




3 Long-Term Network Configuration Plan  |  2025–2045

Contents

1.	 Executive summary	�  6
1.1 	 What is the problem?	� 7
1.2  	How do we fix it?	�  7
1.3 	 Challenges with demand	�  8
1.4  	The Future Prison Network Framework	�  9
1.5  	What might the network look like in  

20 years’ time?	�  9
1.6  	What could the LTNCP achieve by 2045?	�  12
1.7  	Future investment overview	�  12

2.	 Introduction and approach	�  14
2.1  	How did we get here and why did we  

create this?	�  15
2.2  	Background	�  15
2.3  	What was the process for developing  

the LTNCP?	�  21

3.	 The Future Prison Network – what could  
the prison network look like in the next 20 years	�  23
3.1 	 The Future Prison Network Framework –  

a smart approach to developing the prison 
network	�  24

3.2  	What are the future priorities for  
High Security?	�  27

3.3 	 What are the future priorities for  
Low Security?	�  30

3.4 	 What are the future priorities for locating 
key functions?	�  35

3.5 	 New network option in Bay of Plenty 	� 38
3.6 	 New network options – housing on 

Corrections land	�  39
3.7 	 Approach to enabling infrastructure  

investment	�  39

4.	 Future delivery	�  40
4.1 	 Moving from planning categories to delivery 

programmes	� 41
4.2 	 Potential 20-year view	�  43

5.	 Context for funding the LTNCP/funding 
considerations 	�  45
5.1 	 The need to address capacity demand in  

a fiscally responsible manner is fully 
acknowledged	�  46

5.2. 	Fiscal benefits of network level capacity  
planning	�  46

5.3 	 The LTNCP and the Investment Management 
System	�  47

5.4 	 Delivery of the LTNCP is dependent on future 
Budget decisions 	�  47

6.	 Strategic factors for planning and delivery	�  50
6.1 	 How will variations in demand impact the 

portfolio?	�  51
6.2 	 Commercial approaches	�  55
6.3 	 What impacts the LTNCP and what is  

driven by the LTNCP?	�  57
6.4 	 Possible strategic considerations	�  57

7.	 Next steps	� 60
7.1 	 What are the next steps?	�  61

aovfqq2wo5 2025-02-13 17:01:08





5 Long-Term Network Configuration Plan  |  2025–2045

Foreword

The Department of Corrections, Ara Poutama Aotearoa 
has three organisational outcomes; to improve
public safety, reduce reoffending and reduce the 
overrepresentation of Māori. We make the community 
safer, by supporting people to leave us better and with 
brighter prospects.

To do this, we need to provide environments that 
support stronger rehabilitation and reintegration 
outcomes for those we manage, and where our staff,
service providers, and partners are safe, and have the 
tools they need to do their work. Our ability to deliver on 
this goal is underpinned by the quality of our facilities 
and infrastructure – a critical enabler for success.

The prison population is projected to grow in
the long-term, and we need to plan for this now. 
Similarily, we acknowledge the need to invest in our 
prisons to ensure safety and security for our staff 
and those in our custody, as well as reduce 
re-offending through effective rehabilitation.

The Chief Ombudsman’s report Kia Whaitake/ 
Making a Difference, released in 2023, and insights 
generated by other oversight bodies signals a clear 
priority for Corrections to address the poorest 
quality high security environments in the prison 
network. Upgrading prison infrastructure is crucial 
for safer working conditions for Corrections staff
and improved living conditions for prisoners. These 
upgrades will enhance the overall effectiveness and 
safety of our prison system.

This LTNCP charts the course for a safer and  
more fit-for-purpose network that will enable us 
to meet the needs of a growing, more dynamic 
and complex prison population, while making 
prudent financial choices. 

At the heart of the LTNCP is the Future Prison 
Network Framework which will enable us to drive 
decisions about prison infrastructure from a whole of 
network view. Strategic facilities form the backbone 
of the framework. These facilities will serve as focal 
points for dealing with population growth, quality 
issues, and our ongoing ability to staff facilities and 
deliver quality services. 

Over the next two decades, the plan will provide a 
pathway to a network that balances regional needs, 
improves the quality of our prison infrastructure and 
ensures purposeful investment in facilities. The goal 
is to create a cohesive, more adaptable network that 
provides high-quality capacity and environments that 
support rehabilitation and reintegration, and at the 
same time provide safer, more effective and efficient 
working conditions for staff.

The LTNCP is born out of a thorough review of the 
prison network, identifying over 2,200 poor quality 
beds, including more than 1,300 in high-security 
units, that should be replaced over time. In response 
to this and long-term population growth, the plan 
includes the addition of over 5,100 new, mostly 
high-security beds. This will lead to the retirement 

of 2,200 poor-quality or end-of-life beds from the 
prison network. As a result, there will be a net
gain of around 2,900 beds. The LTNCP provides a 
flexible plan to consider investment over time and 
restore resilience across the network. Its delivery
is dependent on future budget decisions and related 
consideration alongside Government priorities.

The plan includes potential bed closures, upgrades
to Hut Units, and a strategic approach to addressing 
uncertainty and the requirement for resilience. 
Initiatives will increase capacity in the regions where 
we need it, and explore new options for the long-term, 
such as focusing on areas like the Bay of Plenty.

The Government and infrastructure sector are calling 
for more effective long-term planning and improved 
management of infrastructure and existing assets by 
agencies. The LTNCP enables this and supports what 
we ultimately aim to achieve as an agency. It offers a 
comprehensive blueprint for a prison network that is 
prepared for the future.

