our strategic priorities

The Commission’s focus this quarter has been on progressing design of the 2026 General
Election based on the lessons learned from the previous election and challenges that need to be
addressed.

Preparing for an election

Preparing for the 2026 General Election (GE 2026)

o We developed comprehensive costing models and frameworks for GE 2026, which also
enable us to provide relevant costings for policy change or a potential referendum.

o The GE 2026 programme workstreams completed project briefs in August, setting out at
a high level each workstream’s objectives and scope. These were reviewed and approved
by the GE 2026 Programme Board. A set of change initiatives will progress to the detailed
design phase. This will enable decisions to be made on how the Commission will prioritise
its investments into GE 2026. This work includes investigating options to improve the
timeliness of the official count.

o We added a system modernisation and IT work management workstream to the GE 2026
programme to consolidate activity that had previously been split across other
workstreams.

o We are evaluating responses to our RFP for suppliers of print related services, including
physical print, digital print, envelopes, cartons and small-scale mailout services. Our high-
level market analysis indicated that there are only a small number of companies that
have the capability to print and finish ballot papers and declaration forms to the
Commission’s requirements. Contracts for our current panel of suppliers reached their
maximum term in September 2024.

2025 local body elections

e Preparations are well advanced for the delivery of the 2025 local body elections
enrolment update campaign and Maori Electoral Option campaign. Decisions on the
design of the enrolment updates will be made in November.

Preparing for the future

e We continued to support the Ministry of Justice’s development of the electoral reform
work programme for this term. This has included providing information, including detailed
costings, and comment on the implications for a range of options for improving the
efficiency, effectiveness and timeliness of enrolment, special vote processing and the
vote count.

e We provided feedback and initial costings for briefings to the Minister on the potential
referendum for increasing the length of the electoral cycle to four years. We are also
providing comment on the draft Cabinet paper and Regulatory Impact Statement.
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We provided input to Parliamentary Services on the Parliament Bill.

The Commission staff members appointed as advisors to the Justice Committee attended
hearings of submissions for the Inquiry into the 2023 General Election. They worked with
the Ministry of Justice to summarise submissions, respond to information requests and
provide input for the draft report into the Inquiry. The first review of the draft report
occurred on 26 September.

Building relationships and understanding

New Zealand

We updated the Scrutineer, Party Registration and Member of Parliament handbooks,
incorporating feedback and lessons learned from the 2023 General Election.

We worked with NZ Police to develop a more streamlined Unpublished Roll application
process for Police staff and their families. We are now reviewing other Unpublished Roll
application processes to identify improvements, for instance the process for staff at
Corrections.

We published updated core information about enrolling to vote in 28 different languages
and in accessible formats for disabled people.

In late August we started our ‘always on’ advertising for the Maori Electoral Option to help
raise awareness about the Option. Questions from the public include the difference
between the Maori and general rolls, and eligibility for the Maori roll.

We developed an information kit to help our staff talk about the Maori Electoral Option
with the public and stakeholders. We also published new resources to help our
stakeholders promote the Option amongst their communities.

We worked with the Ministry for Pacific Peoples and Ministry for Ethnic Communities to
support community education.

We worked with the National Iwi Chairs Forum to explore opportunities to provide
information and education for Maori, including utilising data to support communications
regarding the Maori Electoral Option.

International

Note: Our international liaison activities are planned with and funded by the Ministry of Foreign
Affairs and Trade, under the New Zealand Aid Programme.

In late July, our Lead Technical Advisor accompanied a Fijian Elections Office official to
Samoa to observe work on Samoan and Tokelauan legislation as part of a new cross
Pacific knowledge exchange initiative.

Building our capability

We identified the staff and experience needed to address the recommendations of our
review of the 2023 General Election and the Auditor-General’s review. Roles are being
filled.

An audit of our Enterprise Information Management System’s compliance with the Public
Records Act 2005 and associated standards was completed. The next steps are to
prioritise the recommendations of the report and create a project brief to address the
major remedial actions.

In September we introduced Nga Maihiihiotera, our Maori strategy, to staff. The strategy
sets out how we will improve our operational policies and build our capability and our
relationships to enhance services for Maori. This will help us to achieve our legislated
outcomes to improve understanding, maintain confidence and facilitate participation in
parliamentary elections.

We consulted with staff on a revised acceptable behaviour policy and new guidelines and
expect to finalise these shortly. We are running a series of culture building initiatives
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across the organisation. Workshops were held with the Executive Leadership Team and
our People and Culture team and will be rolled out to all staff next quarter.

e We reviewed and rolled out new or refreshed training in a variety of areas, including e-
learning modules for enrolment staff, cyber security and privacy online training modules,
and the first two modules of our online management essentials course. We also offered a
session to all staff on political neutrality and refreshed our guidance available to staff.

e We continued to review and document the current state of key enrolment and post-
election processes and assurance controls.

e We released an RFP for a new Payroll system and HRIS (human resource information
system) in September. We are seeking a software-as-a-service option to replace our
current Payroll system to better meet New Zealand payroll and employment legislation
and to provide staff with more accurate payroll information and leave entitlements. The
HRIS will improve the Commission’s ability to meet our compliance and legislative
requirements.

e We did not renew the leases for our properties in Napier and Gisborne to rationalise our
property footprint and associated costs. A small number of staff were affected and have
been supported to work from home.

Other key activities

e The Board approved updates to the party registration policy, which will enable a shift
away from requiring newspaper advertising as part of the public consultation process.

o We completed our internal evaluation of the Election Access Fund and provided feedback
on the Ministry of Justice’s review report.

o We completed delivery of enrolment-related services for the Tauranga City Council
election.

e During the Tauranga City Council by-election, we observed the systems and practices
used by the election provider, Electionz.com, to electronically process postal votes to
assess the role that technology can play in efficient vote counting processes.

