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Public Service Agreement 2010-2014 (Croke Park Agreement) Action Plan

Department of Agriculture, Food and the Marine
1.
Summary of Main Progress Achieved in the Six Month Period April 2011 to September 2011

	Public Service Agreement 2010-2014 (Croke Park Agreement) Action Plan

2.
Detailed Progress Update for the 6-months – April to September 2011



1. Better human resource management: Actions under this heading include reductions in numbers, redeployment, reconfiguration of service delivery, revisions in attendance arrangements, better attendance and absence management, etc.
	Terms of the Agreement
	Action
	Target Date as per Current Action Plan
	Current Position

	1.5

	Staff Numbers: Meet the staff targets set down in the Employment Control Framework (ECF). The target for the period to 2014 is a total saving of 467 staff.



	End

Target

2011

3,608

2012

3,539

2013

3,471

2014

3,414


	The Department is currently on target to be below its ECF ceiling for 2011. At the end of September the Department's staffing figure was 3,572 full-time equivalents; some 36 under the permitted level.                                                                                                                                                                                          






	1.10 & 4.1

	Administrative Budget (AB): Make savings in the administrative budget (non-payroll) by 7% in 2011, with targets of 5% in each subsequent year.





	Year

Target 
2011

-7%

2012

-5%

2013

-5%

2014

-5%


	At the end of September expenditure incurred on the non-pay element of the AB was 30.258m. The Department is on target to deliver a 7% saving.






	1.10


	Overtime: Reduce overtime by 7% in 2011, with targets of 10% in each subsequent year.





	Year

Target
2011

-7%

2012

-10%

2013

-10%

2014

-10%


	At the end of September, overtime expenditure amounted to €2.574m. The Department is on target to deliver a 7% saving in 2011.

	1.7 & 1.9


	Complete Local Office Reorganisation Plan: Close 42 local offices and retain 16 enhanced offices.











	End 2012
	42 offices have now been closed to the public. 10 of these have been fully vacated and 32 are partially closed. The establishment of the 16 enhanced offices was completed on 20 May.

There has been total redeployment of 322 staff, 58 internally and 264 externally.

This phase of the programme is well advanced and is on schedule to be completed by the end of 2012.






	1.8
	Integrate streams and rationalise grades.








	2014


	The Department has made good progress in recent years in a drive towards cross-stream reporting, team-working and the integration of streams. In the past six months further progress has been made; cross-stream reporting arrangements have been implemented in Divisions dealing with environmental work. A multi-disciplinary, cross-Division ‘Trade Team’ has also been established and a similar team for Procurement is in the process of being established.

A proposal document to examine options for restructuring the grading streams is being drafted by Personnel. Discussions are taking place with other Government Departments who have undertaken similar grade restructuring.


	4.16


	Eliminate inappropriate work practices and arrangements. The Department identified three areas for internal review:

1. The administration of debtors.
2. The travel and subsistence system.

3. Two internal claim processing systems.


	2011-2012


	1. A working group was established to review the current debt management guidelines and the establishment of a Central Debt Unit. It reported considerable progress made by the relevant Divisions in dealing with debts.  It recommended that the current arrangements continue on a one year pilot basis with a quarterly review to look at procedures and on-going progress.
2. A review of travel and subsistence within the Department has been completed. A number of recommendations, including the introduction of some new procedures and controls, are being implemented.  

3. A review of two internal claim processing systems has been completed and the recommendations are being implemented. The rationalisation of these processes will lead to administrative efficiencies.

The Department is seeking to identify further opportunities in this regard and is introducing a new staff suggestion scheme, which will seek the views of staff regarding efficiencies in their own work areas.





	4.10
	Implement new Attendance Management Policy.




	Year

Targeted Saving

2011

3,550 days

2012

3,195 days

2013

2,875 days

2014

2,588 days


	The individual and line-management responsibilities contained in the revised Department of Finance Circular on Management of Sick Leave have been highlighted to all staff. Quarterly sick leave reports have issued to Heads of Divisions since August 2010.


