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Purpose of Report 

This paper provides our assessment of performance of the New Zealand Qualifications 
Authority [NZQA] over the 2020/21 year and asks you to sign and send the letter to the Board 
Chair of NZQA (attached as Annex 1) relating to the entity’s performance.  

Summary 

• NZQA has managed well through a difficult year. COVID-19 has required NZQA to be
extremely agile to adapt and deliver its business-as-usual functions in an ever-changing
environment. While doing so, the organisation has also had to think through and implement
major changes as part of the Education Work Programme – EWP 2021 and changes to
pastoral care codes.

• Annual reporting requirements for Crown entities have been amended this year because
of resourcing pressure on Audit New Zealand. It is expected that NZQA’s Annual Report
will not be finalised until December 2021. To provide you timely advice on the previous
year’s performance, we engaged with NZQA at the end of 2020/21 and assessed its draft
Annual Report. There may be some changes subsequent to audit. We will provide you
with a further briefing once NZQA forwards its Annual Report to you.

• NZQA’s draft Annual Report shows NZQA met most of its performance measures.
COVID- 19 was the main reason for measures that were not met, or were unable to be
measured. Two assurance measures were not met but NZQA has reported that while
results are out of the targeted range, all significant actions or corrective actions have been
resolved and it has no concerns with the results.

• In this report we have looked at two critical aspects of NZQA performance over time:
National Certificate of Educational Achievement (NCEA) Online and access to Special
Assessment Conditions (SAC).

o NCEA Online has lower than expected uptake.  NZQA is aware of this and is doing
more analysis to support the work programme. As we have reported before, there
are critical system interdependencies which affect uptake. In its analysis and
forward planning, it will be important for NZQA to tease out all these challenges
and how they impact on the future of the programme.

o Our analysis of SAC shows that there is a decile and ethnicity gap which needs to
be understood and addressed.
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• NZQA will be developing a new Statement of Intent (SOI) for 2022-25. This will be an 
opportunity to ensure that its performance framework aligns to new expectations and is 
measurable and achievable by NZQA. 

• At time of writing, NZQA is working to push this year’s external examinations out by two 
weeks and implement Delta lockdown and other adjustments to this year’s NCEA and UE 
announced on 2, 9 and 22 September. We have confidence NZQA will be able to deliver 
the required system modifications and a successful examination season in 2021. 
 

Recommended Actions  
 
The Ministry of Education recommends you: 

 
a. note our assessment of NZQA’s performance over 2020/21  
 

Noted 
 

b. sign and send the attached letter on NZQA’s Quarter 4 and end of year performance 
to Hon Tracey Martin, Chair of the NZQA Board (Annex 1) 

 
Agree / Disagree 

 
c. agree that this Education Report is proactively released as part of the next publication

       
 Release / Not release 
 
 
 
 
 
 
Zoe Griffiths Hon Chris Hipkins 
Hautū, Te Puna Rangatōpū  Minister of Education 
18/10/2021 __/__/____ 
 
 
Proactive Release  
 
It is intended that this Education Report is proactively released as per your expectation that 
information be released as soon as possible. Any information which may need to be withheld 
will be done so in line with the provisions of the Official Information Act 1982. 
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Background 
 
Audit resourcing challenges brought about by COVID-19 have led to 
the Government extending timelines for Crown Entities to have their 
Annual Reports audited. NZQA’s Annual Report will be provided to you 
in November 2021. 
 
This report has been produced based on engagement with the entity 
at the end of the performance year and on information in NZQA’s draft 
Annual Report. We do not expect there to be material differences 
between the draft and final Annual Reports, although some changes 
may occur. When NZQA submits its audited report to you, we will 
provide you with supplementary advice to this report.  
 
High level overview of performance 
 
In his first year, NZQA’s new chief executive has led the organisation 
through a very challenging period, and it has managed this very well. 
Delivery for all parts of the business has been affected by the 
ongoing impacts of COVID-19 and it has managed large change 
programmes at the same time. 
 
Its draft Annual Report shows that NZQA achieved most of its 
performance measures in 2020/21. COVID-19 was the main reason 
for assessment measures that were not met, or unable to be 
measured. Two assurance measures were not met but NZQA has 
reported that, while results are out of the targeted range, all significant 
actions or corrective actions have been resolved and it has no 
concerns with the results. 
 
