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1. Glossary and Business Definitions 

1.1. Glossary 

Acronym Meaning 

ADKAR Awareness, Desire, Knowledge, Ability, and Reinforcement. 

AI Artificial Intelligence 

BAU Business As Usual 

CACP Curriculum and Assessment Change Programme 

CAPEX Capital Expenditure 

CAST Computer Adaptive Sequential Testing 

CAT Computer Adaptive Testing 

COTS Commercial Off The Shelf 

CSF Critical Success Factor 

CSO Consulting Services Order 

DI4OL Digital Identity for Online Learning 

DPSB Digital Public Service Branch 

e-asTTle electronic assessment Tool for Teaching and learning 

EDW Education Data Warehouse 

ESL Education Sector Logon  

FIRST Funding Information Regulatory System Technology 

GCDO Government Chief Digital Officer 

GST Goods and Services Tax 

ICT Information and Communications Technology 

ILM Investment Logic Mapping 

IQA Independent Quality Assurance 

IT Information Technology 

MDF Ministry Delivery Framework 

MOE Ministry of Education 

NPC Net Present Cost 

NZC New Zealand Curriculum taught in English medium schools 

NZQA New Zealand Qualifications Authority 

OPEX Operating Expenditure 

OTJ Overall Teacher Judgement 

PaCT Progress and Consistency tool 

PAT Progressive Achievement Test 

PGB Programme Governance Board 

PIA Privacy Impact Assessment 

PLD Professional Learning and Development 

PMO Programme Management Office 

RFP Request for Proposal 

RFX Request for Quote, Request of Information and/or Request for Proposal  

ROI Registration of Interest 

RPA Risk Profile Assessment 

SaaS Software as a Service 

SMS Student Management System 

SOW Statement of Work 

SRO Senior Responsible Owner 

SSBC Single Stage Business Case 
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Acronym Meaning 

STAR Supplementary Test of Achievement in Reading 

TQA Technical Quality Assurance 

TWA Te Waharoa Ararau 

WoLC Whole of Life Costing 

Table 1. Glossary 

1.2. Business definitions 

Term Explanation 

Adaptive testing Series of ‘mini tests’ designed to adjust level of difficulty based on the responses provided to match 
the knowledge and ability of a test taker. 

Aromatawai Aromatawai focusses on the ākonga, what they can do, their learning journey and experiences, the 
relationship between kaiako and ākonga, and how that information can support learning, instantly, and 
over time. This investment proposal is an opportunity to support aromatawai as defined in Te 
Puāwaitanga Harakeke, tīrewa ako and the redesigned Te Marautanga o Aotearoa. Assessment informs 
portion of aromatawai. 

Artificial Intelligence A wide-ranging branch of computer science concerned with building smart machines capable of 
performing tasks that typically require human intelligence. 

Assessment for Learning The process of collecting and interpreting evidence for use by teachers and students to decide where 
they are in their learning, where they need to go, and how best to get there. 

Assessment item bank A repository of all test questions (Items) and any information pertaining to those items. 

Assessment item Individual test questions – Items and any information (metadata) pertaining to those items – stored in 
an assessment item bank. 

Assessment of Learning Typically administered at the end of a unit or grading period and evaluate a student’s understanding by 
comparing his/her achievement against a class, region, or nationwide benchmark or standard. 

Automated Item Generation 
(AIG) 

AIG is a process based on cognitive theory whereby complex templates (including cognitive and item) 
are leveraged by specialised computer algorithms to quickly create large volumes of candidate 
assessment items, which must then be reviewed before being added to an assessment item bank.  The 
variety of assessment items produced is based on the stimuli and templates provided. 

Bicultural  
(in relation to Te Mātaiaho) 

When Māori language, knowledge, and culture is protected and enhanced as a part of our mutual 
obligations to and through Te Tiriti o Waitangi. The enactment of this obligation ensures that Māori 
will achieve success as Māori and that the identities, languages, and cultures of all those that call 
Aotearoa New Zealand their home, are embraced through a collective sense of nationhood.  

Bi-cultural framework Frameworks for bicultural education. 

Charter school Another type of state-funded school, providing educators and parents with more choice. 

Computer Adaptive Testing 
(CAT) 

A type of assessment where the questions are specifically tailored to each individual who takes the 
test. The questions adapt to the ability level of the test-taker. 

Computer Adaptive Sequential 
Testing (CAST) 

Computer adaptive sequential testing (CAST) is a type of computer-adaptive test that uses pre-defined 
groups of items called testlets, rather than operating at the level of individual items as in CAT (tests). 

Configured software To use pre-existing, built-in, tools and configuration options in the application to meet specific 
requirements without modifying the codebase of an existing software application to meet the needs of 
the business or user.  Generally, this is simpler and less costly as it relies on using the software’s pre-
existing features and settings. 

Content Collectively used to refer to the items in the assessment item banks as well as the prompts, rubrics, 
and exemplars associated with writing and tuhituhi assessment. 

Continuous assessment Continuous assessment will often include some form of formative assessment covering the range of 
informal diagnostic tests a teacher can use to assist the process of learning by their students. Could be 
on a weekly basis. 

Customised software To modify the codebase (programs, class files, scripts) of an existing software application so that it 
meets specific requirements (i.e., new features, change to its current behaviour, integrate with other 
applications, etc.) of the business.  Customisation typically requires specialised development and 
understanding of the software’s architecture, is typically complex, and not only is costly to implement, 
often increases the ongoing cost and complexity of maintenance during the life of the software. 

Domain That portion of the total universe of subject matter that is being tested, and for which inferences can 
therefore be made. In this SSBC we include reading, writing, maths, pānui, pāngarau and tuhituhi as 
domains. 
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Term Explanation 

e-asTTle Free online tool provided by the Ministry for teachers | kaiako to measure progress and achievement 
in reading, writing and mathematics; pānui, tuhituhi and pāngarau. 

Education Sector Logon (ESL) User IDs/accounts used in schools for access to Education sector applications. 

ENROL A central electronic register that authorised users in all schools and kura update via the web as 
students enrol, change schools, or leave the school system 

Formative assessment A range of formal and informal assessment procedures conducted by teachers | kaiako during the 
learning process to inform and allow modification of teaching and learning activities to improve 
student attainment. 

High stakes testing A high-stakes test is a test with important consequences for the test taker. It usually involves 
credentialling /certification. 

Identity and Access 
Management (IAM) 

A security and business discipline that enables the right individuals to access the right resources at the 
right times and for the right reasons. 

Inclusive 
(in relation to Te Mātaiaho) 

Having each student | ākonga in mind and their right to belong and thrive through high quality learning 
experiences. 

Item Response Theory (IRT) IRT is a psychometric theory used to analyse responses to tests with the goal of improving 
measurement accuracy and reliability of test scores. IRT models the response of each test-taker of a 
given ability to each item in the test, considering the number of questions answered correctly and the 
difficulty of the question. 

Iterative delivery Iterative development techniques plan, develop, and implement project functionality in small chunks 
(or iterations).  

Low stakes testing A crucial form of assessment that supports the student’s learning journey and informs tailored 
teaching interventions, can also be called ‘formative’ assessment. It is to inform the teacher, parent, 
student, and other key stakeholders on how to best support the student to unlock their full potential 
and tackle any learning gaps. This is not to be considered an exam which is summative / high stakes 
testing e.g., Australia’s NAPLAN and NCEA exams. 

National Curriculum Term to describe Te Whāriki and Te Whāriki a te Kōhanga Re (for early learning) plus New Zealand 
Curriculum and Te Marautanga o Aotearoa. (for schooling).  This business case uses the term to refer 
to the school portion of the National Curriculum only. 

NCEA Co-requisite All learners need to achieve a one-off 20-credit co-requisite specific to te reo matatini or literacy and 
pāngarau or numeracy skills to be awarded any level of NCEA 

Pāngarau A Wāhanga Ako within Te Marautanga o Aotearoa that focuses on the delivery of maths. 

Pānui A Wāhanga Ako within Te Marautanga o Aotearoa that focuses on the delivery of reading. 

PRINCE2 A structured project management method and practitioner certification programme. 

Progressions Learning area progress outcomes which show progress steps for the phases of learning. 

Progressive Achievement Tests 
(PAT) 

A suite of standardised tools that were developed by NZCER, specifically for students in Years 3 to 10. 
These assessments have been developed for use in Aotearoa New Zealand English-medium contexts 
and are available in online, paper-based and computer adaptive formats. 

Psychometric measurement A field of study that involves the objective measurement of latent constructs that cannot be directly 
observed such as educational achievement. Psychometric measurement is concerned with how 
accurately knowledge, abilities, attitudes, and beliefs can be measured. 

Realm schools Schools in Cook Islands, Niue, Tokelau. 

Rubric An explicit set of criteria used for assessing a particular type of work or performance. 

Selection effects Bias introduced by the selection of individuals, groups, or data for analysis in such a way that proper 
randomization is not achieved, thereby ensuring that the sample obtained is not representative of the 
population intended to be analysed. 

Standardised assessment An assessment that has been designed so that the questions, conditions for administering, scoring 
procedures, and interpretations are consistent and are administered and scored in a predetermined, 
standard manner i.e., the assessment can be used by anyone, anywhere, at any time, and the results 
will be comparable. 

Summative assessment A range of formal ‘standardised’ assessment procedures conducted to gain information of student at a 
room, school, region, and national level. This not only measures student progress, with the results 
informing and allowing for modification of teaching and learning activities to improve student |ākonga 
attainment, it also measures national level achievement levels. 

Tāhūrangi Digital home for curriculum content, teaching resources, and news. 

Te Puāwaitanga Harakeke The Ministry’s refreshed position paper and strategy on Aromatawai, dated 2023. 
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Term Explanation 

Te Marautanga o Aotearoa Curriculum used to design teaching and learning programmes in and through te reo Māori and reflects 
a te ao Māori view. 

Te Reo Matatini Māori medium education setting te reo Māori. 

Te Reo Māori  A Wāhanga Ako within Te Marautanga o Aotearoa that focuses on the delivery of the te reo Māori 
language and its domains (including pānui and tuhituhi, reading and writing domains). 

Te Rito The Ministry’s student data repository which is being rolled out to the sector. 

Te Waharoa Ararau (TWA) An online tool to capture student progress and achievement through the recording of Overall Teacher 
Judgements (OTJ) with aromatawai gathered from a range of sources. 

The New Zealand Curriculum Curriculum that is taught in all English medium settings. 

Tuhituhi Writing domain within Te Marautanga o Aotearoa. 

Table 2. Business Definitions 
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2. Executive Summary 

2.1. Introduction 

The purpose of this Single Stage Business Case (SSBC) is to seek funding to deliver a long-term standardised 
tool for twice yearly assessment and aromatawai practices which: 

• closely aligns with the National Curriculum (includes The New Zealand Curriculum and Te Marautanga 
o Aotearoa) 

• measures student progress and achievement 

• helps to inform decisions on targeted support for individual students who require it 

• is based on up-to-date technology providing a long-term lifespan 

• provides highly useful analysis and reporting of results, including: 
o support for teachers and kaiako with reporting to parents, whānau and caregivers on student 

progress and achievement; as well as  
o monitoring and insights at the education system level.   

This project is part of the assessment workstream of the wider Curriculum and Assessment Change Programme 
(CACP). The CACP is a multi-year work programme (spanning 2021-2027) being delivered by Te Tāhuhu o te 
Mātauranga | The Ministry of Education (the Ministry). The CACP is making significant changes to the National 
Curriculum ecosystem, including associated curricula, teaching, and learning resources.  

The ultimate goal of the CACP is to deliver a knowledge rich, internationally comparable curriculum and 
assessment system that is based on the science of learning and future focussed.  The curriculum and 
assessment system will strive to be responsive to the needs of each student, future proofs New Zealand, and 
creates literate, numerate and knowledgeable citizens that can contribute to and create a thriving economy 
and participate positively across all aspects of society.     

A crucial part of this broader change is introducing a strategically driven, coherent, whole-of-pathway 
approach to assessment, aromatawai, reporting and monitoring such that good quality data about students’ 
learning is available to inform teaching and learning, provide timely information to parents, whānau and 
caregivers, and inform decisions at every level of the education system.  This links directly to the Government’s 
target of more students at expected curriculum levels1. 

To this end, this Business Case seeks funding to progress a crucial pillar of this broader assessment and 
aromatawai work: delivering a fit-for-purpose and up to date assessment and aromatawai tool aligned to the 
updated New Zealand Curriculum (NZC) and Te Marautanga o Aotearoa that assists teachers and kaiako to 
support students and ākonga on their learning journey. 

An initial Indicative Business Case (IBC) that focused on upgrades and costs for the existing electronic 
assessment tool for teaching and learning (e-asTTle) was completed in November 2023, but not submitted for 
the 2024 Budget cycle.  

This SSBC is an update to the IBC. It has the same purpose as the previous one (i.e., to have a fit-for-purpose 
assessment tool), however it represents a revised approach that caters for new directives from Government 
related to assessment.  

This SSBC proposes an investment of new funding of $78.7 million between 2025/26 and 2027/28. In total, 
the project requires funding of $155.9 million ($147.4m opex and $8.5m capex) to cover the ten-year whole 
of life cost. The balance of $18.8 million is being funded by the Ministry through savings in year one and capital 
expenditure elsewhere in the CACP. 

 

1
 https://www.dpmc.govt.nz/our-programmes/government-targets 
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Purpose 

The purpose of this project SSBC is to identify and recommend a preferred option that will: 

• seek approval of funding for estimated CapEx and OpEx whole of life costs across a 10-year term; 

• seek approval to finalise the arrangements for implementation of the project. 

This SSBC follows the Treasury Better Business Cases guidance2 and is organised around the five-case model 
designed to systematically ascertain that the investment proposal: 

• is supported by a compelling case for change – the ‘Strategic Case’; 

• optimises value for money – the ‘Economic Case’; 

• is commercially viable – the ‘Commercial Case’; 

• is financially affordable – the ‘Financial Case’; and, 

• is achievable – the ‘Management Case’. 

2.2. The need for investment 

Better assessment and aromatawai tools enhance system performance 

This Business Case seeks new investment to deliver an up-to-date assessment and aromatawai tool aligned to 
the updated New Zealand Curriculum (NZC) and Te Marautanga o Aotearoa that assists teachers and kaiako 
to support students and ākonga on their learning journey. 

Unlike many comparable jurisdictions, New Zealand currently has no standardised tool that provides a clear 
view of how individual students are progressing until NCEA Level 1 (Year 11). Investing in the new tool is one 
of the most important and powerful levers available to us to improve the quality of information available to 
lift educational outcomes for all students – by enhancing teaching, learning, assessment and aromatawai 
practice, aligned with our new National Curriculum. Standardised data will enable all students’ progress in 
every school and kura to be monitored over time, provide information earlier in the journey and get targeted, 
equitable access to intervention or extension support as needed.  

While the chief benefit of the tool will be for teachers and kaiako, supporting them to assess and respond to 
individual student needs, it will also deliver meaningful benefits to all levels of the education system, including: 

• parents, whānau and caregivers: improving the information schools and kura make available to them 
through regular reporting processes, and empowering them to support continuous learning outside 
of the classroom; 

• students and ākonga: enhancing student agency over their own learning outcomes;  

• Government, Ministry of Education and other central agencies (for example, ERO, NZQA and SIA): 
enabling evaluation, monitoring and insights into system-level investments and performance. 

 

Problem statement 

The potential impact of effective assessment practices on learning outcomes is well-established in the 
evidence, but it is not yet well-embedded in practice in New Zealand.3 In the context of a workforce with 
variable capability, standardised assessment tools have an important role as they provide a valid and reliable 
measure for student progress based on a consistent set of tests.  

Assessment and aromatawai needs to be strengthened along the pathway and across the National Curriculum, 
and the Government has prioritised providing a fit-for-purpose standardised tool for assessing Year 3-10 

 

2
 https://www.treasury.govt.nz/information-and-services/state-sector-leadership/investment-management/better-business-cases 

3
 https://ero.govt.nz/sites/default/files/2021-05/Evaluation-at-a-glance-assessment-practice-and-trends-2020.pdf 
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students in reading, writing, maths, pānui, tuhituhi and pāngarau (the scope of this Business Case). These are 
fundamental skills and knowledge that all children need. 

Currently, not enough schools are assessing students using robust tools that consistently measure progress 
against the National Curriculum. In addition, the level of change being made to the National Curriculum means 
that existing tools need updating. The inconsistent use of standardised tools is contributing to three key 
problems 

1. Inconsistent approaches to assessments, and results not following the student, limits available 
information for teaching, learning, reporting to parents and whānau and additional support 
decisions in schools and kura (40%)  

2. A lack of trusted individual level information on student progress and achievement constrains the 
Ministry’s ability to target, and understand the impacts of, investment and support (10%)  

3. Limitations of existing tools to accommodate change and anticipated usage puts students at risk 
of being unable to undertake assessments (50%) (Appendix 4 details the limitations of e-asTTle) 

There is currently no single fit-for-purpose assessment or aromatawai tool that can be reliably used by all 
schools and kura and provide comparable results. To address the first two problems, the Government intends 
to mandate twice-yearly use of standardised tool(s) to assess the learning of Year 3-8 students in reading, 
writing and maths or pānui, tuhituhi and pāngarau in 2026. This Business Case covers the period through to 
Year 10, which will help provide an assessment tool to support understanding of student progress and 
achievement in relation to curriculum expectations.   

Accurate and standardised measurement of progress and achievement will also provide a reliable judgment 
of student readiness to undertake the new Literacy and Numeracy | Te Reo Matatini me te pāngarau 
standards, which have been introduced as a co-requisite to the NCEA qualification, and to support their 
progress through to NCEA Level 1 subjects that keep their future pathways open. 

Strategic context 

The Government and Ministry of Education are introducing a strategically driven, coherent, whole-of-pathway 
approach to assessment, aromatawai, reporting and monitoring across our schooling system.  

This shift underpins the intention of the Government’s ‘Teaching the Basics Brilliantly’ policy and represents a 
crucial lever for achieving the Government’s target of 80 percent of Year 8 students at, or above, the expected 
curriculum level for their age in reading, writing and maths by December 2030 (Target 7).  

One of the priority actions contributing to the realisation of this target and the broader ‘Teaching the Basics 
Brilliantly’ policy is the implementation of consistent modes of monitoring student progression and 
achievement [SOU-24-MIN-0026 refers]. This includes an intent to mandate twice-yearly assessment of 
students in Years 3 to 8 from 2026.  

Approval of this Business Case is an important first step for this work and will see the Ministry of Education 
implementing a new ‘Standardised Tool for Assessment and Aromatawai’ that will support education 
professionals to effectively monitor, and respond to, student progress and achievement information in 
reliable, consistent ways.  

Getting this right will mean that good quality data about students’ learning is available to inform teaching and 
learning, provide timely information to parents, whānau and caregivers, and inform decisions at every level of 
the education system. 

What are we proposing? 

This investment will deliver a new assessment and aromatawai tool that is freely available to schools and kura, 
replacing the current e-asTTle tool, which is old technology (that has been assessed as at its end of life), 
technically unstable and does not align with the changes to the National Curriculum. The key drivers for this 
investment are to: 

• Provide schools and kura with a fit-for-purpose tool for consistent and reliable understanding of 
student progress and achievement in reading, writing, maths, pānui, tuhituhi and pāngarau aligned to 
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Years 3 to 10 of the updated National Curriculum (Te Marautanga o Aotearoa and The New Zealand 
Curriculum). This will support teachers and school leaders to: 

o deliver teaching and learning programmes that meet their students’ needs, including 
identifying when additional support is needed 

o maximise the opportunity of new technologies that strengthen teacher capability and 
effectiveness to monitor and report on student progress and achievement as they travel 
through the schooling as part of meeting their obligations the Education and Training Act 2020 
to monitor and report on student performance. 