Figures for the 12 months from August 2010 to July 2011 record a 13.2% decrease in the number of days lost to sick leave compared to the previous 12 months. An ‘annual report’ in this regard is currently being prepared.







	4.12


	Strengthen the role of performance management.






	2010-2014


	The Department continued to work at increasing awareness of the requirement to comply with PMDS amongst its staff. The Department's Management Advisory Committee was involved and its members were provided with details of compliance among staff in their areas of responsibility. PMDS also featured on the agenda of Departmental Council meetings and at staff seminars throughout the country during the review period, where compliance and engagement were discussed. 




The Department continued to liaise with the Department of Public Expenditure & Reform (D/PER) in relation to the revision of the new PMDS forms and related guidance notes. Planning is underway to identify the most effective methods of raising awareness in the Department of the new forms, the guidance notes and the guidance notes for addressing underperformance.



The Department also investigated the possibility of introducing an internal ePMDS in the Department. However, this will now have to be reviewed in light of the D/PER proposals to introduce a service-wide ePMDS.






	4.4, 4.8 & 4.11


	Implement new HR Strategy.


	2014


	The current draft of the Department's HR Strategy is being updated to include recent developments on PMDS coming from D/PER. It is then planned to establish a small focus group comprising staff within the Department to review the final draft.






2. Better Business Processes: Actions under this heading would include efficiency measures and improvements to the processes by which your Department/Body delivers its services to the public, including changes to the technology used, better data management, including around identity, and so on.
	Terms of the Agreement
	Action
	Target Date as per Current Action Plan
	Current Position

	1.10 & 4.13

	Identify and implement efficiencies via MSD* and Value For Money Reviews (VFM).

*Management Services Division (MSD) provides the Department with analysis and advice on organisational development, resource deployment, business process improvement and change management.


	2011-2012

	The ‘Implementation Steering Group’, chaired by the Secretary General, oversees the implementation of MSD and VFM reviews and also has responsibility for the implementation of this action plan. 



MSD Reviews completed and for implementation:




Review of the Single Payment Unit





DVO Veterinary Inspectorate Review





Review of Forest Inspectorate





Transport of Laboratory Samples





Review of Animal Health and Welfare Divisions





Review of Accounts Division 


Review of the Dairy Controls and Certification Division


Reviews commenced/ to be commenced in 2011



Review of IT Divisions





Review of Personnel Division 





Review of the Marine Engineering Division 





Value for Money Reviews

The VFM on Fisheries Decommissioning Schemes is now complete and has been submitted to the D/PER. Arrangements are now being put in place for its publication and submission to the Oireachtas.      

The VFM on Suckler Cow Welfare Scheme is well advanced and is expected to be concluded by end-November of this year.                                               




	4.15

	Streamline Procurement: Target 10% savings.



	2010-2014

	The report of the ‘Procurement Review Group’ was adopted in September 2011. The report makes 15 recommendations with the key recommendation being the establishment of a ‘Central Procurement Unit’ to advise, enforce and monitor Department procurement expenditure and to ensure procurement is conducted in a co-ordinated and strategic manner, in accordance with relevant procurement legislation and guidelines. The new Unit is being established from within existing resources and will assess and lead initiatives to ensure the Department delivers on the 10% saving commitment set out in the Department's Action Plan. An officer has already been assigned to lead the new Unit. The report was validated externally by Accenture (on a pro-bono basis).










	4.15

	Framework agreements for voice & data telecommunications services: continue to leverage for savings for Department and state bodies.

	2010-2014
	The Department has completed a number of procurement exercises under the voice and data telecommunication frameworks and estimates that there will be ongoing savings of 17% to 20% over 2010 costs.  Further use of the frameworks will continue to deliver higher percentage savings as more services are procured over the next number of months.

