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Purpose of paper 

1. This paper seeks your endorsement of a high-level approach to manage current 
critical staffing pressures at Mt Eden Corrections Facility and Spring Hill Corrections 
Facility through a network rebalancing.  

 
Key points  

2. Corrections has experienced significant shortages of staff across our prisons as 
resignations exceed recruitment. This has placed significant pressure on operations, 
particularly at Mt Eden Corrections Facility (MECF) and Spring Hill Corrections Facility 
(SHCF).  

3. An inability to ensure safe staff numbers is negatively impacting staff and prisoner 
wellbeing and has impacted minimum entitlements. It has led to reduced unlock 
hours, reduced or no access to programmes, and a move to virtual visits for whānau 
and legal representatives.  

4. It is not necessary to be fully staffed in order to operate our prisons safely; however, 
the current significant shortages are unsustainable without intervention. 

5. A three-pronged approach - recruit, retain and respond - has been developed to 
respond to the current nationwide staffing shortages. However, the recruitment and 
retention plans are more medium-term solutions, which means a more immediate 
response plan is needed in the interim.  

6. The most viable option is to undertake a programme of network rebalancing to 
manage prisoner numbers more efficiently within current staffing levels and 
infrastructure. This option is designed to take off some of the pressure being 
experienced at MECF and SHCF by moving approximately 230 prisoners to other sites 
across the network.  

7. Robust monitoring of site wellbeing is critical to ensure service degradation is 
prevented at all impacted sites. The current indicative plan is outlined in appendix 
one and timeline in appendix two. 

8. There is still a significant amount of work to be done on the details of all the moves 
including key dependencies before implementation can take place. 

9. Subject to your endorsement of the high-level approach outlined in this paper, we 
will keep you regularly updated on the progress of the implementation of the plan 
and seek agreement from you as appropriate. 

10. This rebalancing is expected to take place from August to October 2022 and positive 
impacts are already being seen as a result of stage one configuration. It is proposed 
that this plan will be in place until staff resource demands change by either prison 
population change or recruitment makes a material impact, which is currently 
projected to trend up from late September 2022. 

11. The Inspectorate is aware of the plan and we propose that other key stakeholders 
such as the Ombudsman are engaged with urgency.  

Background 
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Staffing shortages are creating significant pressure on prison sites nationally, with some 
sites impacted more than others 

12. Over the past year, we have seen a sixfold increase in Corrections Officer vacancies 
(from 91 FTE to 537 FTE vacancies). If fully staffed, Corrections would employ 4,066 
FTE Corrections Officers. As of 5 August, 3,002 FTE (74%) were available to work. 
Based on our forecasts, which consider turnover, new starters and unplanned 
absences, we expect this number to continue dropping incrementally: by 31 August 
2022, we estimate we would be operating with 71.5% of FTE. We are also 
experiencing shortages with health staff across all sites. 

13. The impact of COVID-19 has had a cumulative impact on staff shortages over the 
past 2.5 years, which is impacting both recruitment and retention. For example, over 
the past year turnover averaged 109 new starts per month and 152 exits per month 
nationally. The rolling 12-month average for turnover is considerably higher than at 
any other point over the past five years. 

14. These staffing pressures are not unique to Corrections and are impacting a number 
of sectors. International border restrictions as a result of the pandemic, and cost of 
living pressures, have also contributed to the tight labour market conditions. 

These shortages are disproportionately impacting Mt Eden Corrections Facility and Spring 
Hill Corrections Facility and are unsustainable 

15. In addition to low staff numbers, MECF and SHCF have characteristics that place 
pressure on these sites. Both sites are high volume remand sites with significant 
numbers of prisoner movements. SHCF is also the transit hub for prisoner 
movements down the main trunk line in the North Island. Both sites are also 
consistently experiencing high numbers of unplanned absences (UPAs).    

16. Since 2020, recruitment activity in South Auckland has been highly restricted due to 
community outbreaks of COVID-19 and because the region was in Alert Level 4 for 
significant periods of time. As South Auckland is the recruitment catchment for staff 
working at MECF and SHCF, this had significant flow on effects for staffing numbers 
at those sites. 

17. Staffing Level Response (SLR) rosters1 are enabling both sites to provide sufficient 
unlock time to meet minimum entitlements but limited additional services such as in 
person private visits or activities. A key indicator of the staffing pressures is that the 
sites also have no ability to effectively respond to unplanned absences from staff or 
requirements such as providing Corrections Officers to transport prisoners and 
supervise them while in hospital.  

