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BRIEFING
Withdrawal of NZDF involvement in MIQ

Date: 24 September 2021  Priority: Medium
Security  Tracking 2122-0559
classification: | number:

Action sought

Action sought Deadline
Hon Chris Hipkins Note the proposed plan for the withdrawal of 29 September 2021
Minister for COVID-19 | NZDF from MIQ, and indicate your preferred
Response timeframe for this to occur.

Confidentiality

Note that based on the current network size,
replacing NZDF occupied roles with an MBIE
employed or seconded workforce is expected to
' cost between $34.1 million and $62.3 million in
[2021/22, and between $103.0 million and
$138.9 million in 2022/23, depending on the
preferred exit timeframe.

Note that subject to your agreement and
direction on the proposals in this paper, we will
prepare a Cabinet paper for you to seek
Cabinet’s agreement to the NZDF withdrawal
and funding for MIQ to recruit replacement staff.

Hon Peeni Henare For information N/A
Minister of Defence

I Contact for telephone discussion (if required)
[

Name Position Telephone 1st contact

Andrew Milne Associate Deputy Secretary, MIQ | Privacy of natural v |
persons

Kara Isaac General Manager, MIQ Policy

The following departments/agencies have been consulted
The New Zealand Defence Force, DPMC (PAG), The Treasury

Minister’s office to complete: (] Approved [] Declined
] Noted [] Needs change
[] Seen [] Overtaken by Events
[] See Minister’s Notes [] withdrawn
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s Agree that this briefing will not be proactively released at this time as it contains proposals

with employment and commercial implications.

Andrew Milne

Associate Deputy Secretary Hon Chris Hipkins
MIiQ, MBIE Minister for COVID-19 Response
T AT 10710. 2021

—

Agree

This situation should be reviewed every 2 months. It may be possible to have NZDF withdraw

sooner than Dec 2022 but we are not in a position to confirm that right now.
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'/ disagree















36. We would aim to recruit approximately 60-65 new MIQ Officers per month, which, based on
the current network size, and prioritising the reduction of NZDF over private security, would
see all NZDF security personnel exit MIQ by December 2022. By 30 June 2022, we would be
aiming to have reduced NZDF’s security contribution down to 160 eight hour shifts a day

(~317 civilian FTE). This would be a reduction of 235 NZDF shifts (459 FTE) from the
September starting point.

37. The chart below shows our intended phasing for the withdrawal of the NZDF security
workforce and recruitment of replacement personnel based on current network size. This

would be adjusted as required to respond to any changes in border settings that result in a
downscaling of MIQ capacity.

SECURITY WORKFORCE PHASING (FTE)

mMBIE & AvSec Secunty ®NZDF Private Security

38. The cost of phase three and taking on the provision of the overall MIQ security workforce is
estimated to be $17.8 million in 2021/22 and $58.9 million in 2022/23. The costings include
the additional supervisory roles that will be required to ensure safe and appropriate MIQ
Officer to people leadership ratios for a civilian workforce and funding to cover the difference

between our (budgeted) understanding of NZDF's baseline security personnel contribution
and theirs.

39. If we do not manage to recruit MIQ Officers to target levels by the end of the 2022 calendar
year and MIQ capacity remains at the same level, we may need to look at supplementing the
MBIE workforce with additional private security as a short-term solution.

Confidentiality

40. We view December 2022 as an ambitious but potentially achievable timeframe, based on the
security workforce labour market and the current size of the MIQ network.

41 National security or defence

42.

National security or defence
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43.

44,

45.

46.

47.

Given that we are struggling to recruit and retain security staff, recruiting nearly 800
additional MBIE staff (plus any required for new facilities) in approximately nine months (by
the end of June 2022) is unlikely to be feasible.

However, there are a number of workstreams in development as part of the Reconnecting
New Zealand programme (such as the self-isolation pilot) that have the potential to impact on
the future size and scale of MIQ. Given the number of variables in play, it is likely that our
network needs may be less in 6-12 months’ time. If the size of the MIQ network were to
decrease by approximately 20% (five medium sized facilities), then a June 2022 exit of all
NZDF personnel may be achievable.

However, if Ministers support a June 2022 exit, and if the size of the MIQ facility network
remains the same (or increases), MBIE would need to engage with private security to
determine the feasibility of incrementally replacing some NZDF staff with private security.
This would greatly increase the proportion of private security staff in MIQ, although we would
look to reduce reliance on private security over time. If we were unable to recruit enough
replacement staff or contracts by that point, then the only option would be to ‘mothball’ a

facility or facilities and reduce capacity until enough people were recruited to bring them back
online.

The greatest risk associated with a June 2022 withdrawal would be COVID-19 itself. Having
close to 100% turnover of a critical workforce in 12 months could create a serious risk of IPC
failures, due to a large influx of inexperienced staff over a short period of time.

Commercial information

Estimated total financial impact of MBIE’s proposed withdrawal plan

48,

49.

50.

51.

We estimate that the total cost of a full NZDF withdrawal from MIQ according to the MBIE
proposed timeline would be $34.1 million in 2021/22, and $103.0 million in 2022/23. These
figures include the one-off project and transition management costs that would be expected
in scaling up a recruitment programme of this size at pace.

The total estimated financial impact of the withdrawal is summarised in the table below.

Estimated total financial impact ($m) 5
NZDF withdrawal phase one - initial reduction of 55 eight-hour security

shifts per day (~108 civilian FTE) by end of October 2021 o $0.8
NZDF withdrawal phase two - phase out of all NZDF non-security $6.8 $35.5
personnel (233 FTE) by June 2022 i ’

NZDF withdrawal phase three - phase out of remaining 340 eight-hour $17.8 | $58.9
security shifts per day (~668 FTE) by December 2022 ) .
Project and transition management costs $4.0 $2.0

5341 51030

In addition to personnel costs, taking on a shift-based workforce of this size would likely
require investment in a payroll/rostering IT system, as MBIE’s payroll system does not have
24/7 rostering capability. We are currently using AvSec's system for this purpose and
contracting them to manage the process. We are exploring alternative options and will advise
you on costings in due course.

Commercial information
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62. Given how critical NZDF is to public trust and confidence in the MIQ system, communications
about the withdrawal (if agreed) will need to be carefully managed. If Cabinet agrees to the

NZDF withdrawal and funding request we would provide you with a detailed communications
plan.
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