• Enable delivery on key actions under the Minister of Education’s ‘smarter assessment and reporting’ 
priority, which are part of delivery plan activities contributing to achievement of Government Target 
7: More students at expected curriculum levels. This includes an intent to mandate the use of 
standardised tools for twice-yearly testing of Year 3 to 8 students. 

• Enable the creation of trusted data about student progress and achievement in Years 1 to 10 which 
can be shared and used through a digitally connected education data ecosystem (noting that far more 
work – outside the scope of this Business Case - needs to take place across the education system to 
realise our aspiration for a truly seamless data eco-system). This will fill a critical data gap and be a 
valued input to the eventual overarching data system, as well as provide immediate data that allows 
us to understand student progress, the impacts of teaching, and investments that support this.  

• This also supports the Minister of Education’s ‘greater use of data’ priority though better use of data, 
assessment, and evidence to identify and invest in supports and services. 

This investment will also deliver the supports teachers, kaiako and leaders need to use the new tool to assess 
student learning and to make use of the data to improve student outcomes, including professional learning.  
The new tool will have the flexibility to respond to future needs (e.g. to cover other areas of the curricula that 
are not part of this Business Case) and able to be updated in response to any content changes in the curricula 
through their regular review and maintenance cycles. 

In the absence of a decision to mandate the use of a particular tool and frequency of assessments, then 
problems 1 and 2 require a tool to be available that: 

• Schools and kura choose to use because it has value to them and helps them meet their existing 
legal obligations in relation to delivery of the national curriculum and monitoring of student 
performance. In the context of changes to the national curricula, this includes tools which align 
with the updated curricula. 

• The Ministry of Education has access to the data for system-level secondary analysis purposes, 
within data and protection policies. In order to target support to schools and kura that need it, 
this will require different use policies from what are in place for current Ministry-provided tools. 

Existing assessment and aromatawai tools 

e-asTTle is a bespoke existing Ministry provided standardised assessment and aromatawai tool. In addition to 
not fully aligning with the updated national curricula, limitations with e-asTTle include: 

• Large ongoing investment to maintain and upgrade technology platform and bespoke technology 

• weaker reliability of writing and tuhituhi assessments 

• writing and tuhituhi assessments are time consuming for teachers 

• reports are not considered inclusive, clear, and easy to use for teachers and kaiako, families and 
whānau, students and ākonga 

• assessment items are no longer relevant nor culturally appropriate 

• writing and tuhituhi assessments are time consuming for teachers 

• lack of dependability in adaptive testing 

• functionality is dated and opportunities to enhance it are limited, with an overall limited life left in the 
tool even if it was upgraded 

• support and maintenance are limited to one company 

• lack of capability to manage content   
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• low utilisation in kura delivering teaching and learning through te reo Māori 

• assessment items are no longer relevant nor culturally appropriate 

• assessment item quality issues  

• performance, reliability, and security constraints and issues. 

• Large ongoing investment to maintain and upgrade technology platform and bespoke technology 

Other Ministry provided tools for assessment and aromatawai are the Progress and Consistency Tool (PaCT) 
and Te Waharoa Ararau (TWA). These are not, however, standardised tools. The other main standardised tool 
in New Zealand is the Progressive Achievement Tests (PAT) which was developed and is owned by the New 
Zealand Centre for Educational Research (NZCER), specifically for students in Years 3 to 10 using the New 
Zealand Curriculum. PAT is not suitable for use with Te Marautanga o Aotearoa.  As with e-asTTle, work is 
needed for PAT to fully align with the updated national curricula.  

Further, the fact that PAT is owned by NZCER means we are reliant on them (a relatively small organisation) 
as our partner to deliver the data and insights we require to inform system-level decision-making. 

Investment Logic Map 

The above problems underpin the Investment Logic Map (ILM) which was done as part of the development 
of this business case. A summarised version of the ILM is below. 

 
Figure 1. Summary Investment Logic Map 

2.3. What options were considered 

Overview of the options 
A robust process of identifying project options was undertaken following which four short-listed project 
options were selected in addition to the ‘Do nothing’ option. The shortlist options are summarised in the 
following table. 

Option Description 

Option A – Do nothing - The ‘Do nothing’ option involves continuing with the status quo and using the existing 
assessment tools (i.e., e-asTTle and PATs with their inherent limitations) for standardised 
assessment. This option is not recommended  
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Option Description 

Option B1 – Off-the-shelf 
Foundational 2x Yearly 
(PREFERRED) 

This option is for a new off-the-shelf Software as a Service (SaaS) tool configured for New 
Zealand education requirements. The key distinguishing features of this option are: 

• Assessment items developed/updated to volume levels that cater for: 
o Year groups 3-10   
o assessments for each domain of up to 2 times a year 

• Improved functionality to efficiently: 
o report individual student progress and achievement at and between 

timepoints for students, teachers and parents. 
o produce cohort reporting for school leaders to inform in school evaluation. 
o produce system level reporting to inform investment decisions and impact 

insights.  

• Integrations to other systems for authentication, next steps, efficiencies, and 
reporting/insights. 

• Established training resources on effective tool use and data analysis. 

• The tool will have demonstrated its utility across other (comparable) international 
jurisdictions.  

Option B2 - Off-the-shelf 
Foundational 4x Yearly 

This option builds on Option B1 Off-the-shelf Foundational 2x Yearly. The key distinguishing 
features of this option are: 

• Assessment items developed/updated to volume levels that cater for assessments 
for each domain of up to 4 times a year. 

Option B3 - Off-the-shelf 
Advanced 4x Yearly 

This option builds on Option B2 Off-the-shelf Foundational 4x Yearly. The key distinguishing 
features of this option are: 

• Advanced functionality to what is currently available in e-asTTle4 including greater 
levels of AI powered feedback and next steps 

• Additional integrations to other systems for next steps, efficiencies, and 
reporting/insights 

• Targeted extra support for specific schools and kura as part of rollout out the new 
tool. 

Option C – Bespoke 
Foundational 2x Yearly 

This option seeks to maximise the satisfaction of business need by developing a bespoke 
solution specifically for the New Zealand assessment and aromatawai context.  
The assessment item volume, functionality and integrations are the same as Option B1.  

Table 3. Shortlist options summary 

 

4
 A new off-the-shelf system will not replicate all e-asTTle functions as it will be an existing system. 
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The rationale for separating this procurement out from the first procurement is that it is not expected 
that a Māori medium item bank can be procured off the shelf as with the majority of English medium 
items. 

Subject to approval, and in line with the Ministry’s procurement policy, the proposed approach will be 
to undertake a secondary procurement process using the Ministry’s Te Reo Māori panel, Kete 3.2 for 
Māori medium assessment item development. 

3. Other supporting procurements – services required to deliver and rollout the new tool to the sector 
including: 

• Ministry system integrations including those for digital identity 

• certification and accreditation 

• performance testing 

• e-asTTle item review tool 

• Te Reo Māori writing services 

• Training for teachers 

• support for engagement and communications 

• branding 

• project team tools  

• any project resource and consultancy services that may be required. 

Appropriate procurement plans will be developed and approved to cover the tool procurement, and other 
procurement requirements covering remaining services required.  

2.6. What the project costs 

The table below summarises the total expenditure and funding required for the preferred Off-the-shelf 
Foundational option covering twice yearly assessment for Years 3-10 over the next three years and includes 
ongoing whole of life costs for a 10-year period. 

 
Table 6. Preferred option financial summary 

The table shows the total funding required of $78.7 million during the procurement and implementation 
period (years 1-4), as well as ongoing operating expenditure from year 5 onwards of $12.9 million per annum. 

Contingency of 25.5%, has been included in the overall expenditure amounting to a value of $35.0 million.  

The ongoing operating cost covers the cost of tool licensing, support and maintenance, item bank 
review/updates and psychometric assessments. From Year 4 onwards, the ongoing operating cost is offset by 
cost savings of $0.927 million per year following the decommissioning of the existing e-asTTle once the 
replacement tool has been rolled out. 

$millions Year 1 Year 2 Year 3 Year 4 Years  1- 4 Year 5 10 Year

2024/25 2025/26 2026/27 2027/28 Total & outyears  Total

Project Capital Expenditure 1.289 13.168 7.018 1.602 23.077 -                       23.077

Project Operating Expenditure 1.248 20.133 15.439 1.066 37.887 -                       37.887

Total Project Expenditure 2.537 33.301 22.457 2.669 60.964 -                       60.964

Ongoing Operating Expenditure -                       7.642 12.474 13.115 33.231 13.793 115.988

Total Expenditure 2.537 40.943 34.931 15.783 94.195 13.793 176.951

Funding from Budget bids

Departmental funds 2.537 12.000 -                       -                       14.537 -                       14.537

Non-Departmental funds -                       -                       -                       -                       -                       -                       -                       

Funding from existing baselines

Departmental funds -                       -                       -                       0.927 0.927 0.927 6.488

Non-Departmental funds -                       -                       -                       -                       -                       -                       -                       

Total internal funding 2.537 12.000 -                       0.927 15.464 0.927 21.026

Funding Shortfall -                       (28.943) (34.931) (14.856) (78.730) (12.866) (155.926)

Financial Case for preferred option

Inclusive of Inflation Summarised
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Affordability and funding 
The costs for FY 2024/25 (Year 1) will be funded from existing departmental funds. $12 million of capital 
expenditure for FY 2025/26 (Year 2) will also be funded from existing departmental funds. 

The Ministry does not have capacity within its capital or operating funding for the delivery and ongoing support 
of the new tool, and will seek additional funding from Budget 2025. The total funding sought to fund project 
and ongoing cost over the ten-year lifespan is $155.926 million ($9.788 million capital and $146.1 million 
operating). Over the five-year budget forecast period the total sought is $91.596 million ($9.8 million capital 
and $81.808 million operating).  

The funding sought includes a permanent annual uplift to the Ministry’s ongoing appropriation of $12.866 
million (opex only) per annum from year 5 onwards. If the tool only catered for Years 3-8, there would be a 
reduction in cost of $5.4 million for the assessment items for Years 9 and 10 plus associated ongoing 
maintenance, depreciation, capital charge and inflation costs. 

It should be noted that we will be purchasing a tool that has the functionality to increase future scope if 
required. Possible future increases to scope are not factored into this business case and would require 
additional funding (including to meet the cost of increased ongoing licensing and use cost and impact the 
whole of life cost). Increases in scope in the future will need to be funded separately,  

The tool will leverage and integrate with existing Ministry systems for data and security thereby avoiding 
additional costs. 

2.7. How we will deliver the project 

We will put processes in place to ensure successful implementation and rollout of the new assessment and 
aromatawai tool to the sector.  

Methodologies 
The project will be managed using the Ministry Delivery Framework. The project will adhere to the CACP 
Management Framework guidance, including standards, processes, templates, and tools.  

The project individual workstream delivery will use the Scaled Scrum based Framework which organises work 
into iterative cycles called sprints, with roles like the Product Owner, Scrum Master, and Development Team, 
and emphasises transparency, inspection, and adaptation through events like sprint planning, daily stand-ups, 
sprint reviews, and retrospectives.  

The project will align to the Implementation Change Framework (Plan) of the broader CACP which is based on 
Prosci’s 3 Phase Process® including the ADKAR model to support successful change. 

Governance and structure 
As this project is part of the CACP, it comes under the umbrella of the governance structure for CACP. The 
governance and management arrangements are set out in detail below (section 7: Management Case) and will 
be expanded in the Project Implementation Plan (PID) and other relevant documentation once the Business 
Case has been approved. 

The project team will work closely with the CACP Programme Director, SRO and Programme Governance Board 
(PGB) throughout the lifecycle of the project to ensure the business and technology solution delivers the 
expected outcomes, within time and cost, to the agreed level of quality. 

Delivery 
The following is the high-level delivery plan for delivering the new tool. 

9(2)(f)(iv)
9(2)(f)(iv)
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Figure 2. High-level delivery plan (a larger view is available in Appendix 14) 

The Minister of Education has indicated an intention to require all schools and kura to carry-out twice-yearly 
assessments for students in Years 3-8 from 2026, as part of the Government’s priority action to implement 
consistent modes of monitoring student progression and achievement. An important foundational aspect of 
this is the need for a standardised tool to support schools and kura with assessment of students. 
The new tool is intended to be available to the sector in early 2026, with an initial set of assessment item banks 
(in both English and te reo Māori), which will be added to over the following twenty-one months.10 This will 
enable assessment of all in scope students to be undertaken from early 202611.   

Early opportunities to test the tool will be made available to teachers and kaiako from Term 4, 2025. 

The final version of the assessment item banks, which will include item banks in both English and te reo Māori, 
is intended to be available in late 2026. Based on availability of items, and options for use of items, across both 
mediums, this timeline is expected to reduce. e-asTTle will be decommissioned following migration of 
historical data to the new tool and an appropriate education data warehouse.  

The fast-track approach to deliver a tool to the sector in 2026 to enable the requirement to use an assessment 
and aromatawai tool for twice yearly testing12 carries a number of risks. Risk mitigations will be incorporated 
into detailed implementation project planning. 

An extended timeframe to deliver Māori medium assessment items is required. We currently have a very small 
numbers of assessment items written in te reo Māori that can be used in Māori medium. It is also unlikely that 
suppliers will have assessment item banks available in te reo Māori, therefore a considerably larger number 
of Māori medium items need to be developed. There is also a limited capacity of te reo Māori assessment item 
developers, which contributes to the longer timeframe. 

The existing business teams in Te Poūtahū and product team in Te Pou Hanganga, Matihiko | Infrastructure 
and Delivery will transition from supporting e-asTTle to the new tool from January 2026 onwards for ongoing 
support and service delivery. 

Managing change, engagement, and communications 

 

10
 The initial release of the tool will only contain minimal assessment items (as these are being produced over time). This means that, to facilitate 

student assessment and aromatawai in early 2026, the tool may use some static tests as content whilst the auto generated tests are created. 
11

 An initial version of the new tool is intended to be available to the sector in early 2026, with early implementation opportunities made available to 
teachers and kaiako from Term 4, 2025. 

12
 Information Update: Twice-yearly assessment decisions and next steps, 24 October 2024 (METIS 1338352) 
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The assessment and aromatawai tool will have a range of change impacts for schools and kura, teachers and 
kaiako, students and ākonga as well as the Ministry and other education agencies. In particular, there will be 
a difference between the impacts for English medium schools and kura delivering teaching and learning 
through te reo Māori. This is due to differences in the current state of assessment and aromatawai practices, 
processes and tools. An appropriate approach for kura delivering teaching and learning through te reo Māori 
will need to be designed within the overall framework to ensure successful adoption of the tool.   

The Ministry’s change approach will need to carefully address the risk of change resistance across the 
education sector, including with peak bodies and associations. This is particularly acute given historical 
resistance to national standardised assessment.   

Benefits management 
The benefits and KPIs will be tracked using agreed metrics and will be documented in the CACP Programme’s 
Benefits Realisation Plan (BRP). 

Project assurance 
The Treasury Risk Profile Assessment for this project is ‘high’ which necessitates monitoring by Treasury, noting 
that the CACP as a whole is being monitored by Treasury. 

We have allocated funding for assurance activities across the project. The CACP Assurance Plan, which is 
currently being updated, will be used by the project. This is being updated in conjunction with the Ministry’s 
Internal Audit and Assurance team.  

A CACP Programme Gateway 0 review took place in December 2024, which included this Business Case. 
Feedback from Treasury has been addressed. 

2.8. Recommendations and next steps  

This Business Case seeks: 

• Approval to continue with the new Standardised tool for Assessment and Aromatawai project 

• Approval to implement the preferred investment option (Option B1 – Off-the-shelf Foundational 2x 
Yearly) 

• Approval of funding for estimated CapEx and OpEx whole of life costs across a 10-year term.  
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3. Strategic Case 

3.1. Introduction 

The Strategic Case summarises the strategic context for the investment proposal and makes the robust case 
for change. It demonstrates alignment of the proposed investment with wider national or sectoral priorities 
and goals, policy decisions, other multi-agency projects (if relevant) and with the Ministry’s strategic 
intentions. 

3.2. Organisational Overview 

The Ministry plays a critical role in shaping the education system to deliver equitable and excellent outcomes 
for all children and young people. The education system touches every person, whānau and community in 
New Zealand and is a major contributor to improving our society and economy.  

Within the Ministry, Te Mahau (including the business groups Te Poutāhū, Te Pae Aronui and the 
takiwā/regional teams), all play crucial roles in supporting schools and kura to design and implement teaching 
and learning programmes13 that deliver the national curricula and provide access to a nationally and 
internationally recognised qualification14, so that every student is able to attain their highest possible standard 
in educational achievement15. This includes supporting schools and kura to monitor and report on student 
performance16 using good quality assessment and aromatawai information. We work together to deliver and 
implement meaningful system changes so that students and ākonga have equitable access to high-quality 
teaching, learning and assessment opportunities.  

The ecosystem diagram below provides an overview of Te Poutāhū, in collaboration with the wider Te Mahau, 
services that contribute to lifting the quality of teaching and learning. These sit alongside wider system 
initiatives (e.g. those strengthening attendance, workforce and learning support) that all play a part in 
strengthening student progress and achievement. 

 
Figure 3. Curriculum, assessment and aromatawai ecosystem.  

 

13
 Section 164 of the Education and Training Act 2020. 

14
 Issued by the Minister of Education under section 90 of the Education and Training Act 2020. 

15
 Section 127 of the Education and Training Act 2020. 

16
 Section 165 of the Education and Training Act 2020. 
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The National Curriculum with assessment and aromatawai are critical for driving improvement in student 
outcomes, both at the individual level and in relation to overall system performance. By setting out what needs 
to be taught and the learning progress expected, the national curricula define the core outcomes the 
education system needs to deliver for students: Te Marautanga o Aotearoa provides these for those learning 
through te reo Māori and The New Zealand Curriculum provides these for other settings. Assessment and 
aromatawai enables people to understand whether those outcomes have been achieved in relation to the 
relevant curriculum, and then trigger a response to be acted upon, where they are not being achieved.  

3.3. Alignment to strategic intentions 

Summary 

In line with Government priorities, we are introducing a strategically driven, coherent, whole-of-pathway 
approach to assessment, aromatawai, reporting and monitoring such that good quality data about students’ 
learning is available to inform teaching and learning, provide timely information to parents, whānau and 
caregivers, and inform decisions at every level of the education system. 

This Business Case seeks new investment to deliver an up-to-date assessment and aromatawai tool aligned to 
the updated New Zealand Curriculum (NZC) and Te Marautanga o Aotearoa that assists teachers and kaiako 
to support students and ākonga on their learning journey as part of this process. 

The Business Case, while a key part of the delivery of the assessment and aromatawai strategy and 
Government Target 7, is not a business case for the full assessment and aromatawai strategy. 

Investing in the new tool is one of the most important and powerful levers available to us to improve the 
quality of information available to lift educational outcomes for all students – by enhancing teaching, learning, 
assessment and aromatawai practise, aligned with our new National Curriculum.  

While the chief benefit of the tool will be for teachers and kaiako, supporting them to assess and respond to 
individual student needs, it will also deliver meaningful benefits to all levels of the education system, including: 

• parents, whānau and caregivers: improving the information schools and kura make available to them 
through regular reporting processes, and empowering them to support continuous learning outside 
of the classroom; 

• students and ākonga: enhancing student agency over their own learning outcomes;  

• Government, Ministry of Education and other central agencies: enabling evaluation, monitoring and 
insights into system-level investments and performance. 