In forming our view of NZQA’s performance we have looked at 
performance data over time in two key aspects of NZQA delivery: 
 
• NCEA Online because of its criticality in delivering the future of 

NCEA, and the size of investment in it 
• SAC because of its importance in the current system to deliver 

equity of access for learners with additional learning needs. 

Data for our analysis is from NZQA published reports, its draft Annual 
Report for 2021 and from NZQA itself. 

 
Assessment 
 
NZQA has worked hard and well through the year to provide support 
to the sector and ensure services were maintained and internal and 
external assessment ran as smoothly as possible in 2020. This focus 
has continued into 2021, where NZQA has worked to learn from 
2020, adapt its processes where this would be advantageous and 
resume activities which had been suspended last year. These 
activities are well described in the draft Annual Report.   
 
At the time of writing, NZQA is implementing changes to Learning 
Recognition Credits and other changes to NCEA announced on 
2nd, 9th and 22nd September 2021 as the result of the Delta 
lockdown.  
 
NZQA has focused on upskilling its staff so that improving equity is 
embedded in its work. We think there is an opportunity for NZQA to 
consider how its external workforce addresses equity and bias in its 
work. We have raised this with NZQA and they are considering this.   
 
Draft Annual Report results against assessment measures 
 
The draft Annual Report states there was close to 100% achievement 
for the majority of assessment measures and information was 
provided for the narrative measure 2.1.2a “Learner feedback is 
actively used in design and development of digital assessment 
activities”.  
 
The close to 100% achievement rate for these measures are 
achieved every year.  
 
COVID-19 meant three measures could not be measured and one 
measure (2.2.2n – the number of samples of learner work moderated 
for national external moderation) was not achieved. Proa

cti
ve

ly 
Rele

as
ed



Non-Financial Performance 

New Zealand Qualifications Authority Q4 performance 2020/21   5 

 
The three measures which could not be measured [and the reasons 
why not] were: 
 

• “Teacher surveys indicate assessment and credentialing 
methods support innovation in teaching and the promotion of 
lifelong learning”  
 
[Too low a response rate to the survey for meaningful results 
to be determined] 

 
• 2.1.1a  “Case studies for innovative approaches to internal 

assessment in schools are identified and shared by NZQA 
with teachers”  
 
[Case studies were not able to be identified due to COVID-19 
and NZQA state that teachers tend to use other materials to 
support learners (ie NZQA and Ministry developed 
assessment materials] 

 
• 2.2.2m  “The annual moderator/teacher agreement rate at the 

level of grade for a random sample of student work”. 
 

[As external moderation was made optional in 2020, the 
random sampling of student work was affected, and 
agreement rates could not be established.] 

 
 
Progress with NCEA Change Package 
 
Implementing the NCEA Change Package (Change Package) is a 
multi-year, high demand, very complex and high-risk change 
programme. It presents significant challenges for NZQA, the Ministry 
and the sector. There are tight timelines for deliverables now and into 
the future. Ongoing capacity challenges exist and successful delivery 
of this critical piece of work will require continued management and 
attention and close working relationships with key partners.  

 
In early 2021, NZQA developed a programme structure around its 
Change Package work and has been able to meet the deadlines 
expected of it to date. Through the year, NZQA reports it has: 
 
• revised the Assessment (including Examination) Rules in 

preparation for implementing changes to the resubmission policy 
and the extension of course endorsements at Achieved level 

• provided assessment expertise to the sector expert groups in 
their achievement standard development work and in the 
development of assessment support materials for schools and 
kura 

• added Te Ao Haka as a temporary subject on the approved 
subjects list for University Entrance and learners piloting these 
standards, and delivered the pilot of new achievement standards 
in Te Ao Haka 

• run the pilots for English, Religious Studies, Science, Visual Arts 
and the new Te Reo Matatini me te Pāngarau | Literacy and 
Numeracy standards 

• through the pilots, removed barriers to fair assessment for Māori 
and Pacific learners by incorporating Mana Ōrite mō te 
Mātauranga Māori and enabling assessment evidence to be 
provided orally, and in video and visual formats, and 

• run 28 Leading National Assessment seminars across New 
Zealand which shared good practice and provide updates on the 
NCEA Change Programme assessment changes (through 
Financial Year 2020/21). 

