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Some information has also been withheld in Email: Bullet Points Early Observations for the Board 
under: 

• Section 9(2)(g)(i) of the OIA to maintain the effective conduct of public affairs through the 
free and frank expression of opinions by or between or to Ministers of the Crown or 
members of an organisation or officers and employees of any public service agency or 
organisation in the course of their duty.  

 
NZQA has concluded that the need to withhold information under section 9(2)(ba)(i) and 9(2)(g)(i) in 
relation to the IQA is not outweighed by the public interest.  
 
Our response to your request may be published on our website after five working days. Your name 
and contact details will be removed before publication.  
 
If you require further assistance or believe we have misinterpreted your request, please contact 
Elizabeth Templeton in the Office of the Chief Executive, email elizabeth.templeton@nzqa.govt.nz 
or telephone (04) 463 3339. 
  
You have the right to seek an investigation or review by the Ombudsman of this decision under 
section 28(3) of the Official Information Act 1982. Details of how to make a complaint can be found 
at  www.ombudsman.parliament.nz. You can also telephone 0800 802 502 or write to the 
Ombudsman at PO Box 10152, Wellington, 6143. 
 
 
Nāku nā 
 
 

 
 
 
Dr Grant Klinkum 
Pouwhakahaere/Chief Executive  
 
 
 
 
 
Encl 

• NZQA Technical Readiness Review Sept 2024  
• NZQA 2024 EOY Assessment Readiness Review (IQANZ) 
• NZQA EOY Assessment Review Dec24 
• Email: NZQA September Assessment Technical Readiness Review 
• Email: Bullet Points Early Observations for the Board 
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Hannah Colling

From: Sheryl Ching
Sent: Tuesday, 8 July 2025 8:54 AM
To: Hannah Colling
Subject: Fw: Bullet Points/Early Observations for the Board 

 

From:  
Sent: Tuesday, October 15, 2024 5:01 PM 
To: Sheryl Ching <Sheryl.Ching@nzqa.govt.nz> 
Subject: RE: Bullet Points/Early Observations for the Board  
  
Hi Sheryl, 
  
Here is a summary of my key findings and recommendations in advance of the review memo. 
  

 
 

 There needs to be a 
stronger focus on tracking and oversight of preparation activities. 
  
Outside of the obvious issues that everyone is aware of, I’m aware of people's well-being. There are some 
experienced people who are taking even more than usual on through this assessment event due to several key 
people leaving. The team is very passionate and dedicated to delivering a good assessment experience but I 
can see people are under more pressure than I have seen in other EoY assessment events. There are also 
some very new people who are getting their first exposure to the EoY assessment pressure and will need 
support. 
  
The other item to call out is the delays in the digitisation of exam content. There is a risk around quality when 
this process is being rushed and there is less time to do quality testing on the content in the system before 
exams start. 
  
Key points are outlined below. 
  
The HCM issues are having an impact on readiness but are being managed appropriately to minimise 
impacts. You are well aware of this but I consider the controls and escalations that have been put in place are 
appropriate. Teams in P&C and the contact centre have been bolstered with additional personnel, sourced 
internally and externally, to support managing this issue. 
My only recommendation around this observation is that NZQA is careful to ensure that supporting the 
management of this issue doesn’t put additional pressure on other areas of EoY assessment preparation. For 
example, if additional personnel for the contact centre are sourced from business units that need to complete 
other EoY Assessment preparation or support functions. 
  
The technical solutions are on track to be ready for the EoY Assessments. Considerable risk has been 
mitigated by deferring the deployment of the latest releases of Assessment Master and Assessor. There is a 
final release to be deployed to eQA, which is on track to be deployed before the change freeze. Performance 
testing results for Assessment Master are still pending, but a successful September assessment and previous 
performance testing are giving confidence. It’s positive to hear that RM will have a solution architect on site 
this year to provide timely support if needed. RM also appear to be putting additional effort into readying their 
team for the assessment event. 
  

