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Department of Agriculture and Lands 
Department of National Culture 
Department of Education 
Department of Health and Welfare 
Department of Industry and Commerce 
Department of Transport and Communications 
Department of Labour 

The proposed consequential transfers of functions within Departments are set out in detail 
in Part 2. 

WORKING RELATIONSHIPS AND STAFFING 

16.3.1 The new scheme of Departmental organisation is one in which several satellite organisa-
tion units are associated with a senior co-ordinating unit. The top posts in both units are jointly 
concerned m specification of objectives and assignment of resources to achieve these objectives. 

wo organisational features are necessary for this to be effective: a.direct line of communication 
between the top posts at both levels; and common information systems to allow joint develop-
ment of policy and plans, and to keep both informed of progress. 

16.3.2 Each Department is seen as a multi-unit structure in which the co-ordinating tasks of 
he top post at the centre are delegated for day-to-day purposes to a small number of senior 

F R I ? ° E N S U R E • A T T H E ° P E R A T I O N S and needs of each satellite are adequately reviewed. Access 
to the Minister is available when necessary, but normally the working relationship is between 
the Director (i.e. the executive head) of an executive unit and a functional Assistant Secretary 
m the associated Aireacht. With appropriate systems of information, co-ordination of policy 
among activities with cognate functional characteristics can be secured within the Department, 
while independent control is retained by each satellite within agreed programmes. 

16.3.3 Because the quantity of information in some cases is large and its nature is complex, 
special staff units are necessary to deal with it and to filter out the essential data needed both 
tor internal control in the satellites and for co-ordination of the satellites by the centre. Four 
types of staff unit will normally be required—for finance, planning, organisation and personnel. . 

T^ifSe a r e t b e b a s ^ concepts of the Aireacht organisation : direct .communication at a-., 
nigh level between.each Aireacht and the satellites associated with it; and a unified service of 
information on which both levels can draw for planning, recording, maintaining and improving 
the use of resources, and for reviewing objectives. 

16.3.5 An impoitant feature of this arrangement is the flexibility it provides in the working 
relationships between an Aireacht and any of its satellites. The degree of involvement by a 
unctional Assistant Secretary in the operation of a satellite can and should vary with , circum-

stances. The more important factors that will influence this variation are the following: 

(i) The extent to which the executive unit is involved in a commercial activity. 

There should generally be greater freedom of decision for top executives in 
commercial operations, because the situation demands it. Similarly, a pro-
motional function like Bord F&ilte which is engaged in tourist promotion, will 
operate with the necessary freedom required for such an activity. Where there 
is a large social element in the function, relevant decisions should be made 
jointly. 
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(ii) The size and complexity of the executive operations concerned. 
This is a main reason for separating detail from the chief policy-making centre. 
The degree of independence in executive action accorded to the ESB, CIE, Aer 
Lingus and to Posts and Telecommunications, should normally be greater than 
it is to smaller units. A particularly high degree of independence should be given 
to the Revenue Commissioners. 

(iii) The personalities of the Directors and the Assistant Secretaries involved. 
The relationship at this level will normally be between senior officers who have 
reached a high level in their personal careers, and in many cases will have a 
personal style which should not be confined in rigid rules if the best efforts of 
both parties are to be given to their respective tasks. 

(iv) The current operating effectiveness of a satellite. 
If it is in difficulties, the Minister responsible may require the intervention of 
the Aireacht for some time more deeply in its affairs, until a satisfactory opera-
tion is achieved. 

(v) The ability of each satellite to carry out economically the staff functions which 
make the working relationship effective. 

In some cases, it will be practical for the staff units in the Aireacht to provide 
these functions on behalf of some satellites, for example, for the Patents Office 
and in the Health area. But the degree of involvement by the Aireacht in the 
personnel practices of the large commercial bodies should be restricted to 
general co-ordination witbin. national requirements: 

16.3.6 In a general term, this working relationship may be described as one in which the 
Assistant Secretary provides "executive counsel" to the satellites, varying according to need, 
between considerable intervention and quite extensive freedom. 

16.3.7 In carrying out his duties, therefore, each functional Assistant Secretary should work 
out the relationship with each of the satellites for which he is responsible, and decide on his 
methods, and his need for personal staff. The relationship should not be stereotyped, nor need 
it be the same for all satellites of the same type. 

16.3.8 Within the Aireacht, each Assistant Secretary has available to him the services of the 
staff units for finance, planning, .-organisation and personnel. These units in turn are in- direct 
touch with their counterparts in the satellites, and can provide each Assistant Secretary with 
regular reports on the plans and operations. The amount of detail in these reports should vary 
with the degree of the involvement by the Assistant Secretary in the affairs of each satellite. In 
some cases, a regular report (mainly but not solely in financial terms) should be available each 
month; in others, quarterly reports should be sufficient. 

16.3.9 Besides this routine staff service, the Assistant Secretary should be in direct contact, on 
behalf of his Minister, with the Directors of the satellites with which he is associated. As a 
member of the Management Advisory Committee of the Aireacht, he will be kept informed of 
the activities of other satellites in the Department's functional area, and will be able to co-
ordinate his own responsibilities within the whole. 

16.3.10 To assist him in his role of co-ordination, each Assistant Secretary will require a small 
personal staff. The size of this staff should vary with the range of the activities dependent upon 
him. It should be a duty of the organisation unit in the Aireacht to ensure that these personal 
staffs are not too large, that the routine systems are adequate to keep the Assistant Secretaries 
properly informed, and that they are sufficiently flexible to take account of changing needs. 



196 REPORT OF PUBLIC SERVICES ORGANISATION REVIEW GROUP 

16.3.11 The operating methods in the proposed organisation structures are thus dependent 
upon the very short lines of communication that such a structure is designed to provide, and 
the number of levels through which cases have to pass to obtain a decision will be very much 
less than it often is now.. Within clearly defined limits of responsibility and authority, the 
system provides the flexibility necessary for the public service to operate effectively in chancing 
circumstances, and to adapt to meet new requirements. 

COST 

! j. 
'Si 

16.4.1 The proposals for new institutions we have formulated will involve additional staff and 
consequent additional expense. The planning units will in most cases be entirely new; the finance, 
oiganisation and personnel functions will require additional and more expert staff. The Public 
Service Department in particular, will require far greater resources than are now allocated to 
the Personnel Division in the Department of Finance. The appellate system will also be sub-
stantially new. We see three main benefits arising from our recommendations: 

(1) they will prevent the mushrooming of organisations and staffs, 

(ii) they will permit the more effective use of people giving greater value for money 
expended, and 

.(iii) through the clarification of roles and goals, they will permit of the grant of greater 
discretion and the development of more clear-cut policies. 

16.4.2 Because the remuneration of the additional staff will have to be decided by the Public 
Service Department, we have no wish to specify costs for particular jobs or even for particular 
functions but we calculate that the total additional cost will be between £500,000 and £750,000 
a year. Against this figure there should be considerable savings. The organisation function by 
the application of modern staff productivity techniques should be able to produce considerable 
economies in staffing which, while unlikely to result in a reduction in the total numbers of 
public servants, should make staff available for new and growing services. The abolition of the 
dual structure alone, with the consequent elimination of duplication of work, should con-
tribute materially to this process. The progress to be expected in automatic data processing 
should also result in economies. All in all, the extra expenditure involved should be more than 
recovered through increased effectiveness. 

16.4.3 We do not envisage any increase in costs as a result of the separation of policy and ' 
execution. What we do envisage is a clarification of roles and a definitive assignment of " 
responsibilities. In particular, we have stressed that there should be no "duplication between the 
Aireachts and the satellites; far from introducing new levels, our proposals should result in the 
elimination of levels at present duplicating each others' work. 



CHAPTER. 17 

RECOMMENDED IMPLEMENTATION PROGRAMME 

INTRODUCTORY 

17.1.1 If our recommendations are accepted, they will involve a fundamental restructuring 
and reorganisation of the public service. By our mandate, we were asked to examine the higher 
levels of the public service but the higher levels cannot be taken alone. We have aimed, as we 
have indicated, at freeing the policy-making function from the mass of detail which now impedes 
it and at delegating to the executive levels the power of taking the day-to-day decisions where 
they are operative, with an input through these levels to the'central source of policy. The 
communications systems which we prescribe are the unifying forces which will enable coherent 
and informed policy for the whole country to emerge from the diversity of effort at the operative 
levels. The structures and systems we propose are part of an interlocking and unitary concept 
and, unless the whole concept is put into effect through carefully programmed stages, the 
results we envisage will not be attained. Our recommendations should be seen in this context. 

17.1.2 While the change to the new structures and systems is taking place, the public, service 
must be run as a going concern and the present systems must remain operational until the new 
ones are developed. The necessity to attend to the urgent day-to-day tasks should not, however, 
interfere with the orderly progression towards change and we, therefore, set out an implementa-
tion programme as a guideline for the public service. 

IMMEDIATE PROGRAMME 

17.2.1 . The first priority is the establishment of the Public Service Department. 

17.-2.2, Several essential matters can be attended to at once. First among these, we would put 
the reform of the present system of promotion. While the full working of a system of promotion 

..by merit will depend on the perfection, of the manpower-appraisal arrangements, the numbers 
of officers in the higher levels of Departments, i.e. Assistant Principal level and upwards are 
comparatively small and, in most Departments, the capabilities of officers in these grades are 
known to the Secretaries and their close advisers. A system of promotion by merit having 
regard to the needs of each position to be filled should immediately replace all arrangements 
now existing for promotion by seniority at these levels. Barriers of class and Departmental 
location should be abandoned in seeking to fill every vacancy with the best man for the job. 
Secondly, Management Advisory Committees, consisting of the Secretary and all officers at 
Assistant Secretary level, should be set up immediately in all Departments in order fully to 
involve the top staff in overall management. 

17.2.3 The changes we recommend will require legislation. In particular, amendments will be 
necessary in the Ministers and Secretaries Acts and in the Civil Service Commissioners and 
Regulation Acts but also in a large number of Acts and Regulations affecting the constitution 
of the existing Boards of Commissioners and state-sponsored bodies. As an immediate measure, 
a legislation section should be set up in the Public Service Department reporting to the Director 
of Structure. This section should undertake the preparation of the heads of the central legislation 
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requiied and should co-ordinate the amendments to be made by other Departments in bringing 
their associated bodies into the new structure. The Health (Corporate Bodies) Act, 1961, will 
provide a useful precedent in dealing with some of the problems involved in the setting up of 
Executive Offices. A major issue will be how precisely to delegate the power of decision on 
specified Officers in Executive Offices. The precedent of the commissioning of Inspectors of 
Taxes in the Office of the Revenue Commissioners provides a guideline. 

17.2.4 While the implementation of the full reorganisation will require legislation, we recom-
mend that Departments should begin an immediate study of their organisations aimed at 
achieving the functional groupings recommended in Part 2. 

SHORT-TERM PROGRAMME 

17.3^1 In the establishment of the Public Service Department, a great responsibility rests on 
the Government to select the right men for the top posts in this Department. An immediate 

P r o g r a m m e be required where skills require to be supplemented. Suitable staff 
should be sought in all areas.of the public service and the Minister should not be precluded from 
going outside the service to engage people on a short-term or consultative basis. 

17.3.2 The Advisory Council of the Public Service Department should be appointed when the 
new Department is established. The new concept of the public service which we recommend is 
aimed at achieving a unity of the public service through the main communication systems while 
encouraging development through the greater devolution of responsibility to its separate parts. 
As a first task, the Council and the new Department should arrive, through a process of dis-
cussion, at a full appreciation of the new concepts and of the steps necessary for their 
implementation. 

17.3.3 The first task of the new Department will be to establish the organisation and personnel 
machinery in the other Departments. This will require the full co-operation of heads of Depart-
ments, and their full commitment to reform. In particular, there must be a willingness to allocate 
the best staff to these functions and a widespread search for the best talent. A full training 
programme for the staff involved should be designed immediately by the Public Service 
Department. 

17.3.4 At the same time, the Public Service Department should attend to its internal arrange-
ments. The study of information systems will be a task of the Management Services Section; the 
desigrvof the organisational and personnel records and the staff appraisal system are also urgent. 
The adaptation of the Civil Service and Local Appointments Commission procedures must also 
be put in train. 

17.3.5 Concurrently, the Department of Finance should begin to reorganise itself and to 
reorganise the finance function in Departments. Arrangements should also be made to identify 
the requirements of the Departmental planning units and to secure the necessary staff. The 
co-operation of the Public Service Department will be required in this task. 

17.3.6 By the end of the first year, the Public Service Department and the organisation and 
personnel functions in Departments should be in a position to specify the total requirements 
for reorganisation. The Public Service Department should prepare for the approval of the 
Advisory Council a programme broken down by annual targets over a five year period for full 
implementation. 
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17.3.7 The study of regionalisation which we recommend in paragraphs 13.4.3 and 13.4.8 
should be instituted at an early date. 

LONGER-TERM IMPLEMENTATION 

17.4.1 We suggest that full implementation should be secured within five years after the first 
year's intensive effort but there are, as we point out in Chapter 16, many imponderable factors, 
not the least of which is the rate at which the essential skills become available. A crash pro-
gramme of training on a scale far greater than anything at present existing in the public service 
is essential. 

17.4.2 The process of preparing the necessary enabling legislation and securing the approval 
of the Oireachtas thereto will be onerous and lengthy but Departments should actively pursue 
their internal reorganisation so that when legislative approval is obtained, the establishment of 
the Aireachts and the transfer of executive functions to executive units and local bodies and the 
establishment of regional field structures can be effected smoothly and without delay. 

17.4.3 If all our recommendations are accepted and eventually implemented, the process of 
change will not come to an end. Practice in implementation will indicate the need for further 
change apart altogether from the requirements of new social and economic conditions. While, 
in the Public Service Department and in the organisation and personnel function throughout the 
public service, the need for increasing professionalism will require that staff become more 
expert in the specialities of organisation and personnel, it is essential that, through contact with 
the world outside and with public services abroad, they retain an open approach to the problems 
of the service. In the Advisory Council with its gradually changing composition, we hope that 
we have provided the necessary contact with the community as a whole. 
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CHAPTER 18 

THE REORGANISATION OF THE DEPARTMENTS 
OF STATE 

M A I N PRINCIPLES APPLIED 

18.1.1 The reorganisation of the Departments of State follows from our examination of the 
whole public service and its individual parts. The main principles which guide us in the detailed 
reorganisation have been developed in Part 1 and are applied here to the whole public service. 

18.1.2 As a first principle, we stress the idea of a total public service as the service of govern-
ment. The parts of this service must operate developmentally and acceptably. Each part must, 
therefore, be organised to encourage initiative and there must be an effective contribution from 
the public to the development of its policies. The policies of each unit must, however, be part of 
total Government policy. All the elements of the public service must operate as interlocking 
parts of the machinery of government. 

18.1.3 An efficient, developmental and acceptable public service can, in our view, be best 
achieved if its policy and executive roles are assigned to broadly distinguishable types of body. 
Overall policy formulation, direction and control should be the task of the central areas of 
Departments, the Minister's advisers, who constitute the Aireacht. Execution should be the 
responsibility of executive bodies with the greatest practicable operating freedoms. 

18.1.4 The four main co-ordinating or communication systems which will ensure the essential 
unity of the public service and maintain the necessary public accountability of its parts are 
planning, finance, organisation and personnel. We see these systems operating through staff 
units within each Aireacht, reporting to the Secretary of the Department and used by each 
functional Assistant Secretary, to ensure the co-ordination of the activities of the separate 
executive areas of the Department. 

18.1.5 Centrally, Government policy will be co-ordinated through the Taoiseach's Department 
and the two Departments reporting to the Minister for Finance and the Public Service. Planning 
and Finance will be centrally co-ordinated through the Department of Finance. Organisation 
and Personnel will be co-ordinated through the Public Service Department. The latter Depart-
ment will be charged with the task of restructuring and redeveloping the public service. Its 
progress will be subject to review by a body with outside membership, the Public Service 
Advisory Council. 

18.1.6 While policy is settled by Ministers, there should be an appreciation among those 
charged with its execution of the reasons for that policy Three factors will conduce to this 
appreciation; first, the planning function, secondly, the integration of administrative and tech-
nical staff and, thirdly, the creation of a management advisory committee in each Department. 

18.1.7 Finally, we recommend that the business of government should be assigned among 
Departments on a functional basis. 

203 
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APPLICATION TO DEPARTMENTS 

18.2.1 In our terras of reference we were asked to examine and report on the organisation of the 
Departments of State at the higher levels, including the appropriate distribution of functions as 
between both Departments themselves and Departments and other bodies. There were, there-
fore, two main tasks assigned to us—the consideration of the machinery of government beneath 
Ministers and the distribution of functions between Departments and their associated bodies. 
As our enquiry progressed, it became increasingly clear to us that the fundamental question is 
that of the organisation of the machinery of the public service. We have dealt with this question 
in Part 1. 

18.2.2 In considering the machinery, we have formulated the general principles which should 
govern the distribution of functions between Departments and other bodies. It remains for us to 
propose what, in our view, should be the distribution between Departments. The answer to this 
question is determined by the nature of the functions to be performed. Our proposed solution, 
which is contained in the following chapters, is based on the grouping of cognate functions. 
The whole range of the functions assigned to the Government could be allocated within a 
framework of fourteen Departments. This division of functions is that which appears to us to be 
the best in present circumstances. Only the three Departments with a central co-ordinating role 
are essential to our concept—the Department of the Taoiseach, the Department of Finance and 
the Public Service Department. The other suggested Departments represent the result of our 
examination of the existing Departments and of our mature consideration of the most logical 
functional grouping. 

18.2.3 The Government may wish to modify our proposals as regards the number of Depart-
ments and the allocation of functions to them. This modification need not entail departure from 
nor rejection of the principles on which our proposals are based. In any event, future develop-
ments and public requirements may entail a further redistribution of functions and the creation 
of new services. Should there be any redistribution of functions, the Public Service Department 
should be recognised as the main adviser to Government in the matter. 

18.2.4 Part 2 of this report gives our proposals for the new Departments. Each Department 
consists of an Aireacht with its satellites. The four main co-ordinating systems of planning, 
finance, organisation and personnel are built into the structure. The main business of each 
Aireacht is policy formulation and general co-ordination; the main business of the satellites is 
the carrying out of settled policy. The co-ordinating systems are the necessary means of com-
munication. 

18.2.5 The structures outlined do not indicate the relative remuneration of the staff of the three 
co-ordinating Aireachts, the other Aireachts, and the satellite areas. We do not attempt to 
indicate levels of pay throughout the new structures. We do recommend, however, that the 
Public Service Department should classify for pay purposes every post in the higher public 
service. 

18.2.6 The proposed new Departments, beginning with the Taoiseach's Department, are set out 
in the following chapters. Each chapter has four parts 

(1) Present functions of the Department 

(2) Existing Organisation 

(3) Considerations 

(4) Recommendations. 

Organisation charts are at the end of each chapter. 
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The material for the first two parts was prepared for us by the consultants. We had this 
factual material checked by the Departments and, in most cases, the first two elements in each 
chapter have been broadly accepted by the Department concerned. In a few cases, however, 
Departments did not see the factual position in quite the same light as we did. 

18 2 7 finally, we would stress that our descriptions and organisation charts do not purport 
to cover the minutiae of Departmental organisation but we have covered all the main functions 
of Departments and have indicated the principal bodies associated with them. Minor functions 
and bodies can be fitted into the new structures in accordance with the general principles which 
we have formulated. 
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CHAPTER 19 

DEPARTMENT OF THE TAOISEACH 

PRESENT FUNCTIONS 

19.1.1 The Department was established by the Ministers and Secretaries Act, 1924. The present 
functions of the Department are: 

1. The provision of the administrative services required by the Taoiseach and by the 
Government as a collective body. (The Secretary and the Assistant Secretary of the 
Department are also Secretary and Assistant Secretary, respectively, to the 
Government.) 

2. The custody of certain public archives. 

3. The custody of the Seal of the Government. 

4. The responsibility for the control of the official publications of the Government. 

5. The administration of such public services as may not, for the time being, be the 
responsibility of any of the other Departments of State. For example, the Local 
Appointments Commission has not been expressly assigned to any Department, 
and it is regarded as being the Taoiseach's responsibility, though the Commission 
is independent in the discharge of its statutory functions of selecting persons for 
appointment to local offices. When a Dail Question is asked concerning the Com-
mission, it is answered by the Taoiseach. The State Paper Office, Dublin Castle, 
has been under the control of this Department since 1924, although, as a matter of 
practical convenience, its day-to-day administration is delegated to the Depart-
ment of Justice, which is responsible for the Public Record Office. Since the 
Attorney General is appointed by the President on the nomination of the Taois-
each, and may be requested by the Taoiseach to resign, and since, if he fails to 
comply with such a request, his appointment shall be terminated by the President 
if the Taoiseach so advises, it has always been the practice that the Taoiseach 

. accepts Parliamentary responsibility for the conduct of the Attorney General and 
the Office of the Attorney General, including its sub-Offices, and answers Par-
liamentary Questions concerning them. 