 
NZQA has a strong commitment to bringing a mātauranga Māori 
approach into all aspects of assessment through the Review of 
Achievement Standards and the Change Package. It is currently 
working with schools who want to bring mātauranga Māori into all 
their internal assessments by working with their Māori communities 
and making the internal assessments more relevant to their 
environment. When it has developed this further, it will consider how 
this approach can be scaled up. NZQA is conscious that a 
mātauranga Māori approach requires strong partnership with the Proa
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Ministry and aspects of it will need to be led by the Ministry and 
balanced with the role schools have in determining their local 
curriculum. This is a complex area and will be hard to resource given 
current demand for the same resource across the sector and wider 
government. 

 
Through the most recent lockdown, NZQA has worked collaboratively 
with the Ministry to implement necessary mitigations (for example, 
pushing out assessment dates) and ensure delivery of the Change 
Package continued through lockdown. 
 
The Ministry has engaged with NZQA about its plans to build the 
capability of its workforce (both staff and contracted external 
workforce). This remains an area of focus for us and we will report 
more fully on this in the next quarter. 
 
We will continue to engage with NZQA on this programme of work 
over the next year and, in particular, want to focus on how NZQA 
plans to deliver the NCEA system of the future and the desired shifts 
in the system that relate to areas of work that it is responsible for. To 
support this, we intend to work with NZQA to develop a suite of 
monitoring questions to support more strategic advice to you on this. 
 
Progress with NCEA Online 

Digital trials (which did not count for NCEA) and pilots (to test 
scalability of delivery on the NCEA Online platform) were offered from 
2016 to 2018 inclusive for a limited number of subjects. 

The first year that NCEA Online was offered to all kura and schools 
(with consent to assess) was 2019.  

There has been steady improvement in the first two years of NCEA 
Online in the number of exams and subjects offered digitally and the 
increase in the number of schools offering digital exams (see 
Graphs  1-3 below). Further achievements in the NCEA Online 
programme include: 

• how NZQA responded to COVID-19 and the changed needs of 
learners in 2020 and offered digital practice examinations a year 
earlier than initially planned 

• its work to use NCEA Online to increase equity of access. As 
examples it: 

o has prioritised Māori ākonga and Pacific learners in the 
NCEA Online user experience work  

o is sharing data and insights with Ngāti Kahungunu and 
intends to use this experience as a pilot to share data with 
all iwi,  

o is investigating text-to-speech and spellcheck functionality 
for te reo Māori (to match this provided for English) 

o is planning to attach te reo audio to Te Reo Rangittira in 
2021 digital practice and NCEA end of year examinations 
for levels 1, 2 and 3 

• its work with Network for Learning (N4L) to provide network 
checks to schools offering digital examinations to their students 

• that the vast majority of students doing their exams digitally enjoy 
the experience and believe it makes the exams easier to 
complete 

• within an overall trend of fewer students participating in external 
assessment, there has been an ongoing increase in student 
participation in digital external assessment. As capacity to offer 
more subjects has increased so too has the student participation 
rate. 

However, uptake of NCEA Online is slower than expected. The 
decision to offer digital external assessment is made by individual 
kura and schools based on factors such as the degree to which 
teaching and learning is offered digitally, digital infrastructure, staff 
confidence and the range of subjects available for external 
assessment.  

Graph 4 shows students are not accessing online examinations at the 
same rate as they are being offered. Only 15.5% of students 
undertook at least one digital exam last year (9.9% the previous 
year). This equates to 17.5% of externally assessed results in 
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We carried out an initial analysis on publicly available SAC data 
which we then tested with NZQA. NZQA has provided feedback that 
carrying out analysis over its publicly available information lacks 
sufficient context and that without this context analysis may be 
misconstrued. 
 
We conducted our analysis as this is key to identifying trends in SAC 
usage so that proactive responses can be taken in partnership with 
the Ministry. For this reason, we have kept in some of our initial 
analysis and have recommended that NZQA: 
 
• provides you and us with yearly trend analysis over SAC and that 

this is provided at sufficient detail to meaningfully understand how 
SAC is performing for different ethnic groups, school deciles and 
categories of student need. This will supplement the annual 
report information and our expectation is that it will be covered in 
future annual reports 

• is more transparent in its public facing information on the 
categories of SAC application and provides more breakdown 
information so that performance information is more easily 
understood. For example, to answer questions such as whether 
the shift to school-based evidence has helped narrow the equity 
gap 

• improves its measures and reporting on SAC more generally. 
Currently the more meaningful / detailed analyses are mainly 
used internally rather than used to create transparency on how 
NZQA understands the health of the SAC system and how it is 
performing over time. 