Representation Committee

The first Steering Committee meeting took place in August.

e Preparations for the first meeting of the Representation Commission continue. A likely
Chair has been identified and we are awaiting announcement of the political appointees
to the Commission.

e Adraft communications plan was prepared and work is underway on a communications
schedule and work programme to deliver information to the public and stakeholders.

Compliance activities

o We published the 2023/24 annual registered political party financial statements on our
website on 5 July, for parties whose financial statements were due on 30 June. We
referred one party to the Police for not filing their financial statements.

o Eight parties were due to file their annual financial statements by 30 September. We
received six financial statements by the due date, but one was missing an audit report.
We are following up with parties who have not met their requirements.
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c) Progress addressing the Office of the Auditor-General’s (OAG) review of counting
errors in the 2023 General Election
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ovin ity assurance e official coun
22.The OAG made seven recommendations as a result of its review of the official count

errors in 2023. Good progress has been made on actions such as identifying our
enrolment and count quality assurance controls and documenting our processes.

23.Responding to the Auditor-General’'s recommendations includes implementing more
effective controls, improved training and risk management maturity and governance
and increased external assurance over the operation of key controls.
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Performance Report
1 October to 31 December 2024

Delivery highlights

-
=
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¢ =
Delivery Preparation Organisation
First meeting of the Service delivery plan New dashboards developed,
Representation Commission. completed for local body with neighbourhood-level data
Timeline pUb“Shed elections 2025. to Support election p|anning_
Upcoming milestones
24 March Representation Commission release proposed new electoral

boundaries for public consultation
1 April (TBC) Maori Electoral Option and enrolment update campaign begins

9-18 June Representation Commission hold public hearings on proposed
electorate names and boundaries

Key organisational risks

The risk profile is unchanged from September 2024. See Appendix A. While key risks are not
considered to have changed since the September update, work to address key risks has
progressed, which is informing planning and improvements for the next General Election.

Risk Planned mitigation

Ability to deliver - We have modelled the impact of cost pressures on election delivery
financial costs, to understand what can be delivered with available funding.
constraints Current levels of funding are insufficient to deliver a general election

in 2026 without a significant reduction in service levels. Advice has
been provided on service levels at different levels of funding.

Inability to We continue to progress the audits into our processes and controls,
demonstrate that including enrolment and post-election processes. These will provide
our processes an independent assessment of how robust our existing processes
manage risk well, and assurance controls are, and identify any improvements needed.
and the efficacy of Improvements to controls will be prioritised by the Board.

our controls
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Non-financial performance

Performance measures

See Appendix B for our external performance measures results for the period 1 October to 31
December 2024.

We have year-to-date results available for nine of our performance measures and are on track to
achieve those measures.

Progress towards our strategic priorities

This quarter the Commission has been planning its approach to the Maori Electoral Option and
enrolment update campaigns for the 2025 local body elections, as well as supporting the
Representation Commission and continuing to design the 2026 General Election programme.

Preparing for an election

Preparing for the 2026 General Election (GE2026)

e Detailed design is underway on improvements to electoral services and associated
quality assurance controls.

o We have identified the role competencies required for our temporary GE2026 workforce,
which will inform the design of election roles.

e We have updated our referendum processes and upgraded the referendum module in
the Election Management System (EMS).

2025 local body elections

e In November, the Board agreed to run a combined Maori Electoral Option and enrolment
update campaign for the 2025 local body elections. The campaign will involve a
combined mailout and a targeted public information and education programme.

e By combining the two campaigns we have reduced the amount budgeted for these
campaigns by $2.389 million from the original proposal.

e The service delivery plan for the campaign and associated enrolment activities has been
completed, as has the communications plan. Input is being sought from key
stakeholders, such as Local Government New Zealand and Taituara (the membership
network for local government professionals).

Preparing for the future

e We continued to support the Justice Committee as advisors for the Inquiry into the 2023
General Election. The final report of the committee was published on 11 November
2024.

e We are working with the Ministry of Justice on next steps for the Inquiry’s
recommendations and continuing to support the development of the electoral reform
work programme for this term.

e We have also contributed to discussions between the Ministry of Justice and the Privacy
Commission on potential changes to data-sharing arrangements that would enable us to
use digital channels to communicate with electors.

e We provided advice to Stats NZ on their planning for the next Census.
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Work on our long-term strategy progressed including modelling the impacts of projected
population growth and potential service changes on the sustainability of the electoral
system.

Building relationships and understanding

New Zealand

In December we published General Election 2023 voter turnout statistics to an electorate
level on elections.nz. For the first time this included data broken down by
neighbourhoods, providing a more detailed view of turnout in each electorate.

We met with advisors to the National Iwi Chairs to get input to information and education
planned for the Maori Electoral Option being undertaken for the local body elections.

International

On 14 November we hosted a delegation from the Independent Electoral Commission of
Lesotho who had come to learn about New Zealand’s approach to framing and
administering referendums. Lesotho is planning to hold its first referendums soon and
chose New Zealand due to our similar electoral systems.

Our Manager International travelled to Nadi in Fiji in November to help deliver
professional development on strengthening electoral integrity and inclusion. The
‘talanoa’, or gathering, included representatives from 12 Pacific countries and a
Commonwealth participant from Nigeria.

Building our capability

The Board approved an updated acceptable behaviour policy and guidelines, and held
workshops with staff to help implement the policy. In total, 133 people attended the
workshops (an attendance rate of more than 85%).

Proposals for change in our IT and People and Culture functions were finalised, with the
new structure coming into effect on 27 January. Where possible, existing staff were
redeployed into new roles. The changes aim to strengthen service delivery in these areas.
We have developed an enrolment forecasting tool, which supports decision making
around staffing needed for GE2026.