.19.1.2 The Department also includes the Office of the Parliamentary Secretary to the Taoiseach 
whereby the Taoiseach—through his Parliamentary Secretary—co-ordinates the Government's 
programme of legislative and other business in the D&il and Seanad. It has, in addition to the 
Private Secretary to the Parliamentary Secretary, a clerical-typing staff of three; and the Govern-
ment Information Bureau (which is described in paragraph 19.1.5 below). The Taoiseach is also 
responsible for the Central Statistics Office. This is essentially a separate branch of adminis-

.. tration, and is not part of the Department of the Taoiseach for the purpose of day-to-day 
? administration. 

19.1.3 One state-sponsored body—An Chornhairle Ealaion (The Arts Council)—is within-the 
responsibility of the Taoiseach for certain purposes, pursuant to the Arts Act, 1951. 

206 
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19.1.4. Hie main day-to-day tasks of the Secretariat of the Department comprise: 

1. Provision of administrative services for the Government. 

Agenda and memoranda.for Government meetings are circulated and decisions 
taken by the Government are recorded and conveyed. The Secretariat secure com-
pliance with the procedure laid down by the Government to ensure that the members 
of the Government will have before them all facts relevant to items on the Agenda and 
to ensure that each Minister whose Department is particularly affected by a proposal 
will have an adequate opportunity of considering the matter and submitting his com-
ments. 

2. Examination of proposals for legislation. 

Proposals for legislation, prepared in other Departments, are examined to ensure 
that any aspect affecting the Government, any Minister, or the Taoiseach is fully con-
sidered. 

3. Co-ordination and informatory work. 

On behalf of the Taoiseach, the Department arranges 

(1) Co-ordination between Departments in matters involving the functions of 
more than one Department; and 

(2) The carrying out of such informal research and enquiries into aspects of 
Government policy and administration as may be required by the Taoiseach. 

4. Important State functions of a ceremonial character. 

The Department makes the necessary arrangement in connection with important 
State functions of a ceremonial character with which the Taoiseach or the Government 
may be concerned. 

19.1.5 The Government Information Bureau was set up by the Government in 1934 (i) to 
supply information concerning the work of State Departments to the home and foreign press 
and to Irish representatives abroad, and (ii) to correct misstatements which appear likely to 
injure the credit or prestige of the country or otherwise to react unfavourably on national in-
terests. The detailed functions of the Bureau are now 

—To keep in touch with Ministers 
—To keep in touch with Departments 
—To advise on, and co-ordinate, Departmental publicity and information 

. —To see that information material is available 
—To co-operate in sponsoring visits by foreign journalists 
—To arrange for correspondents to be briefed on background to official releases 
—To release speeches and statements, arrange for Press Conferences and Radio and 
• Television programmes, keep the press informed of Ministers' engagements, have 

press reports corrected where necessary, index news and supply cuttings to Depart-
ments. 

In addition to the above, it has subsidiary activities such as the control and issue of press cards 
for certain State occasions, and the provision for Departments of a daily abstract of news from 
the national newspapers. Government Departments in general, convey publicity and information 
in relation to their activities through the Bureau. Each Department appoints a liaison officer 
within the Department who is responsible for maintaining contact with the Bureau. The rank 
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of the individual liaison officers is, generally, that of Principal. The Director of the Bureau is 
appointed by the Taoiseach. 

EXISTING ORGANISATION 

19.2.1 The Department is small in numbers and compact in structure. The organisation plan 
is shown in Chart 19.1 

CONSIDERATIONS 

19.3.1 The character of the work in this Department, and its volume vary considerably with 
the personal interests of the Taoiseach in office. This tends to affect the requirements of the 
staffing in the Department, but usually affects its organisation structure to only a small extent. 
There is room for considerable flexibility in staffing and in organisation, and it is clearly desirable 
to maintain this freedom. 

19.3.2 Consideration of the structure of this Department depends on the definition of the role 
of the Taoiseach. The Department of the Taoiseach is the only existing Department besides the 
Department of Finance that is centrally placed in the Government structure. Its existing activ- -
ities place it in an excellent position to undertake the co-ordination work with which it is at 
present charged. 

19.3.3 Where there may be room for some expansion is in the examination of proposals for 
legislation and in the co-ordination and informatory work when more than one Department is 
involved. An increasing number of topics and projects involves several Departments. Examples 
vary from co-ordination of emergency defence planning to many aspects of regional development 
and the variety of foreign trade subjects in which agriculture, industry and external affairs are all 
involved. 

19.3.4 In three areas, it is necessary to consider whether functions should not be transferred 
elsewhere. These are the Central Statistics Olfice, An Chomhairle Ealaion and public archives. 
The first of these .would appear to be more appropriately the responsibility of the Minister for 
Finance, whose Department is the main economic Department of thejGovernment, for which 
purposes the statistical data are indispensable. _ j | 

19.3.5 Secondly, An Chomhairle Ealaion should be transferred to the new. Department of 
National Culture. 

19.3.6 Thirdly, the custody of the public archives should, subject to any necessary restrictions 
on public access, be fully transferred to the Public Record Office. 

RECOMMENDATIONS 

19.4.1 No recommendations are made for changes in the basic structure or role of the Depart-
ment. 

.19.4.2 The Central Statistics Office should be transferred to the Department of Finance: An 
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Chomhairle Ealaion should pass to the Department of National Culture and the public archives 
should be fully transferred to the Public Record Office. 

IS.4.3 It is recommended that the Government Information Bureau should remain in' this 
Department, as the chief central information agency. It should be strengthened by the assign-
ment to it, on short-term transfer, of staif from the various areas of the public service, to ensure 
appreciation throughout the service of the need for, and the means of, conveying information to 
the public. 
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C H A R T 19.1 

D E P A R T M E N T OF THE TAOISEACH 

PRESENT O R G A N I S A T I O N 

TAOISEACH 

SECRE TA'RY 

to 
o 

ASSISTANT. 
SECRETARY 

ASSISTANT 
PRINCIPAL 

Secretariat 

1 Deputy Assistant Secretary 
1 Principal 

Taoiseach's Private Office 

DIRECTOR 

Government Information Bureau 

2. Assistant Directors 

1 •j. 
a 

The office of the Parliamentary Secretary to the Taoiseach is located in this Department 
Also supervised by. this Department are the Central Statistics Office and An.Chomhairle Ealaion 



CHAPTER 20 

DEPARTMENT OF FINANCE 

PRESENT FUNCTIONS 

20.1.1 The Department was established by the Ministers andjSecretaries Act, 1924. The present 
functions of the Department can be classified in three categories: 

(i) As set out in the 1924 Act: 
—The administration and business generally of the public finance of Ireland 

including the collection and expenditure of the revenues of Ireland from what-
ever source arising (save as may be otherwise provided by law). 

—The supervision and control of all purchases made for or on behalf of, and all 
supplies of commodities and goods held by, any Department of State and the 
disposal thereof. 

—Responsibility in relation to the following branches of the public service:— 

—Office of the Revenue Commissioners 
—Paymaster General's Office 
—Office of Public Works 
—Civil Service Commission 
—Stationery Office 
—Valuation and Ordnance Survey Office 
—Post Office Savings Bank (administered through the Minister for Posts and 

Telegraphs as agent). 

(ii) Included in the Civil Service Regulation Act, 1956, which replaced earlier legislation, 
are the following organisation and personnel functions: 

—The regulation and control of the civil service 
—The classification, re-classification, numbers and remuneration of civil servants 
—The fixing of: 

—Terms and conditions of service of civil servants 
—The conditions governing the promotion of civil servants. 

The Minister may make such arrangements as he thinks fit for these purposes and may cancel 
or vary these arrangements. 

(iii) Other functions: 
—Functions in relation to various state-sponsored bodies 
—Co-ordinating of economic policy, including that relating to foreign trade and 

development of western counties 
—Preparation and review of national plans for economic development 
—NIEC Secretariat 
—National Science Council Secretariat (formulation of national science policy) 
—Promotion of the Irish language in the public service 
—Functions relating to the State Laboratory 
—Functions relating to the Irish Decimal Currency Board 
—Functions relating to the Central Savings Committee. 
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As a general economic and planning secretariat to the Minister for Finance and through him to 
the Government, the Department has a general co-ordinating role among the Departments of 
State. 

EXISTING ORGANISATION 

20.2.1 The Department consists of 4 Divisions and an Economic Service described below. (The 
organisation and relationships of other units of the public service for which the Department has 
responsibility, e.g., Office of the Revenue Commissioners, are considered separately, but the 
proposals for them are summarised in this review of the Department). 

The organisation structure of the Department is shown in Chart 20.1. Those of the individual 
Divisions and of the Economic Service are shown in Charts 20.2 to 20.6. 

20.2.2 The Finance Division deals with financial, fiscal and short-term economic policy, and 
with the raising and management of state finances. It has overall responsibility for the prepara-
tion of the current and capital budgets, which have a considerable economic element: it prepares 
financial legislation, and deals with the accounting work involved in public expenditure. It also 
exercises general control over monetary and banking matters (including Central Banking) and 
foreign payments. It deals with matters arising out of Ireland's membership of the International 
Monetary Fund, the World Bank and other international financial organisations. It lays down 
guidelines for the Central Bank for the operation of foreign exchange control. 

20.2.3 It is responsible for supporting and maintaining a market in Government securities, and 
is responsible for the general promotion of savings. The Division has responsibility for exam-
ination of the Estimates and control of the expenditure of the following: 

—Central Statistics Office 
—Secret Service. 

The plan of organisation is shown in Chart 20.2. 

20.2.4 The Supply Division deals with individual items of current and capital expenditure of all 
the Departments of State, subject to only a few exceptions. It deals with all Government current 
expenditure, with the exception of items dealt with by the Personnel Division, the Post Office 
and Revenue Votes, the Central Fund, two Votes under Finance Division and some elements of 
voted expenditure on the Development Division side. This involves the examination and 
approval of expenditure under 37 votes, The Division's responsibilities embrace the substantial 
expenditure on agriculture, social welfare and education and a wide range of other matters such 
as mineral exploration and mining, technical assistance grants for industry and transport and 
manpower policy. It also deals directly with over 80 % of public capital expenditure (over 95 % 
of that concerned with building and construction, including housing and sanitary services). 
Chart 20.3 shows the present organisation and responsibilities of the Division. 

20.2.5 Control of expenditure of a number of state-sponsored bodies also falls within this 
Division. These organisations are listed in the chart. The control covers, for instance, capital 
structure, sources of finance and form of accounts. 

20.2.6 The Division is also concerned with the superannuation of civil servants, gardai, defence 
forces, national and secondary teachers, local authority employees, members of the Oireachtas, 
judiciary and state-sponsored bodies and with widows' and orphans' pensions. 

mm 
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20.2.7 The Development Division deals with economic programming and promotion of 
measures for economic growth including national science policy. As part of its responsibilities, 
it is concerned with a wide variety, of activities in support of economic development: 

(i) Industrial adaptation (including Development Councils) 

(ii) NIEC and follow-up action on NIEC reports 

(iii) Co-ordination of policy regarding building and construction 

(iv) Annual review of industrial progress 

(v) National economic planning aspects of 
—regional and physical planning 
—population and manpower 
—social development 

(vi) National Science Council (formulation of national science policy) 

(vii) Local development teams in 12 Western Counties. 

20.2.8 Certain sections of the Division are assigned duties in connection with methods and 
techniques in economic planning and forecasting and the formulation and review of successive 
economic development programmes. The Third Programme for the first time covered social 
development and some implications of science policy. 

20.2.9 As part of its role in stimulating economic expansion, the-Division undertakes review of 
the financial programmes of 16 state-sponsored bodies whose activities are judged to be par-
ticularly relevant to economic growth. These bodies are shown under the first two Principals 
from the left in Chart 20.4, which gives the organisation of the Division. 

20.2.10 The trade section of the Division deals with international trading relations and all 
policy matters arising in the context of Ireland's application for membership of the European 
communities. 

20.2.11 The Personnel Division deals with personnel matters throughout the civil service. The 
organisation of this Division is shown in Chart 20.5. Its main functions comprise: 

(i) Matters affecting the civil service generally 

(ii) Control of civil service numbers 

(iii) Conditions of service 

(iv) Machinery of conciliation and arbitration 

(v) Training and development of civil servants 

.(vi) Recruitment problems 

(vii) Management services 

(viii) Promotion of the Irish language in the public service. 

20.2.12 It examines the staffing provisions of the Estimates of all Departments of State. It 
examines all provisions of the Estimates for the Department of Posts and Telegraphs and the 
Office of the Revenue Commissioners. It is responsible for the review and control of telephone 
capital expenditure. 
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20.2.13 It is responsible for the classification of civil service posts and the control of civil 
service remuneration. 

20.2.14 The Division also has responsibility in regard to the pay rates of industrial employees 
. of Government Departments, civilian employees of the Department of Defence and contractors 
such as Sub-Postmasters. It also deals, in so far as the Department is affected, with incomes 
policy and with pay in state-sponsored bodies (most of these bodies are, of course, very largely 
autonomous in pay matters). 

20.2.15 The Economic Service provides a centralised economic service for the Department. Its 
work comprises: 

(i) Economic intelligence and analysis 

(ii) Short-term forecasting 

(iii) Policy recommendations in regard to management of the economy 

(iv) Research on basic economic problems and relationships. 

The organisation structure is shown in Chart 20.6. 

CONSIDERATIONS 

20.3.1 Consideration of the organisation of the Department of Finance is subject to eight 
general recommendations arising out of this study as a whole. These recommendations are set 
out in the next eight paragraphs. 

20.3.2 The first of these general recommendations is that, on balance, there is more merit in graft-
ing the functions of economic planning closely onto the annual cycle of financial business, than in 
separating them into another Department. Economic planning at the present time depends 
largely on the capacity of the officers in.the Department of Finance. These officers could be 
placed in a separate unit but this would divorce them from the centre of financial activity. The 
effect of the existing rules of formal control in finance is already to bring Finance people into 
continuous contact with the officers of other Departments throughout the year, and particularly 
in the preparation of the Budget, which gives a framework to economic intentions. It would be 
more constructive to build on this existing relationship and to extend it, than to create yet 
another unit requiring integration" into the whole. 

20.3.3 Secondly, that the Department of Finance should retain its present function of "general 
staff" to the Government. Although his direct responsibility is to his Minister, the Secretary of 
the Department of Finance acts as a general economic adviser to the Government, and many of 
the functions of his Department are directed to these ends. The range of activities now included 
in the term "economic planning" comprises, in practice, social and physical planning, and to 

. some extent, planning for international relations and defence. In what follows the term "econ-
omic planning" is used in this wide sense. While the centre of the planning function is in the 
Department of Finance, this Department necessarily provides a means of ultimate co-ordination, 
which is of value to the Government as a group of Ministers. There appears to be no merit in 
setting up a parallel information system, for example in the Department of the Taoiseach. 

20.3.4 Third, that the practice of economic planning in detail should be distributed functionally 
among the Departments of State. The organisation .structures recommended for individual 

J H W S W 



DEPARTMENT OF FINANCE 2 1 5 

Departments include planning units reporting directly to the Secretaries. Each unit is designed to 
be responsible for planning in the functional area of its Department, and to act also as a co-
ordinating staff within the general framework set down by the Department of Finance. The 
Departmental planning groups should contribute to this framework on a continuous basis and 
should set their own Departmental plans within it, once it is agreed. Planning in detail should be 
the responsibility of individual Departments whose planners should be in close contact with 
experts and with executive units and state-sponsored bodies in their functional areas. Detailed 
intervention in development programmes should not be a function of the Department of 
Finance. 

20.3.5 The fourth recommendation is that there should be increased emphasis on the macro-
economic role of the Department. Greater emphasis on the development role of individual 
Departments and their planning units will place the main burden of micro-economic planning 
outside the Department of Finance. The role of this Department should be the stimulation and 
co-ordination of micro-economic plans within the framework of the macro-economic scheme, for 
which the Department will continue to be responsible. 

20.3.6 Fifth, that the review of Departmental Estimates and the control of expenditure should 
be on a "mixed" basis. This requires that establishment and other supply expenditure should be 
reviewed together, and in terms of projects or programmes rather than under accounting sub-
heads (that is, in terms of goals rather than inputs, which is the basic concept of Programme 
Budgeting). This would give other Departments more responsibility in the financial aspects of 
policy and control of expenditure, subject to final examination by the Comptroller and Auditor 
General. 

20.3.7 Sixth, that there should be substantial devolution to the spending Departments of the 
detailed work involved in Supply Estimates, including the discharge of this function in relation 
to state-sponsored bodies. A leading concept in the proposed restructuring of the public service 
is increased delegation to individual Departments, and freedom to direct expenditure towards 
objectives within approved budgets. A result of this for the Department of Finance will be a 
contraction of the Supply Division to a co-Ordinating centre within the Budget Division for 
Departmental budgets, and the outposting of many of its officers to the spending Departments. 

20.3.8 Seventh, that the personnel function aspects of the establishment function should be 
separated from the Department of Finance. The reasons in favour of this move are discussed in 
paragraphs 12.7.1-6. It is suggested, therefore, that the personnel function should not be included 
in a revised structure for this Department, but should be included with certain other functions 
in the Public Service Department, described in the next chapter. 

20.3.9 The eighth and final general recommendation is that techniques and methods for im-
proving working efficiency in the civil service, which are the other aspects of the establishment 
function, should continue to be central services, but should be transferred to the Public Service 
Department (See also paragraphs 12.7.1-6). 

20.3.10 In what follows, therefore, the structure of the Department is confined to the functions 
of national financial and economic management and economic planning. 

20.3.11 The Department should consequently relinquish its responsibility for 

(i) Office of Public Works; see Chapters 21, 26, 28, 31 and 34. 

(ii) Civil Service Commission; see Chapter 21 

(iii) Stationery Office; See Chapters 21 and 37 
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(iv) Valuation and Ordnance Survey Office: see Chapters 23 and 25 

(v) National Science Council; see^Chapter 30 

(vi) Promotion of the Irish language in the public service; see Chapter 27 

(vii) Functions related to the State Laboratory; see Chapter 30 

(viii) Coordination of policy for development in the West; see Chapter 25 

The Department should take over responsibility for the Central Statistics Office .from the 
Department of the Taoiseach. 

20.3.12 Certain state-sponsored bodies should also be transferred from this Department's 
responsibility as follows: 

(i) Ceimici Teoranta; see Chapter 30 

(ii) Comhlucht Siuicre fiireann Teo. and Erin Foods, Comhlucht Groighe Naisiunta na 
fiireann Teoranta (The National Stud) and the Racing Board; see Chapter 26. 

The Institute of Public Administration should move into the area of the Public Service Depart-
ment. Relationship with the Central Bank should continue as at present. The essential indepen-
dence of the Central Bank, which is guaranteed by statute, must be maintained. 

20.3.13 Two basic functions of the Department will also change in character. These are those 
carried out now in the Supply Division and in the Development Division, whose existing roles 
involve them, respectively, in detailed participation in the review of estimates and detailed 
preparation of development plans. 

20.3.14 The organisational units remaining after these transfers have been made, will be the 
following: 

within the Department 
Finance Division 
Supply Division 
Development Division 
Economic Service 

-but only the macro, level 

outside the Department but associated with it: 
Office of the Revenue Commissioners 
Paymaster General's Office 
Economic and Social Research Institute 
Central Statistics Office 
Agricultural Credit Corporation 
Industrial Credit Company and its subsidiaries 
Irish Life Assurance Company 
Decimal Currency Board. 

20.3.15 We envisage that the role of the Department will be to deal generally with the co-
ordination of national budgeting and planning. It should, as far as possible, divest itself of all 
executive work. 
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RECOMMENDATIONS 

20.4.1 We recommend that the organisation structure of the Department should be based on 
three operating units set up in such a way as to group all cognate functions together. These units 
should be: 

—Development Division 
—Budget Division 
—Monetary Management Division. 

The Secretary should have two staff units—Personnel and Organisation. The overall structure 
is shown in Chart 20.7. 

20.4.2 DEVELOPMENT DIVISION 

It is proposed that the revised structure should be based upon the present Development 
Division, but should include the present Economic Service. The new Division should comprise 
sections for: 

(i) Economic analysis 

(ii) Forecasting and the development of associated techniques 

(iii) External trade 

(iv) Co-ordination of Departmental micro-economic plans. 

This last function should be undertaken by two sections (Chart 20.8) each of three subsections. 
The following is a possible grouping: 

SECTION 1. 

Subsection A. Central Group 

Taoiseach 
Finance 
Public Service 

Subsection B. Law and Order Group 

Justice 
Defence 
External Affairs 

Subsection C. Natural Resources Group 

Regional Development 
Agriculture and Lands 
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SECTION 2 . 