Jeremy Lightfoot
Chief Executive
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Executive summary

This Long-Term Network Configuration Plan (LTNCP) sets out the 
future path for Corrections’ prison infrastructure. It is a credible plan 
informed by asset data, analysis and key stakeholders. It provides a 
prison network that will enable Corrections to continue to meet its 
legislative obligations and respond to the complex needs of a dynamic 
prison population, and the expectations of the New Zealand public and 
oversight entities.

Corrections has developed asset management and stewardship 
capability and maturity. This is evidenced in this plan which charts a 
course focused on what is genuinely needed, and where and when it is 
needed. It addresses current risks and issues including:
• Responding to demand increases and anticipated capacity shortages. 
• Making the best use of public funds to get value for money

for taxpayers.
• Aligning to the direction of Government priorities.
• Designing a fit-for-purpose prison configuration from a whole of

network perspective.
• Aligning our funding priorities with a mix of internal and external

sources to support the plan.
• Promoting alignment of short-term and long-term decision making.

This LTNCP delivers on all of these things by outlining recommendations 
and proposed changes to the prison network over a 20-year period.

1.1 What is the problem?

New Zealand’s prison population has fluctuated up and down in the 
short-term but has steadily grown over time. Current projections, 
informed by input from Justice, Police, Corrections, Crown Law and 
the Judiciary, indicate that this trajectory will continue. The current 
proposed policy mix indicates a population that could grow to over 
13,900 in the next ten years.

New Zealand’s prison network consists of 18 sites, a number have 
poor quality beds or facilities, and are no longer fit-for-purpose for 
staff to work in or prisoners to live in. The LTNCP aims to achieve 
the following:
•	 Optimising capacity: expanding and improving the availability of the 

right types of beds in strategic locations to effectively meet growing 
demand and enhance network resilience.

•	 Upgrading facilities: replacing or upgrading over 2,200 beds 
identified as poor quality or end-of-life, including over 1,300 in high 
security settings.

•	 Adapting to evolving needs: Addressing the changing demographics 
and complexities of the population, including increased remand, 
mental health, addiction issues, and specific needs related to 
gang influence and age, to better support a diverse and dynamic 
population.

•	 Creating a future-ready network: Enhancing and reconfiguring the 
network to better align with the evolving needs of the population 
and to support staff in creating safe and effective environments. 
The LTNCP sets out the future path for potential infrastructure 
investment in the prison network. It is a key artefact in meeting 
government expectations around strong management of public 
assets, which aligns with Cabinet Office Circular CO(23) 9. It also 
signals investment intentions through long-term strategic asset 
management planning.

1.2  How do we fix it?

The development of this LTNCP included Corrections undertaking a 
review of investment requirements across the entire prison network. 
This incorporated the following steps:
•	 Bottom-up analysis of key problems, asset types, and requirements.
•	 Confirmation of five strategic priorities; Capacity, Quality, Resilience, 
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1.6  What could the LTNCP achieve by 2045?

By the year 2045, it is anticipated that the LTNCP will have:
•	 Informed investment decisions to address capacity pressures.
•	 Supported necessary investments to address population pressures.
•	 Helped resolve known network issues.
•	 Contributed to building greater resilience into the network.
•	 Facilitated the strategic distribution of capacity to areas of 

greatest need.

The result will be a more enhanced network, one that is well-equipped to 
navigate both current and future challenges, leading to a more effective 
and adaptable system. Having enough high-quality facilities is essential to 
enable Corrections’ staff to provide safe, secure, and humane conditions, 
that support the delivery of rehabilitation and reintegration services.

1.7  Future investment overview

This document contains indicative cost estimates based on the cost of 
recent major developments and the knowledge of necessary site 
improvements when adding capacity. Some LTNCP figures (particularly 
those for which approval may be sought in the next five years) have already 
been used to inform Quarterly Investment Reporting to Treasury. Other 
capacity and indicative intentions planned between 2030 and 2045 have 
been signalled to allow for considered, long-term planning. 

1.7.1 Budget decision dependencies
The LTNCP provides a strategic plan for the sequencing of major prison 
capacity asset additions, replacement and/or renewals across the 
network. To service a projected growth in prisoner population the need 
for an increased asset base forms a key driver for the LTNCP. At the 
same time, it addresses asset quality and condition issues for a changing 
prisoner demographic. The LTNCP seeks to promote flexible and scalable 
developments to maximise value for money and avoid unnecessary spend 
on non-critical facilities.

The delivery of the LTNCP will be dependent on future Budget decisions 
and related consideration alongside all Government priorities. Informed 
by the LTNCP, Corrections is working on an indicative multi-year funding 
profile out to 2030 to inform the level of capital self-funding that can be 
made available, and associated costs and trade-offs. 

1.7.2 The LTNCP’s role
The LTNCP offers an opportunity to plan for these investments more 
effectively. A summary of the next steps to realise the LTNCP is 
detailed in Figure 4.

