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Department of Agriculture, Food and the Marine – Revised Public Service Agreement Action Plan – January 2012


Public Service Agreement 2010-2014 (Croke Park Agreement) 
Integrated Action Plan for the Department of Agriculture, Food and the Marine and its agencies

January 2012

The Department’s Public Service Action Plan of January 2011 has been revised to incorporate its non-commercial state agencies and to take account of, amongst other things, Government policy on public service numbers for the period 2012 to 2015. The Department has made good progress in implementing its Action Plan, as outlined in the two progress reports submitted in 2011. 
	1. Better human resource management

	Terms of the Public Service Agreement 2010 – 14
	Action/Commitment
	Target Date for Implementation

	1.5

	Reduction in staff numbers: Staff numbers in the Department at the end of 2011 were at a level of 3,525 full-time equivalents (FTEs). A further reduction of 260 FTEs is required by 2015, in accordance with new targets set down in the revised Employment Control Framework for the Department. The Department will achieve this target by adjusting the organisational structure and reviewing business processes.
The achievement of this further reduction will signify a staffing reduction in the Department of 1,535 FTE (32%) since the beginning of 2005. As described in further detail throughout this Plan, the Department is actively re-organising and restructuring to mitigate the effects of falling staff numbers.
Within the context of falling numbers, the Department will need to fill certain critical posts where redeployment will not be an option, i.e. where certain specialist expertise is required and is not available elsewhere in the public sector. Particular attention is drawn to the fact that much of the Department’s activities, in relation to food safety and farm payments are subject to statutory controls established in EU regulations and as such the processing and inspection controls and their frequency are mandatory and Ireland may suffer significant disallowance if not properly implemented as well as causing increased food safety, animal and plant health risks.
	End of Year

Number

Reduction

2010 (actual)

3,632

6.4%
2011 (actual)
3,525

2.9%
2012 (ECF)

3,422

2.9%
2013 (ECF)

3,373

1.4%
2014 (ECF)

3,318

1.6%
2015 (ECF)
3,265
1.6%
Total 2010-15*

616

15.9%

*Actual staff number at beginning of 2010 being 3,881.

Total staff savings of 616 staff or an estimated €30,800,000.

	1.5

	Reduction in staff numbers: Overall staffing numbers in the Department’s Non-Commercial State Agencies was 1,685 FTE at the end of 2011. A further reduction of 292 FTEs is required in this sector by 2014, in accordance with new ceilings set down in the revised Employment Control Frameworks.
Agency

End 2011

2014 ECF Target

Reduction

Teagasc

1,190.5

993

16.6%
BIM

117.7

87

26.1%
Sea Fisheries Protection Authority (SFPA)
93.2

78

16.3%
Bord Bia

92.8

76

18.8%
Marine Institute

186.1

154

17.2%
National Milk Agency

5

5

-
Total

1,685.3

1,393

17.3%
The State Agencies are also actively re-organising and restructuring to mitigate the effects of falling staff numbers.
	Year

Number

Reduction

2010 (actual)

1,823

7.5
2011 (actual)
1,685

7.6%
2012 (ECF)

1,578

6.4%
2013 (ECF)

1,436

9%
2014 (ECF)

1,393

3%
Total 2010-14*
473
25.3%
*Actual staff number at beginning of 2010 being 1,866.

Total staff savings of 473 staff.

	1.10
	Reduction in overtime: Building on very significant reductions in overtime, which reduced by 68% since 2007, a target of securing further savings of 10% per annum in overtime will be driven in part by introducing more flexible attendance and roster arrangements and also by changes in business processes. The Department will continue to actively drive down the cost of overtime through a series of measures managed at Divisional level and monitored by the MAC, which will involve using temporary redeployments where appropriate to relieve pressure points and enable the Department’s activities to be continued without resort to extra attendance.


	Year

€000

Reduction

2010 (actual)

3,955

29%
2011 (actual)
3,623

8.4%

2012

3,261
10% Target
2013

2,935
10% Target
2014

2,635
10% Target
A reduction over the period of €1,320,000 or 33%.

	1.10 & 4.1

	Reduction in non-pay administrative expenses: The Department will continue to seek efficiencies in the non-payroll elements of the Administrative Budget and has targeted savings of 5% per annum to 2014.
These targets are set in the context of considerable savings already achieved in the administrative budget (22% since 2008, including 48% in Travel and Subsistence). These savings have been driven by deploying technology, improving business processes and rationalising inspections. However it must be borne in mind that much of the Department’s business takes place on farms and other premises, which are in remote geographic locations.


	Year

Allocation

€000

Reduction

2010 (actual)

48,959

2.9%
2011 (actual)
47,522

2.9%

2012

45,146
5% Target
2013

42,889
5% Target
2014

40,745
5% Target
A reduction over the period of €8,214,000 or 17%.