Subsection D. Culture 

Education 
National Culture 

Subsection E- Welfare 

Health and Welfare 

Subsection F. Industry Group 

Industry and Commerce 
Transport and Communications 
Labour 

20.4.3 The main tasks of this Division would, therefore, be: 

(i) The development of planning methods and the provision of guide lines for their use 
throughout the service 

(ii) Resource allocation 

(iii) The maintenance of a continuous service of economic analysis and forecasting for 
the economy 

(iv) The analysis of factors involved in foreign trade and the study of their relevance to 
the domestic economy 

(v) The consolidation of the national planning function for development throughout 
the Departments of State by: 

—Setting guide lines for the development of Departmental plans 
—Co-ordinating the activities of Departmental planning units 
—Checking mutual consistency of Departmental plans 
—Reviewing and revising the planning approach of individual Departments 
—Follow-up of actual progress against the targets in the plan 
—Maintaining a close relationship with the National Industrial Economic Council 

20.4.4 The newly formed Economic Service should, be included in the new Diyision. To this 
should be added that part of the External Trade Section which is concerned with planning. That 
part concerned with the implementation of those plans should be transferred to the Department 
of External Affairs to reinforce the section dealing with Trade and Commerce. The Economic 
Analysis Section of the Economic Service should however relinquish its functions related to 
external trade to the External Trade Section, and should acquire in their place responsibility for 
review of national economic objectives, and the study of the long range utilisation of national 
resources. 

The Forecasting Section in the Economic Service should take responsibility for all long 
range planning on a macro-economic basis and for the development with the Economic and 
Social Research Institute of techniques of forward planning. 

RSsMM 
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20.4.5 The responsibilities of the existing Development Division for state-sponsored bodies 
should be delegated to other Departments or to the other Divisions of the Department of 
Finance, and the four Principal posts dealing with agricultural and non-agricultural development 
should be replaced by the proposed sections for co-ordination of Departmental plans within the 
Division's macro-economic plan. They should also review general progress of Departmental 
activities towards achieving the plans agreed during the co-ordination phase. 

20.4.6 The Assistant Secretary in this Division should have responsibility for executive counsel 
to the Economic and Social Research Institute and to the Central Statistics Office. The proposed 
reorganisation is shown in Chart 20.8. 

2 0 . 4 . 7 BUDGET DIVISION 

This Division should consist of the supply elements of the existing Supply Division, the two 
budget preparation sections and the accounting section of the present Finance Division, together 
with two sections for co-ordination of all supply estimates. Each of these supply elements 
should consist of three sub-sections, which should be responsible for investigation of Depart-
mental estimates and review of Departmental expenditure. The structure of the sub-sections 
should be the same as that recommended for the Development Division in 20.4.2 p. 217. 

20.4.8 Supply work for all state-sponsored bodies reporting to the Departments in these 
groups should be undertaken by those Departments. Considerations of capital structure, sources 
of finance and form of accounts should also be the responsibility of spending Departments after 
discussion with Finance. 

20.4.9 The proposed organisation of this Division is shown in Chart 20.9. It is identical-to the 
existing Finance Division with the exception of the introduction of the two new Supply Sections 
in place of the existing Banking Section, which is recommended to become a separate Division 
(paragraph 20.4.12 below). 

20.4.10 As a result of the delegation of detailed supply work to Departments, the existing 
Supply Division should cease to exist; its other functions of remuneration and superannuation 
being transferred to the Public Service Department. 

20.4.11 The Assistant Secretary of this Division should be responsible for executive counsel to 
the Office of the Revenue Commissioners. 

2 0 . 4 . 1 2 MONETARY MANAGEMENT DIVISION 

It is recommended that the present functions of the Banking Branch in die Finance 
Division should be removed from that Division and placed in a new unit entitled Monetary 
Management Division. Currency and credit matters have now assumed a special significance in 
the development of the economy. Central planning, budgetary work and management of cur-
rency and credit are seen as being complementary and of equivalent importance in the Depart-
ment's new role. Each should be represented by an Assistant Secretary in the Management 
Advisory Committee. The proposed organisation of this Division is shown in Chart 20. . 

20.4.13 The Assistant Secretary of this Division should be responsible for executive counsel to 
the following: 

Agricultural Credit Corporation 
Industrial Credit Company and its subsidiaries 
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Irish Life Assurance Company 
Post Office Savings Bank 
Decimal Currency Board. 
Central Savings Committee. 

" 2 0 . 4 . 1 4 STAFF UNITS 

The Secretary should have two staff units, one for Personnel and one for Organisation. 
Because of the nature of this Department, it is not considered necessary to have staff units for 
Finance or Planning. 

20.4.15 The organisation structure of the following units, which are at present satellites of the 
Department of Finance, is discussed in chapters 33 to 37. 

Office of the Revenue Commissioners (33) 
Office of Public Works (34) 
Valuation and Ordnance Survey. (36) 
Stationery Office (37) 

20.4.16 Its co-ordinating, role in development and budget work places the Department ol 
Finance at the peak of the most important systems of communication and control in the public 
service. These systems are designed to give unity to the planning and management of resources 
in the various Departments. 

2 0 . 4 . 1 7 The success of these systems depends on: 

(i) Uniformity in the procedures for accounting and planning at every level 
(ii) A common source of information for each manager and his senior at all the levels 

involved; though the degree of detail provided to the lower levels is greater than 
that given to the senior levels. 

20.4.18 Accounting and planning require a degree of specialisation and expertise. The methods 
used have therefore to be specified by specialists in the techniques, and to ensure uniformity it is 
necessary for those in a subsidiary unit to be guided in matters of method and technique by their 
counterparts in the senior unit. 

20.4.19 At each level, however, the specialists provide a service to executive managers, and 
come within the responsibility of these managers for all purposes of direction of their organis-
ational unit in achieving its objectives. 

20.4.20 The specialists therefore have two types of reporting relationship; one to the equivalent 
specialist in the senior organisation, and one to the chief in charge of their own organisation. 
They are responsible for giving direction to their counterpart specialists in units having a 
subsidiary place to their own in the hierarchy of prganisational units. These relationships are 
shown diagrammatically in the chart on next page. 

20.4.21 In case of disagreement between the requirements of a chief in charge and the specialist 
in his unit providing a specific service, recourse is to the next higher level. 

20.4.22 An Executive Office has been used as an example for the executive unit level in the 
chart above, and both the financial and the planning officers at Departmental level are shown as 
merging in a single Accountant in the Executive Office. This can be appropriate for units of the 
middle size; large units will normally require a separate post for each. The Department may 
undertake the finance and planning activities on behalf of some very small units which cannot 
justify their own service. 
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PUBLIC SERVICE DEPARTMENT • DEPARTMENT OF FINANCE 

Department X 

PLANNING FINANCE PERSONNEL • ORGANISATION 

ASSISTANT 
SECRETARY 

Organisation 

ASSISTANT 
SECRETARY 

Personnel 

ASSISTANT 
SECRETARY 

Development 

ASSISTANT 
SECRETARY 

(FUNCTIONAL) 

EXECUTIVE 
OFFICE • 

DIRECTOR 

SECRETARY 

ASSISTANT 
SECRETARY 

Budget 

SECRETARY 

ADMINISTRATION 
MANAGER ACCOUNTANT 

SECRETARY 

• Executive reporting relationship 
- Staff specialist reporting relationship 

20.4.23 The application of the principle can be varied according to need in each individual 
case. Whatever the organisational solution, when the procedures are practiced according to 
standard instructions, this approach ensures well defined channels of communication, operating 
uniform methods at all levels, and providing common-user information in the same format tor 
management review and decision at all levels. 
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DEPARTMENT OF F I N A N C E 

PRESENT O R G A N I S A T I O N 

l-o to to 

MINISTER 

SECRETARY 

ASSISTANT 
SECRETARY 

ASSISTANT 
SECRETARY 

ASSISTANT 
SECRETARY 

Finance Supply Development Personnel Economic Service 

DIRECTOR 
ASSISTANT 
SECRETARY 

Chart 20.2 Chart 20.3 Chart 20.4 Chart 20.5 Chart 20.6 

The Department has a close working relationship with the 
Office of the Revenue Commissioners and the Civil Service 
Commission. It also has responsibility relating to: 

Office of Public Works 
Stationery Office 
Valuation and Ordnance Survey Office 
State Laboratory 
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DEPARTMENT OF FINANCE 
PRESENT ORGANISATION 

Finance Division 

FINANCE 

PRINCIPAL PRINCIPAL P R I N C I P A L ACCOUNTANT 

DEPUTY 
ASSISTANT 

S E C R E T A R Y 

ASSISTANT 

SECRETARY 

Current Budget 

Estimates of current expenditure 
and revenue 
Preparation of budgetary framework, 
speech and'allied documents 
Indirect taxes (sales taxes and 
Customs and Excise duties) 
Parliamentary business (including 
Parliamentary Committees) 
Financial legislation 
Direct taxes (income tax and 
sur-tax, corporation profits tax, 
estate duty and stamp duty) 
Double taxation relief agreements 
Statistics of current public finance 
Medium-term forecasting of current 
expenditure and taxation 
National accounts statistics of 
public sector. 

Capital Budget 

Annual and multi-annual capital 
budget 
Statistics of capital expenditure 
Appraisal of public capital 
expenditure 
Short-term review and control of 
public expenditure (capital and 
non-capital) 
Development of programme 
budgeting and associated analytical 
techniques. 

Banking 

Banking and currency 
(except credit policy) 
Exchange control 
IMF 
International finance 
organisations 
Insurance companies 
Stock exchange. 

Vote 
Central Statistics Office • 

Accounting 

Management of Exchequer and other 
public funds 
Contingency fund 
Payments, receipts and accounts of 
certain (finance) votes 
Management of Paymaster General's 
supply account 

. Payable orders 
Pensions of civil servants, gardaf 
and teachers 
State borrowing 
State guarantee of borrowing 

. Travelling and subsistence 
regulations for the civil service 
Management of public debt. 

Vote 
Secret Service 

3 Assistant Principals 4 Assistant Principals 1 Assistant Principal 
1 Economist 

4 Assistant Principals 
(incl. Assistant Accountant) 
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DEPARTMENT OF FINANCE 
PRESENT ORGANISATION 

Supply Division 

ASSISTANT 
SECRETARY 

SUPPLY 

DEPUTY 
ASSISTANT 

SECRETARY 

DEPUTY 
ASSISTANT 

SECRETARY 

PRINCIPAL PRINCIPAL PRINCIPAL PRINCIPAL PRINCIPAL 

Superannuation for 
the-State and Semi-
State Sector 
Pension legislation 

ASSISTANT 
PRINCIPAL 

Votes: 
Public works 
Valuation and 
ordnance survey 

. Army pensions 
Health 
Central Mental 
Hospital 1 

Votes: 

Radio Teleffs Eireann 
Comhairle Ealafon 
Education group 
Gaeltacht 
Miscellaneous 
expenses 
Electoral expenses 
Rates on government 
property 
Defence (excluding 
pensions) 
External Affairs 
International-
co-operation 

Disposal of State 
property 
Government contracts 
Local Loans Fund 
Housing 

Sanitary Services 
Roads 
Motor Taxation 
National Building 
Agency 
Foras Forbartha 

Vote 
Local Government 
Stationery Office 
Justice group 
Social Welfare 

Votes 
. I & C (exc. CTT, 

IDA, I IRS) 
Labour (exc. 
ANCO) 

. T. & P. (exc. 
SFADCO and 
Bord Failte) 

State bodies 
. ESB 

Nitrigin Eireann ' 
Teo. 
Bord na Mona 
B & I 

/ 

Ceimici Teo. 
Irish Steel 
Holdings, Ltd. 
Air companies 
Irish Shipping, Ltd. 
CIE 
Industrial 
Engineering Co., Ltd. 
Verolme 

Votes 
Agricultural grants 
Lands 
Forestry 
Agriculture 
Fisheries 

State bodies 
Dairy Disposal Company 
Bord lascaigh Mhara. 
Bord Bainne 
Pigs arid Bacon Commission 
Foras Taluntais 
An Bord Grain 
Bord na gCon 
Racing Board 
National Stud 
Cork District Milk Board 

Dublin District Milk Board 
Coras Beostoic agus Feola 
Irish Potato Marketing Company 
Inland Fisheries Trust 
Salmon Research Trust 

Assistant 
Principals 

1 Assistant 
Principal 

Assistant. 2 Assistant 1 Assistant 1 Assistant 
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ASSISTANT 
SECRETARY 

CHART 20.4 

DEPARTMENT OF FINANCE 
PRESENT ORGANISATION 

Development Division 
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CHART 20.5 
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Economic Analysis 
Current analysis of I rish economy 
Study of economic developments abroad 
Membership of OECD 
International liquidity 
National income accounts and 
balance of payments 

Forecasting 
Preparation of short-term macroeconomic forecasts 
Demand management 
Credit policy 
Economic research 



CHART 20.7 

DEPARTMENT OF FINANCE 
PROPOSED ORGANISATION 
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(Chart 20.9} 

Monetary Management 
(Chart 20.10) 
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DEPARTMENT OF FINANCE 
PROPOSED ORGANISATION 

Development Division 

ASSISTANT 

DEVELOPMENT 

to 
t o vo PRINCIPAL PRINCIPAL PRINCIPAL PRINCIPAL PRINCIPAL 

Economic Analysis 
Current analysis of Irish economy 
National income accounts and 
balance of payments 
Review of national economic 
objectives 

Examination of resource 
allocation-

Forecasting 
Preparation of short-term 
macroeconomic forecasts 
Demand management planning 
Credit policy 
Economic research 

External Trade Planning 

Study of economic develop-
ments abroad 
Membership of OECD 
International l iquidity 
EEC 
EFTA,GATT . 
Anglo Irish trade 
Other external trade 
N. Ireland matters 

Departmental Co-ordination I Departmental Co-ordination II 

Co-ordination of Departmental 
plans 
Reconciliation with macro-
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Review of progress 
NIEC 

EM? S.-w 

This Assistant Secretary provides executive counsel to one Executive Office (the Central Statistics Office) and one Executive Agency 
(the Economic and Social Research Institute). 



CHART 20.-9 

DEPARTMENT OF FINANCE 
PROPOSED ORGANISATION 

Budget Division 

ASSISTANT 
SECRETARY 

BUDGET 

PRINCIPAL PRINCIPAL PRINCIPAL PRINCIPAL 

Current Budget 

Estimates of current expenditure and 
revenue 
Preparation of budgetary framework, 
speech and allied documents 
Indirect taxes (sales taxes and 
Customs and Excise duties) 
Parliamentary business (including 
Parliamentary Committees) 

Financial legislation 
Direct taxes (income tax and sur-tax, 
corporation profits tax, estate duty ' 
and stamp duty) 

Double taxation relief agreements 
Statistics of current public finance 
Medium-term forecasting of current 
expenditure and taxation 
National accounts, statistics of 
public sector 

Capital Budget 

. Annual and multi-annual 
capital budget 
Statistics of capital 
expenditure 

Appraisal of public capital 
expenditure 
Short-term review and 
control of public expenditure 
(capital and non-capital) 
Development of programme 
budgeting and associated 
analytical techniques 

Supply Co-ordination I Supply Co-ordination II 

. Co-ordination of Departmental 
supply estimates 
Review of expenditure 

ACCOUNTANT 

Accounting 

Management of Exchequer and other 
public funds 
Contingency fund 
Payments, receipts and accounts of 
certain (Finance) votes 
Management of Paymaster General's 
supply account 
Payable orders 
Pensions of civil servants, gardafand 
teachers 
State borrowing 
State guarantee of borrowing 
Travelling and subsistence regulations 
for the civil service 
Management of public debt 

This Assistant Secretary provides executive counsel to two Executive Offices, the Paymaster General's Office, (which is in fact managed by the AccountantI and the 
Office of the Rf>V0nH0 
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This Assistant Secretary provides executive counsel to three commercial Agencies: Agricultural Credit Corporation, 
Industrial Credit Company and its two subsidiaries, Irish Life Assurance Company, and two Executive Agencies: 
Post Office Savings Bank, Irish Decimal Currency Board, as well as to the Central Savings Committee. 
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T H E P U B L I C S E R V I C E D E P A R T M E N T 

RECOMMENDED ORGANISATION 

21.1.1 We have recommended that the central organisation and personnel functions for the 
public service should be removed from the Department of Finance and assigned to a new. 
Department—the Public Service Department. We have also recommended that the Department 
should report, through its own Secretary, to the Minister for Finance and the Public Service. It 
is not necessary to recapitulate here the reasons for making this recommendation: they can be 
found in Chapter 14 of Section III of Part 1. Recommendations for the structure of the new 
Department are also set out there. 

21.1.2 The existing Personnel Division of the Department of Finance should be used as the 
nucleus for the new Department. The organisation structure and functions of this Division are 
shown in Chart 20.5 of the previous chapter. It will lose its present "Vote" work but it will be 
required to advise on and, if necessary, assist in the organisation of Departments within the 
staff budgets allocated by the Department of Finance. Its responsibility for promotion of the 
Irish language in the public service should be transferred to the Department of National Culture. 

21.1.3 The remaining functions (assigned to the four Principals on the right of the Chart) are 
all related to personnel and organisation matters, and should be merged into the appropriate 
sections of the new Public Service Department. The plan of organisation for the new Depart-
ment is shown on Chart 21.1. 

21.1.4 The Central Procurement Office will incorporate all central procurement functions in the 
present public service. In Departments, executive units will as far as possible look after such of 
their own procurement as cannot be more efficiently performed on a centralised basis. The Office 
should be based on the existing centralised procurement function in the Office of Public Works. 
It should contain the Architectural Branch of that Office, insofar as it is not dispersed to other 
Departments, e.g. Education; it should take over the District Architects and be responsible for 
maintenance and furniture. It should incorporate the Stationery Office, the Combined Pur-
chasing Section of the Department of Local Government and the central purchasing aspects of 
the Post Office Stores. It should maintain a central control over procurement, and keep the 
central records. In particular, it should maintain central control over the use of heavy or expen-
sive equipment. As executive units assume responsibility for much of their own procurement, 
much of its activity should be of a counselling and co-ordinating nature. 

21.1.5 The Public Service Department is at the summit of two of the four main communication 
and control systems of the public service; the other two culminate in the Department of Finance. 
The leading objectives of these systems are the co-ordination of the planning and management 
of resources through a common network of communication for all organisational units involved. 

21.1.6 The processes in this network have been described in paragraphs 20.4.20-23 which deal-
with the Department of Finance. Their application in this Department is similar. The chart in 
paragraph 20.4.20 also shows the working relationships in the case of the Public Service Depart-
ment. At the Executive Office level, which is used as an example of an executive unit, the per-
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sonnel and organisation functions are shown as being merged in the role of administration 
manager. In large executive units, separate posts for personnel and organisation will usually 
be necessary; in some very small- units there may be no call for a post of this type at all, the 
necessary service being provided'by the Aireacht. The application of the principle can be varied 
according to the need in each individual case. ' 



CHART 21.1 

PUBLIC SERVICE DEPARTMENT 
PROPOSED ORGANISATION 

AIREACHT 

PROCUREMENT ORGANISATION PERSONNEL REMUNERATION 

Accommodation 
Maintenance 
Office equipment 
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. Management 
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. Structure Recruitment 
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Manpower 
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, Superannuation 

COMMISSIONER FOR 
ADMINISTRATIVE JUSTICE 

CENTRAL PROCUREMENT OFFICE 

The Secretary is also a member of the Public Service Advisory Council, which comprises aiso 3 members 
from the Public Sec tor and 4 from the Private Sector 

The Organisation and Personnel Divisions will supply the joint teams for the administrative audit 

The I.P.A. is associated with the Assistant Secretary for Personnel on training matters, and wit)} the Assistant 
Secretary for Organisation on matters to do with research 

I.P.A. (See note) 

DIRECTOR Personal Staff 

ASSISTANT 
SECRETARY 

DIRECTOR Personal Staff 

PLANNING 

ASSISTANT 
SECRETARY 

ASSISTANT " 
SECRETARY 

DIRECTOR 

MINISTER 

DIRECTOR 

PERSONNEL 

SECRETARY 

ORGANISATION 

' ASSISTANT 
SECRETARY 

FINANCE 

LOCAL APPOINTMENTS COMMISSION 

CIV IL SERVICE COMMISSION 

* Management Advisory Committee. The Assistant Secretory IBudget) in the Department of Finance is 
also a member 



CHAPTER 22 

DEPARTMENT OF JUSTICE 

PRESENT FUNCTIONS 

22.1.1 The primary functions of the Department of Justice are: 

—To preserve law and order and protect the community against crime, through the. 
Judiciary, the Garda Siochand and the prison system; 

—To register ownership to land and legal transactions affecting such ownership. 

—To reform certain aspects of the law as outlined in the White Paper, Programme of 
Law Reform, presented by the Minister for Justice in January, 1962. 