9(2)(a)

9(2)(g)(i)
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Planning and tracking of preparedness is not as comprehensive as I have seen in previous EoY 
assessment events. This aspect has been hit by the HSM issues response and some resourcing challenges 
due to illness. There is tracking in place through the External Assessment Tracking Calendar and Digital 
Readiness Tracking Sheet but these are still being updated to reflect new accountabilities due to the 
organisational changes. I also consider that these tracking tools do not accurately reflect the issue and risk 
profile. E.g. there is a lot of green and little amber in these trackers and we know the current issues are 
impacting aspects of readiness such as ECM and ECO training (including the issue of having some specialist 
workforce walking away). 

There is an increased risk associated with the loss of knowledge and experience through organisational 
change. This is putting additional pressure on key personnel who do have the knowledge and experience. 
These people are getting pulled into the resolution of issues when they need to be lifting up to support clarity in 
planning and oversight. With several new managers/team leaders and team members, there is a stronger need 
for clarity of roles and responsibilities, which is not yet clear in some of the schedules and tracking tools. 

Digitisation of the exams looks to be behind schedule and will push out the quality testing activities. The 
later digitisation of exams is completed the less time there is for testing the assessment content on the 
platform and resolving any issues. This area may need additional oversight to ensure risks are being managed 
as effectively as possible. 

Support organisation, roles and responsibilities need further refinement and communication. Several 
interviewees stated that they were not clear on how the Tier 2 support would be delivered for the EoY 
Assessments, given the team that has previously provided this level of support was not retained in the 
organisational change process. Understanding how the functions previously provided by the Teir 2 support is 
important to clarify and communicate as it will likely impact the load on Teir 3+ support groups who will need 
to ensure appropriate capacity is in place. Business continuity and critical incident roles and responsibilities 
also need to be confirmed. 
There is a strong foundation of documented processes for providing support through the EoY Assessment 
event. Teams, roles and responsibilities within this documentation should be updated to reflect the current 
state. This should then be actively communicated with the wider EoY assessment delivery team to ensure 
awareness of any changes in responsibilities and information flows. 

Please give me a call if you have any queries on the observations/recommendations above. 

Regards, 

 
IQA New Zealand Limited (IQANZ) 

| Level 2 PSA House, 11 Aurora Terrace, PO Box 11-757, Wellington 6011, 
New Zealand | W: www.iqanz.com 
This message is intended solely for the individual(s) and entity(s) addressed. It is confidential and may contain legally privileged information. The use, 
copying or distribution of this message or any information it contains, by anyone other than the addressee, is prohibited. This message was scanned by 
Anti-virus software and found to be clean of infection.

From: Sheryl Ching <Sheryl.Ching@nzqa.govt.nz> 
Sent: Tuesday, 15 October 2024 12:47 
To:  
Subject: Bullet Points/Early Observations for the Board  

Kia ora  

Just checking that you’re all good with getting these to me today? Just getting prepared for the Board 
hui tomorrow. 

Thanks 

9(2)(a)

9(2)(a)

9(2)(a)

9(2)(a)
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Sheryl 

Sheryl Ching
Chief Operating Officer | Pouwhakahaere Tōpū 
Assessment Division | Te Wāhanga Aromatawai 
New Zealand Qualifications Authority | Mana Tohu Mātauranga o Aotearoa 

 
 
@

 
 

+64 21 2499577
(04) 460 7346
sheryl.ching@nzqa.govt.nz
www.nzqa.govt.nz
Level 14, 125 The Terrace, PO Box 160, Wellington, 6140

******************************************************************************** 
This email may contain legally privileged information and is intended only for the addressee. It is not 
necessarily the official view or  
communication of the New Zealand Qualifications Authority. If you are not the intended recipient you 
must not use, disclose, copy or distribute this email or  
information in it. If you have received this email in error, please contact the sender immediately. 
NZQA does not accept any liability for changes made to this email or attachments after sending by 
NZQA.  
All emails have been scanned for viruses and content by MailMarshal.  
NZQA reserves the right to monitor all email communications through its network. 
******************************************************************************** 
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Hannah Colling