 
The initial analysis we have carried out confirms that there is a gap 
between deciles and ethnicity when accessing SAC. Our graphs 
below show this. We could not provide a break down on SAC 
applications by category as this information is not publicly available – 
this limits our analysis for Graph 5.   
 
We believe our analysis confirms that data and analytics will play an 
important role in understanding accessibility in the system and we will 

continue our focus on this. We consider this information may also 
provide a useful lens to take into analysis of the digital divide.  
 
Data for Graphs 5 and 6 was drawn from NZQA’s Annual Report on 
NCEA, University and NZ Scholarship Data. This is available here: 
https://www.nzqa.govt.nz/studying-in-new-zealand/secondary-school-
and-ncea/find-information-about-a-school/secondary-school-
statistics/ 
 
The 2020 data for Graph 7 was published in NZQA’s Annual Report 
on NCEA, University and NZ Scholarship Data found at 
https://www.nzqa.govt.nz/studying-in-new-zealand/secondary-school-
and-ncea/find-information-about-a-school/secondary-school-
statistics/. The data used in Graph 7 for 2016-2019 was provided by 
NZQA. 

Increase in SAC Applications 
 
As outlined in our previous reports, NZQA has made changes in 
recent years to make the SAC application process easier to navigate 
and the Ministry and NZQA have been working to ensure schools and 
Special Educational Needs Coordinators (SENCOs) understand SAC 
and how to use it for their eligible students. 

These changes have had an impact and SAC applications have 
steadily increased (165% increase over five years), as have the 
number of applications using school-based evidence (260% increase 
over five years). (see Graph 5). 
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We are keen to see this disaggregation and have asked NZQA to 
provide this information, an analysis of what it means and what next 
steps should be to you and to us by the end of the calendar year. 

Assurance 
 
As with the assessment function discussed above, NZQA has worked 
hard and well through 2020/21 to deliver its assurance functions and 
support students and the sector through various COVID-19 alert 
levels. We have discussed this support in our quarterly reports and 
NZQA outlines it comprehensively in its Annual Report.  
 
NZQA is currently: 
 
• gathering information to understand Private Training 

Establishments’ (PTEs) business plans and financial viability for 
the rest of the 2021 year 

• working with the Tertiary Education Commission (TEC) to review 
28 TEC-funded PTEs where the decline in international 
enrolments may be impacting their viability. 
 

As NZQA prepares itself for the new Reform of Vocational Education 
(RoVE) environment and a more complex quality assurance system, 
it is thinking through its approach to its quality assurance regulatory 
responsibilities and considering what changes need to be made. 
Learnings through changes made to assurance activities through 
2020 (because of COVID-19) will be taken on board. They include: 
 
• as reported in our Q3 report [METIS 1257555], NZQA considers 

no systemic quality issues arose in undertaking certain quality 
assurance activities online (and there were significant savings). 
NZQA is using this knowledge to review its processes to decide 
when it needs to visit and when it can continue to quality assure 
online 

• NZQA considers External Evaluation and Review (EER) results 
indicate a high level of resilience with pastoral support for learners 
an area of strength for many PTEs. 

NZQA has taken a first principles’ approach to reviewing its quality 
assurance processes in preparation for the new RoVE environment. 
As discussed in our Q3 report, NZQA has begun with a literature 
review of other jurisdictions’ assurance systems. Next it will be 
determining the markers which identify what good practice looks like 
and the regulatory settings that encourage this. It is also thinking 
through its current and future data needs and the development of 
suitable measures to be able to assure itself of its performance. 
 
Moving forward we would like to provide more performance analysis 
over the assurance function as it develops its performance measures 
and regulatory framework. 
 
Draft Annual Report results against assurance measures 
 
The draft Annual Report states that results were met or exceeded the 
published standard for all but two assurance measures.  
 
The measures that did not meet the standard were measures for 
investigations: (2.2.2b) “the percentage of investigations that result in 
a significant intervention” and (2.2.2c) “the percentage of 
investigations that result in corrective action that satisfactorily resolves 
the identified non-compliance or quality issue identified”. NZQA has 
reported that while results are out of the targeted range, all significant 
actions or corrective actions have been resolved and it has no 
concerns with the results. 
 