Prisoner welfare and wellbeing is being impacted as a result of the staff shortages (do we 
want to include health services impacts?) 

18. For sites to manage low staff numbers it is sometimes necessary to make changes to 
how prisoners are managed including impacts on minimum entitlements, reduced 
unlock hours, reduced or no access to programmes, limited access to health services, 
and a move to virtual visits for whānau and legal representatives. This can have a 

 
1 A SLR roster is a full roster change for a site that matches the number of available staff, rather than matching 
to a particular level of service provision. This is also impacting staff members ability to take leave. 
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significant impact on prisoners and their wellbeing, especially in relation to their 
mental health and plans for their rehabilitation and reintegration into society.  

19. There is also a risk of negative prisoner behaviour resulting in incidents occurring 
that impacts the safety and security at sites. Some sites have been experiencing 
incidents of increased tension, but to date there have been no significant or 
widespread adverse reactions to the restrictions being imposed on them as a result 
of staff shortages. There has been recent correspondence from the Ombudsman and 
increased media attention as a result of current actions to manage staffing levels 
safely. 

20. Corrections is committed to improving the wellbeing of the people that we manage 
including ensuring access to visits and other minimum entitlements where it’s safe to 
do so. However, access to these entitlements is constrained by having sufficient 
staffing and the need to meet our responsibilities to keep prisoners and staff safe. 

21. Resuming face-to-face visits for family and friends is a priority for us, but the safety 
of our staff, people in prisons and visitors to our sites is a critical consideration. We 
can only resume activities, such as visits, where it is safe to do so.  

22. To mitigate the impact on prisoner’s wellbeing we have been using alternative 
solutions to improve prisoners’ day-to-day experiences, and this work will continue. 
This includes enabling prisoners to keep in regular contact with whānau by providing 
phone cards and facilitating digital visits with audio-visual technology. We are also 
able to facilitate whānau connection where there are compassionate grounds. In 
addition, to help keep people in prison occupied and engaged, we have expanded 
the range of television channels available to prisoners and have provided more in-
cell activities.  

Corrections has already implemented a range of initiatives at a local, regional, and national 
level in response to staff shortages 

23. While some sites have been operating on SLR rosters since March 2022, sites such as 
MECF and SHCF have staff working excessive hours to enable the sites to operate. 
For example, at MECF, in June 2022 there were 220 instances of a staff member 
working over 14 hours per day and 40 instances of working over 70 hours per week. 

24. It is important to note that it is not necessary to be fully staffed in order to operate 
our prisons safely; however, the current significant shortages are unsustainable 
without intervention. This is due to the duration and impact of the restricted regimes 
on prisoners, and the impacts on staff welfare including fatigue and ability to take 
leave. 
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30. Deep dives were undertaken at MECF and SHCF and it was found that both sites are 
reporting significant stress levels, constraints on delivery of core services, and are 
experiencing a moderate level of impact on key indicators. The indicators developed 
by the NCC to give an indication of site wellbeing including the health and safety of 
prisoners, security of the prison, humane treatment of prisoners (including the 
provision of minimum entitlements), and the effectiveness of sentences. 

  
 

 
 

 

Corrections is considering all possible options to sustainably manage the current staffing 
pressures 

32. The most recent National Coordination Centre (NCC) closure report following the 
Omicron outbreak noted that there were ongoing risks around staff shortages, which 
were likely to continue for the foreseeable future. For this reason, Corrections has 
maintained weekly monitoring of staffing levels even following the closure of the 
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NCC in early 2022. However, as the shortages at a number of sites continue to be 
severe, in particular MECF and SHCF, the NCC was reactivated on 19 July 2022. 

33. The NCC is heavily focussed on this issue at present, and have developed a three-
pronged approach to respond to current shortages nationwide:  

• a retention package is being developed to reduce the number of staff choosing 

to leave roles   

• recruitment plans are live and are expected to begin increasing staff numbers 

by December, and  

• a response plan focused on surge support in the short term and potential 

network balancing is under development to enable us to manage prisoners 

within current staffing levels.  

Retention and recruitment are a critical focus for getting Corrections back to safe and 
sustainable staffing levels 

34. Corrections is currently working through a series of options to incentivise current 
Corrections Officers to stay in their role at a national, regional and site level. Some 
sites are already implementing local retention initiatives. We have been in discussion 
with the Public Service Commission regarding the retention planning to ensure 
compliance with good employment and public sector practices. 