This investment will deliver a new assessment and aromatawai tool that is freely available to schools and kura, 
replacing the current e-asTTle tool which is old technology, technically unstable and does not fully align with 
the new curricula. The key drivers for this investment are to: 

• Provide schools and kura with a fit-for-purpose tool for consistent and reliable understanding of 
student progress and achievement in reading, writing, maths, pānui, tuhituhi and pāngarau aligned to 
Years 3 to 10 of the updated national curricula (Te Marautanga o Aotearoa and The New Zealand 
Curriculum). This will support schools and kura to: 

o deliver teaching and learning programmes that meet their students’ needs, including 
identifying when additional support is needed 

o maximise the opportunity of new technologies that strengthen teacher capability and 
effectiveness to monitor and report on student progress and achievement as they travel 
through the schooling as part of meeting their obligations the Education and Training Act 2020 
to monitor and report on student performance. 

• Enable delivery on key actions under the Minister of Education’s ‘smarter assessment and reporting’ 
priority, which are part of delivery plan activities contributing to achievement of Government Target 
7: More students at expected curriculum levels. This includes an intent to mandate the use of 
standardised tools for twice-yearly testing of Year 3 to 8 students. 
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• Enable the creation of trusted data about student progress and achievement in Years 1 to 10 which 
can be shared and used through a digitally connected education data ecosystem. This will fill a critical 
data gap for understanding impacts of investments. This supports the Minister of Education’s ‘greater 
use of data’ priority. 

This investment will also deliver the supports teachers, kaiako and leaders need to use the new tool to assess 
student learning and to make use of the data to improve student outcomes, including professional learning. 
The new tool will have the flexibility to respond to future needs (e.g. to cover other areas of the curricula that 
are not part of this Business Case) and able to be updated in response to any content changes in the curricula 
through their regular review and maintenance cycles. 

Context 

The Ministry has a well-established programme of work that is strengthening all elements of the ecosystem. 
Central to this programme is work being undertaken to update the national curricula for schooling (comprising 
the New Zealand Curriculum and Te Marautanga o Aotearoa) to be knowledge rich, provide clarity about what 
students need to understand, know and do in each year, and based on the science of learning. As the curricula 
is updated, this flows through to the rest of the ecosystem so that teacher training and all tools, resources, 
supports are aligned with what schools and kura are required to deliver in their teaching and learning 
programmes.  

This wider Ministry work programme has been adjusted to reflect the current Government’s priorities and is 
reflected in the delivery plan for Government Target 7: More students at expected curriculum levels (the 
Achievement Target).17 These adjustments have heightened the focus on national consistency and prioritised 
action on lifting reading, writing and maths (pānui, tuhituhi and pāngarau).  

The work programme is putting in place equivalent settings and support for both schooling curricula pathways 
– Te Marautanga o Aotearoa for those learning through te reo Māori and The New Zealand Curriculum for 
other settings. This contributes to Maihi Karauna,18 which outlines what the Crown will do to support a strong, 
healthy, thriving Māori language in Aotearoa New Zealand, and Tau Mai Te Reo,19 the Māori Language in 
Education Strategy.  

While this work programme has its origins in the need for transformative change in our national curricula 
system, including substantive shifts in the approach to curriculum content, the intention is to establish systems 
and processes that avoid such ‘big bang’ change in the future. In particular, the intention is to move to a regular 
cycle of planned maintenance and review of the curricula content. This means that all supports for the 
curricula, including assessment and aromatawai tools, will need to be able to be easily reviewed and updated 
so that alignment with the relevant curricula is maintained as expectations for teaching and learning are 
updated. 

Contribution to the Government’s Achievement Target 

The intervention logic for the Achievement Target (Appendix 12) includes progression monitoring 
implemented coherently across the whole schooling pathway so that quality information is available to inform 
decisions and monitor improvement. This requires assessment and aromatawai to be strengthened in relation 
to four key purposes: 

1. Assessment and aromatawai for teaching and learning – informed by quality information that supports 
effective practice and identifies next steps in learning for teachers and kaiako, including whether 
additional support is needed. 

 

17
 Refer https://www.dpmc.govt.nz/our-programmes/government-targets for details of the target and quarterly reporting on progress. The full 

wording of the target is “80% of Year 8 students at or above the expected curriculum level for their age in reading, writing and maths by 
December 2030.” 

18
 Maihi Karauna: the Crown’s Strategy for Māori Language Revitalisation 2019 – 2023 

19
 The Māori Language in Education Strategy 
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2. Assessment and aromatawai for reporting – learning outcomes and progress is shared and understood 
with all stakeholders (students, parents/whānau, the school and the community). 

3. Assessment and aromatawai for credentialling – accurate, summative, internationally-recognised 
assessment information supporting ākonga into next steps of academic or vocational pathways. 

4. Assessment and aromatawai for system monitoring – student learning achievement and progress is 
understood and shared across the system (at a Ministry level) to guide actions to improve student 
learning at a system level. 

As well as updating assessment and aromatawai for each of those four purposes to align with the updated 
national curricula, there is a well-established need to strengthen assessment and aromatawai practice across 
the system, including filling gaps in the available toolkit. To address this, Te Poutāhū has a strategic framework 
to guide work it is progressing to update and create assessment and aromatawai tools and approaches. This 
requires consideration of: evidence-informed approaches; equity, inclusion and accessibility; outcomes and 
impacts; enabling infrastructure; building capability; tools and resources to support practice. This framework 
is more fully described in Appendix 11. 

Contribution to the Minister of Education’s priorities 

As above, the Government’s Target 7 seeks to realise more students at expected curriculum levels (the 
Achievement Target). To achieve this, the Minister of Education has set six priority areas for action all of which 
are relevant to this Business Case as set out in the table below. Note that in all cases this Business Case is 
constrained to assessment and aromatawai against the Year 3-10 content in the new English and Mathematics 
and Statistics learning areas and Te Reo Rangatira and Pāngarau wāhanga ako. In relation to the English 
learning area, the focus is on the teaching and learning of literacy (reading and writing). In relation to Te Reo 
Rangatira wāhanga ako, the focus is on the teaching and learning of te reo matatini (pānui and tuhituhi). 

1. Clearer curriculum: Establishing a 
knowledge-rich curriculum grounded in the 
science of learning. 

This Business Case is for the delivery of a fit-for-purpose 
tool aligned to the content and progression expectations 
of the new curricula. 

2. Better approach to literacy and numeracy: 
Implementing evidence-based instruction in 
early literacy and mathematics. 

This Business Case is for the delivery of a fit-for-purpose 
tool for monitoring student progress, which is an 
integral part of providing evidence-based instruction. 

3. Smarter assessment and reporting: 
Implementing consistent modes of monitoring 
student progress and achievement. 

This Business Case is to progress the delivery of 
Government commitments under this priority, as 
described further below.  

4. Improved teacher training: Developing the 
workforce of the future, including leadership 
development pathways 

This Business Case includes implementation activities 
which will train teachers, kaiako and leaders in the use 
of the tool (integrated with wider activities to build 
assessment and aromatawai capability).  

5. Stronger learning support: Targeting 
effective learning support interventions for 
students with additional needs. 

Monitoring of student learning progress and 
achievement using a fit-for-purpose tool will enable 
identification of students who need additional support. 

6. Greater use of data: Using data and 
evidence to drive consistent improvement in 
achievement. 

Sharing and use of data (with appropriate protections) 
held in a fit-for-purpose tool will address key data gaps 
constraining targeting of investment and analysis of 
impacts at a system level, as described further below.  

Table 7.Contribution of this business case to Minister of Education priorities (in relation Year 3-10 literacy, te reo matatini, maths and pāngarau  

Smarter assessment and reporting 
The Government’s intentions for progression monitoring are set out in Implementing Regular and Consistent 
Assessment and Reporting of Student Progress and Achievement [SOU-24-MIN-0060], which describes the 
Minister of Education’s work programme for delivering on her ‘Smarter assessment and reporting’ priority. 
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The following diagram shows planned assessment and monitoring coverage for the schooling pathway (Years 
0 to 13). This business case relates to the standardised tools for Years 3-8 and Years 9-10. 

 
Figure 4. Proposed assessments along the schooling pathway  

The Government has signalled its intent to mandate twice-yearly use of standardised tools to assess the 
learning of Year 3-8 students in reading, writing and maths or pānui, tuhituhi and pāngarau [SOU-24-MIN-0060 
and Make It Count – a maths action plan]. Consideration is still being given to whether to require one tool (the 
one which is the subject of this business case) or multiple tools – one Ministry provided tool available (the one 
which is the subject of this business case) and potentially others from private providers that meet required 
standards which schools and kura would pay for out of their operating grants. Mandated requirements are 
currently planned to come in from 2026, but the timing is subject to further advice on system readiness as 
there are currently no fully fit-for-purpose tools available. Regardless of the potential for schools and kura to 
be provided with a choice of tool, the Ministry provided tool which is the subject of this business case needs 
to be able to withstand 100% uptake by all schools and kura across initially for all Year 3-10 students and 
scalable for all Year 0-10 for future-proofing. 

All students, including students with disabilities, have a right to education on an equal basis as other students.20 
This means that all students need to have their learning assessed and responded, and that reasonable 
accommodations need to be provided. Inclusion and accessibility is part of the framework for assessment and 
aromatawai in Appendix 11, reflecting the New Zealand Disability Strategy.21 In the context of introducing 
mandatory requirements to assess students using (a) specific tool(s), the identified tools need to be inclusive 
and accessible with clearly identified, justifiable and constrained grounds for exempting students. Where 
accessibility needs to be enabled via equipment, environment or engagement (rather than being built into the 
tool itself), teachers and kaiako need the guidance and support to identify and address these barriers. 

Greater use of data 
The Minister of Education is still finalising her work programme for delivering on her ‘Greater use of data’ 
priority and has not yet made proposals to Cabinet. It is expected to include: a core education outcomes and 
indicators measurement framework; minimum contract performance reporting; clear standards of evidence 
and evaluation; more efficient and effective inter-agency data and information sharing; and a connected and 
integrated digital ecosystem.  

Better student progress and achievement data ahead of NCEA has long been identified as a critical gap in the 
education data ecosystem, and has been reiterated in a recent report22 from the Controller and Auditor-
General. A 2019 report from the Curriculum, Progress and Achievement Ministerial Advisory Group23 (CPA 
MAG) on how to address that gap included advice that the national curriculum did not have sufficient clarity 
about what needed to be learnt and what progress looked like. Creating this clarity was identified as a critical 
and foundational step towards improving both the quality of teaching and learning (because teachers will be 
clearer about what needs to be taught and what progress looks like) and the quality of information about 

 

20
 Article 24 – Education of the United Nations Convention on the Rights of Persons with Disabilities.  

21
 pdf-nz-disability-strategy-2016.pdf 

22
 Ministry of Education: Promoting equitable educational outcomes, October 2024, The Controller and Auditor-General 

23
 Strengthening curriculum, progress, and achievement in a system that learns 
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Achievement in education matters. Education lifts individual life outcomes, and it provides the people and 
conditions to lift productivity and advance our society. It is a truly universal service, and all 6-16 year olds must 
attend school. The costs associated with students not realising their full educational potential are significant. 
Analysis says welfare costs are higher for those with no or low qualifications. And those with no qualifications 
are 5 times more likely to get a corrections-managed sentence by age 22 than those with NCEA level 2 and 30 
times more likely than those with NCEA Level 3-4. Analysis also indicates that people with no qualifications are 
less likely to report good general health.  

Reading, writing, maths (pānui, tuhituhi and pāngarau) are fundamental skills and knowledge that all children 
need to unlock the wider curriculum and progress and achieve in all learning areas and wāhanga ako. They 
also have long-term implications beyond schooling: adults with baseline literacy and maths skills are more 
likely to gain higher qualifications, be employed, and have higher incomes. Too many of students are not 
receiving the teaching and support they need to succeed in their literacy and maths learning. This is a 
persistent pattern in our system, and work is needed to address the decline in student achievement.27 Large 
numbers of students are also at risk of not obtaining the new NCEA co-requisites in literacy and numeracy, or 
te reo matatini and pāngarau. This reflects inequities that arise early in the teaching and learning pathway and 
disproportionately affect particular groups of students.28  

We also know that the rate of progress in reading, writing and maths declines on average as students move 
up the years of schooling.29 Between Years 4 and 8 there is an overall reduction in the proportion of students 
achieving at or above curriculum expectations. In addition, the transition from Year 8 to Year 9 is associated 
with the lowest mean annual progress for all three areas of learning. When assessing learning, it is important 
that teachers and kaiako are paying attention to the pace of progress as well as where a student is at against 
curriculum expectations. If progress is slowing, this can indicate a need for additional support. If action has 
been taken in response to lower-than-expected achievement, then teachers and kaiako need to check that 
progress is happening and accelerating (i.e. that in time the trajectory of progress indicates that the student 
will meet expectations for their Year level). 

There is widespread recognition that evaluation and assessment arrangements are key to both improvement 
and accountability in school systems.30 John Hattie’s 2008 review31 of the effect size of different teaching 
strategies found that the key to making a difference to students is to make teaching and learning visible. This 
includes purposeful use of assessment to reveal the impact teaching has had on students, and which students 
it has impacted. To create learning gains, assessment information needs to be used formatively by teachers in 
the classroom to modify teaching and learning activities and provide feedback to students about their 
learning.32  

 

27
 New Zealand has attained relatively good median scores in international literacy surveys for school learners in English medium settings, but these 

have significantly declined in recent years. The Progress in International Reading Study (PIRLS, 2015) showed a marked slide in New Zealand’s 
average achievement levels and ranking. The National Monitoring Study of Student Achievement (NMSSA, 2019) found that fewer learners in 
Year 8 achieved at or above curriculum expectations set by the NZC compared with Year 4 in all five modes of literacy learning. Meanwhile in 
maths the NMSSA found 45% of Year 8 learners achieved at or above curriculum expectations, and the Trends in International Mathematics and 
Science Study (TIMSS, 2019) shows a significant decrease in the achievement of Year 9 students – 11 points lower than in 2014, and 19 lower 
than 1994. 

28
 Analysis of the OECD’s Programme for International Assessment (PISA) literacy and maths achievement data shows inequities start early and 

persist. Similarly, TIMSS (2019) notes ‘a powerful positive relationship between students’ socioeconomic environment and their educational 
achievement’, and that New Zealand has a wide (and widening) range of achievement compared with other countries. There is also an 
intersection between socioeconomic circumstances and ethnicity, with socioeconomic disadvantages disproportionately impacting Māori and 
Pacific learners. The Royal Society Te Apārangi report on maths (2021) states NMSSA and TIMSS data shows ‘our current system perpetuates, 
indeed exacerbates, inequity of outcomes’. 

29
 Ministry of Education. May 2018. Achievement and progress in mathematics, reading and writing in primary schooling. Achievement and progress 

in mathematics, reading and writing in primary schooling | Education Counts 
30

 OECD Reviews of Evaluation and Assessment in Education. 2013. Synergies for Better Learning: an international perspective On evaluation and 
assessment. Synergies for Better Learning | OECD 

31
 Hattie, John. 2008. Visible Learning: A Synthesis of Over 800 Meta-Analyses Relating to Achievement. https://visible-learning.org/  

32
 Black, Paul and Wiliam, Dylan (1998) 'Assessment and Classroom Learning', Assessment in Education: Principles, Policy & Practice, 5:1, 7 — 74. 

http://dx.doi.org/10.1080/0969595980050102  
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The inconsistent use of standardised tools is contributing to three key problems. These problem statements 
were informed by a facilitated Investment Logic Mapping (ILM) workshop with key stakeholders in July 2024 
and have been refined through further work on the strategic case and problem definition. 

1. Inconsistent approaches to assessments, and results not following the student, limits available 
information for teaching, learning, reporting to parents and whānau and additional support decisions 
in schools and kura (40%) 

2. A lack of trusted individual level information on student progress and achievement constrains the 
Ministry’s ability to target, and understand the impacts of, investment and support (10%) 

3. Limitations of existing tools to accommodate change and anticipated usage puts students at risk of 
being unable to undertake assessments (50%) 

To address the first two problems, the Government intends to mandate twice-yearly use of standardised 
tool(s) to assess the learning of Year 3-8 students in reading, writing and maths or pānui, tuhituhi and 
pāngarau. This business case covers tools through to Year 10 which will help provide an assessment tool to 
support understanding of student progress and achievement, providing a reliable judgment of student 
readiness to undertake the new Literacy and Numeracy | Te Reo Matatini me te pāngarau standards have 
been introduced as a co-requisite to the NCEA qualification and to support their progress through to NCEA 
Level 1 subjects that keep their future pathways open. 

In the absence of a decision to mandate the use of a particular tool and frequency of assessments, then 
problems 1 and 2 require a tool to be available that: 

• Schools and kura choose to use because it has value to them and helps them meet their existing legal 
obligations in relation to delivery of the national curriculum and monitoring of student performance. 
In the context of changes to the national curricula, this includes tools which align with the update 
curricula. 

• The Ministry of Education has access to the data for system-level secondary analysis purposes, within 
data and protection policies. In order to target support to schools and kura that need it, this will 
require different use policies from what are in place for current Ministry-provided tools. 

Assessment for learning is integrated into the code and professional standards for the teaching profession37 
and there is a general acceptance that the Ministry needs some progress and achievement information for 
some purposes (as recognised in the advice of the CPA MAG). There is however also caution about the use of 
standardised tools, in particular if the Ministry has access to the data in them, due to concerns that the 
information could be used to create harmful league tables or to unfairly judge teacher performance. The 
introduction of a new tool provides an opportunity to apply the Government’s Data Protection and Use Policy38 
(which did not exist when e-asTTle was developed), so that there is trust and confidence in its use. 

Limitations of existing tools 

e-asTTle is a bespoke existing Ministry provided standardised assessment and aromatawai tool. In addition to 
not fully aligning with the updated national curricula, limitations with e-asTTle (further detail is provided in 
Appendix 4 include: 

• Large ongoing investment to maintain and upgrade technology platform and bespoke technology 

• weaker reliability of writing and tuhituhi assessments 

• writing and tuhituhi assessments are time consuming for teachers 

• reports are not considered inclusive, clear, and easy to use for teachers | kaiako, families | whānau, 
students | ākonga 

• assessment items are no longer relevant nor culturally appropriate 

 

37
 Teaching Council of Aotearoa New Zealand. Our Code, Our Standards: Code of Professional Responsibility and Standards for the Teaching 

Profession. Our-Code-Our-Standards-Nga-Tikanga-Matatika-Nga-Paerewa.pdf 
38

 Data Protection and Use Policy (DPUP) | NZ Digital government 
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• writing and tuhituhi assessments are time consuming for teachers 

• lack of dependability in adaptive testing 

• functionality is dated and opportunities to enhance it are limited, with an overall limited life left in the 
tool even if it was upgraded 

• support and maintenance are limited to one company 

• lack of capability to manage content   

• low utilisation in kura delivering teaching and learning through te reo Māori 

• assessment items are no longer relevant nor culturally appropriate 

• assessment item quality issues  

• performance, reliability, and security constraints and issues. 

Other Ministry provided tools for assessment and aromatawai are the Progress and Consistency Tool (PaCT) 
and Te Waharoa Ararau (TWA). These are not, however, standardised tools. Rather they are online judgment 
tools to support the collation and reporting of progress and achievement at an individual, class, and school-
wide level. They support teachers to understand how ākonga are progressing based on a range of evidence 
they have gathered (including from standardised tools) in order to form an overall teacher judgement of 
progress against the relevant curricula. As with e-asTTle, work is needed for them to fully align with the 
updated national curricula. 

