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Mission statement 

To support, protect and empower 

individuals, families and their communities to 

achieve their full health potential by putting health 

at the centre of public policy and by leading the 

development of high quality, equitable and efficient 

health and personal social services, 

Statement of Strategy 2003-2005 

Human resources objective 

To continue to develop the capacity of our organisation and people to ensure delivery of a quality 

service to our customers, 

Our core HR values 

High Level Objective 6 

Statement of Strategy 2003-2005 
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FOREWORD FROM THE SECRETARY GENERAL 

In a time of considerable change in the lije of the Department of Health and Children I am very 
pleased to introduce our new Human Resource Policy and supporting policies. Human Resource 
Management (HRM) is now widely regarded as a key function in modem organisations. 
Intemationally there is a significant move away from the administrationlindustrial relations type 
model to a more proactive and strategiC HRM function. In the public service this shift has been 
fully recognised and as a consequence, HRM is firmly placed within the modernisation 
programme as a whole. 

The publication of our first Human Resource Policy is an important development for the 
Department of Hea~h and Children. Its overall objective is to directly support the Department's 
business objectives as periodically defined in our Statements of Strategy and Business Plans. In 
addition it sets out our human resource management objectives and proposed actions, reflecting 
both a management perspective and issues raised by staff themselves through the consultation 
process. It also recognises the importance of people management practices throughout the 
Department and the role we all play in this regard. 

Through the implementation of these policies we aim to: 

Strengthen HRM and its contribution to bUSiness objectives; 

Promote a positive and fair working environment; 

Promote personal and career development; and 

Promote open and proactive communications and management style. 

I would like to express my appreciation of the contribution of each person working in the 
Department to the achievement of our goals and to the development of these policies in 
perticular. The Department expects a lot from its staff. In retum, we offer an interesting and 
demanding career, a commitment to continued development and the benefits of a flexible 
employer which values Its staff. 

There are fresh challenges ahead for all of us involved in the development of health policy and 
the planning of hea~h services. The development of the new HR and supporting policies gives 
us a sound framework for the future and will guide and support us in meeting the challenges 
ahead. 
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PART I 

INTRODUCTION 

What Is a human resource policy? 

The Statement of Strategy 2003--2005 sets out the Department's strategic objectives. 

The human resources objective, to continue to develop the capacity of our organisation and 

people to ensure delivery of a quality service to our customers, acknowledges the importance of 

our staff in achieving our objectives. We need to attract and retain high calibre staff and offer 

opportunities for development. We can only do this by putting in place an effective human 

resource (HR) policy. 

The HR Policy outlined in this document, which is the first of its kind for this Department, is an 

attempt to clearly state our HR values and objectives and how we hope to achieve them. It brings 

together all our HR policies and links them with our overall Departmental strategy statement and 

business plans. It also outlines proposed developments with respect to human resource 

management (HRM) over the coming years. Its implementation timescale is the three-year 

period 2005 to 2008 and progress will be detailed in the Departmenfs Annual Report. 

The Department's HR Policy is particularly timely in the context of the health services reform 

programme and the announcement on decentralisation. The Govemment has decided that the 

Health Service Executive (HSE) (incorporating the National Hospitals Office, the Primary, 

Community and Continuing Care Pillar and the Shared Services Centre) and the Health 

Information and Quality Authority (HIQA) will be located in Co. Kildare and Co. Cork respectively. 

The Govemment's policy on this is now being incorporated into the planning of the reform 

programme. A key element of this reform is the restructuring of the Department of Health and 

Children - to focus on policy formulation and evaluation - with consequent changes in the skills 

mix of the staff required to meet its new role. 

The vision and mission of the and the personnel and training units 

To ensure that the Departmenfs HR Policy reflects the views of and meets the needs of Its staff, 

the Department commissioned Mercer Consultants to run a series of focus groups across all Its 
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levels. Five core values emerged from the work of the focus groups. These are focus, 

recognition, continuous leaming, inclusion, and faimess and respect. These values and guiding 

principles underpin everything we do in this Department. In translating them into strategic 

objectives it becomes clear that they are relevant to all aspects of our work. A framework 

document incorporating these values was approved by the Partnership Committee and MAC and 

~ forms the basis for the HR Policy contained in this document. The Policy also takes account of 

the Guidelines on the Development of Human Resource Strategies issued by the Department of 

the Taoiseach. 

Our key high level strategic objectives 

1 New focus on HRM to ensure that it supports the achievement of our strategic and 

business objectives. 

2 Promote a positive working environment and fair and equitable treatment of all employees. 

3 Promote personal and career development for all employees so that they can reach their 

potential and, therefore, contribute fully to the achievement of our strategic and business 

objectives. 

4 Promote open and proactive communication by strengthening and extending the 

partnership process and other consultative and participative processes across our 

organisation. 