We have also developed internal dashboards that combine enrolment and turnout data
with census and other public data to provide electorate and neighbourhood-level data.
This supports our staff to target their services (e.g. voting places and mobile services) to
be most effective for individual communities.

The refresh of our panel of suppliers of print and related products is nearly complete. We
have secured 11 suppliers to deliver a wide range of printed products for election
services. This ensures that we most efficiently manage the sourcing and production of a
significant volume of material.

We have gone out to market for contact centre services, a key support to the public
during electoral events. Work is underway to renew our logistics and freight contracts
until early 2027.

Other key activities

Hon Justice Simon Moore KC took on the role of Chair on 18 November 2024. He will
receive an induction programme in early 2025.
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e The Board and the Manager Legal and Policy attended the annual review hearing with the
Justice Committee on 5 December 2024 and responded to a wide range of questions
during the three-hour hearing.

Representation Committee

e The Representation Commission met for the first time on 11 December. Members of the
Commission nominated District Court Judge Kevin Kelly as Chair and confirmed a
timetable for the six-month long review.

Compliance activities

o We referred a party to Police on 4 October for not filing financial statements due 30 June
2024 and provided further information to Police. The unaudited financial statements
were lodged on 16 December.

e We referred an individual to the Police on 8 November for providing a false statement in
an application to enrol as an elector.

e On 27 November, the Board cancelled the registration of the Democratic Alliance and its

logo at the party’s request. The Register of Political Parties has been updated to reflect
this change.
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Electoral system quality assurance improvements

Ref: EC25-001

Purpose: This briefing updates you on activities to address the findings of the Auditor-
General’s report (OAG report) on errors in the official count for the 2023 General

Election. It also informs you about release of subsequent assurance reports.

Minister

Action Sought

Minister’s Deadline

Hon Paul Goldsmith,
Minister of Justice

Note the information provided

Contact for telephone discussion (if required)

Name Position Contact Contact First
(work) (mobile) Contact?

Karl Le Chief Electoral Officer 9(2)(a) Yes

Quesne [

Leigh Deputy Chief Executive Strategy, [ No

Deuchars Governance and Development I




Ref: EC25-001

Recommendations
It is recommended that you:

note the progress made in addressing the recommendations of the OAG report

note the findings of a subsequent PricewaterhouseCoopers (PwC) assurance review of
enrolment and official count processes

C. Out of scope

I
ey ]
|
.|
Purpose

1. This briefing updates you on activities to address the findings of the Auditor-General’s
report (OAG report) on errors in the official count for the 2023 General Election. |l

Background

2. In May 2024 the Office of the Auditor-General produced a report on quality assurance
processes for counting votes following errors identified in the 2023 General Election
results: General Election 2023: Independent review of counting errors — Office of the
Auditor-General New Zealand. The Commission’s Board commissioned a range of work
to address the findings and recommendations of the OAG review, which are detailed
below. Further assurance reports on key Commission processes were also
commissioned in 2024 to inform improvements, particularly for enrolment and the
official count.

Discussion
Activities in response to the OAG review

3. Progress on activities undertaken in response to the OAG review is reported in the
table below. The Commission remains committed to implementing change to address
the Auditor-General’s recommendations, and is proceeding as quickly as resources
allow.

4. As noted, many of the recommendations require implementation as part of detailed
design process for GE2026. Final decisions will depend on available funding. The
Commission intends publishing the progress reported below on its website.
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Table of activities

Commitment

Progress update

a) acomprehensive internal review of the
delivery of the 2023 General Election
and post-election period

We completed our lessons learned
activities and produced the s8 2023
General Election report, which has been
tabled in Parliament. A detailed review of
our processes and quality assurance
controls is progressing.

b) adopting a new assurance framework

A new assurance framework was adopted
in July 2024. An updated risk policy has
been approved by the Board and training
of staff will start in February 2025.

¢) audits of post-election and enrolment
processes to identify any further gaps
or improvements

We have received a report from PwC on
the post-election and enrolment
processes. This is attached at Appendix 1:
PwC review of post-election and enrolment
processes. The findings are being used to
improve controls over both enrolment and
post-election processes.

d) reviewing operating manuals and
training to improve the implementation
of quality assurance controls during
delivery of elections

Work has started on improving operating
manuals to deliver the 2026 General
Election. These will be completed as
related legislative change is finalised.

€) prioritising improvements to post-
election processes to improve the
integrity and timeliness of the official
count

Improvements to post-election processes
are underway and will be ready for the
2026 General Election. Improvements will
cover processes, IT systems and improved
management oversight. Some of these will
depend on legislative reform.

f) approving short-term changes to
strengthen the official count process
for any by-election required before a full
review of post-election processes is
completed.

Completed in 2024.

The PwC report

5. PwC was commissioned to report on quality assurance of enrolment and post-election
processes to inform actions to reduce risk. PWC’s report (attached as Appendix 1: PwC
review of post-election and enrolment processes) provides a comprehensive
assessment of the Commission’s controls and operational risks, and identifies
strategic challenges and changes that would require resolution to reduce the risk
profile of the election to a tolerable level. This assessment has informed the
modernisation options and advice in the Commission’s budget bid (see the Budget Bid

Annex attached as Appendix 2).

6. PwC's report identified more than 90 controls, many of which are manual and paper-
based processes. The age and inflexibility of our IT systems, and the high level of
prescription in legislation on how to carry out processes were identified as key
constraints to reducing the risk of enrolment and official count errors.
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7. The modernisation we have recommended and advice in the Budget bid provide the
basis for strengthening those controls over the longer term, and for specific
improvements for the 2026 General Election.