The other main standardised tool in New Zealand is the Progressive Achievement Tests (PAT) which were 
developed by the New Zealand Centre for Educational Research (NZCER), specifically for students in Years 3 to 
10 using the New Zealand Curriculum. PAT is not suitable for use with Te Marautanga o Aotearoa. And as with 
e-asTTle, work is needed for PAT to fully align with the updated national curricula. 

3.5. Investment objectives 

The investment objectives were retested and updated with key stakeholders in July 2024. Stakeholders 
identified the following key investment objectives: 

1. Improve effectiveness of literacy (reading and writing) and maths assessments  
[Benefit 1: Better quality information to support teaching, learning, and additional support 
decisions in schools and kura 
Benefit 2: Increased individual level information on student progress and achievement available 
for system level purposes by the Ministry]  

2. Improve the effectiveness of te reo matatini (pānui and tuhituhi) and pāngarau aromatawai  
[Benefit 1: Better quality information to support teaching, learning, and additional support 
decisions in schools and kura 
Benefit 2: Increased individual level information on student progress and achievement available 

for system level purposes by the Ministry]  
3. Reduce risk of technology failure to provide assessments and aromatawai 
 [Benefit 3: Improved resilience of the assessment and aromatawai environment] 

4. Improve efficiency of the assessment process 
[Benefit 1: Better quality information to support teaching, learning, and additional support 
decisions in schools and kura 
Benefit 3: Improved resilience of the assessment and aromatawai environment] 

5. Improve assessment data-driven decision making. 
[Benefit 1: Better quality information to support teaching, learning, and additional support 
decisions in schools and kura  
Benefit 2: Increased individual level information on student progress and achievement available 
for system level purposes by the Ministry] 

The case for change is summarised in tables below. 
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Table 15. project out of scope 

3.7. Main benefits  

The benefit areas and weightings of importance have been informed by a facilitated workshop with key 
stakeholders in July 2024 and adjusted through further work on the strategic case and problem definition.  

1. Better quality information to support teaching, learning, and additional support decisions in schools 
and kura (50%) 

2. Increased individual level information on student progress and achievement available for system level 
purposes by the Ministry (40%)  

3. Improved resilience of the assessment environment (10%) 

The following table details the high-level benefits and associated KPIs (informed by the project team). This 
information is supported by the Investment Benefit Profile in Appendix 5 which contains measures and targets 
for each KPI.  
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3.8. Main risks 

Risks result from uncertain events that undermine the achievement of benefits. The main strategic risks that 
might prevent, degrade, or delay the achievement of benefits and investment objectives are detailed below.  

Main Risks Description  Mitigations  

Market capability 
and capacity –
content 
development and 
review  

IF there is limited market capability and 
capacity for the specialised area of item bank 
development (and underlying requirements), 
especially with Māori medium assessment 
content,  

THEN this project will not be able to deliver 
on time. 

- Extend RFx process to a wider open market for 
additional capacity and specialist capability 

- RFx process for Automated Item Generation 
technology, market capacity and capability 
including an assessment of te reo Māori 
capability and maturity 

- We build capability as it will be required over 
time, either internally or support market 
development 

- Identify what can be re-used from e-asTTle and 
where the gaps in assessment items are and 
prioritise gaps in years and strands to bring to 
required level via phased releases. 

Te Poutāhū 
capability and 
capacity 

IF the Business does not have the capability 
and capacity to provide specialist expertise 
due to multiple, competing priorities  

THEN this project will not be able to meet 
time, cost, and quality expectations. 

- Prioritisation of initiatives across the Te 
Poutāhū work programme is considerate of 
Business capacity and capability 

- Contract for key roles such as subject matter 
experts with required context and knowledge. 

Procurement 
timing 

IF the procurement of the new tool is 
undertaken before funding confirmation  

THEN there is a likelihood that some 
suppliers may self-select out of the RFP 
process and so reduce responses and 
commercial leverage of the Ministry. 

- Early funding approval to ensure no self 
selection 

- Changes in timing of procurement of 
tool and go live 

- Phasing of procurement which may 
impact go live timing.. 

Scope creep IF the scope of the new tool is not clearly 
defined and agreed in the Business Case 

THEN there is a likelihood of scope creep into 
other areas of assessment resulting in the 
project going over time and budget risking 
reputational damage. 

- Clear, agreed scope definition for the 
tool 

- Use of change control processes to manage 
scope 

- Use an MVP approach, prioritise changes 
to scope in context of all other scope 
items to agree impact of changes etc. 

Table 17. Main risks 

A full set of risks is available in the project risk register. 

9(2)(g)(i)

9(2)(f)(iv)
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3.9. Key constraints, dependencies and assumptions 

The ability to deliver this project is subject to the following high-level constraints and external dependencies. 
These dependencies will be carefully monitored during the implementation. 

Constraints 

Constraints Descriptions 

Funding availability - The ability to secure sufficient funds through the 2025 Budget bid process, in order to 
commence this project in early 2025.  

NZC Update 
TMoA Update 

- Schools and kura must teach the updated English and Te Reo Rangatira curriculum for 
Years 0 to 6, and maths and pāngarau for Years 0 to 8 from Term 1, 2025 

- Schools and kura with Years 7 to 13 must teach the updated English and Te Reo 
Rangatira curriculum and mathematics and statistics and pāngarau for Years 9 to 13 
from Term 1, 2026 

Market capacity and 
capability 

- The current market capacity and capability for technology suppliers and assessment 
items developers/writers/reviewers for assessment and aromatawai tools is limited. 
The NZC Update project and TMoA Update project, may be utilising common suppliers 
from the Curriculum Support Services panel and Te Reo Māori panel at the same time as 
this project. 

Information security 
standards 

- The new tool must adhere to government and information security standards including 
identity access management for both teachers and students. 

New Zealand Digital 
Standards 

- The new tool should align to the New Zealand Digital Standards40 to ensure alignment 
and common goals. 

Table 18. Constraints 

Dependencies 

The following table lists the dependencies which are external to the project. 

Dependencies Descriptions 

The NZC  
(delivered by the NZC 
Update project) 

- The updated English, maths & Statistics learning areas were finalised in May 2023 and 
are mandated for use from 2026.  

- This project is dependent on the NZC (English, maths & Statistics learning areas) and the 
new Progressions Model to guide and inform the assessment item development. This is 
done. 

Te Marautanga o 
Aotearoa (delivered by 
the TMoA Update 
project) 

- Te Marautanga o Aotearoa, including the Structured approach for Te Reo Matatini and 
Pāngarau Strategy is planned for finalisation in June 2024 and will be mandated for use 
from 2025.  

- This project is dependent on Te Marautanga o Aotearoa (the Structured approach for Te 
Reo Matatini and Pāngarau Strategy) and the new progressions to guide and inform the 
assessment item development. This is done. 

Mandated use of the 
assessment/aromatawai 
tool 

- Maximising the benefits of this project is in part dependent on all schools (Years 3-8) 
being mandated to use the tool from when a new tool is available. 

 

40
 Standards & guidance | NZ Digital government 
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Dependencies Descriptions 

Tāhūrangi | Online 
Curriculum Hub  

- Tāhūrangi | Online Curriculum Hub houses teaching and learning resources. The ‘What 
Next’ report previously available in e-asTTle provided dynamic links to resources on Te 
Kete Ipurangi (TKI) for teachers and kaiako 

- This project is dependent on the new tool being able to link to suitable resources 
(support materials) available to teachers and kaiako on Tāhūrangi. 

Education digital data 
infrastructure 

- The project is dependent on the digital data infrastructure for the education system 
enabling integration with Ministry systems such as ENROL and FIRST.  

Reporting to parents - The project will need to align with this work to ensure consistency of year-on-year 
progress and terminology 

Table 19. Dependencies  

Proa
cti

ve
ly 

Rele
as

ed



 

Standardised tool for assessment and aromatawai: Single Stage Business Case version 1.2 Page 52 of 136 
 
 

[IN-CONFIDENCE] 

[IN-CONFIDENCE] 

4. Economic Case  

4.1. Introduction 

The Economic Case identifies and analyses a wide range of investment options to identify the option that 
optimises value for government and New Zealand.  Based on the strategic context for the investment 
proposal and a robust case for change, it: 

• identifies a range of options available for delivering the required services 

• assesses these to short-list options that have the potential to deliver the proposal’s investment 
objectives and meet the identified critical success factors 

• evaluates the short-list options by assessing the costs, benefits, and risks of each option 

• recommends a preferred option.  

Workshops were conducted with the project team and key stakeholders in the development of the Economic 
case. 

4.2. Dimensions framework 

The dimensions used to create the options were developed in collaboration with project team members and 
key stakeholders. A workshop was held during August 2024 to ensure the dimensions of the options 
reflected the business needs. 

The dimensions and options are illustrated overleaf.  
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Figure 7. project dimensions and options

Dimension  Status quo   Do minimum  ------>  ------>  ------>  Do maximum 

Audience/users
Learners and teachers, 

educators, leaders

Learners and teachers, 

educators, leaders +Ministry 

administrators 

Learners and teachers, 

educators, leaders +Ministry 

administrators + parents and 

whānau

Assessment domains

Existing domains

English medium: Reading, 

Writing, Maths

Māori medium: Pānui, 

Tuhituhi, Pāngarau

Existing six domains +  

another domain e.g., 

Science + Year 2 

foundational skills check

Assessment frequency On demand 2x yearly Up to 4x yearly
Unlimited (on demand up to 

8x yearly on average)

Functionality 
Existing functionality within e-

asTTle 
Improved functionality Advanced functionality

Functionality – Writing 

assessment

Done manually by teachers 

using rubrics and exemplars 

followed by moderation

Updated/improved set of 

rubrics and exemplars

Updated/improved rubrics & 

exemplars 

+ Digital assessment with 

basic automated marking ( 

i.e. spelling and grammar)

Updated/improved rubrics & 

exemplars 

+ Digital assessment 

+ Automated marking 

Updated/improved rubrics & 

exemplars 

+ Digital assessment 

+ Automated marking 

+ Workflow for moderation

Service solution

e-asTTle including Technical 

Debt Reduction Project and 

the 'Keep The Lights On' work 

(component, security, and 

performance upgrades)

Upgrade/extend e-asTTle

Re-use/extend a suitable 

existing Government or 

sector solution (e.g., Te Rito, 

PaCT, TWA, NZCER PAT, TEC 

LNAAT)

New off-the-shelf tool 

configured for NZ education 

requirements (includes 

solutions used overseas e.g., 

ACER PAT)

New off-the-shelf tool 

customised for NZ education 

requirements

New be-spoke tool based on 

e-asTTle using modern 

technologies and practices

Integrations
None – only flat file manual 

import/export from SMSs

Tahurangi + manual SMS file 

import/export

Add  Operational Data Hub 

(First, Enrol) + EDW
Add Te Rito Learner Data Hub

Business change BAU PLD for e-asTTle

Create passive resources, 

combined with workshops 

and roadshows delivered by 

Regional offices

Add targeted extra support 

for specific schools and kura

Tool 

e-asTTle is supported by the 

Ministry together with an 

outsourced partner

Fully delivered by the Ministry 

in-house

Delivered by the Ministry 

together with outsourced 

partners

Fully outsourced  (joint 

responsibility for integrations)

Content
e-asTTle content is not 

maintained?

Fully delivered by Ministry in-

house (Manual)

Fully delivered by Ministry in-

house with Automated Item 

Generation

Delivered by the Ministry 

together with partners 

(Manual)

Delivered by the Ministry 

together with partners with 

Automated Item Generation

Fully outsourced

Assessment content 

phasing 
n/a

By Domain as they are ready 

(coexists with e-asTTle & PAT)

Both Curricula all Domains 

(all Years) with a minimum 

level of content initially 

followed by remainder

Both Curricula all Domains 

for Years 3-8 initially 

followed by remaining Years 

(coexists with e-asTTle & PAT)

Both Curricula all Domains 

(all Years) with a full level of 

content   

Technology n/a
Big bang, single technology 

release 
Phased technology releases  

Funding 
Baseline funding for e-asTTle 

support and maintenance

Funded from baseline with no 

new funding.

Partial funding from baseline 

and remainder funded from 

new 2025 Budget Bid.

Fully funded from new 2025 

Budget Bid.

IM
PL

EM
EN

TA
TI

O
N

SC
O

PE

Assessment Year groups
Years 3-10 for reading & 

maths

Year 1-10 for writing

Years 3-8 Years 1-10

SE
R

V
IC

E 
SO

LU
TI

O
N

SE
R

V
IC

E 
D

EL
IV

E

Years 3-10
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Figure 8. project options taken forward for shortlist

Dimension  Status quo   Do minimum  ------>  ------>  ------>  Do maximum  Key

Audience/users
Learners and teachers, 

educators, leaders

Learners and teachers, 

educators, leaders +Ministry 

administrators 

Learners and teachers, 

educators, leaders +Ministry 

administrators + parents and 

whānau

Preferred

Assessment domains

Existing domains

English medium: Reading, 

Writing, Maths

Māori medium: Pānui, 

Tuhituhi, Pāngarau

Existing six domains +  

another domain e.g., 

Science + Year 2 

foundational skills check

Possible

Assessment frequency On demand 2x yearly Up to 4x yearly
Unlimited (on demand up to 

8x yearly on average)

Functionality 
Existing functionality within e-

asTTle 
Improved functionality Advanced functionality

Functionality – Writing 

assessment

Done manually by teachers 

using rubrics and exemplars 

followed by moderation

Updated/improved set of 

rubrics and exemplars

Updated/improved rubrics & 

exemplars 

+ Digital assessment with 

basic automated marking ( 

i.e. spelling and grammar)

Updated/improved rubrics & 

exemplars 

+ Digital assessment 

+ Automated marking 

Updated/improved rubrics & 

exemplars 

+ Digital assessment 

+ Automated marking 

+ Workflow for moderation

Service solution

e-asTTle including Technical 

Debt Reduction Project and 

the 'Keep The Lights On' work 

(component, security, and 

performance upgrades)

Upgrade/extend e-asTTle

Re-use/extend a suitable 

existing Government or 

sector solution (e.g., Te Rito, 

PaCT, TWA, NZCER PAT, TEC 

LNAAT)

New off-the-shelf tool 

configured for NZ education 

requirements (includes 

solutions used overseas e.g., 

ACER PAT)

New off-the-shelf tool 

customised for NZ education 

requirements

New be-spoke tool based on 

e-asTTle using modern 

technologies and practices

Integrations
None – only flat file manual 

import/export from SMSs

Tahurangi + manual SMS file 

import/export

Add  Operational Data Hub 

(First, Enrol) + EDW
Add Te Rito Learner Data Hub

Business change BAU PLD for e-asTTle

Create passive resources, 

combined with workshops 

and roadshows delivered by 

Regional offices

Add targeted extra support 

for specific schools and kura

Tool 

e-asTTle is supported by the 

Ministry together with an 

outsourced partner

Fully delivered by the Ministry 

in-house

Delivered by the Ministry 

together with outsourced 

partners

Fully outsourced  (joint 

responsibility for integrations)

Content
e-asTTle content is not 

maintained?

Fully delivered by Ministry in-

house (Manual)

Fully delivered by Ministry in-

house with Automated Item 

Generation

Delivered by the Ministry 

together with partners 

(Manual)

Delivered by the Ministry 

together with partners with 

Automated Item Generation

Fully outsourced

Assessment content 

phasing 
n/a

By Domain as they are ready 

(coexists with e-asTTle & PAT)

Both Curricula all Domains 

(all Years) with a minimum 

level of content initially 

followed by remainder

Both Curricula all Domains 

for Years 3-8 initially 

followed by remaining Years 

(coexists with e-asTTle & PAT)

Both Curricula all Domains 

(all Years) with a full level of 

content   

Technology n/a
Big bang, single technology 

release 
Phased technology releases  

Funding 
Baseline funding for e-asTTle 

support and maintenance

Funded from baseline with no 

new funding.

Partial funding from baseline 

and remainder funded from 

new 2025 Budget Bid.

Fully funded from new 2025 

Budget Bid.
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4.5. Short list options 

The selected dimensions options were combined to produce the following shortlist: 

1. Option A – Do nothing (continue with e-asTTle and PATs) 

2. Option B1 – Off-the-shelf Foundational 2x yearly 

3. Option B2 – Off-the-shelf Foundational 4x yearly 

4. Option B3 – Off-the-shelf Advanced 4x yearly 

5. Option C- Bespoke Foundational 2x yearly 

The components of each option are described in the following diagram. 

 
Figure 9. Combined scope and service delivery options taken forward to shortlist 
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Table 28. Benefits (KPIs) assessment 

There is no significant difference in benefit achievement with the four options. Options B2 and B3 have 
increased scores due to enabling an increased frequency of testing and for B3 with the provision of advanced 
functionality. Based on the assumption that the majority of the requirements can be met with an off-the 
shelf-tool and developed to meet the requirements with a bespoke tool, the benefits will be able to be 
achieved over time. 

4.8. Cost summary 

The non-inflated cost of each option (non-discounted and discounted) is outlined in the table below. 

 
Table 29. Cost comparison of the short list options 

Note that the cost increases with the increasing complexity and scope of the options. The Bespoke option is 
significantly more expensive. 

4.9. Shortlist options comparison summary 

The table below summarises the shortlist option comparison by presenting the following: 

a. Costs  
b. Weighted measurable benefits score 
c. Risk 
d. Assessment of the options against the critical success factors. 

The scoring and weightings used to arrive at the final option scores are in Appendix 7.3 

Cost comparison of shortlist options Unit
Option A

Do nothing

Option B1

Off-the-shelf 

Foundational 

2x Yearly

Option B2

Off-the-shelf 

Foundational 

4x Yearly

Option B3

Off-the-shelf  

Advanced 

 4x Yearly

Option D

Bespoke 

Foundational

2x Yearly

Analysis period Years 10                                10                                10                                10                                

Project capital expenditure $m 22,742,566                 30,296,240                 30,296,240                 109,052,083              

Project operating expenditure $m -                               37,365,202                 37,365,202                 50,238,059                 33,580,724                 

Ongoing operating expenditure $m -                               114,599,014              124,159,048              140,687,215              231,580,395              

Total expenditure $m -                        174,706,782         191,820,489         221,221,514         374,213,202         

Total expenditure (Discounted) $m -                        124,601,454         133,310,313         157,139,393         211,509,965         

Ongoing operating expenditure start year Year 4                                  4                                  4                                  5                                  

Ongoing operating expenditure per annum $m -                               13,630,750                 15,032,371                 16,921,305                 41,633,244                 
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• known constraints and issues regarding performance (limitation on the number of concurrent users 
on the tool), reliability, and security.  

There is also a lack of appetite for committing further funding to tools that have a limited remaining lifespan. 

Option B1 – Off-the-shelf Foundational 2x Yearly (PREFERRED) 

This option is for a new off-the-shelf tool SaaS configured for New Zealand education requirements. This 
approach aligns with Ministry strategic direction of buy before build, and this approach has been endorsed 
specifically for the project by the Ministry Design Authority in September 202444, with readiness for 
procurement endorsed in December 2024. The key distinguishing features of this option are: 

• Assessment items developed/updated to volume levels that cater for: 
o Year groups 3-10 initially with proven scalability to cater for all Year 0-10 students  
o assessments for each domain of up to 2 times a year 

• Improved functionality to what is currently available in e-asTTle  

• Integrations to other systems for next steps, efficiencies, and reporting/insights. 

Benefits 
Benefits should be able to be achieved with this option. 