—To oversee the operations of the Commissioners of Charitable Donations and 
Bequests, the Film Censor and Appeal Board, the Censorship of Publications Board 
and Appeal Board and An Bord Uchtala—this involves handling matters of broad 
policy and all administrative arrangements in relation to staff, accommodation, etc. 

—To control miscellaneous activities related to aliens, citizenship, firearms, explosives, 
fines, sentences, betting, lotteries, money lending, pawnbroking, dance halls, 
intoxicating liquor licensing, street trading, coroners and peace commissioners, and 
the functions of the Public Record Office. 

—To promote legislation in the field of landlord and tenant. 

EXISTING ORGANISATION 

22.2.1 The Department is an administrative centre for several executive functions. Examples 
of such functions are those performed by the Garda who maintain law and order, the Land 
Registry and Registry of Deeds which provide a legal service to the public, the prison service 
and various Boards supervised by the Department such as censorship, adoption, etc. 

22.2.2 The basic structure of the Department of Justice is shown in Charts 22.1 -to 22.4. Three 
Assistant Secretaries report to the Secretary. One Assistant Secretary is responsible for all 
questions of administration, including Accounts, arising in connection with the Department's 
Headquarters and sub-offices (excluding Prisons), the Judiciary, the Courts, the Garda Sioch&na, 
the Land Registry and Registry of Deeds and for Establishment matters. The organisation of 
this Division is shown on Chart 22.2. The Judiciary are independent in the exercise of their 
judicial functions. The Garda is administered on the basis of statutory regulations made either 
by the Minister for Justice or by the Government at the request of the Minister, and these 
regulations cover recruitment and promotion, discipline, pay and pensions. The Secretary of the 
Department is Accounting Officer for the Garda Siochana Vote and the Department controls 
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all expenditure, including purchases of equipment.-It is also r e s p o n s i b l e for the organisation 
and strength of the Force and for accommodation matters. The Minister is r e s D o n s i b l e for 
police conduct. Personnel work related to the Courts system, Land Registry, various Boards 
such as Censorship and Adoption and the Department proper is substantial. The staff assigned 
to Gaida administration spend much of their time on conciliation and arbitration of pay 
and working conditions for Garda personnel. 

22.2.3 A second Assistant Secretary is responsible for Law Reform. The organisation of this 
section is shown on Chart 22.3. Considerable progress has been made in carrying out the long-
term law reform programme outlined in the White Paper of 1962. Additional work will continue 
to be needed in such areas as administrative law, patent law, company law, bankruptcy law, 
enforcement of judicial decisions, international sale of goods, domestic sale of goods, agency', 
arbitration, contractual and quasi-contractual obligations and some aspects of tortious 
liability. 

22.2.4 A third Assistant Secretary is responsible for Prison Administration, Political Affairs, 
Petitions and Miscellaneous Matters. The organisation of this Division is shown on Chart 22.4. 
Prison Administration is part of the responsibility of the Department's Headquarters staff. Any 
questions which may give rise to difficulty or which are not of a routine-character are referred 
to Headquarters for decision at appropriate level. The Department exercises control over 
recruitment and promotion of personnel and financial control over expenditures by the prison 
system. The Political Section deals with all matters related to subversive organisations, the 
protection of Ministers, etc., under the direction of the Minister. The Petitions Section handles 
requests for remittance of fines and other penalties which are made on appeal to the Minister. 
The Miscellaneous Section performs a multiplicity of duties related to the drafting and revising 
of legislation administered by the Department; liaison with the Censorship Office and An 
Bord Uchtaia; the investigation of complaints made to the Minister about the Garda 
Siochdna, including the evaluation of such complaints; the administration of the Acts and 
regulations relating to aliens, citizenship, firearms, explosives, betting, gaming and lotteries, 
dance halls, intoxicating liquor licences, street trading and coroners. Much of the work of this 
section involves direct contact with the public. 

22.2.5 The organisation of the Land Registry is shown on Chart 22.5. Procedures for central 
registration of land have been revised and updated in the Registration of Title Act, 1964, in 
accordance with which all land in the State will eventually have to be registered. Tt is planned to 
implement the compulsory registration provisions in the Act at county.level on a pilot basis as 

, staff becomes available. The Land Commission has bsen required to register its land and 
dealings in land for many years. The Registry of Deeds and Titles will eventually become 
redundant when the provisions of the Registration of Title Act, 1964, regarding the compulsory 
registration of title have been implemented in respect of the entire State, and all property (urban 
and rural) has been registered. This Registry is a registry of transactions affecting land, and 
interests in land, and has a record of each piece of property that has been registered by the 
Land Registry. 

22.2.6 The Public Records (Ireland) Act, 1867, established the Public Records Office. Although 
the Minister for Justice is the official Keeper of State Papers, the Office is headed by the Deputy 
Keeper of State Papers, a civil servant. This Act does not apply to Government Departments 
which have come into existence since 1922. The Ministers and Secretaries Act of 1924 gives the 
Taoiseach "custody and responsibility for all public archives". At present the Public Records 
Office contains three main classes of records, viz. Probate and Court records, Departmental -
Records and miscellaneous family and historical papers. 
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CONSIDERATIONS 

22.3.1 The Department of Justice is already organised in a way that separates the majority 
of its executive responsibilities into organisational units which are not inside the Department 
itself. Courts, Garda, Prisons and the Land Registry and Registry of Deeds are all separate, 
although the Secretary is the Accounting Officer for their votes. General policy and establish-
ment requirements are co-ordinated in the Department. 

22.3.2 The law reform programme is processed within the Department, subject to consultation 
with certain extra-Departmental committees and organisations. 

22.3.3 Some functions discharged within this Department could, with advantage., be transferred 
elsewhere, e.g. rent control and adoption. 

RECOMMENDATIONS 

22.4.1 The staff functions of finance, planning, organisation and personnel should be set up 
in the way proposed for other Departments. 

22.4.2 There should be two Assistant Secretaries; one should be concerned with Law Reform, 
an activity which will take place entirely within the Aireacht. . 

22.4.3 The other Assistant Secretary should be responsible for political and miscellaneous 
matters and for franchise' and elections (transferred from the Department of Local Government) 
as well as for censorship matters. The Courts, Garda, Prisons Service, Land Registry and 
Registry of Deeds and the Commissioners of Charitable Donations and Bequests should be 
organised as formal executive units and report to this Assistant Secretary. The Public Record 
Office should.be split between the National Library and the Land Registry and Registry of 
Deeds. Our views about the Courts are set out in paragraph 15.7.3. 

22.4.4- ' An Bord Uchtdla arid functions relating to the welfare of children generally should 
"be transferred to- the Department of Health and-Welfare. Landlord and tenant and rent restric-. 
tion'matters should be transferred to the Department of Regional Development. . • 

22.4.5 The proposed plan of organisation is shown in Chart 22.6. 
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DEPARTMENT OF JUSTICE 
Present Organisation 

Commission) 
Rent restrictions 

Bail foreign judgements 
State proceedings 
Bankruptcy 

motorists 

Courts 
Succession 

Licensing laws 
Juries 

PRINCIPAL PRINCIPAL PRINCIPAL 

ASSISTANT 
PRINCIPAL 

ASSISTANT 
PRINCIPAL 

. ASSISTANT 
PRINCIPAL 

ASSISTANT 
PRINCIPAL 

ASSISTANT 
PRINCIPAL 

ASSISTANT 
PRINCIPAL 

ASSISTANT 
SECRETARY 

Courts 
Succession 
Registrations 
of tit le 

; ! 



CHART 22.4 

m 
'•isACs**' 

fO 

DEPARTMENT OF JUSTICE 
Present Organisation 

ASSISTANT 
SECRETARY 

2 ASSISTANT 
PRINCIPALS 

PRINCIPAL 

ASSISTANT 
PRINCIPAL 

PRINCIPAL 

ASSISTANT 
PRINCIPAL 

Prisons administration 
(including estimates) 
Probation administration 

Crime 
Miscellaneous 

Petitions 
Political 

W-»c 



-a-jea 
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CHAPTER 23 

DEPARTMENT OF DEFENCE 

PRESENT FUNCTIONS 

! i ' : I 

23.1.1 The Ministers and Secretaries Act, 1924 states: "The Department of Defence which shall 
comprise the administration and business of the raising, training, organisation, maintenance, 
equipment, management, discipline, regulation, and control according to law of the Military 
Defence Forces of Saorstat fiireann, and all powers, duties and functions connected with the 
same, and of which Department the head shall be . . . the Minister for Defence." Section 16 of 
the Defence Act, 1954, which consolidated previous legislation, provides that: "It shall be 
lawful for the Government to raise, train, equip, arm, pay and maintain defence forces to be 
called and known as Cglaigh na hfiireann or (in English) the Defence Forces." This section is 
the legal authority for raising, training and maintaining the Defence Forces. 

;i 

! : 

23.1.2 Section 17 of the Defence Act, 1954 provides that: "Under the direction of the President, 
and subject to. the provisions of this Act, the military command of, and all executive and 
administrative powers in relation to, the Defence Forces, including the power to delegate 
command and authority, shall be exercisable by the Government and, subject to such exceptions 
and limitations as-the Government may from time to time determine, through and by the 
Minister." This section clearly places the Defence Forces under the jurisdiction of the President, 

. the Government and the Minister for Defence. 

23.1.3 Section 13 of the Defence Act, 1954 provides for the establishment in the Department 
of Defence of three principal military branches, the heads of which are the Chief of Staff, the 
Adjutant-General, and the Quartermaster-General; Each is directly responsible to the Minister 
for the performance of the duties assigned to him under Section 13 of the Defence Act, 1954. 
The Chief of Staff is responsible, in addition to his other duties as shown, for the co-ordination 
of the business, of the three principal military branches. Each Command O/C. has command 
within.his area delegated to him by the Minister. Command is similarly delegated to the O/C. 
Curragh Training Camp, the O/C. Air Corps, the O/C. Naval Service.and the O/C. Observer 
Corps. 

23.1.4 Section 11 of the Defence Act, 1954 provides for a Council of Defence: "to aid and 
counsel the Minister on all matters in relation to the business of the Department of Defence on 
which the Minister may consult the Council". The Council consists of the Parliamentary 
Secretary to the Minister for Defence, the Secretary of the Department of Defence, the Chief of 
Staff, the Adjutant-General, and the Quartermaster-General. The Secretary of the Department 
is also the Secretary of the Council of Defence. We understand that meetings, in fact, occur only 
infrequently. 

23.1.5 The Department, therefore, differs from other Departments in that the Secretary is not' 
the only direct adviser of the Minister. The Minister is also supported by advice from the three 
military officers who are members of the Department. 
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| 
/.'I 23.1.6 The present functions of the Department of Defence may be summarised as follows: 

| Raising, training,, organising, equipping, maintaining and controlling, according to 
| law, the Military Defence Forces of Ireland. 

| 2. Carrying out such other duties as the Government may direct which are compatible 
| with the capabilities (organisation, manpower, discipline and equipment) of the ' 
I Defence Forces. Examples include rendering aid in natural disasters, sea fishery 
| _ protection, U N peace-keeping duties, air/sea rescue, and helicopter service. 

| 3. Carrying out othei special assignments as required either by statute or government 
direction such as: 

Developing and implementing a Civil Defence Programme for the State. 

—Administering various statutes. regarding pensions, allowances, etc. and the 
granting of certain Service Medals. 

EXISTING ORGANISATION 

23.2.1 The Department comprises a civil side consisting of four Divisions and a military side 
consisting of the three military Branches. The plan of organisation of the civil side is shown in 
Chart 23.1. Three of its Divisions are in the charge of Assistant Secretaries, while the fourth is 
in the charge of the Finance Officer. The Army Pensions Board reports through the Secretary. 

. The responsibilities of the three Assistant Secretaries are shown in Charts 23.2, 23.3 and 23.4. 
One of them deals with General Matters (affecting all three military Branches), Properties 
(mainly affecting the Quartermaster-General's Branch), Contracts (mainly affecting the 

• Quartermaster-General s Branch) and Establishment (dealing with the civil service staff of the 
Department and with civilians employed with the Defence Forces). A second Assistant Secretary 
deals with Military Organisation and Pay (affecting the Chief of Staff's Branch), Regulations 
Overseas Service, Legislation and Emergency Planning (affecting all three military Branches and 
othei Departments), and the Irish Red Cross Society. The third Assistant Secretary deals with 
Civil Defence matters. " 

. 23.2.2. The Finance Officer is head of the Branch, which discharges all the basic accounting 
.work of the Department including payroll functions for the civilian staff of the Department and 
the Defence Forces, as well as the administration and payment of pensions and allowances for 
the Forces and for former members of certain military organisations and the granting of certain 
medals and benefits. The Branch is also responsible for auditing Military and Civil Defence 
stores. Chart 23.5 shows the organisation of this Branch. 

23.2.3 The plan of organisation on the military side is shown in Charts 23.6, 23.7 and 23.8. 
The duties assigned to the Chief of Staff relate to the training, efficiency, planning, organisation 
and equipment of the Defence Forces; recommendations for appointment and promotion of 
officeis;-general matters such as proposals regarding conditions of service, pay and allowances, 
retired pay and pensions; and inspections. In addition there is delegated to him the co-ordination 
of the .business of the principal military Branches of the Department. Chart 23.6 shows the 

' organisation of this-Branch. 

23.2.4 The duties assigned to the Adjutant-General relate to personnel (administrative" 
matters), general administration (e.g. ceremonies and ceremonial, redress of wrongs), discipline, 
(e.g. courts martial), medical matters, spiritual welfare, planning and inspection. Chart 23.7 
shows the organisation and responsibilities of this Branch. 
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23.2.5 The duties of the Quartermaster-General's Branch relate to armament and equipment 
(procurement), supply, transport, quartering (e.g. barrack maintenance, procurement of 
barrack services), general matters (e.g. boards of survey, canteens), planning and inspection. 
Chart 23.8 shows the organisation and responsibilities of this Branch. 

23.2.6 Comparison of Charts 23.2, 23.3 and 23.7 illustrates how the responsibilities of the 
military and civil Branches operate in relation to one another on matters in which both are 
involved. The following are examples: 

Subject 

Retirement on 
medical grounds. 

Ddil Questions. 

Military Branch 

Furnishes relevant data. 

Civil Branch 

Processes. 

Where necessary furnishes relevant Processes and prepares replies, 
data. 

Medical Treatment. 

Medical Supplies. 

Letting of Lands. 

Arranges hospital treatment. 

Furnishes requisition—with 
specifications. 

Gives financial sanction. 

Processes and, as may be, approves, 
seeks and processes tenders. 

Furnishes recommendations as to Processes and arranges lettings. 
military position. 

23.2.7 The supply procedure is the most important instance of combined administrative work 
by civil and military personnel. The procedure comprises two main sequences: estimation and 
procurement, which involve the following steps: 

ESTIMATION 

When annual estimates are being compiled (around October) for the following financial 
year, supply proposals are submitted by the Quartermaster-General. . 

I! '• 
,!; 
•I 

: i ! 
. i 
•.{ « 

• i ' 

ammunition and equipment for their corps. 

(2) Proposals are submitted in quantity and value to the Quartermaster-General. 

(3) The proposals, when processed, are submitted to the civil side where a complete 
appraisal of them is undertaken in detail (starting at a junior level) and further 
supporting documentation and explanations are called for from the military side, 
where necessary. 

(4) The proposals are altered as may be necessary by the civil side after consultation 
with the Quartermaster-General. 

(5) The proposals, amended as may be, are submitted in the form of draft estimates 
for the Minister's approval. 

(6) The draft estimates are then submitted to the Department of Finance. 
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(7) The draft estimates are finalised by discussion and correspondence between the 
Department of Finance and the civil side" of the Department of Defence. 

PROCUREMENT 

" 

(8) When the Department's Estimates have been, approved by the Dail, purchase 
proposals are processed in the Department. This involves the submission of a 
detailed case by the military where only outline proposals had been submitted 
when the Estimates were being prepared. The proposals may be approved 
Departmentally in accordance with authority delegated by the Department of 
Finance. Otherwise the specific sanction of that Department must be obtained. 

23.2.8 There are about 1,500 civilian employees attached to units of the Defence Forces. 

23.2.9 A significant part of the Department's work is concerned with the management of land 
and buildings. 

RELATIONSHIPS BETWEEN CENTRAL A N D LOCAL AUTHORITIES 

23.2.10 Civil Defence functions are carried out by County Councils and County Borough 
Corporations on behalf of the Department of Defence. The Department is responsible for civil 
defence planning and organisation, with detailed planning of casualty and fire-fighting services 
undertaken by the Departments of Health and Local Government respectively. 

23.2.11 70% of the cost of local authority civil defence is centrally financed. The relationship 
between the Department of Defence and local authorities is characterised by. excessively 
detailed control. Essentially, Civil Defence is a regional service and needs to be considered in 
any review of regional structures. 

CONSIDERATIONS 

23.3.1 The administrative procedures of the Department of Defence are based on a rigorous 
interpretation of the requirements of civilian control, and of financial supervision by the civil 
side of the Department. This has resulted in a dual structure, consisting of a Secretariat and a 
General Headquarters, in which there is extensive duplication of function. 

23.3.2 The duplication of function is perhaps most extensive in the areas of procurement, 
contract administration, and stores accounting and auditing. 

23.3.3 Efficiency would be enhanced if this dual structure were eliminated, while adequate 
provisions were made to provide for supervision of financial estimates and expenditures. The 
recommendations in the next section of this chapter provide for a merging of the military and 
civilian functions in a new executive unit for supply. 

23.3.4 The civil defence function appears to be best located in this Department, but its working 
relationships with local authorities could be much simplified by the delegation of greater 
authority within agreed limits to the local level. 
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RECOMMENDATIONS 

23.4.1 "The Council of Defence should meet regularly. It should be the means whereby the 
members of the Council have both the collective duty of advising the Minister on matters 
relevant to defence policy and the individual responsibility for carrying out the resulting 
decisions within their own spheres. . . 

23.4.2 The Secretary should have the normal finance, planning, organisation and personnel 
units, and, in line, he should have two Assistant Secretaries, one for Supply, Accommodation 
and Lands and one for Civil Defence. The Organisation Unit should be the Secretary's link with 
the Adjutant-General on Defence Forces regulations and records, and with the Chief of Staff 
on Defence Forces organisation. The Personnel Unit should be the Secretary's link with these 
two officers on Defence Forces conditions of service and welfare. The civilian side of the 
existing Administration function—inspections, regulations, inquiries and surveys—should also • 
move to the Organisation Unit. These moves would assign the functions of the existing organisa-
tion as shown on Chart 23.3 to the new staff units. The Establishment Officer, shown on Chart 
23.2, should move to the Personnel Unit. Emergency planning (transferred from the Department 
of Local Government) should be dealt with by the Planning Unit; the military side will be 
responsible for execution. 

23.4.3 The Supply, Accommodation and Lands function should be assigned to a new 
Executive Agency, , the Defence Services Agency, with joint civilian and military staffing. The 
Director of this Agency should co-ordinate the requirements of the Quartermaster-:General within 

This executive unit will comprise the existing Department's staff as shown in Chart 23.2, except., 
the Establishment Officer. From the existing Quartermaster-General's Branch, shown in 
Chart 23.8, the Supply Section, the Accommodation and Barrack Services Section and the 
Canteen Service Section should join the new Executive Agency. 

23.4.4 The proposed Defence Services Agency should be supervised by a Board consisting of 
the Parliamentary Secretary to the Minister, the Quartermaster-General and the Assistant 
Secretary for Supply. 

23.4.5 The Ordnance Survey Office should be transferred from the Department of Finance and 
report to the Assistant Secretary for Supply. 

23.4.6 The Finance Unit should consist of the functions carried out by the existing Finance 
Officer (Chart 23.5). The Army Pensions Board should report here as an executive unit. 

Assistant Secretary for Civil Defence should retain the functions of the similar 
Division in the existing Department (Chart 23.4). The operating practices of this unit should be 
revised to give greater freedom of action and decision, within agreed guidelines, to local 
authorities who will be the executive units of this function in accordance with our general 
recommendations for the exercise o f discretion by local authorities. 