35. We also have plans to recruit more people into custodial roles. Over the past three 
months, we have increased our recruitment activity, with website traffic growing by 
22 percent each month. Applications for Corrections Officer roles have also 
increased from an average of 330 applications per month in January and February 
2022, to 420 per month in July. We are also planning further social media campaigns, 
videos and a mainstream TV campaign. 

36. On average, it takes eight weeks to get from application to employment, and an 
additional 17 weeks until someone can be deployed as a Corrections Officer. We 
believe we should see an improvement in staffing levels by late-2022 or early-2023.  

Issue for consideration: immediate and short-term response 

37. The benefits of the recruitment and retention packages will take a while to be 
realised so these are considered to be medium to longer term solutions. This means 
there needs to be an immediate and short-term response to relieve the pressures 
being experienced across the network, in particular at MECF and SHCF.  

Network rebalancing has the potential to take pressure off MECF and SHCF through more 
efficient use of the network, but there are trade-offs 

38. The NCC has been considering all the possible short-term options to take the 
pressure off MECF and SHCF. The most viable option is to undertake network 
rebalancing by moving prisoners to free up staff to move to other sites.  

39. The plan would involve moving a number of prisoners out of MECF and SHCF to 
other sites around the country, which would impact Auckland Prison, Auckland 
South Corrections Facility, Manawatu Prison, Hawkes Bay Regional Prison, Waikeria, 
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Rimutaka Prison, Arohata Prison, Christchurch Women’s Prison, Christchurch Men’s 
Prison, Rolleston, and Otago Corrections Facility.  

40. The exact scale of the rebalancing is yet to be determined, but the current approach 
is outlined in appendix one and an indicative timeline is outlined in appendix two. 
Any network reconfiguration would see a sizable number of prisoners being 
displaced, to potentially less suitable accommodation, and more sites having 
restricted regimes than is currently the case. This will have an impact on prisoner 
wellbeing as well as staff workloads. However, this plan would enable us to better 
support our staff to safely enable prisoners to receive minimum entitlements until 
retention and recruitment have an impact on staffing numbers, particularly at sites 
such as MECF and SHCF. 

41. A rebalancing of this nature and scale is a significant undertaking with a number of 
interdependencies. There is further work needed on the planning and 
implementation over the coming days and weeks which means the exact details and 
numbers will shift in response to the operational reality at sites. 

42. For these reasons, this paper is seeking your endorsement of the high-level strategy 
for rebalancing with the view to coming back to you over the coming weeks as the 
planning and implementation progresses.  

It is recommended that you endorse network rebalancing as overall six key conditions we 
have developed show that these conditions can be met or mitigated 
 

43. To support your decision making the NCC developed six key conditions that need to 
be met before you approve implementation. These are: 

One: high-level stress test 
Two:  the outcome of initial site impact assessments 
Three:  the population rebalancing is achievable  
Four:  the planned rosters changes will generate the FTE required to support 

the rebalancing  
Five:  there will be a positive impact on MECF and SHCF 
Six:  significant negative impacts from rebalancing on receiving sites or 

elsewhere in the network can be avoided or adequately mitigated 

44. There is a more detailed discussion of each of these conditions below, but overall, it 
is recommended that you endorse the proposed approach as each of these 
conditions have either been met, are completed, or are able to be mitigated through 
further work underway.  

 
One: The high-level stress test has been met 

45. Following the activation of the NCC, work commenced on what options are available 
to manage the staffing shortages and to relieve the pressure on MECF and SHCF. 
Alongside the provision of initial surge support, as mentioned, a critical part of the 
response is to undertake network rebalancing by moving prisoners to ensure 
optimisation of the network and to free up staff to move to other sites. 
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46. The initial work involved high level discussions with Prison Directors, Regional 
Operations Directors Health, and Regional Commissioners on the potential for 
prisoner movements as a short-term solution.  

47. This was discussed and agreed to as an approach with the Chief Executive on 3 
August 2022, thereby meeting the condition of the high-level stress test. 

Two: Initial Site impact assessments have been completed 

48. For each of the sites impacted by the proposed rebalancing3 an initial assessment 
has been undertaken into the impact of the moves and any mitigations required at a 
site level. These assessments looked across all aspects of prison operations including 
health, staff and prisoner welfare and wellbeing, programmes and services, and 
community/stakeholder engagement. 

49. Workshops were attended by representatives across sites and national office 
including; Prison Directors, Assistant Prison Directors, Health Centre Managers, 
Mental Health and Addiction, Health and Wellbeing, Digital, Programmes and 
psychologists.   

