
 

 

 

Operation Soteria -Quarantine Hotels 

Options Analysis 

24 June 2020 

Purpose 

To identify options for the improved safety of operations across all quarantine hotels operating to support Operation 

Soteria.  

Current Situation 

Current operations utilise a combination of Department of Health and Human Services (DHHS) staff, private 

security contractors, contract nurses and hotel support staff.   

This model, whilst largely effective, has been built through a series of complex contractual arrangements across 

multiple departments, which include Department of Jobs, Precincts and Regions (DJPR) acting as contract 

procurer and manager of some operational elements.  The contractual arrangements are further complicated by 

security subcontract arrangements. 

Hotel quarantine is supported by Public Health Command and Operation Soteria Command operation policy, 

guidelines and an overarching plan.  The plan, policy and guidelines have evolved quickly and essentially form a 

robust set of operational doctrine to support all elements of the hotel quarantine, from arrival to departure, including 

health, welfare, safety, infection control and response to other risks.   

Implementation of plans, policy and guidelines have been supported with inductions, training and contractual 

discussions, in an attempt, to achieve compliance across all staff.   

To date compliance, particularly from sections of the security staff has been ad hoc, with incidents of 

noncompliance with infection prevention control, physical distancing and other CHO directions resulting in 

outbreaks in hotel quarantine.   

The highest risk activities in hotel quarantine are: 

• Failure to use PPE correctly 

• Goods handling, particularly luggage 

• Entry and Exits of large numbers of detainees 

• Provision of fresh air, exercise breaks for detainees 

• Swabbing and other medical procedures. 

 

Current Situation 

Options for improved hotel quarantine operations are detailed in this document for consideration.  

Recommendation –  

Accept Option 1 

• Requiring approximately 400 per day, on average, Police resourcing (650 – 800 FTE) 

• ADF logistics expertise of 50  
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• Further use of Spotless contractors through Alfred for ‘orderly’ equivalent tasks as described as Customer 

Service Officers 

• Strengthening of operational roles at hotel sites as underway and in progress 

• Noting the option can be implemented by within 3 days of agreement to the provision of Police resources is 

provided.      

Further noting all staff numbers are approximate and are calculated on an average of 20 hotels operating, the staff 

numbers are averaged and do not account for rostering nuances or different floor and capacity layout across our 

hotels.  Staff numbers are calculated as FTE per week based on 38 to 40 hours per week worked (pending 

awards). 

Staffing elements of options could be altered based on final allocations and agreement but provide in 

principle variation of options for consideration.  For example, ADF and Police resources ratios could alter 

given similarity of roles.  On any given day we utilise approximately 1000 (1200 to 1600 per week FTE) 

security in the current staffing model.   

All options are capable of rapid implementation, subject to staff availability and initial training the options can be 

implemented on a hotel by hotel or staffing cohort by cohort basis immediately. 

 

Additional Compliance 

All models require a significant number of security staff to be employed onsite at hotels, the availability of other 

workforces does not reasonably allow a replacement of security for all roles. Additional compliance is required 

regardless of the option, whilst option A and B provide greater supervision and pairing of security staff, which of 

itself will increase compliance, all models require additional measures to prevent further non-compliance of the 

staff. 

Options for improved compliance include: 

• Amended contracts, requiring increased accountabilities for the contracted company, minimum standards 

of conduct and penalties for breaches 

• Investigation by the Enforcement and Compliance Team of all breaches with a view to issuing warnings 

or penalties, 6 investigators required 

• Direct penalty from Victoria Police for non-compliance of CHO directions (subject to discretion of Victoria 

Police). 

Victoria Police 

Each of the options, including additional compliance measures for current rostering, require resourcing from 

Victoria Police.  This includes Victoria Police sworn personal, PSOs and possible supplementation through the use 

of Sheriff’s Officers. 

Options A and B require a substantial increase in Police, particularly option A, Victoria Police could potentially 

offset the impact on other operational duties using rostering options that currently exist: 

• Voluntary duties  

• Overtime model, like TAC funded road policing operations. 

Option A – Optimal Model 

This model provides for a significant increase in trained and professional resources to support the current staffing 

model in hotels.  Victoria Police, PSO, Sheriffs and ADF staff are trained to a higher standard, have a greater 

understanding of compliance and work to a standard of discipline, and they have customer service and de-

escalation skills. 
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Drawing Customer Service Officers (CSOs) from across the hospital network, including additional nurses, orderlies 

and hospital ancillary staff will increase infection prevention and control standards across hotel quarantine. These 

staff are used to compliance with policy and guidelines and have customer service and de-escalation skills.  

CSO staff model can be built into the Alfred Hospital and Spotless contracts.   