8. Key findings from the PwC report include:

Q

) Despite identifying many controls over enrolment and the official count, the current
systems, processes and operating models lack comprehensive quality assurance.

S

There is high reliance on the effective operation of a significant number of manual,
paper-based processes and controls to reduce risk.

O
~

These processes are likely to come under increasing pressure as the population
size and volumes of special votes increase.

9. The PwC report makes operational recommendations that will improve risk
management but will leave a high level of residual risk of errors. Other strategic
recommendations to further reduce risk will require investment in legislative changes,
better IT systems, simplifying processes, and will take time to implement given the
three-year electoral cycle.

10.Many of the proposed reforms to enrolment being considered for the Electoral Matters
Bill will help address those strategic recommendations (e.g. updating enrolment
details through data matching, and greater use of technology). The Budget bid also
includes resourcing to strengthen controls both for the 2026 General Election, and
over the longer term in the modernisation case.

11.Decisions on final responses to findings and identified gaps are presently being
considered in the context of existing resources and pending Budget 2025 decisions.
This reflects the current planning phase in the three-year electoral cycle.

Requests for information

=
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16. Out of scope

Next steps

=
\l

Appendices

1 - PwC internal audit report: Electoral Enrolment and Electoral Results quality assurance
processes and controls.

2 - Electoral Commission Budget Bid - Annex A Modernisation and Improvement
initiatives.

3-
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Appendix A

Modernisation and Integrity Improvements

1.

Successive general election reports and advice have reported on the need to:

*  Reduce complexity of settings

* Modernise aging technology systems

* Provide steady and stable funding streams to enable development and continuous
improvement during the Commission’s most productive periods

* Reduce the growing pressure of increasing special votes

The IER report highlights the particular challenges of overly prescriptive legislation and the
increasing complexity of the legislation due to piecemeal improvements.

The Office of the Auditor General review

3. In GE 2023, a series of challenges were experienced that have been well canvassed in the
Auditor-General’s Independent review of Counting errors.! This was also discussed at the Justice
Select Committee on 23 May 2024.

4. The report made seven main recommendations and made a number of observations:

a. review all vote counting and quality assurance checks and controls to address gaps and
vulnerabilities;

b. 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;

c. complete the end-to-end description of the election process and inter-dependencies of
activities, and identify controls that support the election process;

d. review the personnel requirements for elections, the process for recruiting and training
election workers, and planning for contingencies (such as staff unavailability, system outages,
and fatigue);

e. review hardware requirements, to ensure that electorates have sufficient technology to
complete tasks required of them;

f. review the information technology systems that support the election process to ensure that
they remain fit for purpose for both electorate and National Office functions; and

g. enhance risk identification processes and continue to apply programme and project
management disciplines (including managing risks) throughout the election period.

5. Many of these responses are underway and are costed as part of the integrity improvements in
our budget bid.

PwC review

6. Subsequent to the Auditor-General’s findings, the Commission requested that PwC examine the

enrolment and post election processes in more detail and specifically to advise “What is the
level of mitigated risk for the electoral enrolment and electoral results processes, and to what
extent do their systems of controls provide confidence that the objectives of those processes
will consistently be met?”

1

https://ndhadeliver.natlib.govt.nz/webarchive/20240119114109mp /https://electoralreview.govt.nz/assets/P

DF/Independent-Electoral-Review-Final-Report-November-2023.pdf



https://ndhadeliver.natlib.govt.nz/webarchive/20240119114109mp_/https:/electoralreview.govt.nz/assets/PDF/Independent-Electoral-Review-Final-Report-November-2023.pdf
https://oag.parliament.nz/2024/election-2023/docs/general-election-2023.pdf
https://aus01.safelinks.protection.outlook.com/?url=https%3A%2F%2Fvimeo.com%2Fshowcase%2F10758261%2Fvideo%2F946006077&data=05%7C02%7CLucy.Hickman%40elections.govt.nz%7C10728aec72854d86d50b08dd1aed0ee3%7Ca8cd4425361b4346a448cce70d9faf29%7C0%7C0%7C638696327631218756%7CUnknown%7CTWFpbGZsb3d8eyJFbXB0eU1hcGkiOnRydWUsIlYiOiIwLjAuMDAwMCIsIlAiOiJXaW4zMiIsIkFOIjoiTWFpbCIsIldUIjoyfQ%3D%3D%7C4000%7C%7C%7C&sdata=P320nS6zmKLlC340o0u4ImVGtZ1qqvJY8%2FHfNrfGky8%3D&reserved=0
https://ndhadeliver.natlib.govt.nz/webarchive/20240119114109mp_/https:/electoralreview.govt.nz/assets/PDF/Independent-Electoral-Review-Final-Report-November-2023.pdf
https://ndhadeliver.natlib.govt.nz/webarchive/20240119114109mp_/https:/electoralreview.govt.nz/assets/PDF/Independent-Electoral-Review-Final-Report-November-2023.pdf
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7.

10.

11.

12.

The report built on the OAG review and found that whilst the Commission has many processes
and controls in place, there is still a significant risk that material errors may be made during the
delivery of an election.

PwC assessed the level of risk using the following key trends/assumptions:

* Consistent level of resourcing with prior years.

*  Consistent processes and technology.

* Similar patterns of behaviours as seen during the 2023 general election cycle (e.g. later
enrolment, and increased volumes of special votes).

* Increasing complexity in the legislative settings.

* Arelatively consistent spread of results, with between 2-6 electorates having a margin
following voting of below 100 votes determining the win.

* The estimated eligible voter population has increased and will continue to (the most likely
scenario for the 2026 election is a 3.5-4% increase in population since the 2023 election).