Change Programme – Reform of Vocational Education (RoVE) 
and the New Zealand Qualifications Framework (NZQF) review 
 
Formal consultation, including consultation with targeted (Māori, 
Pacific and disabled) stakeholders on simplifying the qualifications 
system and the design of vocations qualifications and micro-
credentials closed on 16 June 2021. There was clear agreement 
among those who responded that the vocational qualification system 
needed to be simplified, but varying views on how to achieve this. 
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• with providers to ensure international students have received the 
support they required, amplified because of COVID-19  

• to ensure both international and domestic students are aware of 
the supports they are entitled to and what to do if they are not 
receiving it. 
 

You have just appointed NZQA as Administrator of the Code when it 
comes into effect on 1 January 2022. You have asked NZQA, in its role 
as Administrator, to: work with providers and learners and integrate 
learner voice into its code practice; provide support to the sector as it 
builds its capability in the provision of pastoral care; monitor 
performance and act when issues are identified; and include measures 
for this work in the ongoing development of its performance framework 
and regularly report progress.  
 
NZQA has been working on how it can integrate its current quality 
assurance and monitoring processes to effectively monitor the Code, 
which has a wider scope and focus than the Education (Pastoral Care 
of International Students) Code of Practice 2016 (including 
Amendments 2019). NZQA is also working in consultation with the 
sector to develop guidelines for how to implement the Code.  
 
NZQA seems well placed for its continued administration of the 
International Code and the Interim Code and its preparatory work for 
the new Code and to be ready to administer it when it comes into effect.  
We understand it will include this new role into the work it is doing to 
develop its SOI.  
 
We will continue to engage with NZQA on this work, especially through 
the next two quarters as it prepares for its new role. Along with our 
engagement, we intend to work with it on the design of a longer-term 
monitoring and reporting approach NZQA will need to develop 
performance measures for this function and include these in its 
accountability documents.  
 
 
 

Draft Annual Report results against the Pastoral Care measure 
 
NZQA’s pastoral care work is included in one of its performance 
measures, “the percentage of all formal complaints (including the 
international and domestic code) that are concluded within 65 working 
days” (2.2.2d). The draft Annual Report states that it met the standard 
of 95% in 2020/21.  
 
Qualification Recognition 
 
Although NZQA received approximately 23% fewer applications for 
overseas qualifications assessment than in previous years, this was 
not as large a downturn in qualification recognition work as was 
expected given the COVID-19 environment. This is also reported 
later in this report (in the Finance section) in that qualification 
recognition fees performed better than anticipated in 2020/21.  
 
As it reported in its draft Annual Report, through the year: 
• NZQA continued to engage with recognition bodies, education 

providers and government agencies to maintain the recognition of 
New Zealand qualifications. This was been particularly important 
through the disruption arising from borders closing due to 
COVID- 19 

• NZQA’s ongoing recognition projects with South Africa and the 
Philippines have been delayed due to the pandemic, but it has 
initiated an agreement to work with China to improve 
understanding of New Zealand online education. 

 
Draft Annual report results against qualification recognition measures 
 
The draft Annual Report states that NZQA met all its measures for 
qualification recognition work. 
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Other Areas of Focus 
 
Te Tiriti o Waitangi 
 
NZQA is committed to giving practical effect to Te Tiriti o Waitangi 
(Te Tiriti).   
 
Working to improve outcomes for Māori ākonga is a strong focus for 
NZQA. Its activities in this regard are comprehensively reported in its 
draft Annual Report. Progress against Te Kōkiritanga – NZQA’s 
Action Plan for Ākonga Māori Success is closely monitored by 
NZQA’s Board and Senior Leadership Team (SLT) and Te 
Kōkiritanga is embedded across the organisation: each Division 
considering equity across all its workstreams through its own 
prioritised Action Plans.  
 
One of the five strands of Te Kōkiritanga is internally focused, Te 
Whakapakari. Through this strand, NZQA has continued to develop 
the reo Māori competency of its staff and there was an impressive lift 
over the year in the number of staff who have a te reo Māori plan (a 
lift to 374 staff from a baseline of 89 staff which equates to 82% of 
staff from a base of 19% staff). 
 
NZQA’s goal is to lift staff competency to support its work in:- 
 
• engagement with ākonga Māori,  
• embedding mātauranga Māori in the New Zealand Qualifications 

Framework and assessment design 
• ensuring culturally appropriate quality assurance services. 
 