This model could eliminate the need for security staff.  

This model provides an optimum mix of staff with skills and training relevant disciplines to supervise and provide 

safe and secure detention, and it provides the opportunity to eliminate or significantly reduce security staff 

numbers.   

 

Staffing Number Required Role Comment 

Victoria Police, PSO, 

Sheriffs  

[PROPOSED] 

 

It is preferable that 

Victoria Police lead the 

rostering of these staff 

with a mix of Police and 

PSOs, they currently 

roster Police and PSO 

and could augment the 

PSO’s with available 

Sheriffs. 

A minimum of 3 sworn 

Police officers per shift 

per hotel. 

@ 650 to 800 

Minimum 6 per shift X 20 hotels 

X 3 shifts X 7 days per week 

Reporting to hotel team 

leader. 

Supervision and security 

role, support hotel 

detention under authority 

of Authorised Officers 

(AOs) and respond to 

safety and public order 

issues in the hotel, first 

response to all incidents. 

Potentially paired with 

CSOs for multi-

disciplinary response.   

Victoria Police at this 

stage are concerned at 

balancing this operation 

due to competing COVID 

demands.  

An offer of 30 Sheriffs for 

4 weeks only has been 

made which creates 

unacceptable uncertainty 

in quarantine resourcing. 

 

ADF  

[LOGISITICS ROLE 

PROPOSED] 

@ 50-100 

7 days per week 

Support role for AOs, 

monitor compliance with 

directions.  

ADF could complement 

the Police operation 

and/or provide logistics 

support to the hotel 

quarantine model.. 

Cluster Manager – DHHS 

[UNDERWAY]  

@16 

5 hotels each X 2 day and 

afternoon shifts X 7 days per 

week. 

1 Manager across all hotels 

night shift X 7 days per week 

Manage all activities 

across 5 hotels, roving 

patrols to ensure 

compliance and an 

escalation point for hotel 

team leaders. 

Currently recruiting to 

these positions. 

Hotel Team Leader – 

DHHS 

[IN PLACE] 

@ 80 

1 hotel X 20 hotels X 3 shifts X 

7 days per week 

* Onsite Safety Officer 

Manage all operational 

activities in the hotel, 

manage safety, risk, 

operations, escalation 

point for all staff in hotels 

roles. 

In place, currently 

recruiting to ongoing 

positions. 
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Staffing Number Required Role Comment 

Authorised Officers 

[IN PLACE and 

UNDERWAY] 

@ 64 

1 AO per hotel X day and 

afternoon shift 

1 AO per 2 hotels night shift 

Ensure compliance with 

CHO & DCHO orders at 

quarantine hotels and 

international ports of 

entry. 

In place, roster 

challenging at present, 

recruiting additional AO’s. 

Nurses – Clinical role  

[IN PLACE] 

Minimum – 3 per shift day and 

afternoon X 20 hotels X 7 days 

2 per shift Night X 20 hotels X 7 

days 

Number may increase based on 

complexity of care required  

Clinical nurse care  

Nurses – Mental Health 

[IN PLACE] 

1 per shift X 3 shifts X 20 hotels 

X 7 days 

Number may increase based on 

complexity of care required  

Mental Health care  

Customer Service 

Officers – CSOs (Nurses, 

Orderlies, hospital 

ancillary staff, other) 

[PROPOSED] 

* consideration could be given 

to use of airline staff currently 

not employed as they have 

relevant training and customer 

service skills.  

@ 440 

6 per shift X 20 hotels X 2 shifts 

(day, afternoon shift), X 7 days 

per week 

Reporting to the hotel 

team leader, manage 

detainee contact, goods 

movement, fresh air and 

exercise breaks, respond 

to detainee requests.  

Potentially paired with 

Police/PSO’s for multi-

disciplinary response.   

Resources available 

through Spotless, 

pending contract 

negotiations and staff 

availability. 

Security 

[PROPOSED] 

Nil   Contractual obligations to 

be reviewed to plan exit. 

 

Option B – Hybrid Model 

This model provides for a smaller increase in trained and professional resources to support existing security and 

customer service functions within hotels.  Victoria Police, PSO, Sheriffs and ADF staff are trained to a higher 

standard, and have a greater understanding of compliance and work to a standard of discipline, they have 

customer service and de-escalation skills. 

Drawing Customer Service Officers (CSOs) from across the hospital network, including additional nurses, orderlies 

and hospital ancillary staff will increase infection prevention and control standards across hotel quarantine, as they 

are used to compliance with policy and guidelines and have customer service and de-escalation skills.   

CSO staff model can be built into the Alfred Hospital contracts.   