Immediate improvement areas: The review recommended areas to strengthen risk management
maturity, and operational controls. A programme of work to address these is costed in the
improvement areas of our budget bid. It should be noted that our management response to the
review is awaiting funding decisions as this determines the scope of the improvements that can
be implemented.

Strategic interventions: The review also noted that if the Commission is to address the level of
risk in these electoral system areas, without changes to the legislative, delivery and information
technology settings, significant change and investment will be required to deliver the future
state.

a. The future state should be:

v Streamlined, to reduce multiple transactions and remove complexity, volume and
known blockers from the process. This may include legislative change to simplify and
remove risk, or a different operating model within the Commission to deliver
enrolment and election processes

v Technology assisted and automated where appropriate, noting there is likely to be a
requirement for a manual count for the foreseeable future. Consider how scanning,
optical character recognition (OCR) and artificial intelligence (Al) can identify errors

v Flexible and future proofed, to set the Commission up to successfully deliver with
high-integrity, efficient and responsive tools.

A strategic level change is required because the existing administrative processes and technology
need significant change, that cannot be safely delivered within the limited time available before
the next election.

To achieve this change, PwC recommended that the Commission need to enable step change,

that:

a. Fundamentally changes the volume and flow of enrolment activity across the electoral
cycle, so the roll is more consistently accurate and complete, and less change is required
during an election period
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* The single biggest driver of risk in electoral administration appears to be the
completeness and accuracy of the electoral rolls in relation to the total eligible
population. This drives complexity and has potential to cause (sometimes significant)
timeliness challenges downstream in the electoral processes.

* Voter behaviour has shifted materially, compared to when the enrolment process was
legislated.

* The Commission should:

— Take steps to enable rolls to remain up to date throughout the electoral cycle

— As far as is possible and feasible, take action to identify and reach unenrolled
people, and electors whose information is not up to date

— Make it easy and transactionally simple for eligible voters to keep electoral roll
information up to date; and ensure the systems used to hold and support enrolment
data enable these actions.

b. Fundamentally changes how the Commission uses technology to prevent errors from
occurring and to better detect whether errors have occurred by moving away from manual
processes and controls

* The Commission’s processes are predominantly manual, and manual processes come
with an inherent expectation of error. The additional controls that can be introduced to
address areas like data entry and transposition errors will likely require investment,
robust trials, and prototyping, but will ultimately increase the integrity of the
Commission’s processes. Additionally, the technology systems the Commission relies on
were built to address different base requirements.

* The Commission will have to avoid overinvesting in existing systems that are inflexible
and reflect the prescriptive legislation. A greater return in performance will need
legislative and service delivery reforms. This may leave some risks not fully mitigated in
the short term.

How our improvements and modernisation components of our budget bid
align
13. The set of improvement recommendations in the Commission’s budget bid draw from the

combined conclusions above and detailed analysis by the Commission of the opportunities to
redesign or improve its processes.

14. In addition to directly addressing the recommendations of the OAG, improvement and integrity
options have been designed to:
* Reduce (or smooth) the volume of transactions at critical periods
* Manage volume: streamline or reduce time to complete key tasks
*  Reduce complexity and effort
* Improve integrity of our processes, controls and our system.

15. The recommended combination of options is designed to enable, as much as possible, the
improvements needed to address integrity issues and the contributing sources of pressure on
the election system, particularly with a focus on 2026.

16. The modernisation options address the combination of systemic drivers and strategic level
changes identified by PwC and previous reviews. See Annex one.

17. A breakdown of integrity improvements is attached as Annex two.
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Annex One: Systemic drivers and strategic level changes
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Annex two: Integrity Improvements

Improvement benefits and costs over 6 years ($m)

Cost (preferred) | _Cost (scaled)

Benefit 1: Reduce (or smooth) the volume of transactions at critical periods 1.331 1.331
Benefit 2: Manage volume: streamline or reduce time to complete key tasks 6.511 2.722
Benefit 3: Reduce complexity and effort 4.851 2.792
Benefit 4: Improve integrity of our processes, controls and our system 17.727 8.388
Project managers, business analysts and other support across full packages 1.570 1.570
Assurance across change packages on system changes working 2.676 1.403
Subtotal 34.666 18.206
Capability uplift 4.758 4.758

Total cost $39.424m $22.964m
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Electoral Commission

Performance Report

1 Jan 2025 - 31 March 2025

Delivery highlights

Delivery

Launched electoral
boundary review information
and submission portal on

vote.nz.

Preparation Organisation

2025 local elections
enrolment update
preparations completed.

New risk policy and
framework approved.

Upcoming milestones

1 April Maori Electoral Option and enrolment update campaign begins for
local elections

April Additional staff contracted short-term to deliver groundwork for
implementation of responses to the OAG report on election integrity

13- 15 May Voting place test conducted for GE2026 to inform staff and resource
allocation under various policy settings currently being finalised

Early June (TBC) Decisions to confirm scopes and activities for Build and prepare.
Confirmation of improvement activities to implement OAG
recommendations, digital initiatives and system improvements.

9 - 18 June Representation Commission holds public hearings on proposed
electorate names and boundaries

10 July Maori Electoral Option closes for local elections

Late July Electorate headquarters test conducted for GE2026

Key organisational risks

The Commission monitors and assesses strategic and operational risks. The key risks under
management in the last quarter are below.

Risk

Scale of change
impacts
Commission’s
ability to deliver
effectively

Inability to
demonstrate that

Planned mitigation

Decision making will manage carefully the trade-offs between funding,
time to implement, and supporting the public to understand legislative
and operational changes that affect their interactions with the
electoral system. Additional short-term resources will be applied or
reallocated where possible.