	1.7 & 1.9

	Local office re-organisation: Phase 1 of the re-organisation of the Department’s local office network is almost complete; this involved the closure of 42 of the Department’s local offices, the redeployment of 400 staff and the retention of 16 offices to provide an enhanced service to the Department’s customers. The total saving to the Department when implemented is estimated at some €30 million.
Two working groups are currently examining the work of the rationalised local offices.
Teagasc are currently rationalising the number of their advisory offices from 91 to 51.


	June 2012
June 2012

	4.16

	Review of work practices: A review of work practices will continue with a view to eliminating inappropriate practices and arrangements, which may have become outdated. In this regard a particular focus will be on arrangements which, for particular business reasons prevailing in the past, have continued but may no longer be appropriate and cannot be justified in current circumstances or against the now prevailing business environment. The elimination or alterations to existing practices leads to increased flexibility and reduced cost.

	2011-2014


	1.8


	Cross-streaming and restructuring of grades: The Department currently has a number of distinct staffing streams each with their own grading systems and partly separate management structures. Substantial progress has been made in recent years in a drive towards cross-stream reporting, team-working and integration of streams. Building on these developments, the Department will continue the drive towards integration of streams and towards achieving the maximum scope for mobility within and between grades. 

Building further on the integration process outlined in the section above, the Department will examine the options for restructuring the grading streams in order to substantially reduce the total number of grades. This could be achieved by creating a standard grading system for all streams within the Department, while reflecting the skill set required. Such an approach has the potential to provide greater mobility, increased redeployment options and more integrated reporting structures. Under such an arrangement all new entrants could be recruited on standardised terms and conditions at levels reflecting the skill set required for particular posts, recognising that specialist expertise would be required across the wide variety of functions in the Department. This, and any alternative options for achieving the same ends, will be examined and decisions made in 2012.

Building on the progress made within the Department to date, these initiatives will eliminate unnecessary parallel structures, provide for a better horizontal integration of work areas as well as creating a flatter more efficient, flexible organisation where entry barriers, restrictions on mobility and promotion will be minimised. The objective would be to ensure a more unified Department eliminating barriers to redeployment and greater flexibility in deployment of suitably qualified staff.
	2011-2014

	4.10
	Attendance and reducing sick leave levels: A new Attendance Management Policy, including the management of sick leave in accordance with new arrangements, is being implemented. Office notices setting out the new arrangements and emphasising the role of management in the monitoring and control of attendances, including the operation of flexible working hours, have been issued. Division Heads are circulated with overall sick leave statistics in respect of their areas on a quarterly basis in an effort to highlight and address any issues arising. In the context of an 8% decrease in 2011, the Department has targeted further reductions of 10% per annum to 2014.

	Year

Days Lost
2010 (actual)

33,447

2011 (actual)
30,796 (reduction of 8%)
2012 
27,716 (target of 10%)
2013

24,944 (target of 10%)
2014

22,450 (target of 10%)
Target over the period of a reduction of 33%.

	4.12
	Performance Management: The role of performance management within the Department will be strengthened.  This will include stronger focus on the Business Planning process linking the organisation’s objectives more directly to the individual’s objectives at the goal setting stage of the Performance Management and Development System (PMDS) with a stronger emphasis on managing the individual’s performance of those goals.  Management reports highlighting the level of compliance with PMDS will continue to be regularly submitted to senior management for their consideration.  A strong emphasis is placed on the role of managers in ensuring staff compliance with PMDS, including the importance of leading through example and advocating the benefits of PMDS to the individual and the organisation.  There is also a renewed emphasis on managing staff performance and addressing any signs of under-performance at an early stage in line with central guidelines.

Better management of performance, linking individual and Divisional objectives and targets to organisational objectives.  Addressing underperformance at an early stage will contribute to greater efficiencies for the organisation in meetings its objectives and targets. 
All of the State Agencies have actions relating to performance management. 

	2010-2014

	4.4, 4.8 & 4.11
	Human Resource Strategy: Implement a new Human Resource Strategy, focusing on and reviewing issues such as 

· The changed working environment

· The role of staff as individuals and as managers

· Operating in a positive working environment

· Communications and Employee Relations including the development of a new internal communications strategy.
The focus will be on better human resource planning and management in order to achieve an appropriate balance between the delivery of a quality service and the deployment of appropriate staff levels through the business planning process and internal review & reorganisation. A particular target will be to secure improved staff performance, increased flexibility in managing redeployment, improved arrangements in managing attendance arrangements and improved communication and employee relations, altogether building a better working environment that stimulates higher levels of performance.

The State Agencies are also undertaking a number of initiatives to improve HR practices.