50. These workshops drilled into site impacts against the proposed plan, highlighting 
numerous operational considerations.  

51. This is a key piece of work as we work through the planning and implementation and 
will feed into the monitoring and prevention of service degradation. While these site 
impact assessments have been completed, there will need to be further detailed 
assessment and planning once there is a better picture of the exact movements, 
timing and scale. 

52. We can provide you with further details on this work as it progresses in the coming 
weeks. 

Three: The population rebalancing is in theory achievable at a practical level 

53. For any rebalancing to take place it needs to be practical and achievable with the 
ultimate goal being that prisoners are placed in sites that have appropriate 
infrastructure for their security classification and staffing levels. This workstream is 
looking specifically at the logistics to support the movements, for example do we 
have sufficient staff and transportation to move the prisoners, and do the receiving 
sites have the infrastructure to receive the prisoners and accommodate them on 
arrival.  

54. This work has been completed as part of the site impact assessments, and it is the 
view of the NCC that the population rebalancing is practically achievable in theory.  

55. However, it is worth noting this assumes the movements outlined in appendix one 
take place. As we work through the planning and implementation phase these 
numbers will fluctuate, but current planning suggests that any logistical impacts will 
be able to be managed within current operations.  

 
3 MECF, SHCF, Auckland Prison, Auckland South Corrections Facility, Manawatu Prison, Hawkes Bay Regional 
Prison, Rimutaka Prison, Arohata Prison, Christchurch Women’s Prison, Christchurch Men’s Prison, Rolleston, 
and Otago Corrections Facility. 
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56.  
 

 

Four: The proposed staffing changes will result in FTE being freed up, but further 
implementation work is required before the full impact is understood 

57. Significant work has been undertaken at impacted sites to look at the practicalities 
and implications of making changes to current rostering and work patterns and/or 
moving to an SLR roster. The goal is to free up as much resource as possible to 
support the overall rebalancing, while maintaining critical operations. 

58. On a theoretical level it is possible to achieve the FTE gains from the anticipated 
roster changes, but there is still work to be done at each site to determine the 
impact on our people and their wellbeing. For example, some staff may be unable or 
unwilling to accommodate the significant change to their work location or routines.  

59. There is still a substantial amount of work to be done at each site to work through 
what is achievable at the individual sites level, while being mindful of the overall 
national picture. As part of this work there are workstreams in progress looking at 
how to support the welfare and wellbeing of our staff and prisoners as we manage 
these challenging circumstances.  

Five: There will be a positive impact on MECF and SHCF that will relieve some of the 
negative impacts on staff and prisoners 

60. The need for these changes is to relieve the pressure at MECF and SHCF. Without 
any positive and measurable improvements at these sites it would not be worth 
progressing with the movements given the significant impact on prisoners and other 
sites across the network.  

61. As part of the site assessments, it is predicted that by reducing the prisoner numbers 
at MECF and SHCF there will be a positive impact on:  

a. the likelihood of minimum entitlements being met due to safer staffing levels 

b. staff fatigue levels due to a reduction in overtime and an increased ability to 
take leave 

c. prisoner access to health services  

d. prisoner wellbeing due to increase access to opportunities for activities 
outside of their cell. 

62. The current high level plan is expected to provide the following positive impacts at 
SHCF and MECF: 

SHCF: 

• OpCap reduction of 120 (to 628) 

• 29 FTE demand reduction 

• Roster fulfilment increase from 70% to 78% 

• Increased leave lines (reduce fatigue) 

• Increased prisoner activity (reduce tension) 

9(2)(b)(ii)

Released under th
e  

Offic
ial In

form
ation Act 1

982



 

• 50% reduction in movements through the site 

MECF: 

• OpCap reduction of 114 (to 822) 

• 24 FTE demand reduction 

• Roster fulfilment increase from 62% to 68% 

• Increased leave lines (reduce fatigue) 

• Increased prisoner activity (reduce tension) 

63. While there have been no significant or widespread adverse reactions to the 
restrictions being imposed on them as a result of staff shortages, there is always a 
risk of increased tension at sites where there are significant staff shortages. The 
above expected benefits collectively will have a role in reducing any tension and 
mitigating these safety risks. 

Six: Robust processes will be needed to ensure that significant negative impacts on 
receiving sites or elsewhere in the network can be adequately mitigated or prevented 

64. While it is important that we do everything possible to manage the safety and 
security at MECF and SHCF resulting from the significant staffing pressures, it cannot 
have a disproportionate negative impact on the other sites across the network.  