	1.10 &4.14


	Agriculture Inspectorate Re-organisation and Flexibilities
	2010-2014
	Staff numbers in the Agriculture Inspectorate have dropped from 253 to 199 since January 2008, a reduction of 21%. There has been no recruitment since the moratorium was introduced except for 2 specialists.

To continue to manage with reduced numbers a programme of re-organisation and restructuring has been on-going. An example is the amalgamation of 4 Divisions into 2 with the reduction of 24 posts (amounting to savings of €1.2m). 

Restructuring on environmental work was agreed and implemented whereby an Agriculture Inspector Unit transferred to a Principal Officer and an Assistant Principal Unit transferred to a Senior Inspector adding to the integration of the Agriculture Inspectorate and Administrative staff streams.


	4.14

	Implement a more cost efficient, flexible and integrated inspection service





	2010-2014
	There are two elements to this action; 1) rationalising the structure and 2) providing additional IT support.

1. Rationalising the structure

The proposal to integrate technical staff in the Seed Certification Division into a common pool has been agreed with IMPACT and is now being rolled out. The amalgamation will enable a more flexible approach to Seed Certification in the context of falling staff numbers in the Division.




The proposal to integrate technical staff in two further Divisions is under discussion with staff representatives.


2. Agriculture Field Inspection and Testing System (AFIT)

Since the last progress report the AFIT System, an internally developed system to manage and track inspections, has been extended to cater for an additional 10 inspection types, bringing the total number of inspection types being supported by AFIT to 100.


	1.10 & 4.13

	Integrate applications and claim operations: centralise administration of schemes.



	2010-2014
	The 2011 Organic Farming Scheme has been centralised to enable more efficient processing. Previously applications were submitted to each local office.  
Applications and claim operations are being integrated on the Generic Claims Processing System (GCPS) for the following schemes:

· Agri-Environment Options Scheme (AEOS)

· Two new farm modernisation schemes, Pigs and Poultry and Sheep Fencing. 

The payments element of the GCPS was rolled out for AEOS in August 2011. 
Work has commenced on developing an appropriate Business Operating System for the Bio-energy Scheme. The inspections procedure has also been standardised with the appointment of a single point of contact to co-ordinate the cross-Divisional aspects of inspections under the Scheme.










	1.9, 1.10 &

4.13
	Adjust regulatory presence in meat plants.


	2011-2012
	The transfer of the carcase stamping function from the Department to slaughter plant operators is scheduled to take place on 24 October 2011.

The pilot training programme in post-mortem inspection procedures is being developed in conjunction with users, with a view to implementation as soon as the practical arrangements necessary to deliver the programme can be put in place. In that context the transfer of the carcase stamping function is important as it will enable the release of staff resources. 


	1.9, 1.10 &

4.13
	Review the Regional Veterinary Laboratory structure, with a view to: 




1. Rationalising the network.


2. Identifying any overlap with Teagasc.




3. Moving certain testing to the private sector.




	2011
	The Department is examining proposals in relation to the laboratory structure, the potential for shared services and privatising certain aspects of the work. 


	1.10 & 4.15

	Promote increased use of shared services.



	2011-2012

	The Department is now providing full ICT infrastructure support on a shared services basis to the Department of Communications, Energy and Natural Resources (DCENR).
Building on an internal scoping exercise, Accenture (on a pro-bono basis) have examined the opportunities and capacity for further shared services in IT, payroll and accommodation between the Department and its non-commercial state agencies. This review is complete and is now being considered internally.


	1.9

	Pursue greater inter-agency cooperation with Customs at ports and airports.



	2011
	Negotiations with the Revenue Commissioners have recommenced with a view to finalising a more rational approach to supervision at ports and airports. 

	1.9

	Examine the scope for broader cooperation with the Local Authority Veterinary Service.