This model provides a small increased mix of staff with skills and training in relevant disciplines to supervise and 

support existing security, it provides the opportunity to reduce security staff numbers across all hotels.   
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Staffing Number Required Role Comment 

Victoria Police, PSO, 

Sheriffs 

 

It is preferable that 

Victoria Police lead the 

rostering of these staff 

with a mix of Police and 

PSOs, they currently 

roster Police and PSO 

and could augment the 

PSOs with available 

Sheriffs. 

A minimum of 1 sworn 

Police officer per shift  

@ 150 

2 per shift X 20 hotels X 3 shifts 

X 7 days per week 

Reporting to hotel team 

leader. 

Supervision and security 

role, support hotel 

detention under authority 

of Authorised Officers 

(AOs) and respond to 

safety and public order 

issues in the hotel, first 

response to all incidents. 

Potentially paired with 

CSOs for multi-

disciplinary response.   

 

ADF @ 50 - 100 

7 days per week 

Support role for AOs, 

monitor compliance with 

directions 

 

Cluster Manager – DHHS  @16 

5 hotels each X 3 shifts X 7 

days per week. 

Manage all activities 

across 5 hotels, roving 

patrols to ensure 

compliance with PPE and 

social distancing, and an 

escalation point for hotel 

team leaders. 

Currently recruiting to 

these positions. 

Hotel Team Leader - 

DHHS 

@ 80 

1 hotel X 20 hotels X 3 shifts X 

7 days per week 

* Onsite Safety Officer 

Manage all operational 

activities in the hotel, 

manage safety, risk, 

operations, escalation 

point for all staff in hotels 

roles. 

In place, currently 

recruiting to ongoing 

positions. 

Authorised Officers @ 64 

1 AO per hotel X day and 

afternoon shift 

1 AO per 2 hotels night shift 

Ensure compliance with 

CHO & DCHO orders at 

quarantine hotels and 

international ports of 

entry. 

In place, roster 

challenging at present, 

recruiting additional AO’s. 

Nurses – Clinical role  Minimum – 3 per shift day and 

afternoon X 20 hotels X 7 days 

2 per shift Night X 20 hotels X 7 

days 

Number may increase based on 

complexity of care required  

Clinical nurse care  

Nurses – Mental Health 1 per shift X 3 shifts X 20 hotels 

X 7 days 

Mental Health care  
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Staffing Number Required Role Comment 

Number may increase based on 

complexity of care required  

Customer Service 

Officers – CSOs (Nurses, 

Orderlies, hospital 

ancillary staff, other) 

* consideration could be given 

to use of airline staff currently 

not employed as they have 

relevant training and customer 

service skills. 

@ 440 

6 per shift X 20 hotels X 2 shifts 

(day, afternoon shift), X 7 days 

per week 

Reporting to the hotel 

team leader, paired with a 

security guard (day and 

afternoon shift), manage 

detainee contact, goods 

movement, fresh air and 

exercise breaks, respond 

to detainee calls for 

assistance, provide 

security and ensure 

compliance with 

directions, policy and 

guidelines  

Resources available 

through Spotless, 

pending contract 

negotiations and staff 

availability. 

Security @ 750 - 900 

Minimum 10 – 12 per 

shift X 20 hotels X 3 

shifts X 7 days per week 

Reporting to the hotel 

team leader, paired with a 

CSO’s (day and afternoon 

shift), manage detainee 

contact, goods 

movement, fresh air and 

exercise breaks, respond 

to detainee calls for 

assistance, provide 

security and ensure 

compliance with 

directions, policy and 

guidelines. 

Night shift provide 

security across the hotel. 

In place, additional 

contractual obligations 

required. 

 

Option C – Current Staffing 

This option keeps the current staffing mix (@1200 - 1600 security FTE) with a view to increased contractual 

arrangements, increased focus on staff compliance with directions, policy and guidelines and increased training 

and supervision.  The current model could be further supported through: 

• Increased tasking of Victoria Police patrols, with direct tasking requiring them to enter hotels regularly and 

monitor compliance 

• Addition of Sheriffs rostered across all shifts in a compliance, supervision role 

• Addition of a small cohort of ADF personal to work with security to improve compliance    

• Increased IPC audits.  

 

Training and Induction 

All options will require all new staff to be inducted and trained, particularly in PPE and IPC standards.  This can be 

done rapidly with ongoing refresher training built into operational planning. 
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Rostering 

Whilst complex, particularly with increased staff mix and differences in IR requirements and changes in numbers of 

detainees in hotels, efforts should continue to be made to reduce cross over of staff between hotels.  At a minimum 

no staff (with the exception of the cluster manager) should work across different hotels on the same or consecutive 

days. This will allow some time for staff to identify as unwell prior to entering a new hotel.  
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