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29. We are investing significant staff time and resources to design and implement 

improvements to quality assurance controls following the Auditor-General’s review of 

counting errors in the 2023 General Election.  
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Non-financial performance 

Progress on strategic priorities  

Priority 1: Strengthening our foundations 

• We recruited three external advisors, David O’Connor, Murray Jack and Susan Elliott ONZM, to 

help support the Board and provide additional expertise in risk and assurance, innovation and 

change, and strategic communications in support of change.  

• Work continues to grow the Commission’s risk and assurance maturity. Workshops have been 

held with the executive leadership team to ensure they understand their role in risk 

management and to review strategic and entity level risks. The enrolment workstream of the 

2026 General Election programme has reviewed and updated the controls and mitigations for 

their key risks.  

• By-election risks were reviewed in advance of the Tāmaki Makaurau by-election. The by-

election also provided an opportunity to test some changes to our manual vote count and 

results recording processes that had been designed to provide greater assurance during 

preliminary and official results processing. Changes to manual processes and our Election 

Management System (EMS) were also tested during the headquarters test in June, see the 

‘2026 General Election Preparations’ section below.  

 

Priority 2: Modernising electoral services 

• In late September, we released a request for quotation (RFQ) to supply email and SMS 

campaign capabilities for the 2026 General Election and delivered a market briefing, which 

was attended by representatives from 20 suppliers. This contract will be for one year to enable 

us to trial a digital first approach for some 2026 General Election communications, including 

supporting the provision of EasyVote cards and enrolment prompts.  

• We are progressing the establishment of the modernisation programme and in late September 

we engaged a consultancy firm to provide advice and assistance with the establishment of the 

programme. The key steps to support a business case include developing the problem 

statement, intervention logic and high-level draft future state; engaging with Treasury on the 

type of business case needed; and developing an implementation plan, including recruiting a 

team to undertake the business case development.  

• We have engaged with the Department of Internal Affairs, Ministry of Social Development and 

NZ Transport Agency to start scoping the work required to reestablish data sharing processes 

and to extend the arrangements to include sharing of email addresses and mobile numbers if 

relevant proposals in the Electoral Amendment Bill are passed.  

 

Priority 3: Building knowledge and trust  

• During the quarter, our community engagement staff conducted 506 information or education 

related activities across the country (77% in person), including attending 124 events. As well 

as sharing key messages, staff collected 2,784 enrolment forms, provided information to 387 

people who expressed interest in election work and established almost 200 new community 

connections. 

• Our planned public communications included the release of the final Representation 

Commission report and information about the Tāmaki Makaurau by-election and local 

elections, including enrolment and roll change deadlines.  

• We responded to concerns raised on social media at the end of July that people were not on 

the electoral roll as they could not find their record when searching our Enrol Online 

application. There were also concerns raised that Māori were being removed from the electoral 

roll or shifted between rolls without consent. We made a media release and shared 
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information through our social media channels to confirm we do not make unauthorised 

changes to enrolment records, provided advice on how to search for enrolment records and 

explained reasons why some electors cannot view their records through enrol online. We 

encouraged people with concerns to contact the Commission. We are looking at how we can 

change the messaging in Enrol Online to improve the user experience when people check their 

enrolment details online.  

• We received our results from the April 2025 Public Sector Reputation Index survey run by 

research agency Verian. The survey asks New Zealanders to rate their perceptions of public 

sector organisations based on a series of attributes related to trust, social responsibility, 

leadership and fairness. This was the second year the Commission has been included in the 

survey. While it is too early to establish any performance trends, insights from the survey will 

help inform our approach to maintaining public trust and confidence and our reputation.     

• Our overall reputation score was 65, which was above the average reputation score of 64. We 

ranked 29th out of the 57 public sector organisations included in the survey. In 2024, our 

overall reputation score was 67 and the average reputation score was 64.  

• Compared to 2024, the Commission’s results had improved most in the area of trust, although 

there was a decline in agreement with the statement ‘can be relied upon to protect individuals’ 

personal information.’ This decline may be related to the release of a report into allegations 

that census and Covid-19 vaccination data was used by for electioneering purposes. 

 

Our main activities  

2026 General Election preparations  

• We are currently in Tranche 2 of the General Election 2026 programme.

 

• The second stage of our readiness programme, a test of processes that will be undertaken at 

electorate headquarters, was conducted over two days in July. This included testing technical 

changes that had been made to the Election Management System (EMS) to improve quality 

assurance functionality and progress monitoring at critical steps in the post-election 

processes. We also tested changes to manual count and results recording procedures that 

were subsequently incorporated into processes for the Tāmaki Makaurau by-election.   

• Procurement of a supplier to deliver the Commission’s IT Security Operations Centre was 

completed and a preferred supplier has been selected for the delivery of temporary IT 

hardware devices for the general election and any electoral events occurring before then. Our 

request for proposal (RFP) for storage and domestic freight services closed in September and 

responses are being assessed.  

• Securing of electorate headquarters is well underway. Many properties used for the 2023 

General Election have been vacant since then and are available at competitive rents. As at 30 

September 2025, we had secured leases for 44 of the 64 electorate headquarters we will 

require from next February. Leases for enrolment processing hubs in Wellington and 

Christchurch had also been signed.   
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• Updates to our IT systems, processes and materials to reflect electorate boundary and name 

changes will be managed as part of the 2026 General Election programme.  

 

Other activities 

• We have continued to work with the Ministry of Justice on the Electoral Amendment Bill, 

potential referendum, and Census modernisation implications for electoral boundaries.  

• The Board was asked to appear before the Justice Select Committee on the Electoral 

Amendment Bill. This prompted media attention and enquiries on the time it takes to produce 

the official results, and the expected effects of an earlier enrolment cut-off.  

• In September, we referred five matters to the Police related to social media posts made on 

election day and one matter relating to a billboard on display on election day for the Tamaki 

Makaurau by-election.  

 

 

 

  

 

 

  

Out of scope





Electoral Commission Performance Report 1 October – 31 December 2025  

4 
 

Non-financial performance 

Progress on strategic priorities  

Priority 1: Strengthening our foundations 

Strengthening election quality assurance  

• We have finished reviewing our vote count and quality assurance checks and closed the 

related recommendations from the Auditor-General’s report into vote counting errors in 2023 

and the PwC report on our enrolment and post-election quality assurance processes.  

• An assurance plan has been finalised to ensure we have robust and documented assurance 

and oversight activities across election processes each electoral cycle.  

Improving our core systems 

• Improvements to our enrolment and election IT systems have been built and were tested as 

part of the first phase of simulations for the 2026 General Election, as discussed further 

below. These improvements include changes to our recruitment system to make it easier to 

onboard and recruit temporary staff and improvements that partially automate and bring 

greater efficiency to the qualification process for overseas, remote, and dictation service 

voters. 

• A new intranet was implemented in November, replacing the aging technology platform. This 

includes the intranet used by field staff during the election and will improve access to online 

instructions and training materials.  

Priority 2: Modernising electoral services 

Digital communications and data matching 

• As well as delivering services for the current election, the use of digital communications and 

data matching in the upcoming general election will provide critical information to inform the 

design of automatic enrolment updates and the next phase of digital communications. 

• We have signed a contract with a provider to deliver direct digital communications (SMS and 

email) for the upcoming Māori Election Option and enrolment update campaigns and digital 

delivery of EasyVote packs. Preparations are progressing so that electors who have provided 

email and mobile phone details will receive digital communications instead of print 

communications via post.  

• We are working with the NZ Transport Agency Waka Kotahi, Department of Internal Affairs, and 

Ministry of Social Development to update our data sharing agreements as part of work to 

reestablish data matching processes before the 2026 General Election.  

Priority 3: Building knowledge and trust  

Transparency of progress 

• In October, we provided a public update on our progress implementing recommendations from 

the Auditor-General’s report into vote counting errors in 2023. This included the release of the 

PwC report into our post-election and enrolment quality assurance processes and a progress 

update on recommendations from that report.   