	2011-2012
	The transfer into the Department of a veterinary officer from Cork City Council has been facilitated by the Agreement. The Department is examining further possibilities for synergies and further co-operation.



3. Delivering for the Citizen: Actions under this heading would include efficiency measures and improvements to the processes by which your Department/Body delivers its services to the public, including changes to the technology used, better data management, including around identity, and so on.
	Terms of the Agreement
	Action
	Target Date as per Current Action Plan
	Current Position

	4.13


	Further development of service provision online as the norm: initially to increase online take up of the Animal Identification and Movement system (AIM) & the Single Payment Scheme (SPS).
	2010-2014
	Single Payment Scheme (SPS)

The number of SPS applications filed online has increased significantly since its introduction.







Year
Applications




2007
7,525




2008
19,613




2009
34,440




2010
43,465




2011     54,372
There is an increase of 10,907, or 25%, in 2011 over 2010.

Animal Identification and Movement system (AIM)
The rate of electronic calf birth registrations recorded at 26% in 2010 will be exceeded in 2011.The rate of electronic registrations for 2011 [January - September] is 34%. 
















	4.13

	Continuing upgrade of AIM.





	2010-2014
	Upgrades of AIM are made by releasing new modules. 

· The 5.6 release provided exporters with the facility to download files to facilitate the Bord Bia Quality Assurance Scheme for the export of live animals.  

· The 5.7 release provided enhanced online facilities for herd keepers together with agent access to the system. This agent facility allows farmers to nominate an agent to submit calf birth registrations and movements electronically to AIM on their behalf or for an agent to view their data on AIM using agfood.ie for advisory purposes.  

· Work is well advanced on the 5.8 release which will enable meat factories carry out certain AIM tasks outside of normal business hours. 

· Work has commenced on the 5.9 release which includes the transfer of the movement system for pigs. 









	4.13

	Further re-use of information and centralisation of transactions.



	
	The Generic Claims Processing system has been extended to cater for:

· AEOS I Claims/Approval and Advance Payments  AEOS II Claims and Approvals 

· Targeted Agricultural Modernisation Schemes - Pig/Poultry, Sheep and Diary Hygiene Schemes. 

Work is ongoing in extending GCPS to cater for additional requirements for these schemes as business requirements are obtained. Business analysis work on the extension of GCPS to the Bio Energy Scheme has commenced.





Since the last progress report, the AFIT (Agriculture Field Inspection and Testing System) has been extended to cater for an additional 10 inspection types, bringing the total number of inspection types supported by AFIT to 100.


	4.13


	Improved IT systems in enhanced local offices.
	2011
	IT systems are continuing to be improved in enhanced offices. A customer snap shot application for staff improves the quality of service available to customers and training for staff continues in this area. Enhanced offices can since September facilitate farmers by transmitting animal movement permits to slaughter by e-mail directly rather than by post making the service more efficient and flexible for farmers.
In addition, farmers can now access certain services from any of the enhanced offices, unlike the previous situation where they had to attend their assigned office, e.g. movement permits can be obtained from any office.



Highlighted items


Staff numbers: Staff numbers have fallen by a further 32 full-time equivalents in the last six months.


Local office re-organisation programme: 42 offices have now been closed to the public. 10 of these have been fully vacated and 32 are partially closed. The establishment of the 16 enhanced offices was completed on 20 May.  In total, 322 staff were redeployed. This phase of the programme is well advanced and is on schedule to be completed by the end of 2012.			


Procurement: A major internal review of procurement, which was validated externally, has been completed. The implementation of the recommendations of the review has commenced.


Shared Services: The Department is now providing full ICT infrastructure support on a shared services basis to the Department of Communications, Energy and Natural Resources. A scoping exercise to examine opportunities for offering further shared services to the Department’s State Agencies for payroll, accommodation and IT has been completed.


Online applications: The number of Single Payment Scheme applications online has increased from 43,465 in 2010 to 54,372 in 2011, an increase of 25%.
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