Risk 
This option medium level of delivery risk as it involves procuring an off-the shelf tool, however 
obtaining/localising/aligning/developing assessment item banks is a complex part of the solution.  

The principal risk associated with this option is that the Ministry may be constrained by the capability of 
solutions in the market and that these solutions may not satisfy business need as well as a bespoke option 
even after configuration. It has been made clear by senior stakeholders that customisation of an existing off-
the-shelf solution is to be avoided, if at all possible, because this approach has previously proved challenging 
and expensive for the Ministry. Therefore, any modification to an existing market solution (beyond necessary 
integrations) will keep customisation to a minimum, instead preferring configuration. 

Cost 
This option has a cost of $174.7m over 10 years.    

The estimated upfront costs for the configuration and integration of a new tool are comparatively low, 
however market research to date has shown there are significant ongoing annual licence costs ($4m+ a 
year).  

Option B2 – Off-the-shelf Foundational 4x Yearly 

This option builds on the Off-the-shelf Foundational 2x Yearly option. The key distinguishing features of this 
option are: 

• Assessment items developed/updated to volume levels that cater for: 
o Year groups 3-10 initially with proven scalability to cater for all Year 0-10 students  
o assessments for each domain of up to 4 times a year 

Benefits 
Benefits should be able to be slightly better achieved with this option enabling an increased frequency of 
testing. 

Risk 
As per option B1. This option does have additional delivery risk with the requirement to deliver a larger 
volume of assessment content within the same implementation timeframe, particularly for Māori medium 
which has limited supplier capacity and capability. 

Cost 
This option has a cost of $191.8m over 10 years. 

 

44
 MDA endorsement was conditional on the basis of SaaS rather than COTS, extension rather than customisation and allowance for a modular 

approach using open standards-based interoperability. Readiness for procurement has not been endorsed was endorsed in Dec 24. 
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Option B3 – Off-the-shelf Advanced 4x Yearly 

This option builds on the Off-the-shelf Foundational 4x Yearly option. The key distinguishing features of this 
option are: 

• Assessment items developed/updated to volume levels that cater for: 
o Year groups 3-10 initially with proven scalability to cater for all Year 0-10 students  
o assessments for each domain of up to 4 times a year 

• Improved functionality to what is currently available in e-asTTle including AI powered feedback and 
next steps 

• Integrations to other systems for next steps, efficiencies, and reporting/insights. 

Benefits 
Benefits should be able to be best achieved with this option enabling an increased frequency of testing and 
additional functionality. 

Risk 
As per option B1 and B2. This option does have additional delivery risk with the implementation of AI 
powered feedback and next steps. 

Cost 
This option has a cost of $221.2m over 10 years. 

Option C – Bespoke Foundational 2x Yearly 

This option seeks to maximise the satisfaction of business need by developing a bespoke solution specifically 
for the New Zealand assessment and aromatawai context. The key distinguishing features of this option are: 

• Assessment items developed/updated to volume levels that cater for: 
o Year groups 3-10 initially with proven scalability to cater for all Year 0-10 students 
o assessments for each domain of up to 2 times a year 

• Improved functionality to what is currently available in e-asTTle  

• Integrations to other systems for next steps, efficiencies, and reporting/insights. 

Due to the complexities of a bespoke build this option is estimated to take 4 years as opposed to the other 
two options which are estimated to take 3 years. 

Benefits 
Benefits should be able to be achieved with this option. 

Risk 
A complex bespoke build is a very high-risk option. Not only does the Ministry have to find a suitable 
development partner and manage them, but the Ministry also needs to be able to accurately describe 
detailed requirements. There is always the risk of scope reduction to meet a fiscal envelope as agile software 
development progresses, resulting in unsatisfied business needs.   

Cost 
This option has a significantly higher cost of $374.2m over 10 years. e-asTTle would also need to be 
maintained for a longer period of time resulting in additional investment into a legacy tool. 

Summary  

The ‘Do nothing’ option results in a significant reputational risk for the Ministry as none of the existing digital 
tools can cope with the requirement for twice yearly testing for years 3-8 and there is a lack of appetite for 
committing further funding to tools that have a limited remaining lifespan. 

Option B1 – Off-the-shelf Foundational 2x Yearly is preferred as it is the most affordable and achievable. It 
contributes well to student educational outcomes and aligns with Ministry strategic direction of buy before 
build (this approach has been endorsed specifically for this project by the Ministry Design Authority in 
September 2024). It also meets the Minister’s requirement for twice yearly testing. This option supports the 
benefits well and has a medium level of delivery risk. The main risk associated with this option is that the 
Ministry may be constrained by the capability of solutions in the market which may not fully satisfy the 
business requirements. 
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Option B2 - Off-the-shelf Foundational 4x Yearly is similar to Option B1, however it is more expensive, but 
could still be considered affordable. It is also achievable however with a higher level of risk due to requiring 
higher volumes of assessment content.  

Option B3 - Off-the-shelf Advanced 4x Yearly is similar to Option B2, however it is more expensive. It is also 
achievable although with a higher level of risk due to requiring higher volumes of assessment content and 
having additional complexity.  

Option C – Bespoke Foundational 2x Yearly is significantly more expensive and is a high-risk delivery option.  
It contributes well to student educational outcomes and achieving the stated benefits. This option will 
however take an additional year to deliver due to the complexities of a bespoke build and e-asTTle would 
need to be maintained for a longer period of time resulting in additional investment into a legacy tool.   
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5. Commercial Case  

5.1. Introduction 

The Commercial Case outlines the commercial considerations and framework for engaging with suppliers in 
the market for the preferred option.  

5.2. Business requirements 

The high-level business requirements for the new assessment and aromatawai tool are listed in Appendix 6. 
These requirements will be used to inform the procurement process with detailed business requirements 
completed prior to release of the agreed go to market approach. 

5.3. Procurement strategy 

Background 

Procurement approaches will align with the Ministry’s procurement policies, the Government Procurement 
Rules, and the Government principles of procurement, and will be determined in consultation with the 
Ministry’s Procurement team. 

The Ministry will leverage panel partners where possible and look for outcome-based products and service 
suppliers that are fit-for -purpose and deliver value for money. 

There are multiple procurements required for the new assessment and aromatawai tool, including both 
technology, assessment item development and other components. 

Appropriate procurement plans will be developed and approved to cover the tool procurement, and other 
procurement requirements covering remaining services required. 

It is not anticipated that any special support or dispensation needs to be sought from not adhering to the 
Government Procurement Rules or the Ministries Procurement Policy for any of the procurements related to 
this project.  

Procurement components 

The procurement will comprise three parts: 
1. Dual language standardised assessment and aromatawai tool consisting of: 

a. a standardised assessment and aromatawai, cloud-based SaaS technology tool which caters 
for both English and te reo Māori languages 

b. an English medium assessment item bank (9,600 items covering reading and maths) that can 
be localised to the New Zealand context and aligned to the updated NZC (if available from 
the supplier) 

c. services to review/update existing e-asTTle English medium assessment items for the new 
tool and if necessary, develop new English medium assessment items for reading and 
mathematics, and writing prompts and components. 

2. Standardised Māori medium assessment item bank consisting of services to review/update existing 
Māori medium assessment items and develop new Māori medium assessment items for pānui and 
pāngarau (9,600 items covering both domains), and tuhituhi prompts and components potentially 
using an Automated Item Generation (AIG) tool. 

3. Other supporting procurements – services required to deliver and rollout the new tool to the sector. 

Rationale for separating procurement for standardised Māori medium assessment item development 
A potential supplier offering an integrated solution is likely to have a technology tool and: 

a) have an existing English assessment item bank that can be aligned/adapted for the NZC, or 
b) use AIG to generate items, or alternatively have a team of experienced English medium item 

developers to create an item bank. 
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However, it is not possible for any supplier to have a te reo Māori assessment item bank. The only known 
Māori medium assessment item bank is in e-asTTle. In order to be truly genuine and culturally responsive, all 
te reo Māori assessment items should be developed in te reo Māori, with English translation but not as 
direct translation of English items. 

Having a COTS solution with easy access to existing English assessment items would reduce the time and cost 
for having English medium assessment content ready for use by New Zealand schools. Tool suppliers will 
already have established controls and processes for the creation, review and updating of English medium 
assessment items. 

This will necessitate an additional procurement for Māori medium assessment item development. AIG may 
need to be used to expedite the process given the larger volumes of items to be developed, but the 
capability and suitability of AIG for te reo Māori is yet to be confirmed.  

The market 

Technology solution 
A market sounding was undertaken in August/September 202345 to gauge some of the available COTS 
assessment technology solutions that could potentially replace e-asTTle. Six suppliers were directly 
approached from which four responses were received (i.e., Dugga, Janison, TAO and NWEA). Each of these 
suppliers had existing COTS solutions for an English medium solution with dual language capability that fully 
or partially met most of the requirements. They were all modern enterprise products which could scale to 
support many concurrent users. 

Janison has an off-the-shelf tool currently used in Australia with English medium content aligned to the NSW 
curriculum. The tool is used for Check-in assessments and Australian National Assessment Program – Literacy 
and Numeracy (NAPLAN) which is an annual assessment for all Australian students in Years 3, 5, 7 and 9.   

A separate enquiry with the Australian Council for Educational Research (ACER) provided information about 
their off-the-shelf assessment tool currently used in Australia. It comes with English medium content. Parts 
of the tool are used in 70+ countries. ACER has their own assessment item writers who develop content 
manually (i.e., without AIG). ACER further advised that they would be willing to allow the Ministry to re-use 
existing items in their tool, adapting these and adding new items as necessary. 

As the 2023 technology solution market sounding had different objectives to this project, a further market 
sounding will be undertaken before release of an agreed go to market approach. The project will approach 
the same six suppliers from the 2023 market sounding, as well as an additional nine suppliers that were 
identified through internet searches. Information collected from this November 2024 market sounding will 
be used to inform on the market’s capability to meet project requirements. This market sounding resulted in 
more than 15 separate responses. 

Assessment items 
A market sounding was undertaken in August 202346 to gauge some the capability of organisations on the 
Ministry’s Curriculum Support Services (CSS) Panel and Kete 3.2 of the Ministry’s Te Reo Māori Panel to 
develop assessment items in English medium (reading and maths), as well as content for those learning 
through te reo Māori.  Only two responses were received for English medium assessment item development, 
with both responses demonstrating neither was fully compliant with the process requirements at that time. 
One response was deemed to have provided unrealistic views of item development. The other respondent 
appeared to demonstrate they had experience of English medium assessment item development and 
psychometrics. However, there was no organisation able to develop assessment items in te reo Māori based 
on the responses received.  

There will be organisations overseas as well, however their outputs would need to be modified to suit the 
Aotearoa New Zealand context. 

 

45
 2023 07 Technology Market Sounding 

46
 2023 07 Assessment Content Market Sounding 
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There are suppliers on the Ministry’s Curriculum Support Services (CSS) panel, and the Ministry’s Te Reo 
Māori (TRM) panel and All of Government (AoG) panels that may have the capability to provide Assessment 
Item bank development services. However, given there are several strategic initiatives concurrently 
underway across Te Poutāhū, there is a high risk of capacity constraints across Ministry panel providers, as 
we draw heavily on the same panels. The Ministry is considering engagement of potential suppliers, who also 
offer an assessment tool, via an open market procurement process, and this will be verified through 
appropriate procurement plans. 

Automated Item Generation (AIG) 
A market sounding was undertaken in September 202347 gauge the capability of the international and local 
market to provide Automated Item Generation (AIG) for assessment items in English medium settings (for 
reading and maths domains), and aromatawai assessment items for kura delivering teaching and learning 
through te reo Māori (for pānui and pāngarau domains). A range of suppliers were directly approached from 
which three responses were received from suppliers indicating the availability of suppliers to provide this 
technology. 

The market sounding demonstrated that AIG solutions do not fully negate the need for people to be involved 
in the end-to-end item content development process. However, the total number of people required is 
approximately 60% lower than the number required to perform the work manually. The time required to 
produce the required volume of item content is also significantly less. 

Broader outcomes  

Considerations will be made with regards to Government Procurement Rule 1648 and the Ministry Broader 

Outcomes Strategy. These considerations will be reviewed and confirmed as and when the procurement 

plans are approved. 

Assessment and aromatawai tool and English medium assessment content 

Commercial arrangements  
The following table describes the commercial arrangements for the technology tool and English medium 
assessment items.  

Commercial arrangement Purpose of arrangement 

System implementation The supplier needs to provide the following services: 
- upfront planning 
- configuration and testing (includes reporting) 
- loading of assessment items 
- migration of data from e-asTTle to new tool 
- training for Ministry staff and PLD providers 

An RFx process will be used process will be used to identify the best solution to meet the Ministry’s 
business requirements. 

Supplier tool SaaS licences SaaS software licenses for the new tool including: 
- Cloud hosting 
- Ongoing operational support and maintenance of the tool by the supplier post 

implementation. 
Will be covered as part of the main RFx process. 

Assessment item bank 
development – English 
medium 

Provision of English medium assessment item banks / development services including psychometric 
validation. Upfront activities such as guiding frameworks and processes will also be required. 
Will be covered as part of the main RFx process. 

System integrations The Ministry will engage with its existing suppliers who provide implementation services for the 
Ministry’s Operational Data Hub, ESL, DI4OL and Tāhūrangi respectively to integrate to the new tool. 
Statements of work covered under existing contracts with these suppliers will be used to engage this 
them as required. The suppliers will be covered as part of the main RFx process as nominated 
suppliers. 

 

47
 2023 09 Automated Item Generation Market Sounding 
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Operational Risk  ✓  

Availability and performance risk 
(technology) 

 ✓  

Security risk (technology)   ✓ 

Intellectual property   ✓ 

Data and privacy ✓   

Table 32. Risk allocation 

The supplier will be responsible for the configuration of the tool to meet the specifications outlined in the 
contract. The supplier will also be responsible for meeting availability and performance service levels as 
agreed with the Ministry.  

Management of, and the risk related to, the transition and implementation of the new system will be shared 
between the Ministry and the supplier.  

As the capability is likely to be provided as a service, the technology advancement risk will be shared. The 
supplier will be expected to identify if new technology is appropriate, and the Ministry would provide 
approval of the change (or not). Wider security and privacy risks will be covered in detail in the Privacy and 
Security Impact Assessments. 

Payment mechanisms 
Suppliers will be requested to provide pricing for all the individual services they are offering. This will likely 
be: 

1. a monthly service fee if a cloud ‘as a service’ is offered  
2. annual licencing fees 
3. separate costs for each of the twice-yearly assessments (event based and/or per student fee).  

This will inform the Ministry and will show the whole of life pricing. Volume based discounting will also be 
discussed with the supplier. 

Due to the supplier fully understanding the requirements and the nature of the Ministry they should be able 
to provide fixed development and implementation costs. 

Contract type  
As the project progresses it will confirm the types of contracts to be used. Possible contract types for 
consideration include Ministry services agreements, Master Services Agreements, and Statements of Works. 
In addition, due to sourcing a COTS cloud-based SaaS hosted solution, the Ministry may need to contract 
with the preferred supplier contract(s). 

Contract term  
The proposed contract term is five years with options to extend for two further periods of 3 and 2 years 
each. (i.e., 5+3+2). A 10-year contract term was chosen for the following reasons: 

• The Ministry is looking for a long-term relationship with the service provider.  

• This will be long enough to allow for service upgrades and to take advantage of the more major 
releases that may happen. 

• Significant initial setup and investment will need to be funded by the Ministry.  

• There are significant costs to repeat this procurement process. This investment from the Ministry 
would not be viable for a shorter-term contract duration. 

• A five-year period will be the right length to consider future state Ministry requirements, as well as 
the benefits, or not, of revisiting the market. Extending the initial contract period may mean the 
Ministry is not getting maximum value for money. 

• An early termination provision will be provided in the contract should this be necessary but would 
only be used as a very last resort. Early termination would be in writing and signed by the 
appropriate Ministry Senior Executive. 
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Māori medium assessment content  

Commercial arrangements 
The following table describes the commercial arrangements required for Māori medium assessment item 
development.  

Commercial arrangement Purpose of arrangement 

Assessment item bank 
development – Māori 
medium 

The Ministry will engage suppliers from the CSS/TRM/AoG Consultancy Services panels, and where 
necessary from the open market, to provide assessment item bank development services including 
psychometric validation. Upfront activities such as item standards and guiding frameworks and 
processes will also be required. 
Statements of Work/ Service Agreements/ Consultancy Service Orders (CSO)/ other suitable contract 
for non-panel suppliers will be used to engage these suppliers. 

Automated Item Generation 
(AIG) 

The Ministry may engage suppliers from the open market via an RFx process to provide Automated 
Item Generation (AIG) products and services if the preferred tool supplier does not have this 
capability. AIG is a process that leverages manually created test item templates and computer 
algorithms to quickly create a large variety of test items. This technology is being explored to mitigate 
the risk associated with the time and cost to manually develop Māori medium content items.  

Table 33. Commercial arrangements for Māori medium assessment content  

Procurement options  
Based on the August 23 market soundings it has been assessed that there is limited capacity in the market. 
There have been no substantial developments in this space and therefore the assumption is that the Ministry 
would need to create the opportunity for Māori medium experts to create new Items. 

There are several options for Māori medium assessment item development: 

• In-house  

• Outsourced to a third-party. 

In-house options 
There are two potential in-house options: 

1. Hire resource FTC/FTE 
2. Bring in resource under contract through the Te reo Māori panel 
3. Hybrid of the options 1 and 2. 

Options for outsourcing to a third party 
There are two potential third party options: 

1. Utilise the Ministry’s panels i.e., Kete 3.2 Te reo Māori panel where appropriate 
2. Open market RFx. 

Proposed option 
Subject to approval, and in line with the Ministry’s procurement policy, the proposed approach will be to 
undertake a secondary procurement process using the Ministry’s Te Reo Māori panel, Kete 3.2 for Māori 
medium assessment item development. 

Other supporting commercial arrangements 

The following table describes the other supporting commercial arrangements.  

Commercial arrangement Purpose of arrangement 

Review tool The Ministry will engage with Codec to provide a review tool to enable review of exiting items in e-
asTTle. 
A Statement of Work will be used to engage this supplier as there is an existing MSA with Codec for e-
asTTle.  

Te reo Māori writing services  The Ministry will engage suppliers of translation services from Ministry’s Te Reo Māori panel for 
translation work required for the system, te reo Māori content and communications. 
A secondary procurement process will be undertaken with appropriate services agreements used to 
engage these service suppliers. 
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Commercial arrangement Purpose of arrangement 

Training The Ministry will engage supplier(s) from the Ministry CSS, TRM panels and AoG Consultancy Services 
panels to develop training materials (passive online resources) and conduct training (online and face-
to-face) for teachers and kaiako, in relation to the new tool.  
Statements of Work/Service Agreement/CSO will be used to engage these suppliers. 
Ongoing training and PLD relating to the new tool is subject to a separate, Services Agreement 
managed by Te Poutāhū. 

Support for engagement and 
communications 

The Ministry will engage suppliers for marketing, promotion and communications collateral from the 
Ministry’s Marketing, media, and related services panel, All of Government panels, and the Ministry Te 
Reo Māori panel as appropriate. 
Statements of Work/ Service Agreement/ CSO will be used to engage these suppliers. 

Branding The project will explore further with Te Pou Rangatōpū | Corporate the requirement to have a new 
sub-brand aligned to the Ministry’s sub-identity framework and may engage a supplier of professional 
design and branding services from the AOG Design Services panel to do the branding work if required. 
Design Services Order will be used to engage these service providers. 