•	 Prison capacity developed to meet 
projections

•	 Over 4,000 new mostly high 
security beds for day to day use 
over the next 20 years

•	 New capacity directed primarily at 
Strategic Nodes

•	 Distribution across the network 
matching demand

•	 Assets are in good condition, safe, 
and compliant

•	 Over 2,200 poor quality beds 
removed

•	 This includes over 1,300 high 
security beds

•	 Address poor condition and 
functionality of Hut Units

Capacity

•	 Reducing the need to hold prisoners away from their home regions
•	 Increasing capacity in Auckland Prison and Christchurch Men’s Prison
•	 Initiative to develop a new network option in the Bay of Plenty
•	 Options to further distribute the women’s prison network

Connection

Quality

•	 Capacity to respond to unexpected 
events and changing conditions

•	 Over 1,100 new beds available as 
Disaster Reserve

•	 Appropriate occupancy buffers and 
disaster reserves across all prisons

•	 Adaptable strategy allows 
investment to scale up or down

Resilience •	 Facilities for key populations are 
located in the right places  
(e.g., maxi, youth)

•	 The role of some facilities is 
reduced where it makes sense

•	 Capital planning is guided by the 
long-term vision

•	 Have more facilities suitable for the 
remand population

Purpose
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Introduction and approach

2.1  How did we get here and why did we create this?

Over the last twenty years Corrections has seen significant changes to 
the size, make-up, and complexity of the prison population. Increasingly 
those Corrections manage have health, alcohol, and addiction 
challenges. The levels of gang influence and violence are rising, and 
increased numbers of people are being held on remand. 

At the same time, Corrections has moved from a narrowly focused 
custodial environment to one that promotes better rehabilitative outcomes 
and a broader range of services, providing a catalyst for change. 

The LTNCP provides the opportunity to strategically plan for 
a future-focused national network that is fit-for-purpose and 
contributes more effectively to Corrections’ legal requirements 
and organisational outcomes. 

Corrections acknowledges that future planning comes with a level 
of uncertainty, with the likelihood of unknown or unforeseen events 
occurring increasing as the timeline extends outward. Making 
deliberate, strategically prioritised, and financially prudent investment 
and divestment decisions is critical to ensuring New Zealanders have a 
high quality, fit-for-purpose future prison network.

2.2  Background

In December 2018 the Prison Network Development Strategy (PNDS) 
was completed and presented to Cabinet. It set a direction for the future 
development of New Zealand’s prison network. This laid the groundwork 
for ongoing work across the Department in the network configuration, 
asset management and infrastructure space.

The 2019 Asset Management Change Programme resulted in the 
establishment of a new Asset Management Planning group, including 
Network Configuration and Strategic Asset Management, with a focus on 
strategy and long-term planning. 

In February 2020 the Network Configuration team presented its first 
paper to the Corrections Infrastructure Portfolio Governance Committee 
(IFPGC). This outlined challenges with the existing male and female 
networks – ‘the burning platform’. The paper, along with the condition 
and functionality assessments completed in 2015 and 2018, provided the 
first of the foundational building blocks for the LTNCP. 

The LTNCP building blocks, supporting the delivery of the first draft of 
the LTNCP in March 2023, also included a range of tools, frameworks, 
and data models. These enable Corrections to think about the prison 
network and the impact of a more dynamic prison population in a more 
nuanced way– not just ‘beds and heads’. 

The Strategic Asset Management Plan (SAMP) outlines how Corrections 
will implement management practices. It links Corrections’ strategic 
goals with asset management outcomes, including more streamlined 
capital and investment planning.

The Department’s asset performance data and reporting has fostered 
informed decision-making and strategic resource allocation. This is 
highlighted by a quantified improvement in the condition of custodial 
assets due to focused renewal efforts in recent years. The recent 
detailed assessment and targeted action for projects such as the 
Waters Infrastructure Programme further reflect Corrections’ focus 
on delivering safe, reliable, and compliant services through careful 
planning and investment.
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The LTNCP builds on the base of good asset management hygiene 
outlined previously, instiling the investment discipline being asked 
of Government agencies. It provides coordinated direction and 
prioritisation guidance for the continued stewardship of the prison 
network. It integrates planning at a network level and prioritises 
working within the current footprint of the prison network.

Long-term approaches to planning and the ability to make prudent
fiscal choices are increasingly expected by Government. The LTNCP is 
Corrections’ primary vehicle to guide long-term infrastructure planning 
across the physical assets of its prison network. This includes guiding 
significant investment proposals associated with Waikeria Prison and 
Christchurch Men’s Prison (CMP), based on a whole of network view 
and considering impacts and implications, dependencies, costs and 
investment priorities.

Corrections is facing short-term challenges around a growing 
population, demand uncertainty and potential capacity shortfalls. 
This is driving current capacity and investment choices. It does 
not, however, negate the need to continue long-term planning – 
the challenges are not going away.

2.2.1 Purpose
The LTNCP provides the pathway to deliver and maintain a quality 
fit-for-purpose prison network that will enable Corrections to meet the 
needs of a more dynamic and complex prison population. It will also 
provide appropriate facilities to support staff, while making prudent 
financial choices.

The SAMP, detailed more in Section 2.2.3, provides the guidance for 
how Corrections manages assets and how infrastructure planning can 
be developed consistently. The LTNCP articulates the plan for what 
Corrections need, where it’s needed, and when it will be delivered.

The LTNCP captures all proposals for significant property and 
infrastructure opportunities related to the prison network. It provides

a coherent, holistic view of possible future investment planning 
and decision. It articulates the high-level benefits, trade-offs, and 
key considerations, enabling decision makers to make informed 
decisions around the prioritisation of investments. The LTNCP will also 
provide direction and guidance for other pieces of work within Asset 
Management as noted in Section 2.3.1.

2.2.2 Scope and key assumptions
The development of the LTNCP has been guided by Government 
priorities, Corrections’ strategic objectives, legislative obligations 
and organisational priorities. This includes meeting obligations under 
Section 5(1) of the Corrections Act 2004, including the provision of more 
normalised, humanising and healing environments, that support and 
enable stronger rehabilitative and reintegrative outcomes and staff 
health, safety and wellbeing.