Information for political parties 

• The Board has met with the leaders of some political parties and will continue to do this in the 

coming quarter. The meetings cover our approach to election delivery and political neutrality. 

• Feedback was sought from party secretaries on our updated guidance for voting place 

selection. The Board will confirm the final guidance and approach next quarter. 
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Building community knowledge and awareness 

• We held a series of workshops in November with representatives from communities with lower 

levels of participation to understand their barriers, motivators, and perspectives on enrolment 

and voting. These sessions helped inform development of our public information and 

education strategy for the 2026 General Election, which was finalised in December.  

• The suite of languages that we provide core information in on enrolling and voting was 

updated following advice from the Ministry of Ethnic Communities and Ministry for Pacific 

Peoples. 

Our main activities  

2026 General Election preparations  

• We are currently in Tranche 2 of the 2026 General Election programme.

 

Preparations 

• We have nearly completed the first phase of temporary accommodation procurement. As at 31 

December 2025, we had secured three enrolment processing sites, a location for the central 

processing team (who provide overseas, remote, and dictation voting services), and 63 of 64 

electorate headquarters. 

• We recruited 64 electorate managers to start in February 2026; 1,100 applications were 

received for these positions. Recruitment for a number of other temporary roles was also 

completed or is underway, including regional training managers, the Logistics and Supplies 

Manager and the Recruitment and Rostering Manager for overseas operations. Recruitment 

activity will increase as election delivery preparations progress. 

• Procurement for an O800 information contact centre provider and international courier 

services was completed. 

• Paper for ballots has been received.  

• Nominations were received from support agencies for the Senior Officials Committee (SOC), 

which enables senior level oversight of progress. SOC is expected to start by March 2026.  

• The inter-agency Risk and Security Working Group was established and met for the first time in 

November. The purpose of the group is to help mitigate operational risk and respond to issues 

that may arise during the election event. The group has started to develop a shared 

understanding of the risk environment. 

• We continued to work with the Ministry of Justice on the Electoral Amendment Bill and related 

regulation amendments.  

• Priority IT system changes required to implement the proposals of the Election Amendment Bill 

were completed.   
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Appendices 

A: Draft Table of Strategic Profile Risk and Trend Ratings 
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9. Tāmaki Makaurau by-election update 
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The Board discussed the new controls in operation in the by-election. Two new checklists 
will be shared with the Board after the meeting. Anusha also noted that spot-checks by the 
electorate manager were introduced. At GE26 ‘stage gates’ in the post-election period will 
help National Office monitor electorate progress and assign help if required. Anusha noted 
that on by-election night additional manual controls implemented in National Office to verify 
results. Greater visibility of the complete GE timeline, including post-election will focus all on 
overall election delivery goal. 

The OAG recommendations for improvements create conditions and structures for 
successful quality assurance processes. As the Commission builds towards electorate 
manager training in February 2026, Voting Services will consider how a key focus on quality 
assurance requirements to deliver an accurate election result are incorporated into the broad 
suite of objectives. 

10. Improvement to controls & risk updates  

Leigh Deuchars, Gayle  & Janine  joined the meeting for this item 

The Board: 

1. discussed and provided feedback on the draft management update on the PwC 

report 

 

Leigh Deuchars and the Strategy, Risk & Assurance (SRA) team gave an overview of recent 
progress implementing the recommendations of the OAG and PwC reports, and 
preparations for releasing the PwC report and the Commission’s associated management 
response. Progress has been somewhat affected by the by-election, but the event also 
presented an opportunity to test systems and processes for GE26. Gayle and Janine visited 
Tāmaki Makaurau to observe processes in action, which enabled them to observe new 
controls in operation, identify some new controls and some areas for improvement.  While 
not a formal audit, they will produce a report and are working with delivery teams to share 
lessons learned, and scope opportunities.  

The Board discussed the management report response to the PwC report, which will set out 
the Commission’s priorities and progress to date. Establishing a clear understanding of the 
Commission’s response to the recommendations will be a priority, given the likely public 
attention that will result once the report is released. This will help to explain the 
Commission’s roadmap to an improved GE26 and future elections.  

Leigh noted that the Commission’s public statements will cover the OAG recommendations 
which highlight the support required to build an organisation in which improved controls 

Out of scope
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flourish. PwC’s recommendations address certain aspects of the OAG recommendations in 
a high level of detail.  

The timeline for completing the Commission’s tasks will be determined by available 
resourcing and GE26 delivery requirements. Testing and simulation plans will need to be 
determined before the Commission can commit to implementing by a particular date. The 
Commission will state that credible and viable controls have been designed, and will be 
tested and implemented in due course to deliver for GE26.  

The report will accompany the PwC report to reflect the Commission’s technical response in 
detail. Actions for 2026 and actions for later election cycles will be identified. In areas in 
which the Commission is not implementing recommendations because they are unfeasible, 
the report will make clear the Commission’s rationale.  

An updated version of the report will be shared with the Board shortly.  

Gayle and Janine also gave an overview of their experience observing controls in action in 
Tāmaki Makaurau. They were impressed by the electorate team including the electorate 
manager, Gee  More support from outside the electorate was available than will be 
the case in GE26. Controls were observed in operation that hadn’t been documented 
previously.  

The team identified opportunities to strengthen reconciliation of ballot papers through each 
stage, and priorities for SRA team advisory work to add value to GE26 work. Potentially this 
work could also support greater visibility of the control activities and assurance operating, 
which will help build the levels of confidence as the electoral period progresses. 
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Background   

10. In 2023 our planning assumption was for all enrolment applications received by the 

enrolment deadline to be processed by the Wednesday, four days after election day, 

however the volume of enrolments received in the run up to election day meant it took ten 

days to complete enrolment processing. This placed significant pressure on the timeframes 

for the processing of special votes and the official count, where some errors occurred. 

11. Following 2023 General Election, and the Office of the Auditor-General’s review and an 

audit of enrolment processes, the Commission is looking to implement improvements to 

enrolment data integrity and assurance processes, and remove pressure on the post-

election period from enrolment activity. A proposed change to the enrolment deadline, in 

the Electoral Amendment Bill introduced in July 2025, will enable enrolment processing to 

be completed earlier in readiness for the post-election period.  

 

 

 

 

   

Discussion 

Enrolment Roll Close Scenarios 

13. As a key input to the Enrolment Delivery Plan, we have developed modelling showing the 

demand forecast and workforce profile for the following roll close (i.e. all forms are 

processed, and quality/data integrity checks are completed) scenarios: 

a. Scenario 1 - Current state: Enrolment deadline is midnight on Election Day. Close of 

enrolment processing received up to Election Day will be close of play Wednesday 

following Election Day. 

b. Scenario 2 - Enrolment deadline changes to E-13: Close of enrolment processing 

received up to deadline will be by close of play Thursday after the start of the Voting 

Period. 

c. Scenario 3 - Enrolment Deadline changes to E-13: Close of enrolment processing 

received up to the deadline will be close of play the day before Election Day.   

14. The reason we selected the Thursday deadline for scenario 2 is it provides the same 

number of days to clear the workload as scenario one. 

15. We considered a fourth scenario where the enrolment deadline is the day before Election 

Day, however modelling has not been developed for this scenario on the basis the 

Enrolment workforce profile would be similar to scenario 1.   

Enrolment GE26 Demand Forecast 

16. The key assumptions used to build the demand forecast are: 

a. 2026 Election Day held on 19 September 2026. 

b. The enrolment rate will be similar to 2023, at 94.7%. The turnout will be similar to 

2020 at 82%. 