Consultancy services The Ministry will engage suppliers from the AoG Consultancy/ External Legal Services panels for the 
following: 
- Independent project and Technical Quality Assurance  
- Legal services (if there is lack of capacity to do this internally) 
- Privacy impact assessment (if there is lack of capacity to do this internally) 
- Monitoring and evaluation 
CSOs / Legal Services Orders will be used to engage these suppliers. 

Project team tools Any agile or software testing tools will be procured as appropriate i.e., Azure Devops workflow tool, 
Apache JMeter testing tool.   
Where there is an existing government or Ministry arrangement in place it will be utilised, otherwise 
these tools will be procured from an AoG panel supplier. 
There are various license agreements in place. 

Project personnel The Ministry will engage additional project resources as required, to supplement/backfill internal 
project team resources, from: 

a) the Ministry’s preferred recruitment provider panel 
b) employing fixed term personnel   

Option b) is preferred wherever possible. This will help with the transition to ongoing support both in 
the business and IT.  

Table 34. Other supporting commercial arrangements 

Potential payment mechanisms 

This section identifies, at a high level, how the project intends to make payment for its key procurements 
over the lifespan of any contracts.  

During the project: 

• payments for the proposed procurements will be based on defined per month billing or milestones 
being achieved  

• payments will be made in arrears, on acceptance by the Ministry 

• no payments will be made in advance of work performed, unless approved by a delegated financial 
authority and agreed by contract variation or other formal written process. 

All payments will be made by invoice referencing the given purchase order and directed to the Accounts 
Payable team. The invoice will be registered and paid through the Ministry’s Fusion system. 

Key contractual terms 

Standard government model or Ministry developed contracts are preferred wherever possible. Standard 
terms and conditions, per the All of Government, Marketplace or Ministry contracting panels, will be used. 

Short to medium term arrangements will follow the terms and conditions stipulated in their respective 
overarching agreements (if suppliers have these).  

An appropriate due diligence process will be undertaken with a bespoke contract agreed for new suppliers to 
the Ministry. 
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5.4. Contract management 

The Senior Responsible Owner (SRO) has overall accountability for the business outcome. The Programme 
Director is responsible for managing delivery against the supplier contracts. A Contract and Relationship 
Management Plan will be developed in consultation with Procurement and each of the successful suppliers.  

On project completion, the ongoing technology contracts will be managed by the Ministry’s Digital group in 
conjunction with the Te Poutāhū | Curriculum Centre Business Owner. Ongoing business contracts (e.g., item 
bank development and PLD) will be managed by the Te Poutāhū | Curriculum Centre, Business Owner. 

The suppliers will follow an agreed governance and reporting routine that is agreed during the negotiation 
phase. 
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6. Financial Case  

6.1. Introduction 

The purpose of the Financial Case is to determine the costs and summarise the overall affordability of the 
recommended short list option over the life of the investment and identify capital and operating funding 
requirements. 

6.2. Approach to financial analysis 

The financial modelling and analysis, including the cost model, was developed for the project as part of this 
business case process. The model includes cash flow analysis covering a ten-year period from financial year 
FY 2024/25 for the project delivery costs, and identifies the ongoing expenditure required.  

Only direct financial and accounting impacts are included. There are some identified cash releasing financial 
benefits which are described in section 6.4. 

As the technology is Software as a Service (SaaS), there is no major asset produced. However, all assessment 
content related costs including project team resources working in this area are classified as a capex cost. The 
reason being that assessment item banks that will be developed will be assets owned by the Ministry and 
should be able to be ported to another assessment tool in future if necessary. All other costs are opex. 

Key costs underpinning the financial analysis of the projects include: 

• Capital expenditure, and the resulting depreciation and capital charge. 

• Project implementation costs paid out of operating appropriations. 

• Ongoing operating costs after the implementation has been completed to maintain the system and 
services at agreed service levels going forward. 

To determine the cost of the preferred option we have: 

• Sought specialist accounting expertise from the Ministry’s Finance team to ensure all assumptions 
and financial treatments adhere to Ministry and Treasury requirements 

• Identified the major cost elements 

• Utilised internal knowledge and expertise gained from experience on previous projects and business 
cases 

• Engaged the knowledge of IT specialists. 

The cost model focuses on the following areas: 

• People costs – this covers the project team i.e., project management and support, business, 
technology, and change and implementation workstream resources. 

• Technology costs – this covers upfront implementation (e.g., configuration, reporting) of the tool, 
migration of data from e-asTTle to the new tool and the EDW, the required system integrations to 
the tool and other costs (e.g., Privacy Impact Assessments, Certification and Accreditation, 
performance testing, EDW analytics, decommission of e-asTTle). 

• Assessment item costs - this covers item development initiation activities, review of existing items, 
item bank development, writing group, content pilots, sector consultation. 

• Change management costs - this is the cost to support schools as they pilot the new tool, and the 
wider school sector as the new tool is released. It includes engagement and communications, 
training, Service Desk uplift and monitoring and evaluation following implementation.  

• Other costs – this includes costs such as assurance, legal, branding, translation, and team tool 
licences. 

• Ongoing opex - this covers the cost of tool licensing, support and maintenance, item bank 
review/updates and psychometric assessments. 
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6.3. Key assumptions for financial analysis 

Key assumptions for the project include:  

Assessment period 

• The project comprises a combination of implementation costs (incurred over the first four years) and 
ongoing expenditure from year 5 onwards and therefore the period for Whole of Life Cost (WoLC) 
analysis is 10 years.  

Inflation 

• Inflation of 2% per annum has been applied to Year 2 (FY 2025/26) and flatlined for subsequent 
years as per Treasury guidelines. 

• All costs in the Financial Case are expressed in future dollar terms and include inflation. 

Discount rate 

• The discount rate for net present value (NPV) & whole-of-life cost of 6% per annum has been used as 
per Treasury Guidelines (for Telecommunications, media and technology, IT and equipment, 
Knowledge economy (R&D)). 

Depreciation and capital charge 

• The economic life of proposed assets (assessment item banks) to be created is assumed to be ten 
years and this is the depreciation period over which the costs are amortised.  

• The capital charge rate of 5% per annum has been used as per Treasury Guidelines. 

Taxation 

• All dollar figures are expressed in GST-exclusive terms. No other taxes impact the cost estimates. 

Personnel and contractor costs 

• Contractor costs are based on current market rates.  

• Ministry employees have been included in the project budget using step 8 of the salary bands 
converted to daily rates. These costs have been included to enable backfilling of these roles as 
required. 

• 12% has been added to the Ministry employee costs for ACC and Kiwisaver. 

• Provision for leave has been made in the resource cost calculation i.e., net working days x 85%. 

• It is assumed that the team size will be at full complement (i.e., not impacted by hiring freezes) to 
deliver the project from FY 2025/26 onwards and this is reflected in the costs. 

BAU support teams 

• There are no BAU resource costs as the two existing teams in Te Poutāhū and Product team in Te 
Pou Hanganga Matihiko will transition from supporting e-asTTle to supporting the new tool. 

Technology costs 

• Estimated technology implementation costs and estimated licensing costs have been based on 2023 
market soundings (more detail is available in the cost model). 

Benefit KPI measurement costs 

• The measures in the Investment Benefit Profile in Appendix 5 are either existing, catered for in other 
Ministry BAU teams, or will be developed as part of the project implementation. Therefore, there is 
no additional cost for measures, with the exception of the annual Psychometrician report, that has 
been budgeted for as part of ongoing operational expenditure. Proa
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New assessment item development  

• A cost of has been used in the costing of item development assuming AIG 
is used as part of the content development process. This cost does not include any trialling or 
reviews.  

• 60049 items are required per Year level/domain (guidance from psychometrician) for twice yearly 
testing (does not apply to writing and tuhituhi). 

• Pricing for reading, maths, pānui and pāngarau is based on twice yearly testing for Years 3-10 (as per 
scope). 

Reuse of existing e-asTTle items 

• Existing items: reading 5319, maths 3654, pānui 522, pāngarau 523 

• Existing prompts: writing 20, and tuhituhi 31 

• The estimated % of existing items that would be retired is 15%50.  

• The estimated % of remaining existing items that will require updating are reading 30%, maths 10%, 
pānui 10%, pāngarau 10% 

• Not all solutions resulting from the RFP will require re-use of existing English medium items i.e., if a 
sufficiently large assessment item bank can be provided, therefore costs may be overstated in this 
scenario. 

Overheads 

• Overheads for accommodation, office costs and corporate services are calculated at 45k per annum 
for all FTE required for the project.  

• There is also a one-off 16k capex overhead for each new FTE for roles greater than 1 year in 
duration. 

Contingency 

• Contingency of 25.5% has been applied to project capital and operating expenditure and 
independently verified through a QRA. 

Previously incurred costs 

• This business case does not account for costs incurred prior to January 2025.  

Foreign exchange risk 

• Some of the purchases contemplated will be in NZ dollars. However, supplier system licensing and 
associated implementation costs, and potentially item development costs could be in foreign 
currency and may be subject to exchange rate fluctuations and inflationary pressures. 

6.4. Preferred option financial summary 

The table below summarises the financial analysis of the preferred Off-the-shelf Foundational option 
covering twice yearly assessment for Years 3-10. It shows the total funding required of  during 
the implementation period, as well as ongoing expenditure from year 5 onwards of  per annum. 

 

49
 Current working assumption agreed with psychometrician but will need to be confirmed during the implementation stage. 

50
 Guidance from the psychometrician is if more than 30% of an item needs to be rewritten then it is best to retire the item. 

9(2)(b)(ii)
9(2)(b)(ii)

9(2)(j)
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Table 35. Preferred option financial table 

The full 10-year financials are in Appendix 8. 

The ongoing operating cost from year 4 onwards is partly offset by cost savings of $0.927 million following 
the decommissioning of the existing e-asTTle once the replacement tool has been rolled out. 

6.5. Affordability and funding 

The table below summarises the funding required for this investment. 

 
Table 36. Funding required summary 

The costs for FY 2024/25 (Year 1) will be funded from existing departmental funds. $12 million of capital 
expenditure for FY 2025/26 (Year 2) will also be funded from existing departmental funds. 

The Ministry does not have capacity within its capital or operating funding for this project cost in its entirety 
and will be seeking funding of $78.7 million ($9.8 million capital funding and $69.0 million operational 
funding) from this business case via Budget 25.  

 0 1 2

$millions Year 1 Year 2 Year 3 Year 4 Years  1- 4 Year 5 10 Year

Project Capital Expenditure 2024/25 2025/26 2026/27 2027/28 Total & outyears  Total

Resources

Overheads

Content

Contingency

Total Project Capital Expenditure 1.289 13.168 7.018 1.602 23.077 -                       23.077

Project Operating Expenditure Total

Resources 1.048 6.111 4.707 0.623 12.489 -                       12.489

Overheads -                       1.337 1.116 0.230 2.682 -                       2.682

Change management -                       6.171 5.151 -                       11.322 -                       11.322

Technology 0.110 1.876 0.935 -                       2.920 -                       2.920

Other project operating costs 0.090 0.607 0.439 -                       1.136 -                       1.136

Contingency -                       4.032 3.092 0.214 7.338 -                       7.338

Total Project Operating Expenditure 1.248 20.133 15.439 1.066 37.887 -                       37.887

Ongoing Operating Expenditure

Resources -                       -                       -                       -                       -                       -                       -                       

Overheads -                       -                       -                       -                       -                       -                       -                       

Licensing and support & maintenance -                       5.757 7.676 7.676 21.109 7.676 67.166

Other costs -                       -                       -                       0.110 0.110 0.590 3.648

Contingency -                       1.530 2.504 2.634 6.667 2.770 23.285

Depreciation -                       0.291 1.713 1.838 3.842 1.838 14.872

Capital Charge -                       0.064 0.581 0.856 1.502 0.919 7.017

Total Ongoing Operating Expenditure -                       7.642 12.474 13.115 33.231 13.793 115.988

Total Operating Expenditure 1.248 27.775 27.913 14.181 71.118 13.793 153.875

Total Expenditure 2.537 40.943 34.931 15.783 94.195 13.793 176.951

Less funding from Budget bids

Departmental funds 2.537 12.000 -                       -                       14.537 -                       14.537

Non-Departmental funds -                       -                       -                       -                       -                       -                       -                       

Less funding from existing baselines

Departmental funds -                       -                       -                       0.927 0.927 0.927 6.488

Non-Departmental funds -                       -                       -                       -                       -                       -                       -                       

Total funding available 2.537 12.000 -                       0.927 15.464 0.927 21.026

Funding Shortfall -                       (28.943) (34.931) (14.856) (78.730) (12.866) (155.926)

Financial Case for preferred option

Inclusive of Inflation

$millions Year 1 Year 2 Year 3 Year 4 Years  1- 4 Year 5 10 Year

2024/25 2025/26 2026/27 2027/28 Total & outyears  Total

Capital Funding Required -                       1.168 7.018 1.602 9.788 -                       9.788

Operating Funding required -                       27.775 27.913 13.254 68.942 12.866 146.138

Total Funding Required -                       28.943 34.931 14.856 78.730 12.866 155.926

Funding Required Summary

9(2)(j)
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We are also seeking a permanent annual uplift to the Ministry’s ongoing appropriation of $12.866 million per 
annum from year 5 onwards.  

Funding could be released in annual stage-gates if required. This would be managed within the project 
governance process and any report back requirements that may be set by Treasury or the Minister.  

Cost savings from reducing scope to Years 3-8 
If the tool only catered for Years 3-8, there would be a reduction in cost of $5.4 million for the assessment 
items for Years 9 and 10 plus associated ongoing maintenance, depreciation, capital charge and inflation 
costs. 

Additional scope 
Future increases in scope will increase ongoing licensing and use cost and impact the whole of life cost. 
Increases in scope in the future will need to be funded separately, and could include: 

• addition of new domains e.g., science, oral language 

• additional Year groups e.g. Years 11 and 12  

• increased frequency of testing beyond twice yearly.   

6.6. Risks and uncertainties 

The uncertainties affecting the major elements in the cost estimates were identified by project team 
members and the CACP Programme Director at a workshop held on 4 October 2024. The assessment was 
facilitated by Mike Wood of Broadleaf Capital International. 

The uncertainties identified and assessed for their possible impact on cost elements in the estimate were as 
follows: 

• number of labour resources required 

• contractor resource rates 

• duration of the project 

• number of items and the cost per item for the item bank development work 

• cost of the vendor initiation for the new content items 

• cost of redesign by the writing groups 

• cost of sector consultation 

• costs of change management and communications 

• cost of training resources development and delivery 

• cost of the technology implementation and data migration 

• cost of the technology integrations 

• cost of the licensing and support costs 

• cost of any additional product support required 

• cost of temporary service desk uplift after the releases. 

The uncertainty in the cost estimate elements was explored by first considering what would constitute the 
absolute best- and worst-case element values (to establish the extremities of the probability distribution 
function). The optimistic, pessimistic, and most likely risk scenarios on the element values were then 
evaluated in discussion amongst the workshop participants, and figures for each case were recorded. 

Subsequently some updates were made to the uncertainties in some of the cost elements following cost 
model updates which were made to accommodate a fast-track approach to deliver the new tool to the 
sector in 2026. Proa
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6.7. Quantitative Risk Analysis  

A Quantitative Risk Analysis (QRA) assessment51 was carried out to determine the range of cost estimates for 
the programme, taking uncertainty into account, and to analyse the sensitivity of the estimated cost to the 
uncertainties modelled.  

The analysis utilised three-point estimates of the possible variation in each element under consideration by 
considering optimistic, pessimistic, and most likely scenarios for each one. These scenarios and the range of 
values each element could take on were developed at workshops in October 2024 with further updates 
made in November 2024. The outcome of the quantitative analysis was used in a Monte Carlo simulation 
model to evaluate the overall uncertainty in the total funding required for 3-year project implementation 
and over 10 years. 

The table below shows the estimated probability distribution profile of each of the key cost components. 
These probability distributions were estimated based on the judgement of the project team. A value of 0% 
represents no change to the base case value, while a negative value represents a reduction from the base 
case value and a positive value represents an increase from the base case value. 

 
Table 37. QRA inputs 

The graph below shows the probabilistic range of assessed values from the QRA analysis, representing the 
10-year funding required for the project and may be summarised as follows:  

• The average (mean) outcome of the modelling is for a requirement of $145.6 million to complete.  
This suggests that there is a 50% chance that the project can be delivered for that amount, and a 
50% chance that more will be required.  

• The fully costed preferred option put forward in this business case sits approximately at the 85th 
percentile, i.e., there is a 15% possibility that funding will not be sufficient. 

• Increased levels of confidence are marked at $175.1 million (85th percentile). 

 

51
 Assessment and Aromatawai Standardised Tool Project Cost QRA, Broadleaf Capital International, October 2024 
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6.10. Project Whole of Life Cost (WoLC)  

The following table presents the undiscounted WoLC for the project. 

 
Table 38. Project Whole of Life (Undiscounted) 

The following table presents the discounted WoLC for the project. 

 
Table 39. Project Whole of Life (Discounted) 

The project WoLC (NPV) for the 10-year period is $124.601 million. 

  

10 Year Whole of Life Cost (Undiscounted)

(Note excludes depreciation and capital charge)

Current cost estimates $m Capex Opex Total

Estimate to complete this project (all phases): 18.383 30.027 48.410

Project contingency: 4.359 7.338 11.698

Other whole-of-life operating costs: 92.710 92.710

22.743 130.076 152.818Total whole-of-life cost

10 Year Whole of Life Cost (Discounted)

(Note excludes depreciation and capital charge)

Current cost estimates $m Capex Opex Total

Estimate to complete this project (all phases): 16.992 27.663 44.655

Project contingency: 4.004 6.736 10.740

Other whole-of-life operating costs: 69.207 69.207

20.996 103.606 124.601Total whole-of-life cost

Proa
cti

ve
ly 

Rele
as

ed



Proa
cti

ve
ly 

Rele
as

ed



 

 

[IN-CONFIDENCE] 

[IN-CONFIDENCE] 

Scope management Scope Framework.pdf 

Change control management Change Control Management Framework.pdf 

Assumptions and constraints management Assumptions and Constraints Framework.pdf 

Benefits management Benefits Framework.pdf 

Risk management Risk Management Framework.pdf 

Issues management Issue Management Framework .pdf 

Dependency management Dependency Framework and Guidelines.pdf 

Stakeholder Stakeholders Framework.pdf 

Scheduling  Scheduling and Dependencies Framework.pdf 

Project status report project Status Report - Template.docx 

Project status report RAG criteria project Status Reporting RAG Criteria Guidance.pdf 

Table 40. Programme management framework and guidelines 

A Project Initiation Document will be developed prior to commencing project implementation. 

7.3. Project governance and structure 

Project governance 

As this project is part of the CAC Programme the high-level governance structure for CACP is shown overleaf: 

As this project involves a digital technology tool, the Digital Transformation Board (DTB) also needs 
awareness of this project. The DTB’s role is to ensure common ownership of interim implications and long-
term outcomes of digital transformation enabling work.  

Monthly project reporting is summarised into the CACP programme reporting and is provided monthly to the 
PGB with summary level reporting monthly to the Digital Transformation Board. 

Once the business case is approved the programme governance structure diagram will be updated to reflect 
the new project that needs to be delivered by the programme. The Project Initiation Document will also 
describe the governance structure for the project in more detail. 
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Project team structure 

The core project team structure for FY 2025/26 onwards is shown below. There are several vacancies to be 
filled commencing January 2025 and ramping up till July 2025 at the latest to deliver the project successfully. 
Exact role numbers may fluctuate during the remainder of the project. 