From: Alan Bailey
Sent: Monday, 7 July 2025 11:57 AM
To: Hannah Colling
Subject: FW: NZQA September Assessment Technical Readiness Review

Pre-report comments to Sheryl 
 

From:   
Sent: Thursday, 29 August 2024 3:53 PM 
To: Sheryl Ching <Sheryl.Ching@nzqa.govt.nz> 
Cc: Alan Bailey <Alan.Bailey@nzqa.govt.nz> 
Subject: NZQA September Assessment Technical Readiness Review 
 
Hi Sheryl, 
 
As discussed yesterday, here is a summary of my findings and recommendations in advance of the review 
memo.  
 
The digital assessment systems are technically ready to support a successful September 2024 assessment 
event, pending the outcome of security testing, which had not yet been received at the time of fieldwork. 
Regression, functional and performance testing has been completed successfully.  

The readiness of business units and personnel required to support the digital assessment is a key factor in 
ensuring a successful assessment event. We have identified several areas that require urgent attention to 
achieve this goal. 

Assignment of responsibilities for Tier 2 technical support needs to be addressed to ensure appropriate 
capability and capacity is available to support the assessment event. There is some uncertainty as to what 
business unit and personnel are responsible for delivering Tier 2 support. If this is not clarified, there is a risk 
that the appropriate resource planning is not carried out and the quality of support for the September 
assessment event is impacted, resulting in a poor experience and potentially disadvantaging students. 

 and an Authority to 
Operate has not been completed. In the last two previous assessment events, the assessment technology 
was used without an Authority to Operate (although we understand senior leadership approval to proceed was 
gained).  

 
 

. We recommend that conditional Approval to 
Operate is sought for the September assessments,  

 

Responsibility for testing assessments within the assessment system to verify user experience should 
be addressed. The need for user experience testing was highlighted in the May assessment event, where 
content that was not presented in the way that was intended created student confusion and subsequent 
additional work for NZQA to adjust marking results. It is currently unclear what business unit holds the 
responsibility for executing this type of testing which needs to be carried out from the perspective of the end 
user (the learner) but also requires the tester to have a strong understanding of the assessment context and 
the intent of the creator of the assessment. Information Services testers do not have an understanding of the 
assessment context, so they are not well-positioned to carry out this testing. 

Other findings that we consider should be addressed but are lower priority for the September assessment 
include: 

9(2)(a)

9(2)(b)(ii)

9(2)(b)(ii)

9(2)(b)(ii)
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 Improve linkages between the various plans, checklists and runsheets to support a move away from siloed 
planning, create a more cohesive view of the activities and reduce the risk of activities being missed, 
duplicated, or impacted by dependencies not being recognised. 

  

 
 

 NZQA assessments would benefit from improved monitoring across the end-to-end delivery to identify and 
actively manage delivery disruptions. Greater monitoring and understanding of the activities contributing 
end-to-end delivery also supports a better understanding of the return on investment in enhancements 
such as: 

o Developing technical knowledge of the digital assessment functionality in the exam development 
team to reduce user experience issues identified later in the assessment delivery lifecycle. 

o Enhancing test automation to reduce the time needed to carry out regression, functional and 
performance testing activities. 

 Sign-off for planning and decision documentation should be more consistently supported by evidence of 
the authorisation. 

 
Please feel free to contact me if you have any queries on the above. 
 
Regards, 
 

 
IQA New Zealand Limited (IQANZ) 

| Level 2 PSA House, 11 Aurora Terrace, PO Box 11-757, Wellington 6011, 
New Zealand | W: www.iqanz.com 
This message is intended solely for the individual(s) and entity(s) addressed. It is confidential and may contain legally privileged information. The use, 
copying or distribution of this message or any information it contains, by anyone other than the addressee, is prohibited. This message was scanned by 
Anti-virus software and found to be clean of infection. 
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