Out of scope
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c. In scenario 1, the assumptions are that all settings are similar to 2023, including 

legislative settings and processes. Patterns of voter behaviour towards increasingly 

last-minute enrolment updates and volumes of special votes are assumed to continue. 

d. Scenarios 2 and 3 assume the enrolment deadline is 13 days, as proposed in the 

Electoral Amendment Act. 

e. We have assumed that the planned process and technological changes, such as 

automatic processing of straightforward Enrol Online updates, changes to TSR 

processes, and digital elector communications are in place prior to the 2026 

enrolment update campaign. 

f. Scenarios 2 and 3 assume some voters will not have enrolled or updated their 

enrolment record by the earlier deadline and if they vote their vote may be disallowed. 

17. The number of transactions (excluding GNAs and TSRs) predicted are as follows: 

Scenarios Start of EUC to 

Writ Day 

Writ Day to 

start of VP 

Voting Period Post Election (SVD 

Checks) 

1 410,696 162,871 563,435 279,644 

2 444,246 508,597  199,084 

3 444,246 508,597  199,084 

18. There could be additional factors that may influence the volume of enrolment transactions 

in the run up to the election, including the public information and education campaign 

messaging and potential use of enrolment hubs to support electors to enrol and/or update 

their details. 

19. If we receive a significant volume of unplanned demand close to either the Writ Day or 

enrolment deadline, we will utilise the responses outlined in the Enrolment Delivery Plan 

(which may include TOIL, movement of lower priority tasks to post election, etc.). 

Enrolment GE26 Temporary Workforce Profile 

20. We have used a range of variables, including work volumes across processing, support and 

assurance work, average handling times for each task, productive time for each role and 

attrition rates to build the workforce plan across the three scenarios (see Appendix A). The 

key assumptions used are: 

a. Working window of 8am – 5pm, 5 days a week. 

b. A productivity rate of 75% to cater for other activity like team meetings, additional 

training, breaks, etc. 

c. A level of absence due to sick/other leave. 

d. 15% attrition. 

e. 20% contingency. 

f. Placeholder resourcing for Enrolment Support and Assurance activity (Quality 

Assurance Review and Roll Cleanses).   

21. Please note this workforce profile does not include: 

a. Time required for training (that will be reflected in the Enrolment Temporary 

Workforce Plan). 

b. Capacity and capability required to deliver MEO and/or Data Matching campaigns.  

c. The operational response to the periods that require short term additional hours 

(surge capacity). There are operational decisions to be made whether this is 

achieved through recruitment or TOIL or a hybrid of both.  

22. For comparison, we had approximately 140 Enrolment staff for the 2023 General Election 

(mid-June 2023 – late October 2023). 
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23. The current baseline for the Enrolment Temporary Workforce is $5,111,867 (this includes 

improvement funding that is yet to be confirmed as at the date of this paper).  

24. An indicative view is that the personnel costs of scenarios 2 and 3 would be within the 

baseline, however this will be validated once the final Enrolment Temporary Workforce Plan 

is confirmed. 

25. Both scenarios 2 and 3 will likely be within the original IT requirements and property 

allocation which is 240 seats across three sites. This will be validated once the final 

Enrolment Temporary Workforce Plan is confirmed. 

Legal Framework  

26. Applications received by the enrolment deadline need to be processed in a timely manner 

to enable the scrutiny of the rolls, the processing of special votes and for the official counts 

to be completed, and the writ to be returned within the overall election timeframe1. The 

legislation requires the writ to be returned (subject to any recounts) no later than 60 days 

after writ day (section 139 of the Electoral Act). 

27. The legal framework currently provides: 

a. Enrolment applications received after the issue of the writ and up to and including 

election day must be processed, and eligible persons must be registered to vote for 

the election (section 88).   

b. If a person is overseas the deadline to make an application to enrol for the election 

is the day before election day (section 60).  

c. Within fourteen days of a registration or an enrolment update the Commission must 

send written confirmation to the elector by post or hand delivery (sections 89A and 

94A). 

d. The Commission cannot process enrolment applications received after election day 

until the writ is returned for the election (section 98(6)).  

28. The Electoral Amendment Bill proposes that the enrolment deadline will be thirteen days 

before election day, before the start of advance voting. Under the Bill, any application 

received after writ day but before the enrolment deadline will need to be processed, and 

eligible persons must be registered to vote for the election. Voters who turn 18 after the 

deadline and by election day or who meet the requirement of living at their new address in 

a different electorate for one month during this period need to apply by the deadline. These 

applications can be processed immediately after the enrolment deadline.  

29. The Bill does not prescribe a legislative timeframe by which applications received by the 

deadline must be processed. However, the Bill amends regulation 12, requiring the 

Commission to send Returning Officers a list of late enrolments (people added to the rolls 

after writ day) as soon as is practicable after the enrolment deadline. 

30. The Bill will also allow the Commission to notify electors of their registration or enrolment 

update digitally e.g. by email. We will still need to provide this written confirmation within 

14 days of the registration or update. 

Impact of an earlier Roll Close 

31. We have done a high-level assessment on the impact of an earlier roll close on enrolment 

processing, the voting period and post-election (See Appendix B). 

 
1 Regulation 12 of the Electoral Regulations 1996 requires the Commission, as soon as practicable after 

polling day to send the Returning Officer the list of people who have been added to the roll for the district 

after writ day and by the end of polling day to enable post-election processes to get underway.  
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Part 2 – Results controls and management 
10. Test the new functionality built into EMS to improve its controls and management of the entry 

of official results.  The test will focus on identifying any bugs or changes needed to ensure the 

functionality operates as expected and determining if it is fit-for-purpose. 

11. Test the effectiveness of new controls in the manual count processes (for both the 

preliminary and official counts), particularly focused on when data is captured, transposed, 

transcribed or entered in EMS.  

 

12. The test will also provide a means for considering how new instructions and training can be 

built to support the implementation of the new developments and changes. 

 

In Scope 

13. The following specific processes and functions are in scope of the test: 

 
 

 

Part 2 – Results controls and management 
16. Preliminary Count: Completing a preliminary count with new manual controls (relating to 

capturing and tabulating data) 

17. Preliminary Count: Testing new controls relating to calling in results from a voting place and 

capturing them at the HQ  

18. Official Count: Completing an official count with new controls (relating to capturing data both 

manually and electronically at the table) 

19. Official Count: Testing the following new functionality in EMS: 

a. Increased data warnings at the point of entering official count data  

b. Improved visibility over identified and resolved issues, via an issues management 

screen 

c. Improved controls around ability to change results, via: 

i. A new extraction screen  

ii. A Results History Report 

iii. Results locking functionality 

d. Improved views of Māori, Overseas and special vote results sets, for the completion 

of quality checking and sign-off of final certificates 

e. New systems-based checks and constraints around the process for finalising the final 

results certificates. 

Out of Scope 

20. The following activity is out of scope for the HQ Test: 

Out of scope

Out of scope
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Part 2 – Results controls and management 
25. Fully updated count, data entry and results checking instructions and training 

26. Completing the reconciliation process 

27. Completing Election Night reasonableness checking 

28. Providing training on how to undertake the preliminary and official count processes 

29. Entering a full electorate’s preliminary and official results (this information will be pre-

populated, except for the count being completed during the test) 

30. Completing authorisation checklists surrounding results processes 

31. Controls and count processes relating to referendum results 

Test resources and timing 

32. The test will be conducted using Commission workers.  Regional Advisors (RA) will perform 

the majority of field roles.   

33. The test is scheduled for half a day on 16 July and a full day on 17 July, following the RA 

Induction that starts on 15 July.  

34. The Totara meeting room on Level 3 has been booked for the test.  To assist with the 

movement of additional workers for the test, 10 visitor swipe cards to access toilets are 

requested and a simplified sign in process for these workers. 

35. The Regional Advisors will use their laptops to complete the work, but IT is required to 

provide: 

a. Monitors for 10 people 

b. Voting place phones, for the calling in of results using the 0800 line. 

36. IT will also provide a version of EMS that includes the new code, which has been fully 

regression tested. 

Reporting 

37. Key findings and recommendations from the test will be provided in an exit report, focused on 

detailing any identified system bugs and remediations or process changes required prior to 

the release of the functionality to the Operational Delivery Simulation.  