We have suggested that NZQA also consider how it can ensure its 
external workforce which delivers the external NCEA assessment 
cycle is similarly culturally competent to ensure that all assessments, 
moderation and marking respect te ao Māori.  
 
 
 

Wider Equity Focus 
 
Alongside its work to give practical effect to Te Tiriti, NZQA is also 
working to lift its organisational competency and ensure wider equity 
issues are met. Some key actions NZQA has taken over the past year 
are: 
 
• appointing a Chief Advisor Pacific onto the SLT 
• rolling-out Beyond Diversity training for the Board and all staff. This 

training addressing internal biases and is the same programme 
Ministry of Education staff and the TEC Board are undertaking or 
have undertaken 

• embedding internal processes to ensure its Equity Champions are 
across all work produced 

• continuing to look at how it can increase SAC uptake.  
 
One of your new appointments to NZQA’s Board, Grant Cleland, has 
lived experience of disability and has worked extensively in the 
education sector to support and help create enabling environments for 
disabled learners. His insights will help strengthen NZQA’s work with 
disabled learners.  
 
NZQA is currently considering how to increase its reach for its 
acclaimed NCEA and the Whānau / NCEA me le Pasifika workshops. 
The vision is to provide the information in the workshops to all Māori 
and Pacific parents and students before they reach Year 11. It is using 
different means of engaging with Māori and Pacific whānau (for 
example through community events and fesitvals) and social media 
platforms to reach students and recognises it needs to work out how 
to scale up the number of workshops offered. 
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Digital and Data 

Through the quarter we met with NZQA’s Chief Information Officer on 
how NZQA is positioned with respect to the Digital and Data 
Monitoring Framework which we co-designed with the education 
Crown entities last year (attached as Annex 2). 

We will be refreshing this framework in the next quarter. All entities 
are carrying out reviews against it. NZQA has been carrying out 
reviews within the framework, and has been carrying out a lot of work 
on strategy, cyber security and understanding data and digital. 
Reviews against the framework have been challenging for all entities 
given the scope and capacity of their organisations. The framework 
refresh will consider the advice currently being prepared for you on 
the connected view on cyber- security across the system. NZQA has 
a key role in keeping student data safe across both the secondary 
and tertiary sector. 

Strategy and Investment 
 
NZQA has in place a comprehensive Information Services Strategic 
Plan (ISSP) which contains an 18-month Action Plan covering nine 
key focus areas: 
 
1. raising digital literacy among staff 
2. growing key partnerships with vendors, including clearly defining 

service responsibilities and end-to-end performance in multi-
vendor support scenarios 

3. building a partner ecosystem with other key education entities 
and iwi partners to, among other things, ensure solutions can be 
co-designed and services can be delivered through these 
partners 

4. improving the customer experience where digital interaction with 
NZQA is seamless and customer insight can be gathered easily 

5. embedding Product Management into the NZQA operating model 
(for example merging the NCEA Online programme with 
business-as-usual NCEA, defining and standing up a Quality 

Assurance Division product team and developing an API gateway 
for connectivity to external data) 

6. maintaining digital confidence and health. This includes 
enhancing digital identity for students which is discussed later in 
this section. 

7. unlocking the value of information in its data by enhancing its 
Business Intelligence (BI) Framework, reviewing its BI toolsets 
and building capability in the use of its data tools 

8. fully implementing cloud based digital platforms 
9. modernising its legacy systems. 
 
Core Capability and Performance and Data and Information 
Stewardship 
 
To better support delivery of the ISSP, reflect strategic needs and 
future growth, NZQA has restructured its Information Services Group 
(IS). A systems architect and a data architect have been brought on 
board and the second phase of a new Operating Model, which will 
include increased focus on capability for testing and development, 
will be in place by December.  
 
IS Support has been broken down into major workstreams: 
 
• support for RoVE and other priorities of the Quality Assurance 

Division 
• supporting External Digital Assessment (NCEA (including 

scanning NCEA exam papers for digital marking) and RAS 
(adjusting current systems to accommodate changes to 
achievement standards)) 

• a Customer Experience Improvement Programme (CxIP) 
including a website upgrade and services, with CRM capability, 
stood up for students) 

• data insights to ensure data underpins NZQA’s processes and 
decision making. 