23.4.8 The civilian side of the Department under the Secretary should be responsible for 
general and budgeting co-ordination; the military side for military execution; and the Defence 
Services Agency for all procurement activities. All should operate under the Council of Defence 
and the Minister. The proposed structure is shown in Chart 23.9. In their-roles as members of 
the Council of Defence, the three military heads are members of the Aireacht. 
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Civil Defence Accounts -
Stores audit 
Pensions 
Soldiers' pay and 
allowances 
Automatic data 
processing 

Army organisation, pay 
and regulations 
Legislation and overseas 
service 
Emergency planning 

Irish Red Cross 

Lands 
Contracts 
Establishment 
General section 

MINISTER 

ARMY PENSIONS BOARD 

ASSISTANT 
SECRETARY 

ASSISTANT 
SECRETARY 

SECRETARY 

ASSISTANT 
SECRETARY 

FINANCE 
OFFICER 

I nvestigations and reports to the 
. Minister on applications for 
disability pension, gratuity or 
special allowance under Army 
Pensions Acts 
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Lands Section, General, 
Contracts, Establishment 
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CHART 23.2 

DEPARTMENT OF DEFENCE 
Present Organisation 

PRINCIPAL ESTABLISHMENT 
OFFICER 

Lands Section, General Section Contracts 

ASSISTANT 
PRINCIPAL 

ASSISTANT 
PRINCIPAL 

Lands 
General administration 
of permanent military 
property 
Sale of surplus property 
Administration of 
An Currach 
Renting of accommodation 
for An Foras Cosanta / / 
Altai il 
Acquisition of sites 
Administration of 
grazing rights 

General 
General support of 
military in such 
areas as: 
— Recruiting 
— Appointments, 

promotion, 
resignation, • . 
retirement of 
officers 

— Insurance 
schemes 

— • Courses 
— Allowances 
— Ceremonial 
— Information 
— Repatriation 

and resettle-
. ment 

— Air/Sea Rescue 
— Medals 
— Traffic accidents 

involving military vehicles 
— Military assistance in 

disturbance and disaster 

International military 
organisations 

Engagement of 
bands 
and instrumentalists 

— Equitation School 
— Fishery protection 

Air Corps 
Signal. Corps 
Provisions 
Fuel 
Engineers' stores 
Barrack 
maintenance 
Forage 
Disposals 

o 

ASSISTANT ASSISTANT 
PRINCIPAL PRINCIPAL 

Defensive equipment 
Supply and transport 
Civil Defence 
equipment 
General stores. 
Clothing 
Naval Service 
Medical supplies 
Hospitals', doctors' 
and dentists' accounts 
General stores for 
Naval Service 

Civilian employees' appointment, 
promotion-, discharge, pay and 
allowances, discipline, leave etc. 
Establishment 
— Civil service staff of Department 
Clerical support, registry, files 
Training 
0 & M 
Library 
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ASSISTANT 
SECRETARY 

Organisation arid Regulations 
Overseas Service 
Emergency Planning 
Legislation * 
Irish Red Cross 

to 

PRINCIPAL 

Army organisation, pay and regulations, 
legislation, overseas service, Irish. 
Red-Cross 

ASSISTANT 
PRINCIPAL 

Preparation and issue of Defence 
Force Regulations, Army Orders, 
General Routine Orders 
Consolidation of Regulations 
Defence Forces Peace Establishments 
Defence Forces Pay, Allowances and 
Conditions of Service 

PRINCIPAL 

Emergency Planning' 

ASSISTANT 
PRINCIPAL 

ASSISTANT 
PRINCIPAL 

UN Peace-Keeping Missions 
Legislation * 
Irish Red Cross 
Advise Minister on cases -of 
military discipline 
Matters connected wi th International 
Conventions and Agreements 
Petitions, Courts-Martial and 
Redress of Wrongs 
Training of overseas military personnel 

Co-ordinate emergency planning 
activity of all sections of 
Departments 
Secretary to Inter-Departmental 
Committee on Emergency Planning 
Prepare emergency legislation and 
other measures required to givtt 
effect to military plans 

• F * 
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Does not cover Civil Defence or pension legislation. 
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Present Organisation 

ASSISTANT 

Civil Defence 

PRINCIPAL 

Intelligence and Education 
Civil Defence Personnel, 
Equipment, facilities 

PRINCIPAL 

Organisation and Planning 
Training 
Legislation 

ASSISTANT 
PRINCIPAL 

ASSISTANT 
PRINCIPAL 

Information, education of public 
(Civil Defence Journal) 
Establishments and conditions of 
service for staff engaged in Civil 
Defence duties 
— Regional Civil Defence officers 
— Instructors 
— Local authorities 
Civil Defence sub-library 
Central and local advertising 

Purchase, issue and control of 
equipment, supplies and 
uniforms largely to local 
authorities. 
Acquisition or construction 
of facilities for Civil 
Defence activities 
Grant of claims by local 
authorities 

ASSISTANT 
PRINCIPAL 

ASSISTANT 
PRINCIPAL 

. Temporarily unfilled' 

Technical staff for Civil Defence includes: 
1 Technical Officer Grade I 
4 Technical Officers Grade II (1 vacant) 

1 Lieutenant Colonel and 2 Commandants are attached to this Branch at headquarters. In addition. 8 Commandants are engaged on 
the organisation of Civil Defence in the 8 regions into which the country has been divided for Civil Defence purposes. 

Organisation and planning of 
— Warning system 
— Communication system 
— Control system 
Training 
— Local authorities 
— Abroad 
— Civil Defence School' 
Organisation 
— Evacuation schemes 
— Shelters 
— Industrial Civil Defence 
— Civil Defence in Civil Service 
Legislation 
(Civil Defence Bill) 
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FINANCE OFFICER 

Accounts, Stores audit. Pensions, 
Soldiers' pay, ADP. 

to tyi u> 

Special allowances administration 
Pension and special allowances 
payments and verification 
Registry . 

. Pensions legislation and administration 

. Pre-Truce Service Medals • 
Accounts 

. Stores audit 
Pay and allowances 

. ADP. 

DEPUTY FINANCE 
OFFICER 

ASSISTANT FINANCE 
OFFICER 

ASSISTANT FINANCE 
OFFICER 

ASSISTANT FINANCE 
OFFICER 

The Deputy Finance Officer works almost full time on pensions and consequently with the two Assistant Finance Officers with pension responsibilities. 

The Assistant Finance Officer.in charge of Accounts and Pay therefore works directly with the Finance Officer. 



PERSONAL STAFF 
OFFICER 

CHIEF OF STAFF 

CHART 23.6 

DEPARTMENT OF DEFENCE 
Chief of Staff's Branch 
Present Organisation 

' 

ASSISTANT CHIEF 
OF STAFF 

TRAINING 
SECTION 

The Director of Training 
has general staff 
responsibility for the 
management of training 
throughout the Defence 
Forces 

PLANS AND 
OPERATIONS SECTION 

The Director of Plans and 
Operations has general 
staff responsibility for the 
management of current 
operational matters 
throughout the Defence 
Forces, and for the 
preparation of plans and studies 
to meet national military 
requirements.on mobilisation 
and in war, including Civil 
Defence 

INTELLIGENCE 
SECTION 

The Director of Intelligence 
has general staff responsibility for: 
— Developing combat intelligence 

techniques throughout the 
Defence Forces 

— Developing strategic studies as a 
basis for the formulation of 
operational plans 

— Development of procedures and 
techniques to ensure military 
security 

— Press and publicity matters 

1. The Assistant Chief of Staff has delegated to him general staff responsibility in respect of the Air Corps. Naval Service and Observer Corps. He also has responsibility for 
effecting liaison with foreign military forces generally through the medium of military attaches. He also-acts as Chairman of the Regulations Committee 

Z The Chief of Staff has general staff responsibility in respect of the Artillery, Cavalry and Signal Corps and exercises this either directly, or through the sections of the 
Branch, as appropriate 

3. The officer strength of the. Branch also includes 1 Lt. Col. and-2 Commandants assigned to the Civil Defence Branch, Department'of Defence. 
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GENERAL 
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D E P A R T M E N T OF D E F E N C E 

A d j u t a n t General's Branch 

• Present Organisat ion 

PERSONAL STAFF 
OFFICER DEPUTY 

ADJUTANT GENERAL 

Policy and Plans (Personnel Matters) 
— Co-ordination 
— Inspection 

OFFICERS 
RECORDS 
SECTION 

ENLISTED 
PERSONNEL 

SECTION 

A' Regulations unit . Appointments, promo- Recruitment, enlistments, Statistical returns for Preparation of proposals 
routine and admini- tions, postings.and promotions, postings and Army and Secretariat as a basis for planning . 
stration general transfers, retirements transfers, discharges Estimates of strength " A " Branch matters to 
routine orders Resignations, relinquish- . Extension and continua- for financial purposes . be dealt wi th on' 
Courts of Inquiry ments of commissions,' tion of service • Replies to Dail questions mobilisation and 
Medical treatment of dismissals, releases Re-engagements Publication of expansion 
soldiers' dependants Mobilisation . Transfers to Reserve Statistical Year Book Co-ordination of work 
Certification of . Certificates of service Mobilisation Army forms - checking of other sections of the 
disability pensions . Statistics . Certificates of service and requisitioning Branch in the preparation 
Band and band UN service (as Statistics reprints of such proposals 
engagements appropriate) UN service (as Providing material 

of such proposals 

Ceremonial . Gazette entries and appropriate) to reply to all queries 
Military honours amendments Social welfare concerning soldiers 
Messes arid mess . Compilation of benefits Course results 
funds personal file for Income tax Postal voting registers-
UN service (as each serving and conduct of elections 
appropriate) officer .in Army, by postal 

voting 
. Cadet intake , Certification of i i 

service medals 

HEAD CHAPLAIN 
SECTION 

PLANNING SECTION LEGAL SECTION 

Administration' of 
military law 
Courts-Martial 
— Registration and 

custody of 
proceedings 

Legal questions and 
advice 

Liaison with Judge 
Advocate General 

Spiritual and moral 
welfare of troops 
Spiritual administration 
Cooperation in social 
and recreational welfare 

l l fe i 

U The Adjutant General has staff responsibility in respect of the Medical Corps, Military Police Corps and the Army School of Music. The Directors of these corps operate as special 
staff officers within their respective areas 

2. A Comrftand Records Office is established in each Command and in the Curragh Training Camp and these operate under the control of the Enlisted. Personnel Section. 
3. The Adjutant General also provides a special staff for ADC functions in respect of An tUachtarah and An Taoiseach. 
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Quartermaster General's Branch 

Present Organisation 

Preparation of plans to 
provide for the availability 

Establishment, supervision 
and running of canteens 

Initiation of action and 
follow-up in.co'nnection 

"Q" committees and boards 
"Q" education (in conjunction 

initiation of action, and 
follow up, in connection 

ACCOMMODATION AND 
BARRACK SERVICES 

SECTION 

PLANNING 
SECTION 

SUPPLY 
SECTION 

QUARTERMASTER 
GENERAL 
(Colonel) 

PERSONAL.STAFF 
OFFICER 

DEPUTY 
QUARTERMASTER 

GENERAL 

CANTEEN SERVICE 
SECTION 

ADMINISTRATION 
SECTION 

"Q" committees and boards 
"Q" education (in conjunction 
with Director of Training) 
" Q " inspections 
" Q " aspects of investigations 
in connection with thefts, 
fires, losses and traffic 
accidents 
Welfare accounts 
Disposal of unwanted 
stocks of'arms, equipment 
and vehicles 
"Q'.' administration in 

' connection with U.N. 
operations 
Arrangements and 
procedures connected with 
" Q " aspects of emergency 
situations including strikes 
and natural disasters 

Initiation of action and 
follow-up inco'nnection 
with the purchase of 
barrack service equipment 
Inspection and maintenance 
of barrack service equipment. 
" Q " action relative to the 
hire and use of lands for 
military purposes -
Accommodation (including 
FCA installations and 

. married quarters) 

Provision of and account-
ing for fuel and light 

initiation of action, and 
follow up, in connection 
with the purchase of 
arms, vehicles,, aircraft 
clothing, food, provisions, 
petrol, oiljubricants 
and equipment -
Distribution of the 
above mentioned 
items 

. Initiation of action . 
for contracts for 
the repair and 
maintenance of 
vehicles and 
equipment 

. Initiation of action 
, for the erection of 

new buildings 
. Action for the 

maintenance, repair 
and modification of 
all barrack Installations 

1. The Deputy Quartermaster General has delegated to him special responsibility for the preparation of estimates and for welfare schemes. 
2. The Quartermaster General has also general staff responsibility in relation to the Corps of Engineers, the Supply and Transport Corps, and the 

Ordnance Corps. The Directors of these Corps in their capacity as special staff officers act as technical advisers, within their respective areas, 
to the Quartermaster General. 

3. The Quartermaster General has, finally, direct staff responsibility in respect of the Equitation School. 

Preparation of plans to 
provide for the availability 
of accommodation and for 
the supply of arms, equipment 
vehicles etc., on mobilisation, 
and the development of peace-
time procedures to ensure the 
easy implementation, when 
required, of these plans 
Development of studies 
relative to the above 
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CHAPTER 24 

DEPARTMENT OF EXTERNAL AFFAIRS 

PRESENT FUNCTIONS 

24.1.1 The main functions of the Department of External Affairs are: 

(i) Advising the Government on the conduct of relations with foreign governments and 
international organisations, and collecting and assessing the information necessary 
for that purpose. 

(ii) Co-ordinating the policies and activities of all branches of government in respect of 
relations with foreign governments and international organisations having regard 
to the overall national interest. 

(iii) Diplomatic and Consular representation in foreign countries, at the United 

Nations and other international organisations and conferences. 

.(iv) Negotiation and ratification of international treaties and conventions. 

(v) Activities directed toward the expansion of foreign trade and other foreign earnings. 

(vi) Dissemination abroad of information on Ireland and Irish affairs and the develop-
ment of cultural relations with other countries. 

(vii) Granting of passports and visas, notarial services and protection of the interests of 
Irish citizens abroad. 

(viii) Matters of protocol, including State and official visits to and from other countries. 

24.1.2 Representation abroad evolved slowly until the end of World War II, since when there 
• has been some expansion of the Department's staff in Dublin, as well as abroad. Foreign , 

representation', however, remains of comparatively modest extent. The Mission .to the United 
Nations-opened in 1956 and activity in U N affairs has been more extensive since that time. In 
Europe, Ireland has been active in the Council of Europe since its founding in 1949, has been 
accredited to the EEC since 1959 and has had a separate Mission to that body since 1966. An 
office has also been opened in Geneva to cope with the various U N agencies located there, 
e.g. GATT, etc. 

24.1.3 Representation abroad is through Diplomatic Missions and Consular Offices. Diplo-
matic Missions comprise all Irish Embassies and Permanent Missions abroad accredited to 
states and international organisations. Ireland is a member of over 70 international organisa-
tions and maintains 29 Diplomatic Missions. 

24.1.4 The distinction between consular and diplomatic functions is that the. latter cover, 
relations between governments whereas consular activities are concerned with the protection 
of individual nationals in their personal, property and economic interests in the foreign country 
concerned. Most of the Diplomatic Missions abroad do consular as well as-diplomatic work. 
Commercial and economic activities are now indeed a priority function of all offices abroad. 

258 
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24.1.5 An Ambassador is given a Letter of Credence signed by the President and addressed 
to the head of the receiving State. He is assisted by one or more diplomatic officers of the rank 
of Counsellor, First Secretary or Third Secretary. A career Consul General is given a Consular 
Commission also signed by-the President. He is assisted by a Deputy Consul General, Consul or 
Vice-Consul, similarly commissioned. An Honorary Consul General or Honorary Consul is a 
part-time unpaid appointee, who performs simple consular functions such as handling applica-
tions' for the renewal of passports, the authentication of documents, protection of citizens and 
shipping matters. He receives a commission signed by the Minister for External Affairs. 

24.1.6 The Irish consular service has Consulates-General staffed by career officers in five cities 
and.by Honorary Consulates General-or Honorary Consulates in thirty. 

EXISTING ORGANISATION 

24.2.1 The current organisation structure is set out in Chart 24.1. Three Assistant Secretaries 
report to the Secretary, each with a distinct area of functional responsibility. These areas are 
described in more detail in Charts 24.2 to 24.4. 

24.2.2 Two specialist Counsellors, charged with Protocol and Legal Matters respectively, also 
report directly to the Secretary although for administrative purposes they belong to one of the 
Divisions headed by an Assistant Secretary. Representatives of Ireland abroad have a direct line 
of report to the Secretary. 

24.2.3 t h e work of the Department has been markedly affected by Ireland's commitment in 
United Nations matters. Another major area of work is related to the general policy of expand-
ing foreign trade and other foreign earnings. Ireland's application for membership of the Euro-
pean Economic Community, which could have profound political as well as economic implica-
tions, is a major preoccupation at the highest level. 

24.2.4 Flexibility in approach to work assignment is characteristic. Training is done largely 
on the job in the Department and, very briefly, with other Departments, state-sponsored bodies 
and exporting firms, prior to departure for overseas assignment and while on home leave. 
Mobility is high within the Department and between the Department and missions abroad, A 
•substantial number of the Department's staff came to it from other Departments and it bqrrows. 
staff from other Departments for spelis of duty in certain missions abroad on more, specialised 
economic work. Specialist work in trade, industry, agriculture and commerce is done in the 
Departments and state-sponsored bodies concerned. 

CONSIDERATIONS 

24.3.1 The Department of External Affairs has a three-fold role, political, cultural and 
economic. The political and cultural development of Ireland's interests abroad are traditional 
activities of diplomatic staff, and require no specific comment in this report. There is an urgent 
need to strengthen the economic role. In the foreign trade field, at the moment, the Departments 
of Finance, Agriculture, Industry and Commerce, and External Affairs have interests which 
need co-ordination. Abroad, the Ambassadors should have the guidance of a total trade policy 
formulated in Ireland. In view of the particular interests of the other Departments concerned, 
External Affairs is the logical place in which to co-ordinate and develop this policy. However, if 
the Department is to be allocated this role, the recruitment, training and development of staff 
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will have to be orientated towards the needs of a community depending to an increasing extent 
on external trade. At the moment, the Department has an Economic Section at its centre but 
this Section seems to have a low priority in the matter of staffing. The Foreign Trade Section 
in the Department of Finance has been strongly staffed. If this section in the Department 
of Finance were split as set out in paragraph 20.4.4, one part could be moved into the Depart-
ment of External Affairs to strengthen the foreign trade function there, which reports to the 
Assistant Secretary (Economics and Foreign Trade). In addition, the Industry and Commerce 
foreign trade functions set out in paragraph 30.4.5 should move to External Affairs. The 
Department of External Affairs would then become the place where policy is defined for the 
Ambassadors who are, and should be, Ireland's chief representatives abroad. 

24.3.2 It follows that C6ras Tr&cht&la could with advantage be an Executive Agency reporting 
to the Department of External Affairs instead of to the Department of Industry and Commerce. 

RECOMMENDATIONS 

24.4.1 We recommend the transfer ofCoras Trachtdla to this Department together with_the 
foreign trade functions of the Departments of Finance and Industry and Commerce mentioned 
in paragraphs 20.4.4 and 24.3.1. C6ras Trdchtdla should be under the executive counsel of the 
Assistant Secretary (Economics and Foreign Trade). 

24.4.2 The C6ras Trdchtdla staff abroad should work in close liaison with the staff of the Irish 
embassies. There should be provision for a limited degree of movement of C6ras Tr&cht&la staff 
and other staff specialising in trade matters into the foreign service and vice versa. 

24.4.3 We recommend that, in future, all public service activities and enterprises operating 
abroad should have contact with the Ambassador in each country who should play the lead role 
in co-ordinating their activities. Heads of missions will therefore require substantial training in 
commercial matters. 

24.4.4 We recommend that the functions of finance and accounting, planning, organisation 
and personnel should be grouped into staff units on the normal pattern. The proposed organis-
ation plan is shown in Chart 24.5. 
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25.2.5 An Assistant Secretary is in charge of the Planning and General Group. Three Prin-
cipals report to him and are responsible for: 

(i) Planning Development. Development plans of local authorities, regional plans, 
conservation of amenities, amenity grants, derelict site grants. 

(ii) Planning Appeals. Planning appeals and references to the Minister under the 
Planning and Development Act, 1963, compulsory acquisition of land and water 
rights, appeals against proposals of local authorities. 

(iii) General. Local government structure and management; finance (including rating, 
borrowing, grants, etc.); franchise (including registration of electors, polling 
schemes, elections, electoral law); matters of general application and library 
services. 

25.2.6 The third Assistant Secretaiy is responsible for the Roads Group. Five Principals report 
to him and are responsible for: 

(i) Roads (Administration). General finances, allocation of grants. Legislation. Study 
of general matters and future developments. 

(ii) Roads (Works). Administration of yearly programme of works on road and allied 
improvement schemes. 

(iii) Traffic (Driver fitness). Driver testing, driver fitness, driver licensing, including 
disqualifications; motor taxation; drunken driving, road safety propaganda, 
school wardens, road safety education. 

(iv) Traffic (Vehicle fitness). Vehicle regulations, motor insurance, initiation of scheme 
of vehicle testing. 

(v) Traffic (General). Problems of controls on moving traffic, e.g., speed limits, traffic 
lights, routings, etc; parking, meters, carparks. 