Next steps 
38. Key stakeholders will be invited to the HQ Test and the final schedule sent out. 

Out of scope
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1. Programme Board Recommendations 

 

It is recommended that the GE2026 Programme Board: 

1. note the results found in the voting place test, 

2. note that recommendations in the report with financial impacts will be quantified and 

brought back to the Programme Board to be endorsed,  

3. endorse the areas of work to continue, being:  

• assurance - that appropriate levels of staffing are provided for in voting places 

to match demand, and that effective controls are in place for critical processes, 

• guardrails – that operational tasks are assigned to the appropriate worker to 

ensure their role is achievable, and that mitigations are in place for changes to 

processes that might increase personal risk, and  

• enablers – that supporting technology such as voting place applications, physical 

resources such as instruction manuals, and training materials including 

eLearning, are fit for purpose, 

4. endorse planning to an operational readiness simulation, including voting place 

processes that were out of scope for the voting place test and the filming of processes 

for training packages.  

2. Purpose 

The purpose of this test exit report is to document the results, findings and recommendations 

of the testing undertaken by Electoral Commission during the voting place test. 

3. Introduction 

The voting place test is the first of a series of testing and simulations in the readiness 

programme for GE2026. A voting place test differs from a simulation, in that processes can be 

started, stopped, refined and retested. Technology solutions in a test are usually at minimum 

viable product stage. 

Test implementation started with training during the week starting 5 May, which was followed 

by three days of testing during the week starting 11 May. 

The test utilised a combination of Commission and casual workers to take the role of voting 

place workers and voters. 

The overall purpose of this test is to: 

• collect transaction data for vote issuing and voter assistant flows, 

• provide proof of concept for new and improved processes in the voting place, and 

• understand the outcomes of processes if there are legislative changes to enrolment 

settings or the addition of a referendum for GE26. 
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4 E PIM accuracy & useability 
Confirm that voting place manuals (PIM) are complete, accurate and 

easy for users to find and use information. 

5 A 
Master Forms accuracy & 

useability 

Confirm that voting place master forms are complete and easy for users 

to follow, to give assurance and quality control of processes. 

6 A Referendum Understand and quantify the implications of changes to processes. 

7 G 
No enrolment during the 

voting period 
Understand implications of changes to processes. 

8a E Set up process 
Confirm improvements to the effectiveness of set up processes, and 

allocation of tasks during these times. 

8b E Shut down process 
Confirm improvements to the effectiveness of shut down processes, and 

allocation of tasks during these times. 

9 E Technology: eRoll 

Validate that the eRoll application, including improvement to wildcard 

searching, works as expected, including accurate output.  

Out of scope – changes to the application due to changes to enrolment 

settings. 

10 A Reconciliation process 
Understand pain points in the reconciliation process, noting that no 

changes to the app were made before the test. 

11 A Peer to peer review  
Understand whether peer-to-peer review provides assurance in the 

accuracy of processes for issuing officers and voter assistants. 

12 G 
Takeaway votes issued by 

issuing officer 

Understand if responsibility of issuing takeaway votes can be moved 

from the voting place manager to special votes issuing officers  

13 G VPMA in small voting places 
Confirm the voting place role that voting place managers (VPMA) should 

be in attached to in small voting places. 

14 G Two VPMU model 
Confirm that a two-voting place manager (VPMU) model works in big and 

busy voting places. 

15 A Chain of custody 
Confirm improvements to the chain of custody of ballot boxes and key 

voting materials. 

16 E Virtual voting card Understand the useability of a digital EasyVote card in the voting place 
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• It may be more appropriate to remove those voters in Thursday’s session who came to the voting 

place with no voting card as the process for these voters was to use eRoll at the issuing desk. This 

reduces the processing time for ordinary vote from 113 to 107 seconds, and for special votes 

from 351 to 307 seconds. 

• The time variability without Thursday’s session decreases for both types of votes; for ordinary 

votes the middle 50% of the data now falls between 83 and 153 seconds and for special votes the 

middle 50% of the data now falls between 259 and 395 seconds. 

 

Effect of voting cards 

It is expected that a voter with an EasyVote card or Special Vote slip takes less time to process than one 

without, be it for ordinary or special votes.  

There were four voting card scenarios tested: 

• Paper EasyVote cards and Special vote slips 

• Digital EasyVote cards 

• Purple voting cards created by the voter assistant 

• No cards when the voter reached the issuing desk. 

 

It was found that the use of any type of voting card greatly reduces processing times for ordinary and 

special votes, as it allows for quicker identification of the voter and the electorate they are qualified to vote 

in. 

For ordinary votes: 

• Having a voting card averaged 55 seconds for split 1 (119 seconds total). 

• Not having a voting card averaged 132 seconds to process to split 1 (207 seconds total). 

• Across the full issuing time, it takes 1.7 times longer to process a voter in the absence of a card. 

• Paper EasyVote or Special Vote slips resulted in the fastest issuing rate, with purple cards and 

digital EasyVote about 15% slower on average. It appears that digital Easy Vote cards took longer 

than paper EasyVote cards due to voters trying to find them on their phones, or the phone screen 

going ‘dark’ during the issuing process rather than always having them accessible.  

 

• Average processing times are shown below: 

Card type Split 1 Total time 

Paper EasyVote/SVS 51 secs 114 secs 
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Purple voting card 60 126 

Digital EasyVote/SVS 62 127 

 

For special votes: 

• Not having a card took on average 247 seconds for the first split (448 seconds total).  

• Having a card of any type averaged 130 seconds for split 1 (331 seconds total). 

• A paper EasyVote card or Special Vote slip proved quicker than a purple card, at split 1 this was 

110 vs 138 seconds, and 324 vs 335 seconds total time to issue. 

• Note there were no digital cards used for special votes in the test. 

 

Effect of a referendum 

The referendum session generally had quicker processing times for both ordinary and special votes than 

any other session. This seems counterintuitive, however can be explained for the following reasons: 

• The referendum session started after issuing officers and voters had already been doing their 

respective roles for 90 minutes, so they started the session with being comfortable with the 

issuing and voting process.  

• There was a particularly fast ordinary votes issuing officer who accounted for around 40% of the 

votes issued.  

• Note that splits were not recorded for around one third of the voters for this session, so using total 

timing rather than splits probably gives a more statistically significant result. 

Given the above, based on this test, 

• the median time to process an ordinary vote in a session without a referendum was 135 seconds, 

while it took only 92 seconds in the session with a referendum 

• for special votes, this was 361 seconds without a referendum, and 300 seconds with referendum. 

 

Effect of using eRoll at the issuing desk 

Thursday’s voting session had eRoll available at the issuing desk to determine the usefulness of the tool at 

this part of the process. eRoll could be used by an issuing officer for any voter who did not have a voting 

card, and had a large effect on issuing times, noting that the number of votes in this data set was low. 

The effects were, as expected, in the time taken to determine the voter’s electorate in split 1. Split 2 was 

practically unchanged: 

• For ordinary votes, split 1 took around 100 seconds more for voters that didn’t have a card (172 

vs 71 seconds) 

• For special votes, split 1 took around 80 seconds more for voters that didn’t have a card (264 vs 

179 seconds) 

• Therefore having eRoll at the issuing desks slows down the process significantly. 

 

Takeaway votes 

There were three takeaway votes, one each voting day, each issued by a different issuing officer. These 

took 467, 744 and 860 seconds respectively, for an average of 690 seconds (around 11.5 minutes). 

 

Voter Assistants 

• It is noted that Thursday’s session had long queues of people standing at the voter assistant 

station due to very long queues at the issuing desks and physically no room for people to move 

past this point. The major outliers on Thursday have been removed from the data set. 
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8. Next steps towards Operational Readiness 
 

Objective: 

To confirm readiness by executing uninterrupted, real-world scenarios covering key voting place and mobile 

support processes.  