The LTNCP covers the next 20 years, informed by Justice Sector 
Projections (JSP), noting the high degree of uncertainty with long-term 
projections. The Capacity Settings Framework (CSF), identified as a 
foundational building block for the LTNCP, provides a more strategic 
lens through which to view the complexities of the prison population. 
It supports the aim of the LTNCP to build resilience into the network 
beyond addressing more immediate capacity needs. 

The LTNCP also looks to provide opportunity for future thinking on what 
the prison network could look like through the new network options 
planning category.

Each investment signalled within the LTNCP will be subject to future 
funding approval (external and internal, as required) processes, and 
will necessarily consider impacts, implications, dependencies, and cost. 
Within the planning phase for potential investments, Corrections will 
evidence the benefits it intends to realise based on its Organisational 
Performance Framework and Organisational Roadmap. Fundamentally 
these will be considered against how well it enables Corrections to 
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The Future Prison Network Framework

The Future Prison Network Framework categorises all prisons 
into five types. The Future Prison Network Framework anchors 
the LTNCP – driving tough, yet necessary prioritisation 
considerations. 

The Future Prison Network Framework (the Framework) is a top-down 
design of the network, driven by the bottom-up examination of planning 
categories to create a holistic and purposeful view of the network as a 
whole. The Framework provides a tool to guide purposeful and flexible 
future investment. For ease of reading, this section starts with the 
Framework, before going into the investment streams.

3.1 The Future Prison Network Framework – a smart 
approach to developing the prison network

The Framework drives purposeful configuration and development 
decisions about prison infrastructure from a ‘whole of network’ view. 
It is neither efficient nor affordable to provide every possible service at 
each individual site across the network. Therefore, investments need to 
be purposeful, and ensure the correct balance between this challenge 
and others (e.g. connection).

This tool will prioritise and guide investment proposals and decisions 
at national and regional levels. It supports Corrections to balance the 
need of individual sites with their potential impact on needs across the 
network. The flexibility embedded within the Framework will make for 
better investment choices as illustrated in Section 6. There is always a 
level of uncertainty about future demand and need, and the Framework 
supports adjustments to changing circumstances.    

3.1.1 The Framework
The Future Prison Network Framework is comprised of five categories 
as defined in Figure 8 and detailed further in Figure 10. Figure 11 
outlines the intended outcome of the investments and decisions 
recommended by the LTNCP. 

The Framework is intended to drive planning and investment 
development or placement of functions. It is not expected to drive 
wholesale change to the operation of a unit or prison (which will be 
subject to ordinary approval and decision-making). 
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High Security

3.2  What are the future priorities for High Security?

High Security infrastructure currently holds both High Security sentenced 
prisoners and most of the remand population. As of 31 March 2024, 
approximately 47% of the total prison population are either remand or 
High Security sentenced (not including Maximum Security) and 85% of 
the total 4,217 remand population (male and female) were held in High 
Security beds.  

3.2.1 High Security key drivers and problem statements
For the next 20 years, the key drivers for this planning category as 
described by the Working Group and other key stakeholders are:

Figure 12: High Security key drivers and problem statements

Poor quality
Of the 5,064 High 
Security beds at 
least 1,300 are 
poor quality.

Insufficient capacity
The total High Security sentenced, and remand 
population could be greater than 6,900 based 
on the JSP 2024 base case extrapolated out 
to 2045. This compares to a current maximum 
capacity of 5,064 High Security beds.

Lack of flexibility
Most High Security 
infrastructure lacks the 
flexibility required to 
manage multiple cohorts 
given current unit size 
and configuration.

Not fit-for-purpose
High Security infrastructure holds 
a population comprised of both 
remand and High Security sentenced 
prisoners. These cohorts have differing 
requirements that need to be addressed 
within the same environment.
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3.2.2 Potential future developments
Development of High Security across the network is aimed at 
‘shifting the dial’ by creating a future network that prevents the need 
for Corrections to make reactive decisions under capacity constraints. 
The priority for investments (as listed in Figure 13) was workshopped 
within Corrections, initially based on an understanding of their 
contribution to strategic priorities, then refined as the investments 
were looked at as a ‘set’.

Figure 13: Potential future investments (High Security)

New high security capacity at CMPWaikeria Prison expansion

New High Security capacity at 
Whanganui Prison

An additional 480–960 high security beds

Addresses existing quality issues and capacity gap 
at the Strategic Node of the South Island prison. 
Additional growth capacity for base and high 
demand scenarios (and/or prevents inefficient 
investment at Invercargill Prison).

An additional 810 Beds

As part of the overall Waikeria Prison 
Development. Leverages significant existing
central infrastructure as part of existing Public 
Private Partnership (PPP) and provides significant 
medium-term capacity response.

480 beds high security new beds supporting 
replacement of 187 beds

Supports eventual replacement of 187 poor 
quality beds and helps address demand growth. 
May support closures at Manawatū Prison.

New high security capacity at 
Auckland  Prison

Replace poor quality high security beds 
at Christchurch Women’s Prison (CWP)

480–720 high security new beds supporting 
replacement of 240 beds

Supports eventual replacement of 240 poor quality 
beds and addresses core demand growth at the 
Strategic Node within the area of the highest 
supply/demand mismatch.

Build 60 new high security beds to replace 
existing poor quality

Supports eventual replacement of poor quality 
beds at CWP (quality issues noted – including by 
the Ombudsman).