25.2.7 The Administrative staff of the Department rely for technical advice on a professional 

staff under the Chief Engineering Adviser. The Chief Engineering Adviser's section covers: 

—Housing 

—Roads 

—Sanitary Services 

—Fire 

—Structural Services 

—Planning 

The staff of the Chief Engineering Adviser guide the execution of the housing, roads, and 
sanitary services work programmes of local authorities .and inspect and advise at various stages 
in each project. They provide specialisation and professional expertise which is drawn on by the 
local authority technical personnel. Advice on projects is given to the administrative staff with 
whom the final decision rests. This technical staff holds Inquiries into the Compulsory Acquisi-
tion of land by local authorities for their various purposes. A staff of Housing Inspectors 
working locally is responsible for the inspection of houses for payment of housing-and sanitary 
service grants. The' technical planning staff is responsible for advising local authorities on 
planning matters, and a team of Local Government Inspectors holds local inquiries in connec-
tion with appeals against local authority planning decisions. Final responsibility rests with the 
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Minister for deciding appeals; Driver testing is carried out by a team of driver testers, operating 
at local level, as part of the Department. 

25.2.8 All local government bodies' accounts are audited by the Department of Local Govern-
ment's audit section. There are twenty-two Local Government Auditors, grouped in three 
regions and reporting^to one of three Principal Local Government Auditors. An Inspector of 
Audits is in charge of the Section. The Audit Section, in addition to local authorities, audits the 
accounts of numerous other bodies functioning locally—Health Authorities, Vocational Edu-
cation Committees, Committees of Agriculture, Harbour Authorities, etc., which are not 
directly or indirectly the responsibility of the Department of Local Government. The emphasis 
of local government audit is on financial and legal control more than on management auditing. 
Local Government Auditors are statutorily obliged to charge and surcharge in cases of illegal 
and unauthorised expenditure. 

25.2.9 Legal advice and guidance is provided by the Legal Section of the Department. The 
Legal Section consists of a Legal Adviser and an Assistant Legal Adviser. It advises on Depart-
ment of Local Government and Health activities and on much of the Social Welfare code ; on 
existing legislation governing all local authority activities; on the drawing up of new legislation; 
and on numerous legal aspects which arise in day-to-day administration, e.g., planning appeal 
cases. It also makes all regulations and orders, which are numerous. 

WORKING RELATIONSHIPS BETWEEN CENTRAL AND LOCAL AUTHORITIES 

25.2.10. Local Government in Ireland operates through the following bodies: 

—27 County Councils 

— 4 County Borough Corporations 

— 7 Borough Corporations 

—49 Urban District Councils 

—28 Towns with Town Commissioners 

— 4 Health Authorities • . 

—12 County Development Teams . 

— 8 Tourism Regions 

—25 Harbour Authorities. 

as well as a number of smaller bodies for fisheries, drainage, burial, etc. County councils and 
county borough corporations are the major local government units and this description is 
confined to them. Their functions can be classified under the following main headings: 

—Housing 

—Sanitary Services 

—Roads 

—Planning 

—Health 

—Public Assistance 
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—Vocational Education 

—Agricultural Instruction 

—Civil Defence 

—Miscellaneous Services. 

Vocational education and agricultural instruction are conducted by special Committees which 
are local authorities in their own right. The responsibility for the other functions is divided 
between the council and the City or County Manager. In each functional area, one or more of 
the Departments provide both guidance and control. For the first four and, mainly, the last of 
these functions, local authorities are the executive units of the Department of Local Govern-
ment; the other functions are distributed among five separate Departments and are considered 
in other chapters. , . 

25.2.11. Under the Management system, local authority functions are divided into reserved 
functions and executive functions. Reserved functions are performed directly by the elected 
members of the local authority. They include: 

—Decisions on major policy matters 

| —Making of rates 

—Borrowing money 

| —Making, amending or revoking by-laws 

| —Bringing enactments into force 

| —Nominating persons to act on other Public Bodies. 

The. Manager advises the council on their reserved functions and on any other matters on which 
the council may ask his advice and assistance. He is also the chief executive of the council, and 
carries out the executive functions. The County Manager is Manager for every Borough Cor-
poration, Urban District Council, Board of Town Commissioners and each joint body whose 
functional area is wholly within the county. He does not have any management, functions in 
relation to Vocational Education Committees or County Committees of Agriculture. 

25.2.12 In theory, the reserved powers of a council are considerable, leaving the Manager with 
. .. almost entirely administrative functions. In practice, the Manager plays a considerable part in 

establishing policy as. well as carrying it out. The council relies on the Manager for advice, 
. guidance and help: As a result, the Manager's contribution to the development of local policy 

is considerable. The Manager is also responsible for many contacts with the Departments 
and is thus the means for local implementation of the programmes of the central Departments. 

25.2.13 Control by the Departments is through statutes, through regulations made by the 
Minister concerned, and through financial procedures. The commonest method of control is 
the requirement for Ministerial approval, sanction or concurrence before a local authority 
decision can take effect. There is considerable detailed involvement in local government 
functions by Departments. Although Managers have technical support from Engineers, Archi-
tects, Medical Officers and outside consultants, nearly all proposals have to be submitted for 
detailed technical approval, often at several stages of each project, to the appropriate Depart-
ment. 

25.2.14 The County or City Engineer acts as adviser and executive on engineering, construc-
tion arid planning schemes. Some of the large authorities employ full-time architects, and outside 
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| consultants are used by local authorities without architects either for specific projects or on a 
j: general retainer. These projects-must be approved by the Department of Local Government, 
jj There is extremely close financial and technical control over county and city engineers through 
!i inspection and financial sanction. Although overall approval is obtained from the Department 
;} of Local Government for the annual programme of schemes, each individual scheme requires 
I separate approval at various stages. Financial sanction for each project must be obtained from 
i the relevant Department. The amount of reference back involved is considerable. Checking may 
j . be carried out at the outline scheme stage, at detailed design stage, at contract drafting stage and 
f at the final tender acceptance stage. There is considerable duplication and delay. 

!! 25.2.15 Most local authorities do not have substantial expertise in specialist technical areas 
:|l but the technical experience available to them in the engineering field appears, to be adequate 
j! . for carrying out their work without detailed control. Specialist experience is less frequently 
;; required, but is readily available and used on a consultancy basis. 
i ' 
1 25.2.16 Local authorities now have important planning and development responsibilities. The 

Physical Planning function is located in the Engineer's Department. Each county is required to 
prepare a plan under the Local Government (Planning and Development) Act, 1963. This plan 
represents the practical requirements of the planning policy agreed by the county council. A copy 
of each plan has to be submitted to the Department but no formal approval is required. The 
Plan acts as the framework within which planning applications are made and approvals are 
given. Planning approval is given or withheld locally within the powers conferred by the 1963 
Act. Appeal is to the Minister. The Act of 1963, the establishment of County Development 
Teams, and the formation of a Regional Development Association (in Limerick) have placed 
greater emphasis on: 

, —Fostering of industrial and commercial growth 

—Preservation and improvement of amenities 

—Redevelopment of decayed urban centres. 

25.2.17 Twelve county development teams were established in 1965, to foster economic 
development in the Western counties within the terms of the Second Programme for Economic 
•Expansion. Special .attention is-given to increasing productive employment in the Gaeltacht. 

r"! .'25.2.18 " County Development Teams- consist: of "the County Manager as Chairman- the 
County Engineer, the Chief Executive Officer for Vocational Education, the Chief Agricultural 
Officer of the County Agricultural Committee, and the Chairman of the County Council. 
The County Development Officer attached to each team acts as Chief Executive for development 
in the area. At national level, the County Development Committees are co-ordinated by the 
Central Development Committee of the Department of Finance. The Chairman is from the 
Development Division of the Department of Finance. The County Development Officer has a 
direct link to this committee which has a Regional Development Fund to provide grants towards 
schemes proposed by County Development Teams. The practical results of personal initiative 
by County Development Officers in certain counties should not be allowed to mask the need 
for co-ordination between regional and central policy and planning. The recognition of the 
key role of the County Manager here is significant in that a local government officer is being used 
to co-ordinate, locally, national services. 

25.2.19 Under the aegis of An Foras Forbartha, whose activities are clearly integrated with the 
Department of Local Government, a proposal has been prepared to divide the country into 
nine planning regions. Advisory outline plans are in preparation for each region, as a guide to 
local-planning. Limerick was among the first of these tentative regions for which such a plan 
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was prepared; it has also a Regional Development Association. This association is not a directly 
elected body; its funds are obtained indirectly; it can act only through persuasion. It has not 
been provided with an effective executive organisation and its role, other than as a consultative 
body, has not been defined in relation to the many executive units that impinge on it. 

25.2.20 Local authorities have a general power to borrow money under the Local Govern-. 
ment (Number 2) Act of 1960, but borrowing, which is usually from the Local Loans Fund, is 
subject to central sanction, as are bank overdrafts. Although local authorities also have the 
power to create and issue stock, this is now rarely used. Grants and other subventions go to 
local authorities from the Exchequer via the appropriate Department. General grants in relief 
of rates, grants towards specific services, and grants from special funds are available. Loans 
and grants are accompanied by technical inspection of the proposed project by the Department 
concerned. Final payments of grants are not as a rule made until an examination of the relevant 
expenditure has been carried out. The tendency in recent years has been for the amount provided 
by the Central Government, through grants and other subventions, to exceed the amount raised 
locally through rates and other local sources of income. 

CONSIDERATIONS 

AS:: 

25;3.1 The Department of Local Government is responsible for the main components of man-
made physical environment in local authority areas. Its role is predominantly a regulatory one; 
detailed financial control is exercised over the local authorities, who are its executive agencies 
for these functions; and technical supervision has accompanied financial control. 

25.3.2 The Department is not the only one to depend on local authorities for executive 
functions. A range of important activities is undertaken at the local level for which Departments 
other than the Department of Local Government have responsibility. 

25.3.3 Several Departments and state-sponsored bodies operate at the local level independently 
of local authorities, for example: -

—The Department of Lands and the Forestry Division have regionally administered 
local functions 

>•: <! —7Th?.Department of Agriculture and Fisheries also has regional and district organ-, 
isations . . . 

—Roinn na Gaeltachta operates local services in the Gaeltacht areas ' ~ 

—Bord F£ilte has eight Regional Tourism Organisations 

—One state-sponsored body—the Shannon Free Airport Development Company;— 
carries out a range of functions in the Limerick area extending from industrial 
development and housing to tourism 

— T h e Industrial Development Authority is initiating industrial estates in local areas 
and has a programme for assisting small local industries. 

Central and regional co-ordination of these functions is limited. 

25.3.4 Within the Department of Local Government, there is a dual structure of administrative 
and technical skills. In each of the main functions, the administrative sections have the respon-
sibility for decisions; the technical staff have a mainly advisory role. 
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25.3.5 The organisation structure of the Department is subdivided on a functional basis. 

... ,25.3.6 The future needs of environmental planning make a change in the Department's 
i!<f; • . structure less compelling than a revision of its method of operation. 
& " • ' • . 

• 25.3;7 It could delegate more responsibility to local authorities and exercise less rigid control. 
.' ' There has been a trend towards delegating more to local authorities during the past ten years, 

' and to cutting out particular controls, generalising sanctions, and freeing local authorities to 
p . ' operate within reasonably wide limits of autonomy. The Secretary has expressed his hope to see 
j l f - this trend emphasised even more, so that the time and energy of the Department could be 
I S • directed to a greater degree into positive, constructive thinking and action. There is an oppor-

" tunity to continue this trend; a substantial degree of central control still exists, which results in 
delay and duplication, frustration of initiative and complication in long-range planning. In our 
view, the model to aim at might be the degree of operational discretion given to the non-com-
mercial state-sponsored bodies which would become executive, units under our proposals. 

25.3.8 Local authorities could already be given more general powers to act in the interests 
of their areas, subject to appropriate safeguards. The current application of the doctrine of 
ultra vires, together with the specific terms in which local government statutes tend to be 
drawn, encourage rigid control over local authority activities by the Department arid deter 
local authority initiative. In a number of other countries, local authorities operate successfully 
within a general competence to act for the good of the community. Similar powers could be 
extended to local authorities subject to such specific limitations as were considered necessary. 
Block sanctions could be substituted for the detailed financial and technical control of indivi-
dual projects. Control systems involving duplicated approval for individual schemes should be 
eliminated when general approval has already been given. Where technical controls are aban-
doned, the Department should establish standards to which local authorities should be expected 
to adhere. 

<vr 

25.3.9 At the same time, greater Departmental emphasis could be given to the long-range 
planning of expenditure. Local authorities should be required to plan ahead on the basis of 
Departmental planning forecasts. These should be incorporated in their own local plans for 

. the services concerned. The progress of expenditure should be reported on a monthly basis to 
- enable'cutbacks iri-'expenditufe to be made when necessary. When cutbacks are required, local 

- authorities should-b'eileft to decide'the effect on individual projects, so long-as this is compatible 
with regional and niatibnal -priorities.1 Over a period of time, the role of existing Departmental 
Inspectors-should change from control to that of providing expert technical advice in a consul-
tative or staff capacity. 

25.3.10 The basic principle of a central audit of local authority accounts could be retained, but 
passed to the Comptroller and Auditor General. The provision of a general power to act by 
local authorities, would free Local Government Auditors from the detailed search for legal 
sanctions for specific items of expenditure. The Local Government audit should continue to be 
purely financial. Cost-effectiveness studies should be carried out by the Department assisted, 
if necessary, by the Cost Effectiveness Unit of the Department of Finance. Local authorities 
will also be subject to periodic administrative audit. The practice of surcharge should be aboli-
shed. Surcharges are rarely upheld on appeal and adequate alternative sanctions exist with 
which to discipline inefficient local authority officers. Few other European countries employ 
the system. 

25.3.11 The Department is concerned with library services and An Chomhairle Leabharlanna. 
These are riot germane to its functions. Electoral administration seems to be more closely 
associated with the role of the Department of Justice. Landlord and tenant and rent restriction 
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matters, now with Justice, should be located here. The Department should lose its miscellaneous 
welfare activities e.g. responsibility for itinerants. 

25.3.12 The Department has significant responsibilities for local finances and should therefore, 
be responsible for valuation for rating and for the Local Loans Fund. 

RECOMMENDATIONS 

25.4.1 We recommend that the scope of the Department should be extended to enable it to 
take a lead role in the co-ordination of all aspects of development in local areas. This co-ordina-
tion should be on a regional basis. In the light of this recommendation and in view of the 
increasing emphasis on regionalisation, the Department's name should be changed to "Depart-
ment of Regional Development". 

25.4.2 There are so many regionally managed activities now in the public service that a 
possible first step would be the appointment of an official Regional Co-ordinator. 

25.4.3 To undertake this expanded-role, relatively little change is needed to the basic organisa-
tion structure of the Department. Three Divisions—Housing and Sanitary Services, Regional 
Planning and Development, and Roads and Traffic should be constituted with combined 
administrative and technical skills. The appropriate technical functions, of the.Chief Engineering 
Adviser should be subdivided to this end, but the Chief Engineering Adviser should continue 
to give overall advice in a staff capacity. 

25.4.4 Three Divisions will exist within the Aireacht and each will be under an Assistant 
Secretary as follows: 

(i) Assistant Secretary (Housing and Sanitary Services) responsible for policy concern-
ing the housing and construction code, rent control, and the sanitary services 
code. 

Reporting Executive Units 

Local Authorities 
National Building Agency 

'•(ii) :Assistant':Secretary (Regional Planning and Development)^ responsible for policy '' 
-v. for Regional Physical Planning, Regional Development and County-Develop- "' 

.ment Teams. The latter should move from the'-Department of Finance. 

Reporting Executive Units. 

Local Authorities 
County Development Teams 
An Foras Forbartha 

The Shannon Free Airport Development Company should report here. It will 
have the links specified with the I.D.A. and Bord F&ilte. It- must also maintain 
liaison with the Department of Transport and Communications. 

(iii) Assistant Secretary (Roads and Traffic) responsible for policy for Roads and 
Traffic, Driver and Vehicle Testing, Motor Taxation, Census and Surveys, 
Bridges, Road Fund Grants and Special Employment Schemes. If a national 
roads authority is established, it should report here as an executive unit. 
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Reporting Executive Units 

Local Authorities 

25.4.5 In addition, the Aireacht should contain the normal Finance, Planning, Personnel 
and Organisation Units, and also a Legal Adviser reporting to the Secretary in a staff capacity. 
The Chief Engineering Adviser should also, report in a staff capacity, t h e proposed plan of 
organisation is shown in Chart 25.2. The Finance Unit should manage the Local Loans Fund. 

25.4.6 The Valuation Office should be passed to this Department from the Valuation and 
Ordnance Survey Office. 

25.4.7 As part of the emphasis on the Department's new development role, certain of its 
present activities should be relocated elsewhere. Responsibility for national emergency planning 
should be transferred to the Department of Defence where the military side will be responsible 
for execution, and the Planning Unit for the formulation of plans. Local Government Audit 
should move to the Comptroller and Auditor General. Responsibility for electoral administra-
tion should be transferred to the Department of Justice. The Combined Purchasing Section 
should move to the Central Procurement Office of the Public Service Department. Responsibility 
for An Chomhairle Leabharlanna and the local library service should be transferred to the 
Department of National Culture. 

25.4.8 The executive functions in relation to the giving of grants for housing and water 
supplies and the testing of drivers and vehicles should be devolved to the local authorities. 
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Valuation,' the Valuation Office should report to the Secretary 
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Personal Staff 

PERSONNEL 

Personal Staff 

AIREACHT 

Personal Staff 

MINISTER 

LOCAL AUTHORITIES LOCAL AUTHORITIES LOCAL AUTHORITIES 

COUNTY DEVELOPMENT TEAMS NATIONAL BUILDING AGENCV 

SFADCO 

AN FORAS FORBARTHA 

Because of the judicial functions of the Commissioners for Valuation, the Valuation Office should report to the Secretary 



. CHAPTER 26 

DEPARTMENT OF AGRICULTURE A N D LANDS 

PRESENT FUNCTIONS—DEPARTMENT OF AGRICULTURE 

26.1.1 The present functions of the Department are to aid, improve and develop the practice 
of agriculture in Ireland through: 

—The development and administration of schemes to improve farmland,, buildings 
and facilities 

—The specification and control of quality standards in agricultural produce 

—The provision of education in agriculture 

—The distribution, carriage and marketing of agricultural produce and the negotiation 
of improved access to export markets for Irish products 

—Inquiries, experiments and research in agricultural science 

—The collection and publication of data and information relating to agriculture 
and agricultural produce 

—Co-operation within agriculture 

—The development and provision of veterinary services and research in agriculture 
and fisheries 

—The elimination of animal and plant diseases and pests. 

26.1.2 Functions which have been added to the Department in the post-war period are: 

—Veterinary...functions..under Public Health legislation related.to.milk.and meat 
supplies, slaughterhouses etc.-(1947) • • 

—Responsibility for the control and development of fishery activities (1965). 

26.1.3 Functions which have been removed from the direct control of the Department include: 

—Agricultural and veterinary education at University level, transferred to the Univer-
sities in 1926 and 1960 

—Irish Land Commission to the Department of Fisheries in 1927 

—Forestry, transferred to the Department of Lands in 1928 

—Agricultural research work, (other than cereal breeding and veterinary research) 
transferred to An Foras Taliintais in 1958 

—Loan schemes to farmers, transferred to the Agricultural Credit Corporation. 

26.1.4 In fulfilment of these functions, the main activities of the Department fall into the 
following categories: 

278 
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(i) Schemes involving grants to farmers for 

—Improvement of land, buildings and facilities 

—Increased farm output 

—Eradication of disease in animals and plants 

(ii) Quality and health control over farm produce and imports 

(iii) Advisory services to farmers through County Committees of Agriculture and 
directly through the Department 

(iv) Subsidy payments on farm produce. (Price support in 1969/70 is estimated at £32 

millions out of a total estimate of £60 millions for Agriculture) 

(v) Import restriction on agricultural produce 

(vi) Agricultural education through the Department's schools 

(vii) Veterinary control services and research 

(viii) Fishery development 

(ix) Liaison with State boards responsible for: 

—Marketing produce 

—Agriculture and Fishery research. 

(x) Trade negotiations. 

26.1.5 The following are the main statutory bodies associated with the Department: 

Name 

Dairy Disposal Company 

Pigs, and Bacon Commission 

An Bord Bainne 

The National Dairy Council 

Bord Gr£in 

An Chomhairle Olla 

Irish Potato Marketing Company 

Function 

Operation of creameries and develop-
ment of the dairy industry in the South-
West 

Export of pigmeat and operation of a 
price support scheme. Fixing of minimum 
prices for certain grades of pigs 

Export and promotion of export of milk 
and milk products 

Milk promotion on home market 

Purchase and disposal- of millable wheat 
surplus to the national requirements. 
Purchase and sale of - feeding barley. 
Import of grain. 

Advice on grading and export promotion 
of wool 

Purchase, at fixed prices, and export of 
potatoes 
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Name 

The Dublin and Cork District Milk 
Boards 

C6ras Beostoic agus Feola 

Bord na gCon 

Comhlucht Groighe Naisiunta na 
hfiireann 

Inland Fisheries Trust 

An Foras Taluntais 

Salmon Research Trust of Ireland 

Bord Iascaigh Mhara 

Function 

Control of purchase and distribution of 
milk for liquid consumption in the Dublin 
and Cork areas. Surplus milk disposal 
in times of glut . 