 
Figure 15. Project team structure 

The project team will work report to the CACP Programme Director, SRO and PGB throughout the lifecycle of 
the project to ensure the business and technology solution delivers the expected outcomes, within time and 
cost, to the agreed level of quality. 

Workstreams 
The project has the following workstreams: 

1. Business – comprises a team of subject matter experts responsible for engaging suppliers to develop 
assessment items banks, reviewing items and engaging sector reviewers to further review the new 
assessment items. They will work closely with the Technology workstream to provide business and 
reporting requirements and provide the curricula progressions detail.  

2. Technology – responsible for the delivery of the new, configured tool with the necessary integration 
required between Ministry and other systems. It is envisaged that a supplier team will be closely 
involved in the tool delivery. 

3. Change & Implementation – responsible for change management, communications, training, and 
service transition will operate across both technology and content delivery. 

4. Project Support – responsible for the day to day operating of the project and its reporting needs. 

Other groups 
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Sector users will also be engaged at various stages of the delivery workstreams. Ministry groups including 
Communications and Stakeholder Engagement, Procurement, People Capability and Finance will be involved 
and consulted as appropriate. 

Sourcing 
Where capability does not exist within the Ministry, roles may be filled by external contractors sourced from 
All of Government panels and supplemented by suppliers from appropriate panels as required. The project 
will work with Ministry line managers to check availability of suitable permanent/fixed term resourcing in the 
market first before hiring contractors. Contract resource can be proactively replaced by permanent/fixed 
term resource in future years as contracts come up for expiry, as contractors leave, or when new capabilities 
are required. The ability to hire permanent/fixed term resource would require commitment of ongoing 
funding provision. This is a lower cost approach enabling retention of skills in-house.  

Operational teams for ongoing support and service delivery 

The ongoing support team structure is shown below. The existing business teams and product team will 
transition from supporting e-asTTle to the new tool therefore no additional resources are required to be 
funded. 

 
Figure 16. Operational teams 

With the new tool, a basic internal technical support team is required to support the solution with suppliers 
providing additional support as required. Having the internal support resources involved in the technical 
project will ensure they are upskilled to support the new system ongoing. This approach is both cost-
effective and will help ensure a smooth and successful transition from the project to business as usual. 

The business teams will be responsible for maintaining the new assessment tool item banks ongoing and 
suppliers will be commissioned from the panel as required. These teams will liaise with the team within Te 
Poutāhū for managing ongoing PLD contracts. Procurement assistance will be required with managing the 
BAU contracts associated with the new tool. 

The resourcing for the team will transition from the project team to the BAU teams and in some cases will 
also be involved in the project delivery until this completes. 

7.4. Project delivery 

The high-level delivery plan for delivering the new tool to the sector is overleaf.  
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Figure 17. High-level delivery plan 
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The Minimum Viable Product (MVP) version of the new assessment and aromatawai tool is intended to be released to the sector in early 202652 with minimal 
English medium and Māori medium assessment item banks which will be added to over the following twenty-one months. The full version of the tool is intended to 
be released in September 2026. e-asTTle will be decommissioned following migration of historical data to the new tool. 

 

52
 An initial version of the new tool is intended to be available to the sector in early 2026, with early implementation opportunities made available to teachers and kaiako from Term 4, 2025. Proa
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Māori pānui 522 4,800 

Māori pāngarau 523 4,800 

Total  10,018 19,200 

 Table 42. Number of items required 

Appendix 9 describes some potential processes for reviewing e-asTTle assessment items and developing new 
assessment items. The actual process will depend on the outcome of the procurement process and whether 
the supplier has ready-made assessment items or if they will be developing new items, and if the latter, 
whether they use Automated Item Generation (AIG) or create items manually. The Ministry team will be 
actively involved in the review of all items prior to upload into the tool. 

Reason for extended timeframes to deliver Māori medium assessment items 
There are multiple reasons for the extended timeframe to delivery Māori medium assessment items. The 
table above shows we currently have a very small numbers of assessment items in Māori medium. It is 
unlikely that suppliers will have assessment item banks in te reo Māori therefore a considerably larger 
number of items need to be developed for Māori medium. There is also a limited capacity of te reo Māori 
assessment item developers which contributes to the longer timeframe. 

Assumptions made in estimating timeframes for assessment item development 
a) A trained team of a minimum of five will be required to develop items for each of the domains.  
b) Each domain team can produce 2,200 items per annum, with the assistance of AIG. Estimates based 

on market soundings and guidance from a psychometrician and an assessment expert. 
c) Trials and reviews will run concurrently with item development i.e., trialling and reviews of the first 

batch of items will be done while the second batch of items are being developed. 

Agile delivery 

Appendix 10 describes the agile delivery approach that will be used to manage the delivery of the 
workstreams.  

7.5. Change management arrangements 

The project will align to the Implementation Change Framework (Plan) of the broader CACP. An integrated 
Curriculum and Assessment Change Management Plan will sit across both the CACP and Te Poutāhū. Change 
management for the new tool will be embedded within this plan. 

The Curriculum and Assessment Change Management Plan takes a deliberate and focused approach to 
understanding project and total changes for stakeholders, including:  

• What is the scope and impact of the change and who is being impacted? 

• Are people being impacted the same or are they experiencing the change differently?  

• What is being changed (e.g., processes, systems, roles)? 

• What is the time frame for the change? 

• How stakeholders will be supported through change 

• The implementation supports, training and development required to ensure the changes are well 
introduced and embedded 

• Identified sponsors for the overall change, and individual components within it 

• Feedback loops 

• Measuring the success of change. 

Change management methodology 

The CACP Implementation Management Framework follow a formal and well-defined change management 
process and approach based on Prosci’s 3 Phase Process® including the ADKAR model to support successful 
change.  
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Figure 18. Prosci 3-phase process® 

The Prosci change management approach ensures that both the technical and people sides of change are 
managed, effectively building awareness and readiness for change, developing commitment, ability, and 
knowledge to implement the outputs to realise the business case outcomes and benefits.  

This approach will also be data-led to support regular reporting on progress and milestones, taking any 
corrective action early and achieving overall project success. 

CACP approach for enacting change 

The following diagram provides a summary of the Framework components and how they deliver change and 
implementation. 

 
Figure 19. CACP approach for enacting change 

The following documents are part of the CACP Framework and will be used to plan and deliver the change:  
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Stakeholder management 

A Stakeholder Management Plan will be developed as part of the project initiation. The plan will: 

• identify key external and internal stakeholders 

• assess the project impact on each stakeholder and the likely levels of interest, influence, and 
involvement of key stakeholders throughout the project 

• segment stakeholders into groups to determine the appropriate approach and level of engagement 
required for each stakeholder 

• develop objectives, standard key messages, reporting activities and feedback processes for each 
stakeholder 

• develop an approach to move stakeholders between quadrants should it be required (for example 
low interest to high interest) 

• further segment stakeholders into categories indicating how they feel towards the project, i.e., 
unaware, resistant, neutral, and supportive. Strategies can be developed to move key stakeholders 
into the supportive category to manage resistance 

• develop an intended ‘end state’ for each key stakeholder in terms of what they need to know, by 
when, along with target Assessment and Aromatawai tool usage rates for each school and teacher.  

The influence / impact matrix below provides a useful representation of all stakeholders with an influence 
on, or who are impacted by, the new tool and its deployment. 

 
Figure 21. Stakeholder influence / impact matrix 

Key internal and external stakeholders, who have been identified as high impact will be engaged directly and 
managed closely in all the key phases of the project. Where required, specific change interventions will be 
undertaken to manage resistance and increase buy-in. The Stakeholder Management Plan is a living 
document that will be refreshed and tested for effectiveness and completeness every six months over the 
life of the project.  

Key principles of our stakeholder engagement approach include: 

• Practising kāwanatanga: Te Tiriti o Waitangi by actively building closer relationships with Māori, 
lifting leadership practice in cultural capability that enables Māori to enjoy and achieve educational 
success as Māori. 
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Table 44. Draft stakeholder impact map 

Change readiness assessment 

The readiness of schools and kura to use the Aromatawai and Assessment tool will be measured and 
monitored through processes led from the Te Poutāhū Strategy and Integration Team, and supported by 
regional feedback from Regional Offices, Curriculum Leads and other staff. The project Change Lead from 
Strategy and Integration will ensure transition of these approaches to business-as-usual is well planned and 
managed.  

Communications 

A Communications and Engagement Plan will be developed for the project to provide detail on the 
communications that will be delivered, when and how. The Communications Plan will align with the 
Curriculum and Assessment Implementation Change Framework.  

The project will work closely with the Ministry’s Te Pou Rangatōpū | Corporate in-house communications 
and graphic design teams, and Te Poutāhū Strategy & Integration group who provide overall strategic 
guidance for enterprise-wide visual identity, stakeholder engagement and strategic level communications to 
ensure organisation wide alignment and governance. Internal resource will be used wherever possible prior 
to commissioning communications resource and/or external assistance. The Communications Plan is a living 
document that is regularly updated with all engagement activities as we progress. 

Learning and development 

A Learning and Capability Plan will be developed to support delivery of the new tool to the sector. Learning is 
timely, targeted, and delivered through multiple channels to reduce uncertainty as people familiarise 
themselves with new approaches and information.  A key aspect is the understanding that not all people will 
need or want the same level of support to effectively deliver their outcomes from day one.   

Our learning approach and materials are based on people’s requirements and needs, including catering for 
levels from: 

• Supported and targeted – provision of tailored support to meet needs  

• Guided – provision of coordinated support and simple processes and procedures 

• Self-directed – Provision of easy to access information about the changes.   

We will ensure that the environment and content developed will have future applications to support ongoing 
knowledge management and the onboarding of new teachers, kaiako and school leaders. 

We will continue the current approach of each school and kura having a lead/expert in the tool to provide 
support to their colleagues in the use of the tool. 

7.6. Benefits management  

The benefits and KPIs outlined in the Strategic Case, the ILM in section 3.7 and the Investment Benefit Profile 
in Appendix 5 will be tracked using agreed metrics and will be documented in the CACP Programme’s 
Benefits Realisation Plan (BRP). The BRP will outline how the programme will manage benefits. The BRP will 
be approved by the Programme Governance Board.   

The programme will follow the Ministry of Education and The Treasury’s benefit management guidance 
which will ensure benefits management is integrated throughout the entire programme/project lifecycle.  

Benefit Owners will be identified and assigned to each major benefit. They are accountable for benefit 
realisation from project initiation until realisation occurs. 

The SRO is accountable for the BRP and for ensuring the outputs and deliverables for benefits realisation are 
delivered on time, to budget and quality. The Senior Project Manager is accountable for monitoring and 
reporting on benefits, forecasting and realisation during the life of the project. This accountability shifts to 
the Benefit Owner upon project closure.  
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As part of the implementation of the project, the Programme Governance Board will have overarching 
responsibility for the benefit delivery. Any material erosion of benefits will be reported to the Programme 
Director and Programme Governance Board as soon as identified.  

All change requests will be assessed to consider the impact/impairment to a benefit of that change. This will 
be built into the change management process. Changes to delivery scope will be reflected as an adjustment 
to the expected benefit realisation plan.  

Benefits reviews will be undertaken throughout the life of the project to ensure the integrity and suitability 
of the targets and metrics over the life of the project. Any subsequent amendment to the benefits profiles 
will follow the change control process and require governance oversight. Benefits reviews should also allow 
any risks and issues around the ability of the project to realise benefits to be raised and to be escalated as 
appropriate within the programme governance.   

7.7. Risk management  

The CACP and Aromatawai and Assessment Standardised tool project follow the Risk (Risk Framework) and 
Issue (Issues Framework) Management Framework, as defined by the PMO. The approach for managing risks 
includes a methodical process by which the project teams identify, score, and rank the various risks. Risks 
and issues with an extreme or high residual risk level will be reported to PGB.  

The project will track and report on risks and issues they identify in delivering their outcomes. Risk and issue 
management is a process of working with team members and stakeholders to manage, mitigate or avoid 
exposure to the organisation.  

The CACP will maintain a centralised Programme RAID (Risks, Issues, Assumptions and Dependencies 
Register. Key risks and issues will be documented in the respective monthly project status reports and 
programme status report.  

While there is risk and issue reporting at the project level, these will also be managed at a programme level 
to ensure that any cross linkages and impacts are managed. 

The risk and issue management process has been established to ensure that: 

• A robust risk and issue identification process is carried out as part of project planning, with an 
acceptable level of due diligence applied 

• Processes are in place for risks and issues to be analysed, monitored/controlled on a regular basis 

• Relevant risk and issue information is reported by all projects within the Programme and as 
appropriate to the Programme Governance Board 

• Risks and issues are prioritised and escalated at the correct level for decision-making in a timely 
manner 

• There is active debate and analysis of risk and issue information at Programme Governance Board 
level. 

Actions and due dates for mitigations are monitored on a regular basis and tracked in the Programme RAID 
Register. Project risk can be escalated to Programme risks after discussion with the Risk and Assurance 
Advisor, Programme Manager and Programme Director. Internal and external stakeholders are provided with 
risk information monthly, or when required. 

All risks and management activities impacting the project which are described in this business case are listed 
in the programme risk register. The full risk register is a living document and is available on request. 

Risk assessment workshops will be conducted periodically involving the project team and key stakeholders to 
identify and manage risks.  

7.8. Project assurance  
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Assurance planning 

The overarching objective of the Assurance Plan is to provide the Secretary for Education, the Programme 
Governance Board and SRO with confidence that the project is well managed and that the expected benefits 
will be delivered.  

The CACP Assurance Plan, which is currently being updated, will be used by the project. This is being updated 
in conjunction with the Ministry’s Internal Audit and Assurance team and will be endorsed by PGB and 
approved by the SRO. The CACP PMO will provide oversight of assurance arrangements and report to the 
PGB and Internal Audit and Assurance. Ultimate responsibility for assurance lies with the PGB.   

The project will align with the Ministry’s approach to governance of risk aligned to the 3 Line of Defence 
model (“3LoD”) illustrated below and as advocated by the Office of the Auditor General. 

 
Figure 22. 3 Lines of Defence model 

The first line of defence is compliance with the day-to-day programme and project management processes 
and controls, including quality management.  

The second line of defence is provided by the presence of effective management, governance, and oversight 
arrangements, including unambiguous approved terms of reference for all governance bodies and Ministry 
Delivery Framework mandatory documents. 

The third line of defence is exercising the use of independent assurance that the SRO/ PGB can obtain from 
either internal sources (e.g., Internal Audit and Assurance or Enterprise Portfolio Management Office), or 
external third-party assurance suppliers selected from the Digital Public Service Branch (formally GCDO) sub-
panel of the MBIE Consultancy Panel of qualified assurance suppliers. 

Each of the elements of the three lines of defence will be put in place with ownership and responsibility for 
them clarified in the Assurance Plan. The PMO will track and report progress monthly on recommended 
actions (open findings) from assurance activities to the PGB. The assurance plan will be reviewed each year 
by the PGB, and the following years plan confirmed with final approval by the PGB.  

Treasury Risk Profile Assessment (RPA) 
The Treasury Risk Profile Assessment has been completed and has resulted in a rating of ‘high risk’ for this 
project. Assurance activities will be used to validate risks are appropriately managed. Learnings have been 
noted from previous large Ministry programmes e.g., Te Rito, Novopay and external programmes e.g., New 
Zealand’s 2018 Census.   

Assurance activities 
The project has adopted an integrated assurance approach. The programme assurance plan includes the: 

• assurance activities to be undertaken during the project (refer indicative list in the table below) 

• purpose of each activity 

• method of assessment and frequency 

• roles involved in assurance activities.  
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The following table summarises the assurance activities that are detailed in the Assurance Plan. 

Def. line Assurance activity  Purpose of the activity  

1 Increment and Sprint related activities: 

• Backlog Increment planning 

• Backlog Increment review and 
retrospective 

• Sprint planning  

• Sprint retrospectives 

Continuous planning and review cycles to manage workload and 
maintain quality, and incorporate lessons learnt. 

Daily team stand-ups Daily confirmation that the sprint goal is still achievable. 

Definition of Ready for: 

• assessment items per domain 

• pilots 

• sector rollout 

Describes the minimum design upfront acceptance requirements 
that the delivery team deems desirable. Includes equality and 
inclusion acceptance criteria. 

Definition of Done per Sprint  Describes the quality standards / criteria the Delivery Team is 
working to when planning and delivering each sprint item. Includes 
equality and inclusion acceptance criteria. 

Project management processes and 
controls 

Establishment and application of project management processes 
and controls based on the projects in Controlled Environments 
(PRINCE2) framework and Ministry Delivery Framework to ensure 
robust project management including management of scope, time, 
financial, risk and issues and quality. 

Business cases / project Initiation 
Documents 

Completion of baseline control artefacts that provide delivery 
confidence and form the basis for reviewing delivery success. 
Business cases developed according to Treasury’s Better Business 
Case methodology. 

Terms of Reference(s) Describes programme/project governance arrangements; roles and 
responsibilities and decision making. 

Quality Management plan Developed for each project to ensure products meet requirements. 

Project reporting Monthly status reporting that provides visibility and transparency 
of project progress and highlights any areas of risk that may require 
attention and/or intervention. 

Stage gate decision making Determines whether the project(s) can move to the next stage of 
delivery based upon the completion of agreed deliverables 
documented in the approved project Initiation Document. 

Peer reviews Ensures programme /project artefacts are fit for purpose. 

High level design review The Technical Working Group (TWG) will provide assurance over 
high level designs. 

High level data architecture design 
review 

The Data, Information Design Group (DIDG) will provide assurance 
over high level data architecture designs. 

ICT architectural design review The Ministry Design Authority will review all ICT product 
architectural designs to ensure ICT design standards are 
maintained. 

 Privacy and security Certification and 
Accreditation (C&A) 

Oversight of privacy and security C&A by the Legal and Privacy 
group and Digital Assurance & Cyber Security team. 

Productionisation of technology 
changes  

The ICT Change Advisory Board (ICT CAB) is the management body 
that will approve all requested changes and approve the Authority 
To Operate (ATO). 

2 Programme Governance Board  Provides programme/project governance oversight. 
Review programme/project status, provide direction, and provide 
independent advice to challenge thinking and inform decision 
making at critical stages. 
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Def. line Assurance activity  Purpose of the activity  

Programme Management Office (PMO) Oversight by a PMO responsible for the development and 
adherence of programme/projects frameworks (comprising 
processes, templates, guidelines, standards, techniques, and tools) 

Internal Audit and Assurance team Provides assurance advice and guidance. 

Enterprise Portfolio Management 
Office (EPMO) 

Internal programme/project advice and guidance. 

Procurement team Provides procurement oversight to ensure probity requirements 
are met. 

Treasury’s Investment Management 
and Asset Performance (IMAP) team 
Digital Public Service branch (DPSb 
formally known as Government Chief 
Digital Officer (GCDO)) 

Oversight as required. 

3 Reviews from independent external 
sources  
(timing to be agreed) 
 
 
Independent Quality Assurance (IQA)  
 
Technical Quality Assurance (TQA) 
 
 
 
Technical and commercial viability 
review  
 
 

Provide independent assurance that the project, workstreams, and 
services/products meet the appropriate standards during the 
project life cycle to provide confidence that that expected 
outcomes and benefits will be achieved.  

This includes periodic health checks and detailed assurance reviews 
prior to specific decision points e.g., readiness reviews.  

Specialist Quality Assurance reviews over products e.g., reviews on 
architecture, design, and implementation. These will be performed 
where required to support the workstreams’ Product Quality 
Management plans. 

This review (if required) needs to be done before a contract is 
signed for the tool and English medium assessment item 
procurement to ensure that the tool can technically deliver the 
requirements within budget, and that it is commercially viable in 
terms of the ongoing licensing and support costs, and clarity of 
roles, responsibilities, and deliverables. 