 
While NZQA has had success in recruiting some key capability, there 
are still capacity and capability issues. The market is tight for skilled Proa
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resources and a particular challenge is losing skills to other 
government departments, particularly when there are significant 
salary differences on offer. This is not just an issue affecting NZQA – 
it is a system issue broadly and it is made more challenging given the 
increasing complexity of the work requires ever increasing skill and 
capacity. This reflects wider system challenges because solutions are 
more complex. The Government Chief Digital Office also has a 
system role in addressing the digital skills issue. 
 
Digital Services and Channels – student identity management 
 
NZQA is currently working with the Ministry to join up its approach to 
student identity management (which is, in turn, tied into the 
Department of Internal Affairs’ owned approach to citizen identity 
management). To date NZQA has focused on student identity 
management (via KeyCloak) while the student is in the NCEA system 
(both paper and digital) but the student moves on from school and 
their identity should move with them through the rest of the education 
system and beyond. 
 
Security and Privacy 
 
In our Q3 report, we provided you with an assessment that NZQA 
appears to be well placed in its approach to managing the security of 
its data and its preparedness for a potential cyber-attack. From 
information it provided to us, we found it: 
 
• has appropriate governance structures and uses sound 

management practices, review, and assurance frameworks to 
manage risks 

• makes use of third-party expertise to review its processes and 
maturity against security controls and assurance frameworks,  

• undertakes a robust and tested cyber incident response process 
when incidents occur 

• runs a security awareness training programme for all staff.  
 

In terms of using third parties to review its processes and maturity, 
NZQA has recently had three cyber security reviews undertaken: on 
internal controls, certification and accreditations and compliance 
against the Protective Security Requirements. These reviews have 
generated a list of recommendations to work through including 
reviewing password management and privileged access 
management controls.  
 
Progress is being reported to, and monitored by, NZQA’s Board / 
Risk and Assurance Committee and SLT. We will engage with NZQA 
on this in the next quarter to more comprehensively understand the 
progress that has been made. 
 
Sector Collaboration 
 
NZQA is a member of the sector Education Digital and Data Board 
and its associated sub committees. NZQA considers it is important to 
collaborate across the system, as evidenced by its work with the 
Ministry on student identity management. Interdependencies with 
N4L, the TEC and the Ministry are managed closely and there is a 
Governance Board to provide oversight of work being progressed 
jointly. NZQA’s Chief Customer Officer sits on this Governance Board 
with the Chief Information Officer.   
 
New SOI and Performance Measurement Framework 

NZQA has recognised that its performance framework and 
associated measures requires some work to better reflect the impact 
of its work, and its new responsibilities given the system change upon 
it. We have been working closely with NZQA on this and consider 
that the organisation has a good understanding of the way forward. It 
is committed to developing a new performance measurement 
framework which will enable it to better track and report its 
organisational performance and impact on the system, both in terms 
of delivering its core functions and how it adapts to and implements 
change. 
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We look forward to having a better ability to undertake performance 
analysis of the business, and for the new framework to take account 
of new operating models and functions. 

Challenges and opportunities for NZQA in 2021/22 
 
NZQA’s priorities include: 
 
• continuing to work with the Ministry and support the secondary 

and tertiary sectors through COVID-19.  
 
NZQA developed good systems last year. It: 

o provided additional support to teachers and students for 
internal assessment 

o ran the examination season as if the country were in a 
Level 3 lockdown and 

o provided tertiary institutions with support regarding quality 
assurance and in meeting their pastoral care 
responsibilities. 
 

NZQA will need to remain agile to ensure it continues to deliver 
through all COVID-19 Alert levels. 
 

• understanding the longer-term implications of the changes upon 
it, and developing forward looking strategies of how to be 
prepared for this and how to meet the tight timetables expected in 
all aspects of the change programme.  
 