We continue to analyse our processes and controls, including
enrolment and post-election processes, to better understand their
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Risk Planned mitigation

our processes effectiveness and any potential gaps. Audits before the next election
manage risk well, will provide an independent assessment of how robust they are, and
and the efficacy identify any improvements needed. Improvements to controls will be
of our controls prioritised by the Board.

Non-financial performance

Cycle stage and overall status of preparations

The Commission is presently completing the design of improvements for delivery of the 2026
general election, and starting readiness testing of improvements, changes to give effect to any
changes to the Electoral Act, and improvements to quality controls. This phase of work is anticipated
to run until 28 February 2026.

We are completing the high-level design and service level expectations for the election, which can be
confirmed following Budget 2025 decisions. Decisions on quality assurance improvements in
response to the OAG recommendations will also be dependent on subsequent decisions on the
Budget contingency established for this work.

This quarter, the Commission has been preparing the Maori Electoral Option and enrolment update
campaigns for the 2025 local elections. For the first time this will be a combined update and
mailout, which will help us make considerable savings. The Commission is also supporting the
Representation Commission and continuing to design the 2026 General Election programme.

Performance measures

See Appendix A for our external performance measures results for the period 1 July 2024 to 31
March 2025.

We have year-to-date results available for 14 of our performance measures and are on track to
achieve 11 measures.

This quarter we ran our annual survey of public confidence and understanding of the electoral
system. We met our targets for understanding of voting and enrolment processes, but not for
understanding of the Maori Electoral Option and confidence in the Commission and its staff. This is
the second time we have conducted the annual survey (previously only run during election years)
and we are still building a baseline for these measures across the electoral cycle. It is too early to
determine whether we are seeing indicators of a trend of declining public confidence or if this is part
of a pattern that we have not previously measured, where confidence declines during the middle
period of the electoral cycle when the public does not have a recent experience of voting or
interacting with the Commission.
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Progress towards our strategic priorities

Preparing for an election

We have determined which improvements to electoral services and the integrity of our
systems, processes and assurance controls we can implement before the next general
election. Detailed design work is underway. We have been advised that the additional
funding needed for this work will be set up as a contingency fund. We have started preparing
advice for release of the funding required in 2025/26. This will help us to reduce the risk
that delays accessing this funding impact preparation for these improvements for the next
general election.

A review of the process for selecting voting places, including how political neutrality is
maintained, has been completed. Secretaries of political parties will be consulted on the new
guidance.

We are building technical changes to our Election Management System (EMS). This includes
changes that will improve bringing on temporary workers, support management and
distribution of supplies to voting places, and partially automate processes for overseas and
remote voting that will help ensure timely post-election processing of ballot papers.

We continue to update our processes and training documentation and are preparing to test
these. A voting place test is scheduled for May and a headquarters test in July. These will
test a range of policy and legislative settings so we can estimate resource and planning
implications. These tests will include running a referendum and implementing an earlier
enrolment close off.

The re-opening of the Election Access Fund was postponed to early May 2025 to prevent this
from overlapping with messaging about local election selection activities, which are not
covered under the Election Access Fund Act 2020. (The fund is now open for applications.)

Preparations to deliver the combined Maori Electoral Option and local elections enrolment
update campaign were completed, with the campaigh commencing on 1 April.

We developed predictive modelling of enrolment numbers, customer service needs and
special vote declarations for local elections to support workload planning. Training of
additional staff to support the modelled increase in enrolment activity commenced on 24
March. This modelling and workload planning will inform enrolment for the next general
election.

Preparing for the future

We are continuing to work with the Ministry of Justice on policy proposals, costings, and
regulatory impact statements (RIS) relating to possible changes to be included in an Electoral
Amendment Bill in 2025, and the government response to the inquiry into the 2023 General
Election.

We also continue to work with Stats NZ and the Ministry of Justice on the Census
modernisation, including discussing potential implications for the electoral roll and the
Boundary Review process (Representation Commission).

Building relationships and understanding

Local Body elections provide opportunities to boost enrolment and to improve understanding
of General elections.
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We are working with local government across the country to help inform and educate
electors about enrolment, the Maori Electoral Option and local elections. This has included
developing consistent information and sharing stall space at large community events such as
the 2025 Te Matatini Festival in New Plymouth.

A local elections section has been added to vote.nz where people can find information on
how and when to enrol for the local elections, the roll choice for Maori, and links to council
pages on the elections.

The media approach to raise awareness of the boundary review public consultation process
was designed and implemented. To optimise the use of budget, the campaign is targeting
areas most affected by the proposed changes,

Work continues to develop an overarching Memorandum of Understanding between Stats NZ
and the Commission that will cover the provision of electoral data.

By-election content has been added to the Candidate Hub on elections.nz.

We worked with NZ Post and Telnet to plan and deliver an email and SMS campaign to
contact enrolled electors for whom NZ Post will no longer deliver mail to their home. We
encouraged these electors to provide us with an alternative postal address.

We provided an advance voting place for the 2025 Western Australian State Election at our
Wellington National Office from 24 February to 7 March. Thirty-six votes were cast.

Annual work plans have been agreed with Tonga and Papua New Guinea as part of our
international work programme, funded by the Ministry of Foreign Affairs and Trade.

Building our capability

A new risk policy and framework was approved and related training is being delivered to
operational teams. This is part of improving risk management ahead of the 2026 General
Election.

Key procurement activities continue for services and supplies for General Election 2026.
This includes the renewal of our storage and distribution contracts until April 2027, and
procurement of ICT equipment for election field staff.

Other key activities

The Representation Commission issued its proposed electoral boundaries report on 25
March with a press conference at the National Library. The release attracted considerable
media attention and generated significant traffic to the Electoral Commission website.