New high security capacity at Hawke’s 
Bay Regional Prison (HBRP)

240–720 high security new beds supporting 
replacement of 256 beds

Supports eventual replacement of 256 poor quality 
beds and addresses core demand growth though 
investment in a Strategic Node (and/or prevents 
inefficient investment at Manawatū Prison).
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Detail informing cost estimates, strategic impact, and 
implementation assessments are available on request. Strategic 
Priority scores are provided in Figure 14 with the largest scores 
displayed as the furthest from the centre point. Cost estimates are 
high-level but factor in requirements beyond accommodation costs. 
The implementation assessment reflects an initial view of confidence 
associated with infrastructure delivery, Corrections’ readiness to 
delivery, and ability to deliver the service out of the infrastructure. 
The Waikeria Prison Expansion (an additional 810 beds) is already 
approved so was not assessed.    

Figure 14: Strategic priorities scoring

Table 1: Summary of scores

Investment Total Weighted Strategic 
Priority score

Implementation 
assessment

Waikeria Prison Expansion Not assessed

New High Security capacity 
at CMP

82 2

New High Security capacity 
at HBRP

62 1

New High Security capacity 
at Auckland Prison

56 1

New High Security capacity 
at Whanganui Prison

38 1

Replace poor quality High 
Security beds at CWP

16 1

 

The scores highlight several factors. Firstly, there is an opportunity 
to invest in key sites to deliver new quality and address significant 
quality issues (CMP, Auckland Prison, and HBRP). As Strategic Nodes, 
investment in these sites highly aligns to their overall purpose. 
Investment at CMP scores highest across all priorities – highlighting 
the importance of addressing the issues at this site. Auckland Prison 
and HBRP both score closely to each other – making the case they are 
equally important and that (if required) prioritisation between the two 
investments should be considered at a later time.  

QualityConnection

Purpose

CapacityResilience

Auckland

Whanganui CWP

HBRP CMP

Key:   Highest implementation difficulty (-3)     
          Some implementation difficulty (0)
            Lowest implementation difficulty (+3)
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3.3.2 Potential future investments (by indicative priority)

Figure 16: Potential future development plans

Refurbish six Hut Units at HBRP

Improve quality and decrease from  
380 to 252 beds

Improve the quality of infrastructure at a key 
strategic node.

Refurbish four Hut Units at Rolleston 
Prison

Improve quality and decrease from  
240 to 160 beds

Improve the quality of infrastructure at Rolleston 
Prison.

Replacement new build of a Hut Unit at 
Auckland Prison

Replace 40 bed hut unit with a new build unit 
(80 beds)

One Hut Unit is located where a build 
platform would be required for any significant 
redevelopment of this prison. As Auckland is the 
only region with a significant low security capacity 
deficit, it is judged that a replacement of this 
unit is needed to support the same level of low 
security capacity across the site.

Refurbish two Hut Units at Whanganui 
Prison

Improve quality and decrease from  
140 to 92 beds

Improve the quality of infrastructure and enable 
the closure of Manawatū Prison low security.

Refurbish five Hut Units at Rimutaka
Prison

Improve quality and decrease from
300 to 200 beds

Reduce quality issues at Rimutaka Prison, however 
could be a lower priority given the availability of 
surplus low security beds at Rimutaka Prison (which 
are currently filling in gaps across the network).

Refurbish two Hut Units at Tongariro 
Prison

Improve quality and decrease from  
180 to 120 beds

Investment to reduce quality issues, however 
Tongariro capacity is less critical to the network 
and therefore is of lower priority.

Refurbish degrading Hut Unit at CWP

Improve quality and decrease from  
54 to 36 beds (assuming refurbishment)

Improve the quality of infrastructure at CWP (the 
only Women’s Prison in the South Island) where it 
has been signalled infrastructure is not fit-for-
purpose.

Refurbish two Hut Units at Auckland 
Prison

Improve quality and decrease from  
120 to 80 beds

Improve the quality of infrastructure at a key 
strategic node.

Refurbish the Hut Unit at Arohata 
Prison

Improve quality and decrease from  
20 to 13 beds

Investment to reduce quality issues, however 
considering the women's network as a whole this 
work would not be prioritised at this time.
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Refurbish five degrading Hut Units at 
CMP

Improve quality and decrease from  
300 to 200 beds

Hut Units at CMP are of medium criticality to 
the Low Security network but are of poor quality. 
This investment assumes refurbishment at 
this stage.

Closure of Low Security poor quality 
beds at CMP

Decrease by 20 beds

Reduces quality issues and regional surplus of 
799 beds shared by Rolleston Prison.

Closure of low security capacity at 
Waikeria Prison

Decrease from 380 to 320 beds

The assumption being that the Waikeria Prison 
Expansion will hold Low Security prisoners. 
Noting the closure of Te Ao Marama Unit (60 beds) 
will only be undertaken in agreement with 
local iwi.

Decrease of over 1,000 low security beds due to refurbishment or closure

Closure of Low Security poor quality 
beds at Rimutaka Prison

Decrease by 78 beds

Units at Rimutaka Prison could be retired or 
repurposed once the prison network is re-
balanced and Rimutaka Prison is no longer an 
overflow site for Northern regions.
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Figure 17: Strategic priorities scoring 

QualityConnection

Purpose

CapacityResilience

Auckland

CWP

Rimutaka

Arohata

HBRP

Waikeria

Rolleston

Rimutaka

Whanganui

CMP (HU)

Tongariro

CMP (LS)

The Strategic Priorities scorings shown above are all similar. This is 
intuitive – a similar approach (refurbishment of Hut Units) occurs for 
most investments, driving what are primarily quality improvements. 
As the Low Security network has a ‘surplus’ (compared to the 
population classified as ‘Low Security’), there is more potential for 
a pro-active and strategic approach that provides good long-term 
value through quality improvements and asset renewal – while not 
requiring ‘new builds’ or ‘replacement’ as the only answer.