65. There is a stream of work underway to develop a dashboard to monitor the 
wellbeing at all impacted sites with a focus on the criteria for determining if a prison 
emergency exists. This will be critical in ensuring that any negative or unintended 
consequences are surfaced early and are able to be mitigated as appropriate. You 
will shortly be receiving further information on the progress of this work. 

9(2)(h)
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Risks and interdependencies  

75. This high-level plan to undertake significant prisoner movements across the estate is 
a complex logistical challenge with a number of interdependencies. As a result, the 
plan will continue to evolve as we work through implementation. If you endorse the 
direction outlined in this paper, we will continue to keep you updated on progress. . 

76. One of the key challenges we are currently working through is in relation to 
supporting staff welfare and wellbeing to ensure we are able to get the support of 
staff for the proposed changes without negatively impacting on retention. As 
discussed above there is a workstream actively working through what this might look 
like at a site level and what support is needed from the centre. Without the goodwill 
of our staff for this work we will be unable to realise the full benefits of the plan of 
freeing up staff across the network. We will continue to work with our union 
partners as this work progresses. 

77. We also need to ensure that prisoner welfare and wellbeing is protected throughout 
this process. Alongside any initiatives to mitigate the impacts on prisoners discussed 
above it is important to note that there will be careful consideration given as to 
whether it is appropriate to move each prisoner or not. This will consider factors 
such as current court proceedings, placement on external health waitlists, access to 
programmes and services, and the individual circumstances of the prisoner including 
their mental health status. It is important that we get this right to mitigate any 
negative impacts on the person considered but also the safety and security of our 
prisons. 

78.  
 

 

 
Consultation 

79. Unions have been engaged throughout the development of the high-level planning 
and CANZ and PSA are seated at the NCC table. Consultation with union delegates 
and other impacted stakeholders at site level will take place as planning and 
implementation work continues to develop.  

 
  

9(2)(h)

9(2)(b)(ii)
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etc. (only 10 people with board 
reports in the next 4 months) 

• Arohata CM can support CWP with handover 
documents and if Arohata can retain the 
management of cases which are due to come 
before NZPB soon and have NZPB reports due 
soon. 

• Profiles for each sentenced woman is being 
completed due by week ending 04/09 

 What is the timeframe that 
they need to be considering 
board reports. Any board 
report up until Jan 23 will be 
by Arohata. 

Health – Pre-existing health conditions 
Resources for people transferring out 

• Would need surge support to assist with this. 
There is a minimal resource model which can 
help to understand the resources needed. Hard 
to estimate this model given different heath 
needs.  

• Prison Population team would work with site 
around placing women into appropriate 
locations for their health needs. Specific high 
needs will need to be worked through before any 
transfers take place. 

• Sentenced women template has been completed 
with both Health and programmes for Arohata – 
currently held by APD Ash Little.  

• Not shared in this template – privacy of health 
information.  

 Follow up with Kate, Health 
surge support for transferring 
out of Arohata – Why? can this 
be done ahead of time and 
supported by Ngaruna 

Health – Pre-departure admin 

• Will be busy but manageable. Will need 
Health admin staff. Would require more 
recruitment, an additional 0.5FTE.  

• Extra admin tasks. 

Some can be done remotely, may also be able to get other 
sites to do this.   

 Added to checklist at review 
date.  

Health transfers 
Staff capacity to process increased numbers of 
transfers at one time. 

Surge support when transfers scheduled.   Added to checklist at review 
date. 

Health COVID 19 

• Pre-transfer RAT (18 hours prior) 

• Not moving people on red/orange 
pathways.  

• Not changing receiving from court process 
– Arohata will still do separation. 

• Refusals asked again at transferring prison, 
or separate 

Surge non-health workforce required for RAT testing at 
Arohata (no issues with resource for this). 
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Transfers from Arohata to 
CWP 
ARWCF 
15 August 2022 

Planned transfers from Arohata to CWP and ARWCF 
 

1st Phase  

 

 

 

 

 

 

9(2)(a)
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Transfers from Arohata to 
CWP 
ARWCF 
15 August 2022 

2nd Phase  

 

9(2)(a)
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Transfers from Arohata to 
CWP 
ARWCF 
15 August 2022 

3rd Phase 
9(2)(a)
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Transfers from Arohata to 
CWP 
ARWCF 
15 August 2022 
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