Scope: 

This phase will encompass end-to-end testing of key voting place processes and applications under 

realistic operational conditions, focused on key tasks and changes resulting from recommendations in this 

report. 

Processes that were not in scope for the voting place test, such as mobile support and the preliminary 

count with new assurance controls, will also be tested. 

This will include a timed test of eLearning, face-to-face training and filming of processes to support 

workers’ learning.  

Materials required: 

• All voting place Personal Instruction Manuals (PIMs), including Mobile Support, updated to new 

Sysdoc standards  

• All voting place training packages, including eLearning and face-to-face training, and the ‘train the 

trainer’ sessions 

• eRoll and reconciliation applications updated to GE26 requirements. 
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Next steps 
24. Subject to approval, the above work will be prioritised as part of the Commission’s standard 

planning processes against other work sitting in the Catalyst python team development 

backlog.  This includes development work related to: 

• Completing the targeted automation of the Overseas Application (~ 32 pts) 

• Fixing bugs and enhancing the Electronic Roll Scrutiny Application (ERSA) for auditability 

and visibility (~ 29 pts, as described in the Programme Board paper of 16 July 2025) 

• Updating the voting place algorithm (to be defined and sized) 

• Refining the EMS/SnapHire integration (to be defined and sized) 

• Providing new controls for managing the data entry of referendum results in EMS (to be 

defined and sized) 

25. It is noted that the Post-election work recommended in this paper will need to be completed, 

alongside the work described in the top two bullet points listed above and some work in 

MIKE, before an integrated, end-to-end simulation of the post-election period can be 

undertaken.   

Appendices 
(None) 
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Item: Modelling the impacts of change 

To: ELT 

For: ELT meeting 26 August 2025 

Prepared by: Beth Kreitzer, Manager Data and Insights 

 

Recommendations 
It is recommended that ELT: 

1. note the results of modelling done to predict the impact of legislative change and key GE 

Programme initiatives 

2. agree to communicate any significant changes in timing, scope or design of key initiatives 

to the Data and Insights team so the models and/or assumptions may be updated. 

Purpose 
1. This paper provides modelling of the impacts of legislative change and GE programme 

initiatives, and invites workstreams to keep Data & Insights informed of any significant 

updates that would influence the modelling. 

Background   

2. Since the 2023 General Election, the Commission has been working towards a more 

methodical and data-driven approach to understand legislative and process changes.  

3. Having a better understanding of how changes may impact elector and voter behaviour, and 

thus, the work the Commission does, allows us to select initiatives that will have the best 

impact on our mission, better understand costs and benefits of changes, and give data-

driven advice to the Minister and other stakeholders. 

4. The purpose of these models is to gain a common understanding of the likely impacts of 

changes and the key assumptions around the general elections. These models will adhere to 

the Data Output Standards approved by ELT in July 2025 once the full documentation 

process is complete. 

5. The assumptions used in these models should be used in all forecasting models created in 

the Commission to ensure consistency. 

6. Beginning in mid-2024, the Data and Insights team developed an options assessment tool to 

assist ELT and the Board in analysing packages of change initiatives (see Appendix A). This 

tool allows packages to be compared based on criteria such as efficiency, timeliness, impact 

to integrity, and accessibility, leading to data-driven decisions in what initiatives and policy 

options the Commission recommended in policy advice and the budget bid. 
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7. Once the recommended package of work was determined, the Data and Insights team set 

about quantifying impacts of the various legislative changes and internal initiatives on 

enrolment. 

8. All proposed legislation changes and internal initiatives that were likely to significantly impact 

enrolment forms or efficiency, voting behaviours, or enrolment or field staff time were 

modelled. Many other initiatives do not impact these quantities but have other benefits such 

as increased assurance or improved voter experience. 

9. A detailed enrolment model was also created, breaking the predicted number of enrolment 

forms received by format (digital or paper) and week or the campaign. This allows the 

enrolment team to estimate the number of staff needed with particular settings, such as 

additional on-screen alerts while processing, or ensuring enrolments are processed by a 

certain date during the voting period. 

Discussion 

10. While the algorithms defining the impacts of each change vary depending on the specific 

initiative or legislation, the process follows roughly the same steps for each change modelled: 

a. Assumptions were defined for the baseline, with settings the same as in the 2023 

general election. This includes assumptions around eligible population, enrolment 

percentage, special votes, overseas voting, and enrolment transactions. 

b. Using the above assumptions and historical data, a baseline predictive model of likely 

enrolment and voting behaviour in future elections was created. 

c. Data and Insights met with business units to understand the different elements that 

will impact the change, for example, the percentage of electors responding to a 

communication or the different sets of actions a voter may take in a voting place. 

d. Using subject matter expertise, research on similar initiatives in other jurisdictions, 

current and historical data, and behavioural research, a new set of assumptions and 

predictive model was created to get a picture of enrolment and voter behaviour given 

the proposed change. 

e. Each model is then examined for overlap with other changes and split into impacts of 

the single change and those that overlap with other changes. For example, a group of 

electors who would have enrolled in the voting period given 2023 settings, may 

respond to an email enrolment reminder. This group would be impacted by both the 

early roll close and digital enrolment campaign changes, so would fall in the overlap 

model. A group of electors without email addresses who would have enrolled in the 

voting period given 2023 settings, might only fall in the early roll close model. At 

times implementing multiple changes might result in a reduction of the benefits of a 

single change. 

f. Each model has outputs on: 

i. Enrolment form impact, change in number of forms or change to a different 

type of form (e.g. paper to digital) 
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ii. Enrolment form keying efficiency impact (e.g. a number of forms is now 10 

seconds faster to key on average) 

iii. Special vote declaration impact, both for Voting Services field staff and 

Enrolment staff 

iv. Impact of type of votes (ordinary votes, special votes with enrolment, special 

votes without enrolment, special votes disallowed) 

v. Impact on voter participation 

vi. Using processing time assumptions, each of these measures is then 

converted into the impact on hours of Voting Services field staff and 

Enrolment staff spent processing, issuing and counting. 

11. The assumptions and models were reviewed by an external provider prior to the budget bid. 

While they made suggestions on formatting and documentation, they determined the 

assumptions and modelling methods used are sound. Elector behaviour is difficult to predict, 

however, our assumptions were deemed reasonable by the team, which included behavioural 

economists. 

12. The models are updated periodically when the package of work changes, or the scope, timing 

or design of an initiative is refined. New information received is assessed for impact to the 

models. 

Results 

13. The baseline settings and proposed legislation change impacts are modelled through the 

2032 general election. Internal initiatives in the GE Programme are modelled only for the 

2026 general election. It is important to note that the margin of error around assumptions 

and the forecasted impacts increases the further out the model goes as there is increased 

likelihood of drastic environmental, system, or behaviour changes. 

14. The baseline models show, that with 2023 general election settings, special votes would be 

likely to top 1 million by 2032. This formed a key part of our case for change in 

communications to the Minister. 

15. Because of required changes to system and processes, some legislation changes do not have 

large impacts until GE 2029 or GE 2032. 

16. With changes, special votes are still likely to be higher than in the 2023 general election but 

will not grow as significantly as they would have without changes. It is forecast that special 

votes will reach just over 800,000 in 2032 with the impact of changes accounted for, rather 

than 1.05 million with GE 2023 settings. See Appendix B for the graph on special votes. 

17. Appendix C shows that much of the impact of legislation change will be seen in the hours 

spent by Voting Services field staff issuing, processing, and counting votes. Special votes with 

enrolment take longer to issue and process than special votes without an accompanying 

enrolment or ordinary votes. While we expect to see an increase in staff time over 2023, this 

increase will be held relatively steady over the coming elections as more special votes are 

converted to ordinary votes. 
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18. The table in Appendix D details the impacts of each legislative and internal change on 

enrolment hours, voting services field staff hours, special votes, and votes counted (e.g. 

decrease in turnout and increase in disallowed votes would cause less votes to be counted). 