Table 2: Low Security summary of scores

Investment Total Weighted Strategic 
Priority score

Implementation 
assessment

Refurbish five Hut Units 
at Rimutaka Prison

12 2

Address five degrading Hut Units 
at CMP

8 2

Closure of Low Security poor 
quality beds at Rimutaka Prison

8 3

Refurbish four Hut Units 
at Rolleston Prison

6 2

Refurbish two Hut Units at 
Tongariro Prison

6 3

Refurbish the Hut Unit at 
Arohata Prison

6 3

Refurbish two Hut Units 
at Auckland Prison

5 3

Refurbish six Hut Units at HBRP 5 2

Refurbish two Hut Units 
at Whanganui Prison

4 3

Address degrading Hut Unit 
at CWP

4 3

Replacement new build of a 
Hut Unit at Auckland Prison

4 3

Closure of Low Security poor 
quality beds at CMP

2 2

Closure of Low Security capacity 
at Waikeria Prison

-16 3

* Included in CMP high security costings

Key:   Highest implementation difficulty (-3)     
          Some implementation difficulty (0)
            Lowest implementation difficulty (+3)
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Purposeful development options

3.4 What are the future priorities for locating key functions?

The Purposeful Prisons planning category led to the development of the 
Future Network Framework. This focuses on driving decisions from a 
‘whole of network’ view and prioritises strategic nodes for investment.

However, there are other purposeful development options that respond 
to specific cohort, conditions or context. These include repurposing of 
facilities or providing for key population cohorts where there is a location 
specific requirement or demand. These have been called out in the 
Ombudsman reviews and Inspectorate’s thematic reports on aged care, 
women and young adults, that needs to be met within the network.

3.4.1 Potential purpose-driven development options
Potential purposeful development options are provided in Figure 18. 
The LTNCP also recognises that the men’s and women’s prison 
networks have differing needs. Whilst some of the potential 
investments for particular cohorts do not explicitly call out the women’s 
network, a gender lens will be applied for any further analysis, if it 
is determined those investments apply to both the men’s and the 
women’s prison network.

3.4.2 Insights or Corrections’ policy positions developed through 
the LTNCP process
•	 It is not Corrections' long-term intention to manage prisoners who 

would benefit from more specialised care in a community-based 
facility. Investment in new high dependency aged care or mental 
health and addictions infrastructure will therefore not be prioritised 
beyond what already exists. 

•	 It is suggested that Corrections work with other agencies and the 
wider community to determine the best way forward to care for 
patients with acute health needs. 

•	 Future prison design should factor in mobility for the aged care 
cohort, specifically wider, larger disability cells, and more general 
therapeutic spaces. 

•	 Current units (specifically units at Waikeria and Rolleston Prison) 
would benefit from some investment so that ‘ad hoc’ alterations 
made to units suitable for aged care are more formalised. 

•	 Hikitia is a progression of an Intervention and Support Unit (ISU) 
and will inform future development of ISUs.

•	 Around 53% of the prison population identify as Māori (51% of men 
and 70% of women). All new investments will consider the needs of 
Māori prisoners and enabling healing environments (both in terms 
of constructive activity areas and personal spaces). 

•	 Future investments should be comprised of therapeutic 
environments and enable the involvement of community. 

In addition to these proposed investments, stakeholders suggested 
that Corrections:
•	 Undertake quality assessments of beds and supporting facilities 

within dedicated women facilities.
•	 Address Maximum Security through the provision of a Maximum 

Security unit at CMP, for long-term stays. In addition to formalising 
the use of the management unit at Rimutaka Prison to hold Maximum 
Security prisoners for short periods of time as they transition to 
Auckland or CMP. It is proposed that agreement with unions is 
sought to enable an appropriate refurbishment to support this 
change – noting it will not be a designated Maximum Security facility. 
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Given the unspecified nature of the final service to be supported by the 
site, it is difficult to apply a Strategic Priorities score, but ultimately 
there are clear links to capacity (creating possibly more remand 
capacity), connection (by keeping more people in region), and resilience 
(by creating longer-term options for Corrections to work with people
in its management).

The Bay of Plenty Platform for Change represents a potential adaptable 
response to higher demand scenarios over the long-term – meaning this 
intervention may need to take on a capacity emphasis if necessary.

3.6 New network options – housing on Corrections land

Currently, there are 33 existing ‘Housing on Corrections Land’ beds in 
operation, with an additional eight beds in the design and construction 
phase, meaning a total of 41 beds will be available under current 
approvals. These beds are typically for people with lengthy histories of 
high-harm sexual or violent offending, with no access to other suitable 
housing. This includes people that need direct oversight by Corrections 
(including some with programme or intensive monitoring conditions).

However, there is a need for additional housing for high-risk individuals 
under community sentences:
• Current capacity is consistently full, with numbers in this cohort

expected to rise
• The shortage of safe housing poses a risk to public safety and

Corrections’ trust and confidence with the public. Corrections 
previously agreed to explore increasing capacity by 48 beds and 
has budget to develop a Treasury Business Case to explore this. 
Corrections has already begun feasibility at Northland Region 
Corrections Facility and will develop a programme that responds 
to capacity demand of the service at four prisons (SHCF, Waikeria, 
HBRP, and Whanganui Prison).