Export promotion—cattle and meat. 

Control and promotion of greyhound 
industry and racing 

Improvement of thoroughbred horse1 

breeding. Operation of a breeding farm 
(Minister for Finance is responsible) 

Promotion and development of fishing 
sport in Ireland. Operation of fish 
hatcheries and .fish farms 

Promotion and undertaking of Agricul-
tural research 

.Scientific research into salmon, breeding 

Promotion and development of the Sea 
Fishing Industry. Purchase facilities for 
fishing boats. Operation off ish processing 
factories and advisory services. Operation 
of boatyards. 

EXISTING ORGANISATION—DEPARTMENT OF AGRICULTURE 

V 1 • •, { • • 

26.2.1 The Department of Agriculture consists now of two principal administrative Divisions 
and three technical Branches. The two administrative Divisions, headed by Deputy Secretaries, 
report directly to. the Secretary; One of these Divisions consists of three Branches, the'other of 
t\yo. All Branches are headed by Assistant Secretaries: they are concerned with the administra-
tion of the agricultural schemes and services for which the Department is responsible, for foreign 
trade, economic analysis, international organisations, legislation and general problems and for 
the establishment functions within the Department. The accounting function reports, quite 
separately to the Secretary through a Principal. The technical Branches deal with aspects of 
production and breeding, farm facilities, technical education of farmers; inspection of farm 
produce, animal disease control and eradication and veterinary control and research. They 
provide technical advisory services to County Committees of Agriculture. The general plan of 
organisation is shown in Chart 26.1. For easy reference in this text, the Branches have been 
numbered I to VIII; these numbers are not in use in the Department. 

26.2.2 The first of the administrative Divisions deals chiefly with cereals, animals, economics 
of agriculture, certain liaison duties and Departmental "housekeeping". The organisation of 
this Division is shown diagrammatically in Chart 26.2. The Principals in the' Branches of this 
Division are numbered 1 to 9 for reference purposes only. Work is spread between the three 
Branches as follows: 
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Branch I Cereals 

Livestock Breeding 

Animal Health 

Branch II Eggs and Poultry 

Fisheries 

Branch III Economics 

Establishment 

Information 

•\\yliiv'r -Liaison'--

Emergency Planning 

price fixing,, control of imports, licensing 

improvement schemes for livestock and 
bloodstock, and breeding controls, 
National Stud 

Administration of Diseases of Animals 
Acts, special disease control and eradica-
tion schemes, import/export control on 
livestock, internal disease control, liaison 
veterinary research 

poultry schemes, egg packing, control of 
exports (this section is supervised by the 
Deputy Secretary in charge of the other 
Division) 

sea and inland fisheries, fishery research 
and regulation. (The organisation of the 

. Fisheries Division is shown in detail on 
Chart 26.6) 

economic analysis and advice, tax ques-
tions, international organisations, tech-
nical assistance, credit 

personnel, O & M, supplies (this section 
is supervised by the Deputy Secretary in 
charge of the other Division) 

releases, journals, reports and general 
information activities . . . 

-An Toras taluntais, Civil Defence;, c.o.-,: 
; - ordination of pilot area schemes, grants 

to certain rural organisations 

The stalf in each of the sections in these Branches is quite small: it rarely exceeds 20 officers of 
Executive Officer level and above. 

26.2.3 The second administrative Division deals with facility schemes, farm productivity, land 
improvement, education, dairying and trade. Chart 26.3 shows the distribution of responsi-
bilities in this Division. The Deputy Director and the Principal Officers in the Branches of this 
Division are numbered 10 to 17 for purposes of reference. Work is divided between the Branches 
as follows: 

Branch IV Land Project 
Facility Schemes 

grants, advice on pilot areas, 
grants, credit schemes 

-
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Branch IV Education 

i i 

Production 

Branch V Trade 

Dairying 

Meat and Livestock Trade 

funds for University and College courses 
in agriculture, administration of agricul-
tural schools, administration and funds 
for county committees ' 

grants and subsidies, seed certification, 
advice on mechanisation, control. of 
horticultural imports, agricultural trans-
port, seed testing, fertilisers, noxious 
weeds etc. 

EEC, Anglo-Irish Trade Agreement > 
GATT, bilateral trade, export problems 

licensing of creameries and dairies, import 
/export controls, subsidies, statistics and 
various matters related to the dairy 
industry 

meat factory legislation, export subsidies,-
farrowed sow grants, Pigs and Bacon 
Commission, livestock marts and meat 
trade generally 

Staffs in the sections of this Division are again typically less than 20 officers of Executive 
Officer level and above, except in the section dealing with the. Land Project which comprises a 
Director, Deputy Director, 3 Regional Assistant Directors (Leinster, Munster and North-West), 
4 Engineers, 6 Area Superintendents, 48 Supervisors and 285 Agricultural Officers: a total of 
348, plus an administrative staff of 8. 

26.2.4 The technical branches deal with control and inspection of the technical aspects of 
schemes, provide technical advice and undertake veterinary research. The responsibilities of the 
technical branches are set out in Charts 26.4 and 26.5. In summary, they are as follows: 

. Branch VI Cereals, Fertilisers, Feed 
Stuffs, Potatoes 

Dairy Produce and Eggs 

Farm Buildings 

Branch VII Advisory to County Com-
mittees of Agriculture and 
Public: 

cereal breeding and seed improvement, 
seed testing, inspection of manufacture of 
fertilisers and feed stuffs, inspection of 
potato quality. (Staff involved 171) 

inspection of creameries, poultry and egg 
plants, verification of creamery returns, 
training. (Staff involved 64) 

inspection and technical approval of 
facilities for grants, engineering and 
architectural advice. (Staff involved 220) 

general advice to and supervision of com-
mittees, specialist advice, livestock 
improvement, animal leasing, horticultue, 
poultry keeping, farm home management 
(Staff involved 350) 
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Branch VII Control A.l Schemes 
Animal Leasing 

Maintenance of Published 
Technical Information up-to-
date 

Teaching at Agricultural 
Schools and Colleges 

Managing of Botanic 
Gardens (Staff: 50) 

Supervising Pilot 
Area Scheme (Staff: 2). 

Branch VIII Meat Inspection 
(Veterinary) 
(Staff 622) 

Animal Health 

inspection of processing plants 

inspection, disease control of imports and 
exports, inspection of livestock for grant 
approval. 

I 
n . 

i 

r 
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Research into Animal 
Diseases, Analytical Work 

26.2.5 The staff of the Department totals approximately 3,100 in the categories shown below: 

General 
Total 

Administrative, Executive and Senior 
Technical Levels 720 

• Clerical and Junior Technical Levels 1,660 

Service 

210 

430 

Technical 

. 510 

.1,230. 

2,380 640 1,740 

Temporary Clerical, Labourers and Cleaners 720 

. 3,100 

DEPARTMENT OF AGRICULTURE A N D THE COUNTY COMMITTEES OF AGRICULTURE 

26.2.6 Every county council must establish a committee of agriculture under the Agriculture 
Act, .l 931. A County Committee of Agriculture is a Corporate Body with power to hold land and 
borrow money. Each Committee's objectives are: 

—Advisory: to increase farm income through general advice 

—Administrative: the administration of a number of farm improvement schemes 

—Educational: to improve knowledge of farm techniques through agricultural 
education programmes. 
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The County. Committee's members are appointed by the County Council. One member must 
be appointed from each electoral area. The total number appointed must not be less than three 
nor more than four times the number of electoral areas. Persons who are not members of the. 
Council can be appointed to the Committee. Committees normally meet once a month. They 

. elect their own chairman, and normally have a Chief Agricultural Officer as Chief Executive. 
The County Manager has no powers in relation to the County Committee. A staff of Deputy 
Chief Agricultural Officers and Instructors covering Agriculture, Horticulture, Poultry-keeping, 
and Farm Home Management report to the Chief Agricultural Officer. 

26.2.7 The Chief Agricultural Officer has regular contacts with the Department of Agriculture, 
•f He prepares the annual estimates for the County Committee of Agriculture. During the prepara-

tion of these estimates, a District Agricultural Inspector from the Department of Agriculture' 
normally meets the County Agricultural Officer to discuss the programme and figures. The 
District Agricultural Inspector then meets the County Committee with the Chief Agricultural 
Officer and the estimates are presented by them jointly. The Inspector will probably stay in the 
area for two or three days. When the County Agricultural Committee has approved the estim-
ates, they are sent to the Department for sanction. Minutes of all monthly meetings of the County 
Agricultural Committee are sent to the Department. 

26.2.8 . The expenditure of the County- Committees is financed by the County Councils (through 
the rates) and the Department of Agriculture and Fisheries, in roughly equal proportions. 

26.2.9 General advice and assistance is given by Instructors through farm visits in their areas. 
Instructors are also responsible for the administration of various schemes of their Committees. 

26.2.10 The Agricultural Inspectorate function is carried out locally by the Department. The 
Inspectorate is organised by function and each Inspector reports to a Senior Inspector. The main 
functions of Inspectors are as follows: 

. ---Inspection and advice, given to Instructors on a functional basis. Inspectors provide 
advice to Instructors at the request of the Chief Agricultural Officer. 

—The administration of Departmental schemes: these include Farm Building and 
Machinery Schemes, Water Supply, Milk Cooler, Livestock Improvement and Crop 

*• Improvement Schemes. 

—The General Advisory Agricultural Inspectors (24, Chart 26.5) are first among equals 
in relation to the other Inspectors. They provide the main link to the Chief Agricul-

1 tural Officers, workxlosely with them on the preparation of estimates and, in some 
cases, present the estimates to the annual budget meetings of the County Committees. 
They discuss staff, training schemes, accommodation, recruitment, and general admin-
istrative problems with the CAOs. They also approve, at the request of the Depart-
ment, applications submitted to the Department by the County Committee for 
purchase of items over £10, Instructors' increments, extra clerical staff, Instructors' 
ex-county travelling expenses and new office building. 

• 

26.2.11 The present County Committee system provides effective representation for local 
agricultural interests. It also enables the service to be partially financed through the rates. How-
ever, the system has serious disadvantages: 

(1) Instructors report to the Chief Agricultural Officer, Inspectors to the Department. 
Although Inspectors work through the Chief Agricultural Officer,, in many cases 
successfully and harmoniously, their recommendations may not be accepted by 
the Chief Agricultural Officer or the Committee. 
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(2) The administration of schemes involving grants is handled both by Inspectors and 
Instructors. Advice can come to the farmer from an Instructor or from an Inspec-
tor specialising in a particular subject (e.g. Livestock or Horticultural Inspectors). 
The need for specialist advice is unquestioned but the duplication can confuse 
farmers. 

(3) Inspectors may have to spend the majority of their time on scheme administration, 
and have little opportunity for specialist advisory work or work with Instructors. 
Instructors can have similar conflict between advisory work and scheme adminis-
tration. 

(4) Specialist technical advice to Instructors is sometimes available from Inspectors but, 
in certain specialist fields, the Inspector may not always be accessible. 

(5) Co-ordination of schemes is the responsibility of the Inspectorate, who operate on a 
regional basis. The Chief Agricultural Officer's responsibilities, cover too small an 
area to provide co-ordination. 

(6) Promotion within the Department of Agriculture Inspectorate and within the 
County Committee's staff may not be as important a motivating force as in other 
Departments. Many Inspectors and Instructors have their roots in the land, and 
there is not a large turnover in staff. However, a unified structure, besides in-
creasing the opportunities for promotion, would provide more flexibility in the 
deployment of staff throughout the country. 

(7) On personnel matters a considerable degree of control is maintained by the 
Department. Procedure for permanent appointments can take up to a year. 

26.2.12 The principal defects of the present, system can be summarised as follows: 

—Overlap of administrative and advisory functions between Inspectors and Instructors 

—Conflict between advisory function and scheme administration function 

—The lines of communication and command between Agricultural Inspectors, Chief 
Agricultural Officers and Instructors can lead to difficulties. 

* 

. . -^-The separatio'ii into two services affects career opportunities. .•b-

" These problems cari be solved substantially through reorganisation on the lines suggested below. 

26.2.13 In addition, County Councils, apart from Committees of Agriculture, have certain 
agricultural functions, e.g., in relation to sheep-dipping. It is not clear why these functions 
should be divorced from an agricultural authority, either the Committee or the Department. 

CONSIDERATIONS—DEPARTMENT OF AGRICULTURE 

26.3.1 The Department of Agriculture is responsible for the development of the country's 
largest and most important industry, and as such it has widespread influence on economic and 
social life. It is not the only Department to have a role in these matters. The Department of 
Lands also contributes in various ways to agricultural development, standards and environment.-

Both Departments are concerned in pilot areas and with the relief of congested districts. Both 
are involved, together with the Office of Public Works, in improvement of agricultural land. 
The possibility of closer co-ordination between these activities must be considered when the 
organisation of the Department of Agriculture is under review. 
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. j. - - i 26.3.2 Within the Department, there is no functional uniformity in the grouping of responsi-
|j'j;; 'i bilities at the higher levels. The second Deputy Secretary post was created in December 1965. 

Up to that time there had been only one. The newly appointed Deputy Secretary took over the 
supervision of the two Assistant Secretaries controlling Divisions with which he was the most 
familiar. Each Deputy Secretary's area of responsibility covers various aspects of: 

i f 

ill 

iri' 

—Development of farm facilities 

—Farm output improvement 

—Commodity market control 

—Economic considerations of Agriculture. 1 

The grouping of Divisions under each Assistant Secretary is not uniform in terms of function 
except in a few cases. The distribution of work arose through experience of the individuals and 
has been re-arranged from time to time to suit changes at Assistant Secretary level. Responsi-
bilities of Assistant Secretaries are now distributed as follows: 

—Control of the grain market. Improvement of livestock breeding. Animal health. 

—Publicity and publications. Co-ordination of research..Economic analysis. General 
establishment matters. . - -

—Poultry development schemes. Poultry export and import control. Fishery develop-
ment activities. 

—Land and buildings improvement. Agricultural education. Horticulture. 

—Dairy and meat quality control. Subsidy payments to farmers. EEC membership 
implications and trade. 

26.3.3 The co-ordination of the Department's different functional activities is forced up to 
the highest level in the Department, and too rapidly to the Secretary who becomes over-burdened 
with detail. Delegation of responsibility is necessary to allow the senior members of the Depart-
ment to concentrate on policy and forward plans. This delegation should include the manage-
ment of specific activities to reach agreed objectives, with scope for policy and planning within 
the framework of the Department's overall plans. . . . v . , 

26.3.4 In the present structure, field staff make technical recommendations while administra-
tive personnel make the decisions to implement them. With few exceptions, each technical 
Division has a corresponding administrative Division through which recommendations on 
various aspects of their work are channelled, for example: 

—Applications by farmers for. improvement grants for farm facilities or livestock are 
investigated by the technical field staff. The final decision to pay the individual grant 
comes from the corresponding administrative Division. 

—Creamery returns, on which milk subsidy payments to farmers are based, are checked 
for quantity and quality by the technical staff. Carcass meat subsidies are similarly 
verified. In both cases the corresponding administrative division approves payment 
of the subsidy. 

As a general rule, professional and technical officers have no power to give executive 
decisions, but some discretionary powers are exercised by the Veterinary Service. In the Land 
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• Project, there is full discretion; the approval of a grant is given by technical staff at a super-
visory level. • 

26.3.5 Working relationships between the technical and administrative sectors, which require 
administrative approval of technical proposals, result in delay and duplication of effort. Broadly, 
the present structure provides for administrative approval of technical proposals. The vast 
majority of schemes can be implemented by clear-cut decisions on the basis of well defined 
rules. If the instances requiring policy decisions were greater than those involving clear-cut 
decisions, then it would be a reasonable inference that the schemes are poorly drafted. This 
does not appear to be the case, for example: 

—The present administrative approval of grants for farmers under the various schemes 
is a formality. The grants paid out do not involve policy decisions, but depend on 
the farmer's application complying with clearly defined technical requirements 
which are investigated by a Technical Officer. 

—Infringements of produce quality and food health standards are reported to the 
administrative Division by the Field Officer. The former has to rely on the technical 
staff to recommend the action to be taken. 

The systems should therefore provide for clear-cut decisions to flow, through the Department by 
the shortest and quickest route. They should also provide that the minority of cases where policy 
is involved should come out of the mainstream and be dealt with separately. 

263.6 The effectiveness of the Department is impaired by a lack of co-ordination inside the 
Department and with outside agricultural bodies. Many improvement schemes have been 
effective in increasing agricultural output and improving the quality of agricultural 
produce, but there are indications that some have been brought into effect hurriedly through 
pressure from the farmers. The Department should be able to ensure that individual schemes 
are reviewed and properly integrated within a total national plan for agriculture. This should 
include the research activities of An Foras Taluntais. The division of work between the Depart: 

ment's staffs and those of the County Committees of Agriculture should also be constantly 
under review. • 

26.3.7 Six-basic;requirements' should guide the reorganisation of the Department. The 
operational effectiveness of the Department would be improved if the organisation were 
restructured on the basis of the following criteria: 

—The activities of the Department should be grouped on a functional basis. 

—The administrative and technical elements should be integrated, and co-ordinated 
management established for them within each main functional area. 

—Staff units for finance, planning, personnel and organisation should report directly 
• to the Secretary. 

—Co-ordinated planning should be developed within the Department, and with other 
related bodies in the agricultural area. 

—Execution of agreed plans should be delegated to units properly staffed to carry 
them out. 

—The respective roles of the Department and the County Committees of Agriculture 
should be clarified and the field services rationalised. 
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26.4.1 The Departments of Lands comprises two sub-Departments,. Land Commission and 
Forestry Division, and a third separate entity, the Game and Wildlife Branch which, for 
convenience, is merged in the Land Commission administration. 

L A N D .COMMISSION 

26.4.2 The Land Commission is the State body charged with responsibility for implementing 
Government policy in relation to the reform of the land structure and the improvement of 
uneconomic holdings throughout the State. The aim of that policy is to establish on the land in 
economic security as many families as practicable. Specifically, the Commission is charged with 
the following duties: 

(1) the relief of rural congestion through the acquisition, purchase and redistribution 
of land; 

(2) the provision of economically viable land units by the enlargement, rearrangement 
and direct improvement of holdings. The target minimum size of family farms is 
at present 45 acres of good land or its equivalent in land of mixed quality; 

(3) control of purchase of land by non-nationals; 

(4) control of subdivision of land; 

(5) collection of land annuities, reclamation annuities and Quit Rents and Tithe 
Rents. 

The Land Commission was established by the Land Law (Ireland) Act, 1881, which also 
authorised the fixation of fair rents and provided facilities for purchase of holdings by tenants. 
The Land Acts of 1885, 1891-6, 1903 and 1909 extended tenants' rights and provided finance 
for purchase of holdings by tenants and for the purchase of untenanted land by the Land 
Commission. The Land Act of 1923 completed the creation of a tenant proprietary and specified 

• compulsory powers under which land could be acquired for the relief of congestion. This 
was followed >y several amending and extending Acts up to 1964. The Land Act, 1965, contained 
these new provisions': ., 

—A scheme of loans to certain farmers for the purchase of new holdings, on condition 
that they sell their existing holdings to the Land Commission; 

The purchase of lands from elderly, incapacitated or blind farmers, in return for 
life annuities; 

—The control of the purchase of farm land by non-nationals. 

FORESTRY DIVISION 

26.4.3 The Forestry Division is a self-contained unit, responsible for both State and private 
forestry and shown diagrammatically in Chart 26.11. The legislation under which the Forestry 
Division operates comprises the Forestry Act, 1946 and the Forestry Act, 1956. It consists of 
two main units forming a dual structure of administrative and technical staff—an administrative 
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, M f secretariat and a field inspectorate. Its main work is in State forestry where the objective is to 
achieve commercial viability in its operations. It aims at the provision: of timber and timber. 

. products to meet the country's .needs within the range of trees which can be successfully grown 
' 0 f under Irish conditions; if possible, it is hoped to achieve a surplus for export. It is. also concerned 

to .develop the State forests with a view to providing benefits other than timber production; 
these are conservation, scenic preservation and enhancement, maintenance of amenity and 

AMVS. . • provision for recreation and sport. A break-even between income and expenditure cannot be 
jUp;:; -1^5 achieved in the near future. Gross forest income was £707,000 in 1967/68, compared with 
fe; expenditure of £2-3 m. for field iabour alone. Forestry activities will require substantial sums 

'of public money for some years. -

j f e v - i&A- -

EXISTING ORGANISATION—DEPARTMENT OF LANDS 

i f ' 

LAND COMMISSION 

26.5.1 There are four main units in the Land Commission. Their organisation is set out in 
Charts 26.7 to 26.10. 

1. The Land Commission . . 

2. A legal secretariat in support of the Commission's 
activities . . . . . . . • 

. 3. A general secretariat dealing with a diverse range of 
functions, preparing cases for the Commission and 
administering its decisions 

4. A field-inspectorate for lands . . . 

Chart 26.7 

Chart 26.7 

Charts-26.7, 26.8 and 26.9 

Charts 26.7 and 26.10 

Staff Numbers aire somewhat in excess of 1,000, of which the Field Inspectorate accounts for 
just less than 250. 