19. In the 2026 general election, the early roll close will have the largest impact on staff time, the 

number of special votes, and the number of votes counted. In future elections, this impact 

will largely be negated by automatic enrolment, as electors who may have enrolled in the 

voting period given 2023 settings no longer need to update their enrolment. 

20. Digital EasyVote cards are forecast to increase special votes as around 1 million more voters 

will not bring their EasyVote cards to the voting place, and some will receive special votes in 

error. 

21. With the expected legislative and process changes, the enrolment model estimates 

temporary staffing needs will be one third to one half of the needs should 2023 settings be 

used in the 2026 general election. This is because of processing efficiencies, conversion of 

paper enrolments to digital, and an expanded deadline for enrolment processing due to the 

earlier roll close. 

Next Steps 

22. The enrolment model is currently being tested for various scenarios to get an understanding 

of expected enrolment volume and staffing needs. 

23. Models will be reviewed as new information is received and as solutions are designed. 

Communication to the Data and Insights team of the GE projects, timing, and detailed design 

are key to ensuring the models are updated with the latest information and fit for purpose. 

24. As new information is likely to be available after a budget bid is created, changes to 

assumptions will be documented so they can be explained. 

25. Any changes to planning assumptions deemed necessary once approved by the business and 

GE Programme Board, will be taken to Programme Board for approval.  

26. As additional controls are added for assurance, it may be necessary to gather new data on 

staff time to process or count votes in the post-election period. These measurements are key 

in evaluating the expected impact (including if things go off track - as referenced in the 

OAG/PWC reports) and evaluating the overall impact post-election to ensure staffing and 

processes are fit for purpose in elections beyond 2026. 
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Appendices 
A. Options Assessment 

B. Impact on Special Votes 

 
 

C. Impact on Voting Services issuing, processing, and counting time 

 
 

https://electionsnz.sharepoint.com/:x:/r/sites/DataandInsights/Shared%20Documents/Insights/Internal%20Regular%20Reporting/Data%20files/Options%20Assessment%20Tool/Options%20assessment%20-%20packages%20and%20one%20pagers%20tool%20for%20distribution.xlsx?d=w0f7baf731fda443e95aafa35647c81da&csf=1&web=1&e=bvBeFm
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D. Key outputs of GE 2026 change impact models. Negative numbers indicate a decrease in the 

hours required from staff or number of votes, while positive numbers indicate additional 

hours are required or an increase in votes. 

Type Action 

Total 
impact on 
enrolment 
processing 
hours 

Total 
impact 
on VS 
field 
staff 
hours 

Change 
in 
Special 
Votes 

Impact 
on 
Counted 
Votes 

Legislation 
Change 

Change the enrolment deadline to 
midnight 13 days before election day 
before the start of advance voting (day 
before) -13,262  -59,310  -61,099  -72,781  

Legislation 
Change 

Change required fields on the 
enrolment form to remove occupation 
and honorific -4,092  0  0  0  

Legislation 
Change 

Enable alternative forms of enrolment 
inquiry to be undertaken by digital 
methods, such as email -2  -371  -1,041  -596  

Legislation 
Change 

Disqualify sentenced prisoners from 
voting -35  -2,036  -4,247  -4,247  

Internal 
Initiative 

1.1.1 Remove unnecessary manual 
duplication of verification for enrol 
online updates -3,833  0  0  0  

Internal 
Initiative 

1.1.3 Provide a virtual voting card (e.g. 
a 'voting card') after using Enrol Online -467  -755  0  0  

Internal 
Initiative 

1.2.2 Complete TSR on all appropriate 
transactions 5,952  0  0  0  

Internal 
Initiative 

2.1.1 Making DOB an operationally 
strongly encouraged field in Special 
Vote Declaration, reduces challenge of 
qualification & 3.3.1 Provide Date of 
Birth on roll information available to 
electorates (ERSA) 0  -252  0  0  

Internal 
Initiative 

Reduction of SVs that should have 
been OVs (includes work on 
stabilisation of eRoll, connectivity, VPM 
in VA roll, increased back-up training, 
wild card searchability) -266  -9,292  -32,122  0  

Internal 
Initiative 

Easyvote card delivered digitally to 
electors with email  291  58,711  35,135  0  

Overlap Impacted by more than one change  212  -4,206  -10,023  -1,680  

  Total -15,503  -17,511  -73,397  -79,304  
 



 

Page 1 

Item # 25.12-04 

Item: Planning for the future with forecasting & modelling 

To: Electoral Commission 

For: Board meeting 10 December 2025 

Prepared by: Beth Kreitzer, Data & Insights 

 

Recommendations / Ko ngā Whakataunga 
It is recommended that the Board: 

1. note the results of modelling done to predict the impact of legislative change and key GE 

Programme initiatives. 

Purpose / Ko Te Taki 
1. This paper provides background on the Commission’s use of data and insights, and the 

modelling and forecasting that has been built to understand the impacts of legislative 

changes and Programme initiatives. We will demonstrate some of these tools and the data 

platform in the meeting. 

Background / Ko Te Tāhuhu  
2. Prior to 2021, a long-standing Commission staff member with voting services and IT 

experience had built up the Commission’s insight capability, allowing operations staff to 

make data-driven decisions. However, the tools and processes were built in an ad-hoc 

method, were not reusable, were very complex, and relied on a single person to create or 

change. 

3. Since the capability review in 2021, the Commission has been investing in its data and 

insights capability. We have been incrementally introducing capabilities, tools, and processes 

to align with data and insights best practice.   

4. Most visibly, in 2022 we implemented a new data platform to support better staff access to 

data and analytics and supporting practices to decrease risk of data breaches, increase 

efficiency and support ongoing improvements in the use of analytics and evidence in decision 

making. 

5. This election cycle has seen the Data and Insights team drawn on to support advice on 

Ministry of Justice’s policy options, internal decision making, strategy formation, and the 

Commission’s budget bid. This is a capacity that is new to the Commission and includes 

developing an options assessment tool to assist ELT and the Board to compare and assess 

packages of change initiatives (see Appendix A). This tool allows packages to be compared 

based on criteria such as efficiency, timeliness, impact to integrity, and accessibility, leading 

to data-driven decisions in what initiatives and policy options the Commission recommended 

in policy advice and the budget bid. 

6. Modelling of future pressures and the impact of options was completed to inform advice for 

the ministerial briefing on future-proofing the electoral system and the subsequent budget 

bid in December 2024. Forecasting likely impacts of legislative changes was key to defining 

the budget scenarios. 
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7. The models have since been refined to produce forecasts to inform the regulatory impact 

statement on improving the timeliness of the official vote count dated 27 March 2025, and 

to inform minister briefings and responses to Select Committee questions.  

Discussion / Ko ngā Mahi 
8. The data and modelling have subsequently been refined further. We now have a base model 

to use to predict the impact of changes in the coming election as well as future cycles. 

9. Having a better understanding of how changes may impact elector and voter behaviour, and 

thus, the work the Commission does, allows us to select initiatives that will have the best 

impact on our objectives, better understand costs and benefits of changes, and give data-

driven advice to the Minister and other stakeholders. 

10. The purpose of these models is to gain a common understanding of the likely impacts of 

changes and the key assumptions around the general elections.  

11. They also provide the opportunity for more nuanced approach to managing and monitoring 

the impact of unexpected changes on election delivery. 

12. All proposed legislation changes and internal initiatives that were likely to significantly impact 

enrolment forms or efficiency, voting behaviours, or enrolment or field staff time were 

modelled. Many other initiatives underway do not impact these quantities but have other 

benefits such as increased assurance or improved voter experience. 

13. A detailed enrolment model has been created, breaking down the predicted number of 

enrolment forms received by format (digital or paper) and week or the campaign. This allows 

the enrolment team to estimate the number of staff needed with particular settings, such as 

additional on-screen alerts while processing, or ensuring enrolments are processed by a 

certain date during the voting period. 