The proposed boundaries are open for public consultation until 21 May.

Annual donations and loans forms and representation letters were sent by email to parties in
mid-January, with a reminder of their compliance obligations due by 30 April 2025.

The New Nation Party, and logo, were cancelled at the party’s request. We received updated
constitutions from the Women’s Rights Party and from ACT New Zealand. These were
uploaded to the Register of Political Parties on our website.
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Electoral Commission

Performance Report
1 April - 30 June 2025

Delivery highlights

Y

Delivery

Launched enrolment update
and Maori Electoral Option
campaign for 2025 local
elections on 1 April.

v

Preparation

Organisation

Voting place test conducted
13-15 May to inform
election planning. Results
being analysed.

Risk management training
and workshops held with
operational teams.

Upcoming milestones

16-17 July
30 July

1 August

8 August
25 August

6 September

GE2026: Electorate headquarters testing

By-election: Writ issued

Local elections: Roll closes for postal voting

Representation Commission: Final electorate boundaries released
By-election: Advance voting opens

By-election: Election day

Key organisational risks

Risk

Scale of change
impacts
Commission’s ability
to deliver effectively

Inability to
demonstrate that
our processes
manage risk well,
and the efficacy of
our controls

Planned mitigation

Decision making will manage carefully the trade-offs between
funding, time to implement, and supporting the public to understand
legislative and operational changes that affect their interactions with
the electoral system.

We continue to progress analysis of our processes and controls,
including enrolment and post-election processes. Audits before the
next election will provide an independent assessment of the
robustness of our existing processes and assurance controls, and
identify any improvements needed. Improvements to controls will be
prioritised by the Board.
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Overview of the quarter

We have been delivering the enrolment update and Maori Electoral Option campaign for the 2025 local
elections, supporting the consultation phase of the Representation Commission’s review of electoral
boundaries as well as continuing our preparations for the 2026 General Election.

We are currently in Tranche 2 of the General Election 2026 programme although some work is still
continuing from Tranche 1. This mainly involves process mapping, risk identification and identifying
process controls. See the ‘preparing for an election’ section below, for key progress during quarter four.

Tranche 3

March 2026 - April 2027

Initiation Build and prepare Deliver

- Understand programme scope - Build any new components - Deliver General Election 2026
and any referendums

Define and Design Readiness (test and rehearse)

- Define delivery requirements - Test voting place, Review and close

- Analysis and design new headquarters and overseas - Review delivery, understand

components processes how to improve for next cycle

- Define business requirements - Run simulation of all aspects - Destroy ballot papers

- Map processes of General Election - Close programme

Non-financial performance

Performance measures

See Appendix A for our external performance measures results for the period 1 July 2024 to 30 June
2025.

We have unaudited year-end results for all but one of our performance measures. Final results will be
published in our annual report 2024/25.

Achieved Not achieved Awaiting result Nothing to report

10 3 1 5

We have unaudited results for 13 measures have achieved 10 of these measures. Four of our
measures are for by-election performance and were therefore not applicable in 2024/25. We also have
nothing to report for our new measure related to the effectiveness of the design of our key election
processes. We are still designing the assurance programme that sits behind the measure. This will be
approved by the Board later in 2025 and we will report on this measure in 2025/26.

The three measures we have not achieved relate to public confidence in the Commission and its staff
and public understanding of the Maori Electoral Option.

We started to measure public confidence and understanding annually in 2023/24, to gain insight into
whether levels fluctuates across an electoral cycle. We do not yet have baseline results for a full
electoral cycle. It is too early to tell whether we are seeing early indicators of a decline in confidence in
the Commission, which may be part of a global pattern of declining confidence in public institutions.
There may be a cyclical pattern where confidence is highest immediately after a general election when
people have been engaging with the electoral system and then decreases over time as elections and
the Electoral Commission become less visible. We will review the appropriateness of our measure
targets once we have a full cycle of data.
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Progress towards our strategic priorities

Preparing for an election

e Recruitment and training of our temporary regional workforce for the 2026 General Election is
underway. Our three temporary regional managers commenced work in May (alongside our two
permanent regional managers) and received induction training. We successfully recruited nine
regional advisors as planned (to work alongside our one permanent regional advisor).

o The temporary workforce and recruitment plan for the election, which will guide our recruitment
into approximately 28,000 roles, was agreed in late June.

e We ran a voting place test at our National Office between 13-15 May. This was the first of a
series of tests and simulations we will run to ensure we are ready for the 2026 General Election.
The voting place test used multiple scenarios of different types of voters and ballots to test our
updated processes, documentation, software applications and printed materials. The testing
scenarios included running a referendum alongside regular voting and implementing an earlier
enrolment close off, testing scenarios where voters might not be eligible to cast a vote. The
results of the test are being analysed to better understand processing times for different voting
place processes and to inform resource allocation.

e Physical equipment held in storage for the next election, including roll scanners, barcode
readers and audio-visual kit, was tested.

e Technical changes to our Election Management System (EMS) have been built and are ready to
be tested. This includes changes that will improve onboarding of temporary workers, support the
management of supplies and their distribution to voting places, and partially automate
processes for overseas and remote voting that will help reduce post-election processing time
and improve reporting and monitoring of system controls during the post-election period.

e Work has also progressed on requirements for technical changes to the Electronic Roll Scrutiny
Application (ERSA) that will improve audit functionality and controls in the system and address a
number of recommendations made by PwC in their review of our post-election assurance
controls.

e The Election Access Fund reopened in early May for the 2026 General Election, supported by an
information and education campaign. By 30 June we had received one enquiry. (The Fund will
also accept any applications for the Tamaki Makaurau by-election).