Gateway reviews 
 

Provide assurance the project can progress successfully to the next 
stage at specific decision points during the project life cycle.  
Treasury Gateway reviews are planned for each year of the CACP 
programme and will be carried out as required and agreed with 
Treasury’s Gateway Unit. The Investment risk profile assessment 
has produced a ‘high’ rating for this project. 

Table 45. Assurance activities 

Assessment item reviews 
The assessment items that are developed will be reviewed by the following: 

• Ministry Assessment and Aromatawai Item Quality Assurance Group – second line of defence 

• External sector reviewers – third line of defence. 

Further detail on the assessment item development process including quality review is contained in 
Appendix 9. 

External reviews 

Two Gateway Reviews and three Independent Quality Assurance Reviews have been planned and budgeted 
for across the project’s life. This is in addition to reviews planned at the CACP programme level. Independent 
Quality Assurance review points include: 

1. following project initiation i.e., a health check to ensure the project is set up for success 
2. prior to first sector deployment i.e., a readiness review 
3. post implementation. 
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A CACP Programme Gateway 0 review is planned for December 2024 which will include this business case. 

Following a successful SSBC and Budget Bid submission the Programme Assurance Strategy will be updated 
accordingly. 

Post implementation evaluation 
A post implementation review will be scheduled to confirm that: 

• the project has been delivered to time, cost, and specifications 

• the new system/facilities are operating as intended and delivering the services proposed in the 
business case 

• to identify any lessons learned from the management of the project/tranche that can be applied to 
future projects or projects in other agencies. 

Internal project evaluation reviews to evaluate outcomes and benefits achieved are planned at regular 
intervals, starting in July 2028. 

Unless otherwise agreed with Treasury, the project will report back to Cabinet within 12 months of the in-
service date on the actual level of benefits achieved compared with those outlined in this business case. 
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1.2 Proposed Te Marautanga o Aotearoa Curriculum Framework 
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Figure 25. e-asTTle English medium, testing by year group 

 

 
Figure 26. Kura delivering teaching and learning through te reo Māori, testing by year group 

 

e-asTTle assessments for those learning through te reo Māori, are used far less often, in total number or as a 
proportion of the population of those learning through te reo Māori. 26,400 (3.1%) of students | ākonga are 
in Kaupapa Māori (13,000, 1.5%) and Māori medium education settings (13,400, 1.6%). Proa

cti
ve

ly 
Rele

as
ed



Proa
cti

ve
ly 

Rele
as

ed



 

 

[IN-CONFIDENCE] 

[IN-CONFIDENCE] 

 

Examples that demonstrate the outdated or inappropriate assessment items are presented below 
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Low utilisation of e-asTTle in kura delivering teaching and learning through te reo Māori 
e-asTTle tests are used far less often, in total number or as a proportion of the population of kura delivering 
teaching and learning through te reo Māori. 26,400 (3.1%) of ākonga are in Kaupapa Māori (13,000, 1.5%) 
and Māori medium education settings (13,400, 1.6%). 

In addition to the problems with assessment items, there are several other reasons for the low use of e-asTTle 
in kura delivering teaching and learning through te reo Māori:  

• The volume of assessment items for Māori medium is very low. pānui only has 10% of the volume of 
assessment items compared to reading. pāngarau has only 14% of the volume of assessment items 
compared to maths. 

• The tests are not culturally or linguistically responsive. For example, in pānui, ākonga are provided 
with instructions in English while the test content is in te reo Māori.  

• Very little development has been done for testing in kura delivering teaching and learning through te 
reo Māori since 2005. There was a partial review in 2012 but more work will be needed to align the 
tests and strands with the updated Te Marautanga o Aotearoa.  

• There are few ākonga who can sit these tests. e-asTTle was designed to start at level two so these 
tests, even at the lowest levels are often too difficult for ākonga in bilingual units or similar.  

An example item that uses English and te reo Māori is presented below. The preference is that all material 
used by ākonga should be in te reo Māori in kura delivering teaching and learning through te reo Māori.  
 

 
Figure 27. Example of assessment item that uses English and te reo Māori 

e-asTTle writing and tuhituhi assessments are time consuming for teachers  
The writing assessment process can be time consuming for teachers | kaiako adding to an already heavy 
workload. writing assessments require the teacher | kaiako to conduct the assessment, then manually mark 
the responses including participating in an offline moderation exercise with other teachers before agreeing 
final results and entering them into e-asTTle. If the moderation exercise is by-passed, then the results are 
considered to be less reliable. Time is also taken reviewing assessments with students and providing them 
with the appropriate guidance and resources for students to improve. The time and effort required from 
teachers | kaiako, especially around the marking and moderation, is likely to have contributed to the 
decrease in uptake of writing assessments over the last 5 years. 

Levels of assessment can increase workload to the point where there are predictable negative impacts on 
well-being. There are two possible major risks.  

1. The direct impact of the compliance costs when workload levels compromise working conditions 
such as work life balance and increase felt stress.  
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2. The opportunity costs that occur when teachers time is taken away from productive teaching time to 
conduct assessments and thus compromises their time to meet goals and objectives for their 
students’ learning. 

Teacher experiences in various experimental studies indicates it has taken up to six months of repeated 
sessions when first using the tool and several individual and group sessions when familiar with the tool to set 
purpose, agree on procedures, check potential ‘drift’ in accuracy, engage in the moderation, and the 
upskilling of new teachers. This is in addition to the time taken to assess each individual piece of writing 
using the annotated exemplars, rubrics, and teacher resources.  

An experienced professional learning and development (PLD) facilitator estimated an already practiced 
teacher | kaiako takes 20-30 minutes for marking each student’s piece, with an additional one-hour 
moderation if using the on-line resources, and a further 2 hours if moderation between schools is required 
(e.g., if in a Kahui Ako or cluster), followed by possible within school moderation56. With 25 students in a 
class an experienced teacher might expend around 16 hours for each round of assessment. 

Weaker reliability of writing and tuhituhi e-asTTle assessments 
e-asTTle writing and tuhituhi scores generally show weaker reliability and far larger ‘selection effects’ 
(meaning teachers | kaiako have a preference when choosing which students | ākonga to administer tests 
to) than reading and pānui; or maths and pāngarau.  

Currently teachers | kaiako must mark e-asTTle writing scripts manually, based on information provided in a 
rubric57 and sets of student | ākonga exemplars. This introduces subjective variations in teacher | kaiako 
judgment leading to issues with reliability. For example, some teachers | kaiako could be ‘hard’ markers, 
others ‘easy’ markers, or they may emphasise different aspects in writing, while scoring a piece of work. A 
moderation process involving several teachers | kaiako is part of the e-asTTle marking process for writing. 
This is intended to support more consistent marking however, the moderation process is undertaken outside 
the scope of the e-asTTle tool, meaning there is no certainty that moderation is taking place as intended for 
writing and tuhituhi assessments and aromatawai. 

Administering (assigning and marking) writing and tuhituhi assessments and aromatawai is time consuming 
for teachers | kaiako, which potentially causes the reliability issues and selection effects that have been 
observed. If teachers | kaiako have to mark every piece of work themselves, they may be more inclined to 
rush the marking. Also, some teachers | kaiako may feel they don’t have the necessary time and therefore 
avoid administering writing and tuhituhi assessments in the first place.  

The limited support, initial teacher training, and PLD related to e-asTTle delivered to the sector over the 
previous decade may have resulted in teachers | kaiako having less capability to properly administer e-asTTle 
writing and tuhituhi assessments and aromatawai, which may in turn contribute to the weaker reliability, 
lack of use and selection effects. 

e-asTTle reports are not considered inclusive, clear, and easy to use for teachers | kaiako, families | whānau, 
students | ākonga 
e-asTTle currently produces a range of reports showing student | ākonga progress and achievement against 
the curriculum; and compared to relevant cohorts on an individual and aggregate basis. The reports were 
created in the early 2000s through rigorous trial and feedback processes with significant input from both the 
sector and SMEs. e-asTTle reports were developed for use by teachers | kaiako, administrators, and school 
leaders, with some specific reports also developed for use by students | ākonga in collaboration with 
teachers | kaiako, families | whānau.  

Although the reports were initially created through a rigorous process and contain a wealth of valuable 
information, there are concerns that they are no longer considered sufficiently inclusive, clear, and easy to 
use for teachers | kaiako, students | ākonga, families | whānau.  

Feedback received from the sector over the past few years includes the following: 

 

56
 Assessment Proposal, , October 2020 

57
 A rubric is an explicit set of criteria used for assessing a particular type of work or performance. 

9(2)(a)
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• Certain report types are under used or need updating 

• Student reports (particularly Individual Learning Pathway) are confusing, provide unclear 

feedback/information on next steps for some students | ākonga, teachers | kaiako.  

• Lack of visibility and reporting on student | ākonga responses in tests (currently reporting only 

shows whether the response was correct – not what the response itself was) 

• An absence of reports with the students | ākonga, families | whānau audience in mind 

• Reports for ākonga in kura delivering teaching and learning through te reo Māori are only available 

in English. 

Therefore, the reports are under-utilised for their intended purpose of putting student | ākonga progress 
information in the hands of teachers | kaiako, students | ākonga families and whānau, to understand and 
interpret to improve teaching, learning and assessment. 

Lack of dependability in e-asTTle adaptive testing 
There are two types of online testing available in e-asTTle: customised and adaptive for reading and 
mathematics. Only the customised testing option is available for pānui and pāngarau, as there are not 
enough items in these domains for adaptive testing. Adaptive tests are an appealing testing mode as they 
better align to understanding progress, however they have not produced the same level of dependability in 
e-asTTle that customised testing does. Despite this, data provided by the Ministry’s Data & Insights team 
shows that the number of schools using adaptive testing in e-asTTle for reading and writing has increased by 
25% over the last 10 years to reach a level of 50% of schools who use this method. 

There needs to be a significant improvement to the current e-asTTle adaptive methodology, or the adaptive 
testing methodology of any new assessment tool before this testing can be recommended to schools and 
kura with confidence. For adaptive tests to work most effectively it will mean increasing assessment items to 
the required level of practice (a minimum of 4,800 assessment items for pānui and pāngarau) for this to 
become an option for kura delivering teaching and learning through te reo Māori.  

e-asTTle functionality is dated and opportunities to enhance it are limited, with an overall limited life left in 
the tool even if it was upgraded 
The original bespoke e-asTTle tool was built to meet business needs and requirements defined in 2004. 
Although it has been enhanced over time, there have not been any significant functional improvements to e-
asTTle since the introduction of the improved student | ākonga testing portal in 2016.  

e-asTTle is an end-of-life tool and while further enhancements are being done to extend its life these are 
only updates within a limited structure and there are fundamental system limitations which reduce flexibility 
to address future changes.  

The current design of the tool has remained unchanged and does not lend itself to basic enhancements and 
integration with other systems.  

e-asTTle support and maintenance is limited to one company 
Support and maintenance for e-asTTle is limited to one company with limited staff numbers which leads to 
concerns over long term viability of support. 

Lack of capability to manage content in e-asTTle and bespoke technology 
There is currently no capability within e-asTTle to curate (including upload, update and delete) assessment 
items and progressions. This lack of capability makes it very difficult to upload new items, manage existing 
items, and update the progressions to reflect changes to the updated national curriculum. There is also no 
ability to view the usage and performance of specific assessment items, which would be useful for regularly 
monitoring and recalibrating items to ensure they remain valid and reliable.  

Assessment item quality issues in e-asTTle 
A large number of assessment items contain embedded images. As a result, there is a significant risk that 
some items won’t display in a psychometrically ‘valid’ way for students | ākonga especially given the 
widespread adoption of tablet devices in the last 15 years. For example: 
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• Items which have some positional context might be invalidated (e.g., something that is supposed to 

be ‘on the right’ might end up below) 

• Some items require horizontal scrolling on smaller screens 

• Some items require excessive vertical scrolling on smaller screens 

• Some items are visually difficult to read. 

System administrators have tried to fix these issues as best as possible. However, a fundamental issue with 
the current system is that the implemented content schema is loose. This has caused considerable additional 
effort and cost during both the initial loading and the limited ongoing maintenance of assessment items. It 
has also meant many assessment items have needed to be individually ‘hacked’ to work on the updated user 
interfaces, including transforming them into unwieldly images. 

e-asTTle performance, reliability, and security constraints and issues 
The current e-asTTle system has many known constraints and issues regarding performance, reliability, and 
security. Considerable work has been undertaken in recent years to address these constraints and issues, 
such as the Performance Optimisation Plan, the e-asTTle Technical Debt Reduction project, and the Solution 
Architecture Review. While these pieces of work have all contributed positively towards the quality of the e-
asTTle system by upgrading components, addressing some security issues, configuring infrastructure, and 
improving performance, they have all been constrained by the inherent limitations and constraints that are 
part of the design of the e-asTTle system – the goal of these recent pieces of work has been to keep the 
current system operational for the foreseeable future until a new assessment tool can be implemented. 
Note: e-asTTle was not architected to support full national use within a predefined testing window. 

Ongoing investment to maintain and upgrade technology platform 

As the owner of e-asTTle full fiscal responsibility for the performance and costs associated with maintaining 
the software is the borne by the Ministry. This includes the four types of software maintenance: corrective 
(issue resolution), adaptive (system updates), perfective (performance enhancements), and preventive 
(proactive problem prevention). Frequently with limited funding trade-offs are required resulting in only 
critical issues and updates able to be funded, thus leaving enhancements requested by the end user 
unfunded leading to reduced user support and usage. 

Additionally, as e-asTTle is over 20 years old it follows what are now outdated design patterns that do not 
enable quick and cost-effective modifications to made, and we are unable to locate well maintained relevant 
system documentation. It is currently assessed to require a major rewrite to be completed by 2030 to keep 
the tool going, this would need to be funded and started within the next 2 years given the tight timeframes. 

Going forward it is preferable for the Ministry not to own and therefore need to maintain an assessment 
system, instead be one of many users of a system that meets our requirements thus sharing indirectly the 
maintenance burden. This aligns with Ministry strategic direction of buy before build  
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Combined Score Weighting Option A Option B1 Option B2 Option B3 Option C

Benefits 40% 1 8.35 9.15 9.65 8.3

Risks 30% 0 5 4 3 0

Cost 30% 10 6.5 6.2 5.6 2.5

Combined / 10 100% 3 6.96174 6.24108 5.14668 0.75474

Score / 100 30 69.6174 62.4108 51.4668 7.5474
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Figure 28. Existing item review process 

9.2 High-level item development process 

Mathematics, reading, pānui, pāngarau 

The table below details the high-level processes for assessment item development and review for all the 
different domains of mathematics, reading, pāngarau and pānui.  

Assessment items are to be written in English (New Zealand) for the NZC or te reo Māori for te Marautanga o 
Aotearoa (te reo Māori items are not to be direct translations of English NZC items).   

 
Figure 29. New item development process 

Writing and tuhituhi 

The process below details the high-level processes for development and review of the materials (prompts, 
rubrics, and exemplars) for the domains of writing and tuhituhi.  

The supplier and the Ministry will work closely on this process with two separate teams for each of the two 
domains. The Ministry will form two Advisory Groups, one each for writing and tuhituhi, possibly including 
some external experts in each group. For simplicity we have assumed the new Assessment and Aromatawai 
tool will operate in a similar manner to e-asTTle with prompts, rubrics (marking guidance) and exemplars, 
with the addition of digital writing and tuhituhi assessment, and more efficient AI powered automated 
marking to reduce the time and effort required from teachers.  

Proa
cti

ve
ly 

Rele
as

ed



 

 

[IN-CONFIDENCE] 

[IN-CONFIDENCE] 

 
Figure 30. Assessment item development process – writing and tuhituhi 
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Cabinet Social Outcomes 
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This document contains information for the New Zealand Cabinet. It must be treated in confidence and 
handled in accordance with any security classification, or other endorsement. The information can only be 
released, including under the Official Information Act 1982, by persons with the appropriate authority.

Establishing a New Standardised Tool for Assessment and Aromatawai 

Portfolio Education

On 12 February 2025, the Cabinet Social Outcomes Committee:

1 noted the contents of the submission Establishing a New Standardised Tool for Assessment 
and Aromatawai [SOU-25-SUB-0002];

2 referred the submission to Cabinet on 17 February 2025.

Jenny Vickers 
Committee Secretary
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Hon Tama Potaka
Hon Matt Doocey
Hon Nicole McKee
Hon Casey Costello
Hon Andrew Bayly
Hon Karen Chhour
Hon Nicola Grigg

Officials Committee for SOU
Office of the Minister of Education
Ministry of Education
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C O M M E R C I A L  :  B U D G E T  :  S E N S I T I V E
CAB-25-MIN-0031

Cabinet

Minute of Decision
This document contains information for the New Zealand Cabinet. It must be treated in confidence and 
handled in accordance with any security classification, or other endorsement. The information can only be 
released, including under the Official Information Act 1982, by persons with the appropriate authority.

Establishing a New Standardised Tool for Assessment and Aromatawai 

Portfolio Education

On 17 February 2025, following reference from the Cabinet Social Outcomes Committee, Cabinet:

1 approved the Business Case for the new Standardised Tool for Assessment and Aromatawai
project, attached to the submission under CAB-25-SUB-0031;

2 noted that the Minister of Education intends to mandate twice a year assessment and 
aromatawai from the start of 2026, and that schools will retain a choice of tool for this 
purpose of either the new tool or the existing New Zealand Council for Educational 
Research’s Progress and Achievement Tool (NZCER PAT);

3 noted that the estimated cost to deliver the project is $176.952 million over 10 years 
($23.077 million capital, $153.875 million operating);

4 noted that over the budget forecast period, the Ministry of Education has reprioritised and 
made available $22.391 million of operating and capital funding from its existing baseline 
and capital funding (including ongoing savings in outyears generated from decommissioning
the e-asTTle tool);

5 noted that the Standardised Tool for Assessment and Aromatawai project requires further 
new investment ($9.788 million of capital funding and $75.808 million operating funding) 
through Budget 2025, to cover the remaining funding required to deliver the project;

6 noted that the Minister of Finance has granted pre-approval, subject to Cabinet decisions, 
for the remaining funding to be charged as a pre-commitment against the Budget 2025 
operating and capital allowance so that the tool can be procured and available for schools 
and kura to use in early 2026;

7 agreed that the remaining funding ($9.788 million of capital funding and $75.808 million 
operating funding) over the budget forecast period be charged as a pre-commitment against 
Budget 2025 operating and capital allowance;

1
C O M M E R C I A L  :  B U D G E T  :  S E N S I T I V E9rnom6szmk 2025-03-14 15:13:53

Proa
cti

ve
ly 

Rele
as

ed



C O M M E R C I A L  :  B U D G E T  :  S E N S I T I V E
CAB-25-MIN-0031

8 approved the following changes to appropriations and departmental capital injections to 
give effect to the policy decision in the paragraphs above, with a corresponding impact on 
the operating balance and/or net core Crown debt:

$m – increase/(decrease)

Vote Education 
Minister of Education

2025/26 2026/27 2027/28 2028/29 &
Outyears

Multi-Category Expenses and Capital 
Expenditure:

Improved Quality Teaching and Learning 
MCA
Departmental Output Expense:

Support and Resources for Teachers 

(funded by revenue Crown)

Ministry of Education - Capital Injection

24.775

1.168

24.913

7.018

13.254

1.602

12.866

-

Total Operating 24.775 24.913 13.254 12.866

Total Capital 1.168 7.018 1.602 -

Rachel Hayward
Secretary of the Cabinet
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