What our model currently indicates 

14. The baseline settings and proposed legislation change impacts are modelled through the 

2032 general election. Internal initiatives in the GE Programme are modelled only for the 

2026 general election. It is important to note that the margin of error around assumptions 

and the forecasted impacts increases the further out the model goes as there is increased 

likelihood of drastic environmental, system, or behaviour changes. 

Future election modelling 

15. Our future state modelling has been used to inform advice to Ministers and select committee 

and will continue to be refined and inform modernisation. 

16. The baseline models show that with 2023 general election settings, special votes would be 

likely to top 1 million by 2032. This formed a key part of our case for change in 

communications to the Minister. 

17. Because of required changes to system and processes and in the case of Automatic 

Enrolment, to capture elector details as they move, some legislation changes do not have 

significant impacts until GE 2029 or GE 2032. 

18. With changes, special votes are still likely to be higher in GE26 and beyond than in the 2023 

general election, but will not grow as significantly as they would have without changes. It is 

forecast that special votes will reach just over 800,000 in 2032 with the impact of changes 

accounted for, rather than 1.05 million with GE 2023 settings. See Appendix B for the graph 

on special votes. 

19. Appendix C shows that much of the impact of legislation change will be seen in the hours 

spent by Voting Services field staff issuing, processing, and counting votes. Special votes with 

enrolment take longer to issue and process than special votes without an accompanying 
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enrolment or ordinary votes. While we expect to see an increase in staff time in 2026 over 

2023, this increase will be held relatively steady over the 2029 and 2032 elections as more 

special votes are converted to ordinary votes. 

General Election 2026 Modelling 

20. In the 2026 general election, the early roll close will have the largest impact on staff time, the 

number of special votes, and the number of votes counted. In future elections, this impact 

will progressively be negated by automatic enrolment, as electors who may have enrolled in 

the voting period given 2023 settings no longer need to update their enrolment. 

21. Digital EasyVote cards are forecast to increase special votes as around 1 million more voters 

will not bring their EasyVote cards to the voting place, and some will receive special votes in 

error. 

22. With the expected legislative and process changes, the enrolment staffing model estimates 

temporary staffing needs will be about one third of the needs should 2023 settings be used 

in the 2026 general election. This is because of processing efficiencies, conversion of paper 

enrolments to digital, and an expanded deadline for enrolment processing due to the earlier 

roll close. 

23. The modelling for GE2026 contains a number of uncertainties, the most significant of these 

being public behaviour in the face of change. It will be important to continue to develop our 

model and test our assumptions as the Communications campaign and options to respond to 

the change of enrolment date are firmed up. 

Risk considerations  

24. While no model can exactly predict the future, there is a risk that the assumptions made in 

the models do not reflect what will actually happen. A variety of factors can influence key 

assumptions, such as public engagement around the politicians running for office, viral social 

media posts, and misinformation. Should key assumptions be far off from actual events, the 

models may under or over-estimate key measures used for election planning, such as special 

vote numbers or enrolment staff needed. 

25. The assumptions and models used for Budget 25 were reviewed by an external provider. 

While they made suggestions on formatting and documentation, they determined the 

assumptions and modelling methods used are sound. Though elector behaviour is difficult to 

predict, our assumptions were deemed reasonable by the team, which included behavioural 

economists. They also reccommended that where possible the elements that anticiapte 

behaviour change are further tested.   

26. The assumptions can be tested by using advanced data science methods. However, current 

capacity and other priorities mean these additional steps have not been undertaken. We are 

building more capacity into the team in preparation for the modernisation business case and 

we will seek to undertake further analysis where possible. We are also bringing in temporary 

resource to document the base model in more detail to ensure continuity should a key staff 

member leave the Commission.  

27. There is some risk in maintaining the connections between the Commission’s planning and 

the integrity of the forecasting. Should other business units within the Commission use 

different assumptions or models, there could be a mismatch in expectations and a lack of 

robustness in data used for key decisions. There are connections between a large number of 

processes during the election, so an issue in the planning for one aspect can have significant 

downstream impacts. 
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Financial implications  

28. Though the models are currently developed in house, there may be the opportunity in the 

future to gather additional data to inform assumptions and expand the activities that are 

modelled. This would likely require additional resources. 

Next steps / Ko te Ara Tiatia 
29. The models are updated periodically when the package of work changes, or the scope, timing 

or design of an initiative is refined. New information received is assessed for impact to the 

models. 

30. We are expecting updated estimated voter population figures from Statistics New Zealand 

this month. This may change the current forecasts. 

31. As changes are made in the Programme workstreams, it may be necessary to gather new 

data on staff time to process or count votes in the post-election period. These measurements 

are key in evaluating the expected impact (including managing impacts of unexpected events 

or changes - as referenced in the OAG/PWC reports) and evaluating the overall impact post-

election to ensure staffing and processes are fit for purpose in elections beyond 2026. 
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Appendices / Ko ngā Whakapiringa 
A. Options Assessment Example 
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B. Impact on Special Votes 
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C. Impact on Voting Services issuing, processing, and counting time 
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1 Overview 

This simulation has built on prior component and integration testing completed at the 
workstream and project level and has focused on confirming end-to-end readiness across 
systems, people, and processes.   
 
The simulation testing:  

• Assessed readiness of operational processes including quality assurance 
checks, instructions, and systems under simulated election conditions.  
• Identified any gaps in process and systems that could be remedied prior to 
the election.  
• Provided an opportunity for National Office and regional staff to ‘practice’ 
prior to the field using the processes, instructions, and system changes.  

 
Overall, the Nov/Dec simulation tests of nominations, ballot paper and QA, recruitment & 
rostering, and HQ processes were a success with no major issues identified with the systems, 
processes or forms. However, several elements originally intended to be in scope were 
descoped due to not being ready, notably onboarding, finance and payroll processes. 

1.1 Purpose 

The purpose of this Test Exit Report is to document the high-level results and findings for 
consideration by business and IT areas for remediation prior to GE2026. 
 
This document will be distributed to all relevant project and business stakeholders for 
review and will be approved by the signatories. 
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2 Scope of Testing 

2.1 In Scope 

The scope for the simulation testing at a high level was: 
 

1. System setup including provision for boundary changes: 

a. New electorate names and numbers in EMS, SnapHire and Tupu 

b. Implementation of updated functionality in the Enterprise Service Bus (ESB) 

c. Transfer of voting places between electorates as required in EMS. 

2. Nominations (Noms): 

a. This tested both the experience of a Party Secretary & also internal LRP Team 

members 

b. Systems – Party Portal, secure access through MFA Multi Factor 

Authentication & EMS Nominations where a Party Secretary representative 

inputs candidates & bulk nominations schedules. 

3. Ballot paper production: 

a. This tested the ballot paper PDF file creation (IT Apps) & the QA of resulting 

ballot paper file (VS) 

b. Creation of ballot papers for selected Electorates, candidates as input into EMS 

as part of the Noms sim test 

c. Systems: EMS and the Adobe Pro ballot paper creation macro  

d. Printing (internally, rather than by contract printers) and QA of proof. 

e. It is intended that these nominees and ballot papers will be used for the VP 

test (next year).  

4. Recruitment and Rostering: 

a. The system set up, configuration, and integrations tests are prerequisites for 

the scenario testing and form part of the overall scope.  

b. To test the experience for the applicant (including unsuccessful), recruiter, and 

candidates that are successful in their application as the participants follow the 

process required to complete their activities.   

c. The test required the process to align with the instructions and 

communications to be consistent for the roles that require involvement: HQ – 

RRM, P&C. 

d. Paper applications were included as part of the test.  

e. That the Enterprise Service Bus operated as it should: That the correct 

information is sent to MoJ, EMS, Snaphire.  

f. TUPU: Testing that all roles get access to the right training, and when someone 

changes roles, the right training access is provided. That TUPU is being fed the 

right information from EMS. (Limited testing). 