e The combined Maori Electoral Option and enrolment update campaign for the local elections
commenced on 1 April. 3,646,029 packs were delivered to electors in New Zealand and
overseas and included a reminder to provide the Commission with alternate contact details,
such as an email address or phone number.

e The campaign also includes targeted advertising, community information and education
activities. Information in multiple languages and alternative formats for disabled people is
available on our website and was distributed to stakeholders to share with their communities.
Advertising to remind Maori about the exemption period for the Maori Electoral Option began on
20 June. We have seen a significant increase in traffic to our website since the campaign
started.

e Temporary enrolment processing staff received training by e-Learning in April. This provided an
opportunity to test and review our updated e-Learning training modules before we take on
temporary enrolment staff for the 2026 General Election enrolment update campaign.

o Between 1 April and 30 June, we processed 262,364 paper and digital enrolment forms. For
context we had processed 18,569 forms in the previous quarter before the campaign began.

e Qur forecasting of enrolment activity trends and our staffing needs using our predictive
modelling tool has proven useful. New dashboards comparing forecast and actual activity are
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enabling us to make timely and well-informed decisions about resourcing. We will refine the
modelling tool for the General Election, using data and insights we have obtained during this
campaign.

We are working closely with local election providers as we approach the deadline for candidate
nominations and roll close off.

The death of the Member of Parliament for Tamaki Makaurau on 26 June necessitated by-
election planning and preparations.

An out-of-cycle budget bid is being prepared to secure funding for the by-election, informed by
delivery and cost modelling.

Work is progressing to secure headquarters and voting places, and to prepare equipment,
supplies and training materials for the 6 September by-election.

Preparing for the future

During the quarter, we confirmed our strategic priorities and completed our Statement of Intent
2025/26 - 2028/29, signalling our future direction and our priorities for the next four or more
years. Our new strategic priorities are strengthening our foundations, modernising electoral
services, and building knowledge and trust.

Additional funding that we obtained through Budget 25 for modernising electoral services will
enable us to investigate the potential benefits of technologies. This will allow us to provide
robust advice on further investment and any further legislative amendments that will be needed
to modernise electoral services to improve timeliness and efficiency and mitigate the impacts of
volume and cost pressures.

We continued to work with the Ministry of Justice on policy proposals and to review drafting
instructions for the planned Electoral Amendment Bill.

We also continued to work with Stats NZ and the Ministry of Justice on the future of the census
and implications for the boundary review process.

Building relationships and understanding

Since May, the 2026 General Election has been a monthly agenda item at the Major Events
Security Committee. This is an opportunity to socialise our need for help and to build
understanding across the wider sector about elections and the related risks, and what role
agencies are expected to play in support.

In April, we received applications from eight organisations for funding to provide community-
based activities to build awareness and understanding of the 2025 local elections. Just under
$54,000 was distributed to five successful applicants.

Work continues to develop an overarching Memorandum of Understanding between Stats NZ
and the Commission that will cover the provision of electoral data.

We published a new page on vote.nz on the 50th anniversary of the Maori Electoral Option in

English and te reo Maori as part of New Zealand’s official commemorations programme. The

page explains the history of the Option, including the 2022 legislative change to a continuous
option.

Annual work plans were agreed with Tonga and Papua New Guinea as part of our international
work programme, funded by the Ministry of Foreign Affairs and Trade (MFAT).



Electoral Commission Performance Report 1 April to 30 June 2025

In June, the Manager International visited Vanuatu at the request of MFAT to observe the MFAT-
funded United Nations Development Programme (UNDP) and assess whether our work would
complement the programme.

Also in June, the Manager International joined an “NZ Inc” roundtable visit to Solomon Islands
with MFAT. There were meetings with many different stakeholders and community groups and
opportunities to explore whether we could collaborate with other New Zealand government
departments to support the Solomon Islands.

Building our capability

Risk management training and workshops have been held with teams that are closely involved
in election readiness and delivery. We have started to develop our approach to risk
management for 2026 General Election field staff.

Building on our earlier work to document our election processes, we have made significant
progress documenting and analysing existing controls and identifying control gaps in our post-
election and enrolment processes.

Key procurement activities continue for services and supplies for General Election 2026. This
included completion of the Request for Proposal (RFP) for 0800 information contact services.

The reorganised structures for the Commission’s people and culture and information technology
functions are now in place. All people and culture roles have been filled, and all but three of the
information technology roles have been filled, with recruitment continuing in July. These
functions were reviewed in 2024 to ensure we have the necessary capability in place for future
elections.

Sessions were held with staff across the Commission to help them to understand how to use
Nga Maihiihiotera (our Maori strategy) and poutokomanawa (our values) in their everyday work.

The Ministry for Pacific Peoples delivered training to our Strategic Engagement and Partnerships
team on the foundations for Pasifika engagement. This built knowledge and competence within
the team and will enhance the effectiveness of their information and education activities with
Pasifika communities.

Other key activities

Representation Committee

Public consultation on the proposed electoral boundaries closed on 21 May.

Counter objections were published on 28 May, supported by a media release and information to
stakeholders. Public hearings on the proposed electorate boundaries and names were then
held from 9-16 June in Auckland, Palmerston North, Christchurch and Wellington. Submitters
from other areas gave their submissions via videoconference.

The final report is on track for presentation to the Administrator of the Government at
Government House on 8 August, and publication the same day.

Compliance activities

Annual donations and loans returns were due on 30 April and were published online on 5 May.
Two parties did not submit returns and one did not provide the audit report by the due date.
Compliance follow-up was undertaken and returns and audits were satisfactorily provided.

Financial statements were due by 30 June 2025 for eight registered parties. Seven parties filed
statements by the due date. One party did not file and one filed but without the audit report. We
are following up with parties who have not met their requirements.
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