26.5.2 The Land.Commission is a Tribunal with an important (and clearly specified) degree 
of independence..-It consists of: -

- —A"'Judicial Commissioner who must be a Judge of the High Court;* 

—4 Lay Commissioners who are appointed by the Government and hold office under 
a special tenure. The Secretary of the Department is one of the Commissioners. 

The Commission is under the general control of the Minister for Lands, who is responsible for 
its general policy under the relevant Acts. The Minister is responsible to the Oireachtas in the 
usual way. 

26.5.3 The Commissioners have sole power to determine: ^ 

—From whom land shall.be acquired. 

—The land to be acquired. 

—The price to be paid. 

—To whom the land shall be allotted. 

—The price at which the land will be allotted. 
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Hi 
,f Commissioners must personally consider each case. In land purchase and land settlement 
•I operations affecting individual citizens, the decisions of the Lay Commissioners are final, subject 
| ^ aPPe^l mainly on points of law to the Judicial Commissioner and thereafter to the Supreme 
I i?Ur!' The Judicial Commissioner has final jurisdiction within the Commission on questions 
| of value, subject to appeal, on points of law, to the Supreme Court. 

| i 26.5.4 The appointment of the Secretary of the Department as a Lay Commissioner formed 
j a . e c t l i n k b e t w e e n the Commission and the Department. The Secretary participates in the 

review of cases as other Commissioners do. The Secretary is assisted in the supervision of the 
j work of the Land Commission by two Assistant Secretaries. Chart 26.7 shows the general 
.'if organisation at senior level and the division of responsibilities between the Assistant Secretaries; 
j it also shows the Legal Secretariat which serves the Commission.,Charts 26.8 and 26.9 set out' 
i; t h e o r g a m s a t i on structure controlled by the Assistant Secretaries. Chart 26.10 shows the 
j. structure of the Inspectorate. 
I • . .. 

26.5.5 The Development Division was set up, following the enactment of the Land Act, 1965, 
to cater for the new schemes and services authorised by. that Act. These include the self-
migration and life annuity schemes. The Division was also entrusted with the administration 
of the new controls introduced by the Act on the purchase of land, by non-nationals. The 
Game and Wildlife Branch has been attached to the Development Division for administrative 
convenience since 1965. The Branch administers the Wild Birds Protection Act, 1930 and the 
Game Preservation Act, 1930. A new Bill aimed at the establishment of an up-to-date and 
comprehensive code of wild life conservation and development is in course of preparation. 
Meanwhile, the Branch administers an annual budget (currently £100,000) to encourage 
improved game management, support research and. establish wildlife refuges. In addition, 
schemes to promote game tourism are being developed in co-operation with Bord Fdilte. 

Inspectorate as outlined in Chart 26.10 operates under the control of the 
Chief Inspector. Reports and recommendations prepared in the field are submitted through 
the administrative channels for presentation to.the Secretary or Commissioners. The work of 
the Commission is organised on a functional basis and the reports of the Inspectorate are 
analysed on policy, budgetary, financial, legal and procedural grounds before recommendations 
or action are submitted to the Secretary or Lay Commissioners. The organisation and direction 

of the work is in the hands of the administration, and activity in the execution of policy is 
co-ordinated by liaispn between the Assistant Secretaries and Chief. Inspector. Day-to-day 

- workjng is co-qrdinated:down the line both between the administrative and technical groups 
and between the various elements in each group. 

FORESTRY DIVISION 

^ J ® v e r £ ^ co-ordination of the administrative and technical functions of the Division is 
effected at the level of Assistant Secretary to whom both staff groups are responsible: Day-to-day 
working is co-ordinated at various levels down the line both between the administrative and 
technical groups and between the various elements in each group. The organisation plan is 
shown in Chart 26.11. 

T ^ ' F o r e s t r y In sRe c torate is divided into two units each under an Inspector General. 
Field work in Forestry is subdivided as follows: 

—Management and education. 

—Research and acquisition. 
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Both have a type of regional organisation though the regionalisation is not yet the same in both 
subdivisions. The field work in the first of these two subdivisions covers the bulk of operational 
activities in the State forests including: . 

—Management of forests, split into two geographical areas—North and South—each 
under a Senior Inspector, with divisional and district inspectorate units and local 
foresters (who live in towns and villages in or near their areas). 

—Utilisation, or "cropping" under an Inspector responsible for the whole country 
with Inspectors in charge of utilisation stationed regionally. 

—Amenity, handled by an Inspector, with 2 Assistants dealing with all iamenity 
aspects of forestry work throughout the country. 

—Wildlife, with a specialist Inspector responsible for the entire country. 

—Engineering and housing activities, under a Senior Engineer with country-wide 
responsibilities with 3 Grade I Engineers and a cadre of Engineers and Surveyors 
based at divisional headquarters. 

—Two training schools, each managed by a Superintendent. 

26.5.9 The second subdivision has the following functions: 

—Research under a Senior Inspector, with staff engaged on various aspects of research; 
the Senior Inspector also controls the Nursery Inspectorate. 

—Nurseries, concerned with the production of nursery stock for the entire planting 
programme. 

—Land acquisition, also under a Senior Inspector, with three Inspectors in charge of 
geographical areas— and staff based locally at divisional headquarters. 

26.5.10 The Land Commission and the Forestry Division have independent services for 
Establishment, Accounts and Mapping, and each operates its own Land Acquisition activities. 

CONSIDERATIONS—DEPARTMENT OF LANDS 

26.6.1.. The Land Commission' is responsible for many activities that are closely related to 
those df the Departmeiftt of Agriculture. The most important of these are the administration 
and execution in the field of 

—Improvement schemes on acquired land. 

—Road construction. 

—Farm buildings. 

—Land reclamation. 

—Water supply. 

The Forestry Division undertakes a similar range of functions which, at the national and local 
levels, should be closely co-ordinated with agricultural policy. 

26.6.2 In its activities for changing the structure of land tenure, the Land Commission is 
involved injudicial functions, but the work of its field staff is not involved in these; its activities 
are largely investigatory. 
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. 26.6.3 The original objectives of the Land Commission are now virtually achieved. 

26.6.4 The Land Commission and the Forestry Division operate quite independently, and have 
their own accounting, administrative and establishment services. 

26.6.5 The placing of responsibility for game and wildlife in the Development Division of the 
Land Commission, while administratively convenient, represents an incongruous mixing of 
functions. 

RECOMMENDATIONS—DEPARTMENT OF AGRICULTURE A N D LANDS 

26.7.1 We have found that one.of the most difficult problems .which faced us was the allocation 
of the functions of the Departments handling all matters relating to Agriculture. There is a 
number of clear logical reasons why the Departments of Agriculture and Lands should be 
combined, the principal of which are: ' — 

(fl) The opportunity of securing closer co-ordination and planning for the agricultural 
functions of the Government. 

(b) The possibility of co-ordinating more closely-," and managing more effectively, the 
many field activities involved. 

26.7.2 While the Departments of Agriculture and Lands are'both engaged in the improvement 
of agricultural land, the Office of Public Works, through its arterial drainage schemes, is 
concerned in cognate activities. It is desirable that all these activities should be co-ordinated 
at all stages, from planning to execution, by a single authority. 

26.7.3 The main disadvantage of the combination of all these functions under a single Depart-
ment is the size of the business assigned to one parliamentary head. Were we working to the 
existing machinery of government, we would have regarded the-combination as impracticable. 
However, under the new system which we recommend, the logical distribution of functions is 
possible and we recommend that.it be given the most serious consideration. It has been re-
presented to us that there might be political objections to the merger but this consideration is 
outside put sphere. Our task is :to recommend the best organisation of the activities of govern-
ment. J: ' 

26.7.4 In the original distribution of the functions of government, responsibility for Agriculture 
and Lands was combined under one Minister. In the new system we propose, the executive work 
of the Department of Lands and of the Forestry Division would be assigned to executive units 
leaving only & small volume of work within the Aireacht. In the Department of Agriculture the 
great bulk of executive activity will be assigned to executive units. The Director of the largest 
unit, the Farm Improvement Service, will be at a very high level and will carry a large volume 
of executive responsibility which at present interferes with the general policy-formulation work 
of the Department. A further volume of executive work will also be assigned to the other execu-
tive units so that the Aireacht should be able to cope with the additional top level work trans-
ferred from the Department of Lands and the Office of Public Works. 

26.7.5 We, therefore, recommend that the Department of Agriculture and the Department of 
Lands should merge into a single Department of Agriculture and Lands. The arterial drainage, 
function of the Office of Public Works should also be merged into the new Department. 
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26.7.6 . The Aireacht for Agriculture and Lands should be organised in the way recommended 
in Part 1, with the four staff units for finance, planning, personnel and organisation reporting 
to the Secretary. It should contain five posts at Assistant Secretary level. Their responsibilities 
should be: 

—Farm Improvement Services 

—Veterinary Services 

—Commodities and Commercial Services 

—Forestry, Fisheries and Wildlife Services 

—Land Commission. 

26.7.7 Each of these Assistant Secretaries should be responsible for a range of Executive 
Offices and Agencies, some of which should be formed from organisational units now in the two 
separate Departments. Several of these will have large regional staffs under regional chiefs, as 
at present, who should be co-ordinated within each region by the Regional Director of the 
largest service—the Farm Improvement Service. The proposed plan of organisation for the 
Department is shown in Chart 26.12. 

26.7.8 Responsibility for all farm improvement services should be placed in a large and impor-
tant new Executive Office. This Office should be self-contained for finance and accounting, 
planning, personnel and organisation services, subject, of course, to overall co-ordination by the 
Aireacht. It should comprise the following units of the existing Department of Agriculture: 

Section Number in 
Charts 26.2 to 26.5 Present Title 

11 

22 

. 6 

(part) 

29 

Special Schemes—Buildings, Water, 
Credit, etc. 

Farm Buildings 

Pilot Area Co-ordination 

Western Development 

Type* 
A 

A 

T 

Number of 
Staff 

10 

220 

230 

2 

2 

2 Livestock Breeding 
26 Livestock Inspection 

A 
T 

13 
57 

70 

5 Eggs" and Poultry 
23 Dairy Produce and Eggs 

A 
T 

12 
64 

76 

*A=Administrative, T=Technical. 
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Section Number in Number of 
•ts 26.2 to 26.5 Present Title Type* Staff 

13 Agricultural Production A 11 
18 Feeds, Fertilisers and Potatoes T 86 

• 19 Cereal Breeding T 50 
20 Cereal Breeding T 5 
21 Seed Testing - T 27 
28 Horticultural Inspection T 16 
30 Information T 1 

-
196 

12 Education in the field, in colleges A 20 
and schools 

27 Education in the field, in colleges T 251 
and schools 

271 

24 Advice to County Committees T . 11 

25 Advice to County Committees T • 14 

25 

Total Staff 872 

*A—Administrative, T—Technical. 

1 
: 

The total establishment of this Executive Office would be between 950 and 1,000 with its sup-
porting services. It should be supervised by a Director whose status should be well above the 
average fpr.Directors of Executive Offices. It will employ headquarters and field personnel, the 
latter being organised on a regional basis under Regional Directors. At a first approximation, 

" the headquarters complement is estimated at about 150, though some of these should be located 
in regional offices. Field staff would number about 800, if the present strengths are maintained, 
made up of: 

-Inspectors 

-Educators 

-Advisers 

-Researchers 

450 

250 

30 

80 

26.7.9 It is further recommended that the County Agricultural Officers and Instructors now 
working with the County Committees of Agriculture should be transferred to the staff of this 
Executive Office, as generalist Farm Advisers. Their activities should be supplemented as 
required by the technical specialists listed above. The County Agricultural Officers should be 
responsible to the Regional Directors for the local advisory function in their counties. This 
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proposal would increase the field staff of the Office by some 550 people. The County Com-
mittees of Agriculture should have an advisory role on farm improvement activities. .An outline 
organisation plan for this Executive Office, the Office of Farm Improvement Services, is shown 
in Chart 26.13. The Assistant Secretary for Farm Improvement Seryices should be responsible 
for executive counsel to this Office. 

26.7.10' Each Regional Director of this Office should, as the regional representative of the 
most widespread agricultural service, undertake co-ordination in his region of all other agricul-
tural services and planning therefor, through liaison with the regional officers of those services. 
This will allow a decision on a matter which involves two or more functional areas to be taken 
at regional level without reference to the central authority. The activities which should be co-
ordinated by each Regional Director are the following: 

j*. Farm Improvement Services 
j: Land Project 
!"• Arterial Drainage Project 
I' Forestry and Fishery Services 
i Land Commission (field work). . 

He has total responsibility only for the first of these. For direction and guidance in their specific 
functional area, the regional officers of the other services report to the Directors of their Execu-
tive Offices. 

26.7.11 .In summary, the shape of the field services will be: 

(1) The Agricultural Inspectorate will be merged with the Instructors working for the 
County Committees of Agriculture and report to Directors in each region. A 
regional agricultural service will be established in each region, with a Regional 
Director from the Farm Improvement Service in local control. His task will be 
to co-ordinate the various agricultural services in this region. 

(2) Each other service (Land Project, Drainage, Veterinary, Lands and Forestry) should 
be"ultimately controlled by its Executive Office under the.Department of Agricul-'-

. . . . tureand Lands. Control-would cover.overall budget approval, general policy 
. - guidance and long range planning. 

(3) The primary functions of the Farm Improvement Service should be: 

The planning and administration of the existing Advisory and Educational 
Services at present handled by Instructors and Inspectors. Advice should be 
given to farmers by Farm Advisers reporting through County Agricultural 
Officers to the Regional Directors. Advisers should, also carry out limited field 
tests and trials, but should have no responsibility for scheme administration 
The task of the Advisers should be to be general practitioners so as to lay on the 
special services and aids that may be required by the clients. 

Specialist advice should be provided to Farm Advisers and farmers by Technical 
Officers reporting to the Regional Director.. The Technical Officers would 
provide specialist support to the generalist Farm Advisers. 

All scheme administration, planning and certification, and the devising of new 
schemes involving grants to farmers, should be covered by the Technical Officers 
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26.7.12 Also within the responsibility of this Assistant Secretary should be two other Executive 
Offices: 

Land Project Office 
Arterial Drainage Office 

It is recommended that the Land Project, Vvnkii is a self-coiitamsd vsiit in the Department of 
Agriculture, should become an Executive Office, with a Director as at present. N o major change 
in its organisation structure appears necessary (Chart 26.3). The project employs about 350 
people. The field staff of this office is now supervised by three Regional Directors, who should 
co-ordinate with the Regional Directors of the Farm Improvement Service. The Arterial 
Drainage Project in the Office of Public Works should be transferred to this Assistant Secretary 
as a separate Executive Office. 

26.7.13 An Foras Taluntais, as a research activity, should report to the Secretary and have 
the head of the planning unit as a Council member. 

26.7.14 A second Assistant Secretary should oversee Veterinary Services. These services should 
be provided by two Executive Offices: 

—Animal Health and Food Quality Improvement Service 

—Veterinary Research Service. 

The first of these should comprise the following sections of the existing Department of Agricul-
ture: 

Section number in 
Charts 26.2 to 26.5 Present Title 

3- Animal Health I 
4 Animal Health II 

31 Meat Inspection 
32 Animal Disease 

Total Staff 

Type 
A 
A 
T 
T 

Number of 
Staff 

17 
11 

548 

576 

•The Office'should be headed by a Director, in charge of two Deputy Directors as on Chart 26.5. 
Accounting, planning, personnel-and organisation services should be provided by the Aireacht. 
Field staff of this office should be co-ordinated so far as necessary by the Regional Directors of 
the Farm Improvement Office. Veterinary Research, like Cereals Research, is peculiar in that 
it has not been transferred to An Foras Taluntais. However, there is considerable overlapping in 
other areas between An Foras and the Department. Until this overlapping in non-research areas 
is halted and until a satisfactory working relationship is established between An Foras and the 
Department, these two research functions should not be transferred to An Foras but treated as 
indicated. Veterinary Research should form a separate Executive Office under a Director. The 
staff involved are those in Section 33 on Chart 26.5, approximately 80 people. This Assistant 
Secretary should also be responsible for executive counsel to the National Stud. 

26.7.15 A third Assistant Secretary should take charge of Commodities and Commercial 
Services. These comprise those functions to do with commodities and trade from the Depart-
ment, and a number of state-sponsored bodies. The units of the Department, providing the 
personal staff of the Assistant Secretary (45 people) are as follows: 
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Section Number in 
Charts 26.2 to 26.5 Present Title 

1 Cereals 
8 Economics TI 

14 Trade I 
15 Trade II . 
16 Dairying 
17 Meat and Livestock Trade 

Type 
• A 
: A 
' A 

A 
. A 
: A 

Number of 
Staff 

. 7 
•' 5 
; 6 

4 
10 
13 

Total Staff 45 

The main state-sponsored bodies are: 

Bord Bainne 
. Bord Gr&in 

An Chomhairie Olla 
C6ras Beostoic agus Feola 
Dairy Disposal Company 
Dublin District Milk Board 
Cork District Milk Board 
Irish Potato Marketing Company 
National Dairy Council 
Pigs and Bacon Commission • 
Racing Board (to be transferred from Department of Finance) 
Comhlucht Siuicre fiireann and its subsidiary Erin Foods (transferred from the 
Department of Finance) -
Bord na gCon 

26.7.16 A fourth Assistant Secretary should take responsibility for forests and Fisheries. This 
will involve executive counsel to three Executive Units—the Forestry Office, Bord Iascaigh 
Mhara and the Inland Fisheries Trust. The Forestry Office should consist of the existing 
Forestry Divisioh'with the'additional responsibility of Game and Wildlife (it already has a 
.Game and Wildlife Inspector); it should be headed by a Director. The organisation structure, 
should -be basically the same as in Chart 26.11. The Salmon .Research Trust should be merged 
with the Tnlsnri Fisheries Trust. To preserve the private input, it is recommended that a part-
time board should supervise this Agency. 

26.7.17 A fifth Assistant Secretary should take responsibility for the servicing of the Land 
Commission. The Assistant Secretary should also be a Commissioner. The Land Commission 
should retain its present organisation structure with only a few "exceptions (Chart 26.8). There 
should be no change as regards the functions of the Commission nor of the judicial Com-
missioner as the Appeals Tribunal. The control of the Commission's Services Office should 
be in the hands of a Director. He should have staff units for finance ind accounting, personnel 
and organisation: forward planning for the Commission should be undertaken by the Planning 
Office in the Aireacht; the Development Division in the Land Commission should be disbanded, 
and its two functions assigned to the Acquisition Branch and to the Forestry Office respectively. 
The field inspectors of this office should be co-ordinated with otheir agricultural activities in 
local areas by the Regional Directors of the Farm Improvement Seryice. 
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Present Organisation 

SECRETARY 

DEPUTY 
SECRETARY I 

ASSISTANT ' 
SECRETARY 

ASSISTANT 
SECRETARY 

Branch I 
Cereals 
Livestock 
Breeding 
Animal health 

Branch 11 
Fisheries 
Poultry and eggs 

PRINCIPAL 

Section 34 
Admin i s t ra t i on o f 

Veterinary College 
State»Sponsored Bodies 
Agricultural Institute 
An Foras Taluntais 
Dairy Disposal Company, 
Limited 
Pigs and Bacon 
Commission 
Bord na gCon 
Comhlucht GrolghS * 
Naislunta na h-Eireanri 

ASSISTANT 
SECRETARY 

- - - j 

CHIEF INSPECTOR 

Branch III 
Economic advisory 
Establishment 
Information. 
Liaison with 
pilot areas 
Small farm 
developments 
Emergency planning 

Scientific 
Technical 

.Irish Potato Marketing 
Company, Limited 

i Bord Grain 
Dublin District Milk 
Board 
Cork District Milk 
Board' 
Bord'.Bainne 

DEPUTY 
SECRETARY I I 

CHIEF INSPECTOR 

Branch VII 
Advisory 
Education 
Supervise 
pilot areas 
Small farm 
developments 

VETERINARY 
DIRECTOR 

Branch VIII 
Veterinary control 
Veterinary research 

ASSISTANT 
SECRETARY 

Branch IV 
Land project 
Special schemes 
Education _ 
Agricultural 
production 

ASSISTANT 
SECRETARY 

Branch V 

Foreign trade 
Dairying 
Meat and livestock 

PRINCIPAL 

Vote accounting 
Salaries and wages 

Foyle Fisheries 
Commission 
inland Fisheries , 
Trust " 
Bord lasceigh Mhara 
Salmon Research Trust 

Departmental Committees 
State Expenditure Review 
Fertiliser usage * 