3.6.1 Potential future investments

Figure 21: Potential future investments

This investment does not focus on prisoners and therefore scoring 
against strategic priorities is less applicable and capacity additions are 
not included. However, it is still included within the LTNCP given the 
fundamental linkages. 

3.7 Approach to enabling  infrastructure investment

The final planning category – Enabling Infrastructure – considers 
existing programmes and business as usual (BAU)/capital planning 
that propose investment into the upkeep and development of enabling 
assets. Existing Enabling Infrastructure programmes in the LTNCP 
include the Environmental Programme, Modern Prisons (Digital) 
Programme, and Water Infrastructure Programme (WIP).

Where it makes sense, these programmes will be re-shaped to align to 
other investments within the LTNCP. This includes bundling Enabling 
Infrastructure investments into possible redevelopment programmes, 
re-apportioning the cost. Where a new investment has been proposed 
as above, any enabling infrastructure upgrades required are included 
within the investment itself. This is described further in Section 5. 

Housing on Corrections land

An additional 48 ‘Housing on Corrections Land’ beds

Increase capacity by 48 beds to meet a growing population and reduce risk to 
public safety and Corrections’ trust and confidence with the public.

aovfqq2wo5 2025-02-13 17:01:08





41 Long-Term Network Configuration Plan  |  2025–2045

Future delivery

4.1 Moving from planning categories to delivery 
programmes

Planning category options are necessary to identify the best way to 
address challenges with quality, population growth, and functional 
requirements over the next 20 years. However, they should not be 
progressed as projects themselves – this would be:
•	 Inefficient and disruptive at a site level – it would not factor in site 

limitations, the need to minimise disruption, and the need to work to 
a cohesive overall masterplan. Failure to group all significant future 
investments in the site may result in situations where the left hand 
does not know what the right hand is doing.

•	 Unfeasible from a network perspective – due to the current state 
of demand versus supply for prison beds, Corrections cannot 
do everything everywhere at once. On a related note, there are 
interrelated investments and decisions that need to be informed by 
the whole picture (e.g., the ability to avoid significant reinvestment in 
Manawatū Prison is likely to be enabled by redevelopment at HBRP 
and Whanganui Prison).

•	 Undeliverable and lack scale – there is a significant cost and 
disruption to any Corrections facility subject to redevelopments. 
Holistic redevelopment plans need to reduce this overhead. 

To move from planning categories to a plan for delivery, a four-
part process was followed – informed by a workshop with key 
representatives within Corrections from asset management, finance 
and prison capacity areas.

This largely resulted in ‘site-based’ Redevelopment Programmes, as 
underway in detail at CMP, and planned in the next two to three years 
for HBRP and Auckland Prison. 

The Hut Unit Refurbishment was also seen as optimal – these units can 
be upgraded on a ‘unit by unit’ basis, and as they are limited to a single 
footprint this approach is more available and flexible. Beginning with a 
pilot site then confirming the wider approach would make sense.
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The identification of Strategic Nodes is in part intended to 
minimise the capital requirements associated with building new prison 
capacity. Previous experience shows that the ‘cost per new bed’ is 
reduced, the greater the scale of the development (although this 
cannot be taken to extremes – prisons can become significantly more 
difficult to manage once their size passes a certain point). Focusing 
on dealing with quality and capacity issues through a distributed 
spine of Strategic Nodes across New Zealand emphasises scaled new 
build investment responses and will likely support more effective 
prison operations.

The LTNCP will also be used to avoid spend on less critical, poor quality 
facilities to avoid unnecessary, costly and disruptive expenditure that 
could result from a site rather than network level planning. 

While Manawatū and Invercargill Prisons have significant quality 
issues, the LTNCP does not signal a like for like replacement of this 
capacity (these two sites scored low in both quality and criticality 
(reflecting low proximity to the population) per the Quality Definition 
Framework). The LTNCP reflects a long-term intention to focus and 
reframe the role of these facilities to Remand Transit Hubs. This means 
a continuation of the ‘connection’ and court servicing benefit, while 
increased capacity decisions are focused on Strategic Nodes where 
scale can be created.

Some of the complexities associated with the LTNCP include the 
uncertainties associated with any long-term plan. The key driver for 
the custodial network is the expected prison population for which its 
uncertainty is illustrated further in Section 6.  

It is acknowledged that the LTNCP will need to adapt over time and 
that fluctuations in demand will have a tangible impact on the timing 
and scope of implementation. The flexibility inherently designed 
within the LTNCP and Future Prison Network Framework will provide 
options to cater to uncertain demand environments and needs.

5.3 The LTNCP and the Investment Management 
System
There are increasing expectations around long-term infrastructure 
planning and asset management. Corrections needs to be at the 
forefront of this planning. Cabinet Circular 23 (9) outlines a requirement 
for “Agencies [to] identify in their investment reporting as early as 
possible all investment intentions (over a minimum of ten years) that 
would require Cabinet consideration.” Similarly, the Infrastructure 
Commission is increasingly advocating for more certainty and 
transparency over future pipeline, while stressing the need for a 
greater focus on maintenance and use of existing asset bases.

Quarterly Investment Reporting (QIR) through to the Treasury has 
reflected the latest information now available from the LTNCP, this 
includes sequencing and indicative costing estimates for key capacity 
projects and programmes. Indicative capital costings are based on 
benchmark costs understood from recent prison developments as 
well as some new designs. The variability of other costing factors 
was also included when deriving indicative capital estimates such 
as support buildings/functions, secure perimeters, external works, 
ground conditions, demolition, enabling works/sitewide infrastructure, 
construction impact during operations, and locality. 