	2012-2014


	2. Better Business Processes

	Terms of the Public Service Agreement 2010 - 14
	Action/Commitment
	Target Date as per Current Action Plan

	1.10 & 4.13

	Identification of business process improvements: Management Services Division (MSD) provides the Department with analysis and advice on organisational development, business process improvement, resource deployment and change management. Since 2005 MSD has completed 15 major reviews of business units focusing on structure, staffing and efficacy of operations; a further 3 reviews are at finalisation stage. As a result of these reviews and as part of an ongoing programme of re-organisation, the Department has reduced its staffing levels from 4,800 in 2005 to just over 3,500 currently, a reduction of nearly 27%. The cost of running the Department has fallen substantially since 2008, by some €60million or approximately 20%. Three reports are currently underway:
· Review of the IT Group of Divisions

· Review of the Marine Engineering Division

· Review of Regional Laboratory Structure.
Arising from the Government’s recently published ‘Public Sector Reform Plan’, the Division will also act as the ‘Change Delivery Unit’ for the Department.
Value for Money Reviews focus on the efficiency and effectiveness of scheme delivery. The Department has just published its two most recent VFM reviews, the Fisheries Decommissioning scheme and the Suckler Cow Welfare scheme, and this marked the completion of the Department’s obligations under the 2009-2011 round of VFMs. The Department has identified possible topics for review as VFMs under the 2012-2014 round and has submitted these to the Department of Public Expenditure and Reform for consideration.
The ‘Implementation Steering Group’, a senior management group chaired by the Secretary General, drives the recommended changes arising from MSD and VFM reports. This Group and the MAC also oversees delivery of this Action Plan.

	2010-2014

	4.15

	Reform of procurement: The Department has completed a review of procurement within the Department. The review was subsequently validated by Accenture (on a pro-bono basis) and the Department is now implementing its recommendations. A key recommendation, now implemented, is the establishment of a Central Procurement Unit, which will 1) monitor and advise on procurement expenditure and 2) ensure procurement throughout the Department is conducted in a co-ordinated and strategic manner, is in accordance with relevant procurement legislation and guidelines, and achieves optimum value for money. The new Unit was established from within existing resources and will assess and lead initiatives to ensure the Department delivers a 10% saving on procurement by the end of 2014.
Teagasc has also committed to optimising their procurement practices, ensuring that the best value is achieved for the procurement of goods and services.


	2010-2014

	1.10 & 4.15
	Increased use of shared services:  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. The result of the exercise is that the Department will seek to increase the use of shared services between it and its state agencies, especially in the ICT area. The Department currently provides differing levels of ICT shared services support for Teagasc, Bord Bia, Bord Iascaigh Mhara and the Sea Fisheries Protection Authority.
The Department also provides ICT shared services support for Department of Arts, Heritage and the Gaeltacht and, since 2011, is providing full ICT infrastructure support on a shared services basis to the Department of Communications, Energy and Natural Resources (DCENR). 
There is also sharing of services between agencies, e.g. Bord Bia and the SFPA.

The Department will also engage in the proposed shared service initiatives across the public service including payroll, pensions and HR.

	2010-2014

	1.10 & 4.14
	Reduction of inspection costs: Inspection work is integral to EU funded schemes and programmes and to compliance with food safety regulations. The Department is committed to a more cost efficient, flexible and integrated inspection service throughout its operations, while underpinning international food safety requirements.

· Inspectorate functions across the Department are constantly engaged in a process of re-organisation to improve efficiency and effectiveness.

· To the greatest extent possible all technical staff and roles will be made interchangeable and, while recognising specialist roles and expertise may be a limiting factor in some instances, the current mobility policy will be strengthened and new arrangements to expedite mobility of staff will be implemented.

· Different types of inspections will be integrated via the Agriculture Field Inspection and Testing System (AFIT), building on progress already achieved.

· The Department will continue towards a whole of public service approach, for example, through providing an out-sourcing service testing for nitrates for the Department of the Environment.

It should be noted that most inspection work is statutory and levels are set down in National & EU regulations. Inspection failures result in disallowances for the State. Nonetheless, a target has been set to reduce the average cost of inspections by 10% in the period. New methods for capturing costs more accurately are being explored.


	2010-2014

	1.9, 1.10 & 4.13
	Adjust regulatory presence in meat plants: The regulatory presence in meat plants of all types will be adjusted to reflect the requirements of the EU hygiene package of legislation and in particular the increasing responsibility placed on the Food Business Operator (FBO) for the production of safe food.  An increasing emphasis on the application of risk assessment and audit based inspection methodologies will allow for more effective deployment of resources, while effecting cost reductions for industry.
A number of tasks have already been transferred to the FBOs and training for a pilot programme to transfer some post-mortem inspection procedures to ‘auxiliaries’ has commenced. The transfer of tasks to the FBOs, along with other cost reduction measures in this area, have the potential to deliver savings in excess of €5 million per annum, with further savings envisaged in the period to 2014.