These strategies need to consider: 

o its capacity and capability and that of the sector to absorb 
change 

o how it will support the necessary capability build internally 
and in the sector. This includes further developing its 
capacity in assessment design for all priority students 
(including disabled learners) 

o how it will deliver on the changes expected of it in: 

 implementing the NCEA Change Package and 
associated changes to assessment practice and 
processes and including diverse knowledge and 
perspectives like mātauranga Māori and Universal 
Design for Learning 

 the longer-term use of NCEA Online 
 implementing RoVE and associated changes to 

assurance practices 
 working with learners and providers to integrate 

learner voice into its code practices and being 
ready and supporting the sector to be ready to 
implement the scope and focus of the Education 
(Pastoral Care of Tertiary and International 
Learners) Code of Practice 2021 

o how its work will contribute to the recovery of international 
education and how it will work with providers to ensure 
they provide necessary pastoral support for international 
students 

o how to continue its work to build an equity focus through 
its systems and processes and its work to build staff 
capability in this regard. We think NZQA could also 
consider what building understanding of equity means for 
its external workforce 
 

• reflecting this strategic thinking into its new SOI and performance 
measurement framework and ensuring these vehicles allow it to 
be clear about the impact it is having and the benefits it delivers  

 
How we are planning to stay on top of NZQA’s performance  
 
We will continue to engage with NZQA on key aspects of its 
business-as-usual work and its change programme to understand 
progress and any risks that arise.  
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Hon Tracey Martin 
Chair 
New Zealand Qualifications Authority 
P.O. Box 160 
Wellington 6140 
 
 
Dear Tracey 
 
Welcome to your new role as Chair of the New Zealand Qualifications Authority (NZQA). 
NZQA is operating in a particularly challenging environment as it works to respond to the 
COVID-19 pandemic and implements its part of the education reforms. Your strong and 
strategic leadership will be key in guiding NZQA through this period and I am looking forward 
to working with you at this critical time. 
 
I have just received the Ministry’s monitoring report on the NZQA’s performance over Quarter 
4 2021/21 and its analysis of performance against NZQA’s draft Annual Report. I look forward 
to receiving NZQA’s audited Annual Report in due course – at that time the Ministry will also 
send me an additional monitoring report. I understand no major changes are anticipated 
between NZQA’s draft and audited Annual Report. 
 
I was pleased to read how well NZQA has managed through the last difficult year. The 
upcoming year will continue to place demand on NZQA and I would ask you and Grant to 
consider capacity and capability of the organisation, including your external workforce, going 
forward. 
 
There are many areas of focus that are Important to me including: 
 
• effective implementation of the Education (Pastoral Care of Tertiary and International 

Learners) Code of Practice 2021. My expectations for this work are outlined in the 
Supplementary Letter of Expectations I sent to Neil in August 2021. It will be key for 
associated performance measures to be reflected in NZQA’s new Statement of Intent 

 
• the longer term use and development of NCEA Online, particularly how NZQA plans to: 

• accelerate uptake and work with the sector to achieve this 
• innovate and move towards digital design 
• support wider NCEA digital needs within the Change Package 
• align and coordinate with other key digital work programmes. 

 
• fully understanding how NZQA and the Ministry are going to work together to accelerate 

access to Special Assessment Conditions (SAC) for all eligible students and close the 
decile and ethnicity gap that exists. I understand a joint programme of work with the 
Ministry is underway to address this and I would like regular progress updates about this. 
By the end of 2021, I would like NZQA to provide me with trend analysis over SAC. This 
should include sufficient detail to meaningfully understand how SAC is performing for 
different ethnic groups, school deciles and categories of student need. 
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• NZQA’s role in the reform programme (NCEA Change Programme and implementation of 

RoVE). Within RoVE, the review of its regulatory framework, its plans of how assurance 
will be undertaken in the more devolved world, and what data it will gather to understand 
the quality of delivery are key next steps.  

 
I also want to have more information on how NZQA is managing its Digital and Data 
responsibilities particularly for cyber-security. I am expecting to see NZQA’s self-  assessment 
against the Digital and Data Monitoring Framework. I understand it has not been easy to 
complete because of capacity challenges and I would appreciate seeing this  early next year 
with your 2021/22 Q2 report. 
 
Finally, I am pleased to hear that NZQA is reviewing its performance framework and 
associated measures. Knowing NZQA’s impact in the system is important to me and I look 
forward to seeing how this work is reflected in the new Statement of Intent and Statement of 
Performance Expectations. 
 
Please can you pass on my thanks to the Board members and NZQA staff for their work over 
this past year, and for their continued efforts into the upcoming year. 
 
Yours sincerely 
 
 
 
 
 
Chris Hipkins 
Minister of Education  
 
cc Dr Grant Klinkum, Chief Executive, NZQA 
cc Zoe Griffiths Hautū, Te Puna Rangatōpū, Ministry of Education 
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Annex 2: Copy of Digital and Data Monitoring Framework (next page) 
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