 

5. VP Equipment set up in EMS, from the perspective of national office supplies admins: 
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a. Recording of equipment types 

b. Parameters to calculate the minimum amount of each equipment type in each 

voting place. 

6. HQ processes from the perspective of field staff, including systems, processes, forms 

and instructions: 

a. Entering and amending voting places 

b. Entering and amending estimated votes 

c. Generating and amending staff structures 

d. Generating voting place-related reports 

e. Task confirmations. 

7. Detailed scope and out of scope is available to view 02a. Election Readiness November 

Sim Test Plan V1.0.docx 

2.1 Not In Scope 

Prior to submitting the Business Test Plan for this simulation, the following parts of the test 
were descoped due to readiness: 

• Onboarding – the end-to-end test for the wider scenario was not completed. Changes 

to the way users are provided with credentials and new builds for phones and laptops 

were not ready. 

• Finance and payroll changes were also descoped because changes were still in 

progress. 

 
These two scenarios will be assessed for readiness prior to confirming the scope for 2026 as 
part of the wider Election Readiness workstream management.  
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3 Summary of testing and timeframes 

The preparation phase was a big effort in approximately six weeks.  
 
The testing was planned to occur during the week of 24 November through to 5 December. 
This did not include the preparation work so this required a longer duration prior to 
execution. 
 
IT Applications needed to manage remaining development by vendors, set up each system 
in test environment, configure them e.g. new Electorates, integrate several test systems 
together ie Party Portal, Integration Platform, EMS, Snaphire>EMS, EMS>TUPU, Chris21 
(before descoped). 
 
Projects and business teams needed to prepare test scenarios, data, materials and 
instructions.  Integrations between testing requirements for different workstreams was at 
times challenging and not all elements that would ideally have been integrated were 
achieved due to a combination of deadline challenges and conflicting priorities. 
 
While a concerted effort has been made to test what could be tested as thoroughly as was 
practicable, it is almost inevitable that some things that ideally should have been included 
were missed. 
 
The Nominations and Party portal changes were tested in the week prior to the 24th and so 
fed into the ballot paper preparation. 
 
The voting place preparation was also completed in the week ending the 21st of November. 
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3.1 Approach and findings - high-level summary of simulation 

Approach to recording findings 
Logs of observations were kept during all three simulations. This included issues, feedback & other valuable information in relation to: 

• System related functionality and or bugs 

• Instructions for the field – clarity and improvements 

• Quality assurance – ballot papers and suggestions to improve the sheets used from the lens of people who were not familiar. 

• Forms – M41VPASSESS in terms of the order of the document and wording. 

• Permissions in EMS – opportunity to test access and collate information to inform a review.  

Note: The log contains issues, observations, and suggestions. There were no very high issues found, and teams will be working through all the 
feedback to assess and prioritise them. This review and progress on it will be monitored by the Election Readiness workstream. 
 
High-level overview of test scenarios and summarised results 
 
System Setup including Boundary Changes 
 
SnapHire, Enterprise Service Bus (ESB), EMS and Tupu test environments were stood up & configured for the simulation.  Each system was 
configured as close-to as possible for GE26 settings.  These included an update on Electorate names/numbers due to the electorate’s boundary 
changes, and the new role structure within Snaphire (grouping by pay grade) and EMS.   Other standard system set up tasks included the 
import of estimated votes into EMS, all of which is a practice run for how the systems will be stood up for future simulations & also the live 
production system.   
 
Overall result  
 
EMS setup went smoothly overall. 
A bug in the import of finance data for voting places was noted. 
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Limitations in the import function for estimated votes and the proper order of operations were identified.  The function works largely as 
designed, but it was noted that a careful QA process needs to be developed for estimated votes data, and the system needs to be backed up 
before and after this process during implementation in production to prevent significant rework.  
 
EMS-Nominations – EMS candidate nomination test 
  
Seven Legal, Regulation and Policy (LRP) team members & six IT Applications team members worked together in 2x 4-hour sessions.   
Seven party secretary or party assistant test user accounts and three LRP EMS administration accounts were set up, testing ≈40 
lifecycle/processes. During the test, data entered into EMS-Nominations included 17 parties (10 registered and 7 unregistered), and 2 
umbrella/component party structures.  
210 electorate and/or list candidates were entered over 17 electorates (13 general and 4 Māori), and of those 3 electorates with name 
changes for 2026 GE. 1 party list totalling 120 list candidates was created. 
Systems used & tested were: Silverstripe, Party Portal, Microsoft authenticator, EMS-Nominations. 
 
Overall result 
 
The test confirmed that the EMS-Nominations system and access through the portal is functioning well and enables party secretaries to 
prepare electorate and list candidate information and produce their bulk nomination and party list schedules as expected. The system could be 
used in its current state if an election were called today.  
A small number of issues were identified and logged, largely relating to minor usability and Commission permission improvements rather than 
functional impediments. These will be addressed with the aim of resolving them by the end of March 2026. 
 
 
Ballot papers and QA 
Two IT Apps team, three VS-Logistics & Supplies, two Risk & Assurance and two LRP team members worked together in 2x 3-hour sessions over 
two days.  The nominations data from the previous week was used to produce ballot papers with coverage of party/candidate variables.  The 
ballot paper file included intentionally created errors to test whether the QA participants identified them. A new QA checklist was used by 
participants from the business to complete this test. The feedback will inform updates and improvements.      
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More detail available at Issues Log - November 2025 Simulation.xlsx 
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3.2 Team retrospective  

A short session was held with the team on 9 December to help inform the next round of preparation 
and delivering a simulation. We used a Teams whiteboard, and these are the key observations. 

 
What did we learn  

• Scope was not stable during the planning timeframes, and this would have helped scheduling 

of system related activities 

• System preparation and testing need more lead time 

• Inbox, email set up needs more lead time to get through ticketing system 

• Defining the data requirements and set up took a while to confirm and didn’t completely land 

for next time 

• Pre-test simulation instructions would have helped people coming in cold 

• A pre-Sim run through for key players to iron out any last-minute things and be provided 

preparation materials e.g. instructions so we can all support test participants.  

• Heavy reliance on a couple of key people for planning activities. 

• Issues using internal devices for external activities e.g. applications for a role, use a kiosk build 

in the future to avoid this. 

What didn’t go well – stop 

• Last minute scope changes and not well defined e.g. KMVP pipeline and roles 

• Too many parallel tests being planned, often pulling in the same people across various streams 

• Issues were not always well documented so difficult to understand and or reproduce 

• Planning felt rushed and scope changed frequently 

• Compression for the two weeks available for testing down to 4 days in total (Noting that we 

knew RAs were only going to have two days to support) 

• Meetings sometimes did not include crucial people and the estimate of time required was not 

sufficient. 

• Requirements for support people were not clear on the day and made it hard to plan the day. 

• Too many scenarios for the number of people and time available for them to participate. 

• We did not have pre-booked space to carry out testing (we had booked but it did not work 

out as it should have). 

What went well – continue 

• The team felt that co-location was helpful and gave a better perspective for all participants of 

how the end-to-end process worked 

• Willing testers and a good wrap up each day, highly engaged RA's excited about the new 

process/system changes 

• Amazing teamwork by so many involved 

• Amazing preparation work by Grace  

• Managing to stand up all our applications in dedicated and integrated test environments 

Snaphire > EMS, TUPU etc  

• Using people who didn't fully know what they were testing was great as it brought different 

perspectives to instructions and checking forms. 

s9(2)(a)
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• Achieved building confidence & awareness in key people. 

3.3 Exit criteria 

The following condition have been met before submission for approval: 

• All test scenarios were executed and documented by business users. 

• All remaining observations/defects have been accepted by the business owners and 

IT and will feed into prioritisation conversations. As part of this assessment of the 

ratings applied by the team will be completed. 

• Lessons learned have been documented by the project team and participants. 

• The test exit report has been completed and reviewed. 
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