	2010-2014

	1.9
	Review regional laboratory structure:  The Department has a network of laboratories regionally and a review of the network is being undertaken. The review will examine the scope for a realignment of the current structure and reducing the overall cost of laboratory services.

	2012

	1.9
	Closer co-operation with Customs at ports: The Department will pursue greater inter-agency cooperation with Customs at ports and airports, where both have responsibilities regarding entry checks. A more integrated public service will create efficiencies and improve customer service.

	2012

	1.9
	Examine scope for broader co-operation with local authority vets: The Department will examine the scope for broader cooperation with the Local Authority Veterinary Service with a view to achieving a more integrated public service and creating efficiencies and improved customer service.

	2012

	1.9 & 4.17
	Strengthen corporate governance of State Agencies: The Department is committed to ensuring that the State Agencies that come within its aegis comply with the highest standards, taking particular account of the Guidelines on Corporate Governance. The Department is developing a central unit, with expertise on corporate governance, to support the responsible line Divisions.  This will ensure a coherent approach across the Department, including the new reporting arrangements for their Public Service Agreement Action Plans.


	2011-2014


	3. Delivering for the Citizen



	Terms of the Public Service Agreement 2010 - 2014
	Action/commitment
	Target Date as per Current Action Plan

	4.13
	Online Services: Business processes and service delivery will be improved by the further development of service provision online as the norm. In addition to the Department’s website http://www.agriculture.gov.ie , the http://www.AgFood.ie portal has been developed which is a ‘one stop shop’ to allow our farmer customers to avail of all the online services provided by the Department

The target is to double AIM uptake among herd-owners from 12,500 to 25,000 by 2014 and to increase SPS uptake among applicants by 25% over the same period. 
A more cost effective and efficient use of resources will deliver increased benefits for the Department’s customers. Reduced paperwork for scheme applicants considerably reduces the level of errors in applications that, in turn, reduces payment delays and the risk of financial penalties for farmers. As well as benefiting farmers, AIM facilitates real-time interaction between the Department and the software systems of meat factories, marts and export locations. It has provided savings, improved controls and delivered efficiencies for all stakeholders.
The Department also maintains http://www.Fishingnet.ie which is a cross-agency Sea Fishing Portal aimed at bringing together all links to relevant information useful to people involved in the Fishing Industry. 
A review of the subsidisation of postal charges is underway, with a view to reducing the overall cost of postal service and to encourage greater use of on-line facilities.


	2010-2014

	4.13

	Enhanced service delivery: The Department will develop improved service delivery targets for farmer customers with the publication of a revised Farmers Charter and Action Plan. Customer help lines will be established and staffed with experienced officials to deal with technical and scheme related queries that arise, improve the customer experience and complement the online service provision in areas such as SPS.

	2012-2014

	4.13

	Better data management: The Department is served by a suite of modern, integrated software systems where data is captured once and reused across the Department’s systems and activities. This re-use of information spans customer information, geospatial (land) data, animal data, fisheries data and inspections and payments. The Department will build on the current momentum to centralise transaction handling through progress already made in schemes that have been centralised for application, budgetary and inspection purposes. 

The Department has established a strong track record in delivering payments to farmers on time and through the utilisation of modern information technology. It is committed to the continuous process of improvement in managing payment schemes and will continue to integrate applications and claim operations on the Generic Claims Processing System. While recognising that for control purposes some elements have to remain separate, nonetheless, new schemes such as AEOS, Organics and Bio-fuels will be integrated as far as possible and the Department will continue to avoid the duplication of effort on the part of applicants through the reuse of data and through broadening service provision on line and through centralising schemes and programmes and making payments by electronic fund transactions.

A continuous process of improvement in the efficiency of payments to farmers and in the coordination of the inspection process is a key priority. By taking advantage of the seasonality of certain schemes, the Department will benefit from increased efficiency and realise staff and administrative savings. Existing ICT systems, such as the generic process driven AFIT and GCPS have been further extended to cater for additional inspections and schemes.


	2010-2014

	4.13

	Service Integration: Under the Local Office reorganisation programme, there has been a rollout of improved IT systems in the new enhanced offices, which will improve both the level and efficiency of services provided to the Department’s customers by providing staff with a global picture of a client’s interaction with the Department across a range of activities. The ‘Customer Snapshot System’ will allow the Department integrate administrative functions in Local Offices, which were previously operating independent of each other. It will allow the Department provide an improved level of service to its customers and also achieve savings in the number of staff required to deliver services. 
	2012


12