5.4 Delivery of the LTNCP is dependent on future 
Budget decisions 

The most significant funding considerations will relate to demand led 
high security capacity additions, as these tend to require a new build 
approach. This is largely because this is either in response to core 
demand growth, or because decant then refurbishment is not viable 
given network pressures, and uplifting the quality and condition would 
be extremely expensive and difficult.

aovfqq2wo5 2025-02-13 17:01:08



48        

Corrections is progressing work to establish more detailed costing 
assessments for business case purposes. This work is primarily focused 
on the CMP RP (with a submission due to Cabinet late 2024), followed 
by proposed Auckland Prison and HBRP Redevelopment.

These redevelopments are characterised by a strong planning 
signal about the final operating size of each site, combined with 
phasing towards that final state. This retains the advantages of scale 
across the site while allowing for staged decision-making in response 
to uncertainty. 

As a capital-intensive organisation, Corrections has carefully stewarded 
its capital reserves. The ability to prioritise internal capital funding will 
be considered at each investment point of the LTNCP. It will include 
the prioritisation of existing capital plan intentions, as well as existing 
funded programmes. Delivery of the LTNCP to meet the anticipated 
prison population demand will, however, be dependent on funding being 
available through future Budget processes and the need to account for 
Government priorities.

Informed by the LTNCP, Corrections is working on an indicative multi-
year funding profile out to 2030 to fully inform decision makers as to the 
level of capital self-funding that can be made available (along with the 
associated opportunity cost), the capital injection profile and operating 
cost implications. New capacity will require associated operating 
expenditure in relation to both the asset (capital charge, depreciation, 
maintenance) and its operation (staffing and offender related costs). 
Following Budget 24 Corrections is funded through the Operating 
baseline for a rise in prison population up to 10,000 prisoners with 
a 10% resilience/operating buffer (11,000 beds) by 30 June 2025.  
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 *References to capacity in this sense are not related to the ‘capacity’ Strategic Priority for which potential investments are ranked against in a quantitative manner.

Strategic factors for planning and delivery

6.1 How will variations in demand impact the portfolio?

6.1.1 Demand uncertainty
There are many unknowns in the context of a long-term plan, which 
may change aspects of potential investment, or the direction of the 
LTNCP more generally. While the LTNCP cannot account for all of these 
uncertainties, overall demand has been focused on as the key driver 
of change to account for Corrections’ future network. This is due to 
the strong relationship between infrastructure investment and the 
amount of replacement and/or additional capacity investments provide. 
Fluctuations in demand and variability have a tangible impact on 
decisions made in the LTNCP and the scope and speed of investment.

Long-term planning for network capacity* is informed by ten-year 
projections released annually by the Ministry of Justice, following 
collaborative development with the sector. Figure 25 provides a 
comparison of projections from 2017 to 2022 against actual population 
figures. These projections incorporate trends and growth rates. 
Historical actual figures have typically varied from projections, 
reflecting uncertainty associated with social trends, Government focus 
areas, and legislation. Justice Sector Projections cannot account for 
all communicated policy positions of a current government, tending 
to reflect only policies that are funded and/or have a developed 
implementation plan. This results in significant variance between year-
on-year projections, making it difficult to make long-term investment 
decisions with a high degree of certainty. 

Figure 25: Prison population projections
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This may significantly bolster the broader construction industry by 
enhancing the overall supply chain for prefabricated construction. 
This investment may also drive advancements in manufacturing 
techniques, increase production efficiency, and foster innovation in 
modular building materials and methods. As the demand capacity 
to deliver prefabricated cells grows, this may drive a scale up in 
operations, leading to cost reductions and shorter project timelines. 
These improvements may then be applied to other sectors, such as 
residential, commercial, and education, where modular solutions are 
increasingly sought after for their speed and efficiency. By strengthening 
the supply chain infrastructure, the LTNCP and its delivery programmes 
might promote industry-wide benefits, including job creation, skills 
development, and economic growth. 

Prefabrication is a subset of Modern Methods of Construction (MMC). 
MMC is a term used to describe a number of processes that improve 
upon traditional design and construction approaches. This can include 
design standardisation, use of technology and onsite innovations. There 
is an opportunity for Corrections to incorporate aspects of MMC to bring 
about benefits to the current and future build programmes, including 
accelerated delivery, reduced cost, and increased cost certainty. 

The Hut Unit Refurbishment is another opportunity where MMC-type 
methods could be explored. As it is looking at refurbishing units across 
20–30 sites in the prison network, and given the repeatable nature of 
this work, investment in a long-term partner or capability may be the 
most effective way of delivering this work. 

The potential value of such an approach is clear but it will only be 
unlocked by the commitment to the scale of investments signalled 
within the LTNCP. 

6.3 What impacts the LTNCP and what is driven by 
the LTNCP?

The LTNCP cannot be developed in isolation of what’s going on in 
Corrections, the wider Justice Sector, and other government agencies. 
The LTNCP will be informed, influenced and in some cases directed 
by work, groups, or activities both inside and outside of Corrections. 
Changes to legislation, for example, may have a direct impact on 
proposed investments in the LTNCP. Likewise, the LTNCP will inform 
and influence internal and external work, groups, or activities and more 
specifically direct work or activity within Corrections. It is expected that 
from January 2025 onward, the below approach will be integrated into 
ways of working within Corrections.

6.4 Possible strategic considerations

While the scope of the LTNCP is limited to infrastructure and property 
decisions, it is subject to decisions made in other parts of Corrections, 
including changes to policy and working approaches. Those considered 
notable to the LTNCP at the time of writing are as noted in Figure 31.
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