The conteX1ln which this HR Policy Is placed: where we are and where we are going 

The Department operates within the wider unified civil service environment and our policy must 

be developed in that context. Many of the issues which are fundamental to human resource 

management are negotiated and decided centrally and regulated by the Department of Finance. 

In particular, functions Such as recnuitment, pay and conditions of service are determined outside 
of the department Howe I . 

. ver cu tural differences arise between departments, which allow some 

SCOpe for controlling the cond~ions under which we work. 

As our operating envlron t I M 
men s constantly changing, we must have a flexible approach to HR . 

Changes In the way we work h rk' 
, c anges In customer expectations and greater use of e-wo Ing 

are some of the Influence h' Th 
s w ICh shape the content and direction of our HR policies. e 

changing nature of the health . . 
selVlceS bnngs new challenges to the staff of the Department as 

do the programmes of health se . . . Q03 
rvlce reform and decentralisation which were unveiled In 2 . 
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The health service reform will result in major changes in the Department's working environment 

and in the actual structure of the Department. Adapting ourselves successfully to meeting the 

new demands being placed upon us is essential. The National Health Strategy, Quality and 

Fairness, A Health System for You, identified the need for system changes to occur in order for 

the health service to achieve the goals and objectives it set out. In particular, organisational 

reform was identified as a key framework for change with the aim of providing a responsive, 

adaptable health system, which meets the needs of the population effectively and at affordable 

cost. In line with Quality and Fairness, the Department is committed to sustaining and improving 

the health status of its employees and the wider population. The Hea~h Service Reform 

Programme constitutes the most ambitious programme of change in the health sector for over 

thirty years. Its key elements Include the reorganisation of the Department of Health and 

Children, with the objective of ensuring improved policy development and oversight. This is an 

extremely ambitious change programme of a scale, scope and complexity hitherto unmatched in 

the public or private sector in Ireland. 

Public service modernisation 

In Delivering Better Government (1996), the development of a human resource policy was 

recognised as a key element of the public service modemisation programme. This has been 

reinforced in both the Programme for Prosperity and Fairness and Sustaining Progress. Among 

the key objectives of this policy are a greater devolution of day to day resource management to 

line managers and a refocusing of existing human resources upon a more 

strategic/developmental approach. 

Many recent developments In HRM policy have been influenced by new legislation such as the 

Public Service Management Act 1997, the Freedom of Information Act 1997, the Worldng TIme 

Act 1997, the Employment Equality Act 1998 and the Equal Status Act 2000. More legislation Is 

currentiy at various stages of development to provide support for further planned changes, 

including a Public Service Management (Recru~ment and Appointments) Bill and a review of the 

Civil Service Regulation Amendment Bill. 

New codes of practice and other poflcy documents such as the Gender Equality Policy and the 

Civil Service Code of Standards and 

approach to HRM in \he cMl service. 

are also dlMng and supporting changes in our 

9 



--~------------------

Changes in administrative budget arrangements have also allowed Departments greater 

flexibility in relation to certain staffing matters. 

The envlronlllentln which we work: factors Influencing this policy 

The Department of Health and Children currently employs approximately 700 civil servants and 

seconds or contracts-in additional assistance from time to time in order to assist in the delivery 

of its business objectives. This additional assistance relates in the main to specific specialist 

professionaVtechnical expertise, something which will be even more relevant in a restructured 

Department with its primary focus on multi-disciplinary working arrangements in support of 

population health, legislation and regulation, accountability and policy making. The Department 

wishes to acknowledge the essential skill mix which these dedicated people bring to our 

organisation and the valued contribution they make to meeting our Department's business 

objectives. 

To date, the additional expert assistance has been sourced mainly by secondment arrangements 

from the wider health services or by limited contract employment, where appropriate. It is 

envisaged that this arrangement together with a comprehensive mobility policy (intemal and 

extemal) will be a Significant element in the ongoing and future sourcing of professional 

expertise. At a businessltechnical level the Department has also availed of outsourcing 

arrangements, by contract (IT and legal), in a high quality, cost-effective manner, as a way of 

addressing skill shortages - a practice that will be further explored into the future. 

The staff of the General Register Office are currently located in Dublin and Roscommon but 

should be fully decentralised to Roscommon (sixty staff in total) by early 2005 as part of the 

ongoing roll-out of the GRO Modemisation Programme. 
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PART 11 

ACHIEVING OUR HR OBJECTIVES 

Objective 1 

We will focus on our new HRM strategy to ensure that It supports the achievement of our 

strategic and business objectives 

This Department strives to provide a high quality service in order to achieve the objectives set 

out in the Statement of Strategy 2003-2005. HAM is central to our success in achieving these 

objectives. First and foremost HAM will be central to our decision-making process. Work 

prioritisation will take account of factors such as existing and future staff resources, equipping 

our staff with the skills necessary to achieve their tasks, and managing them effectively. As a 

Department we will use the recruitment processes available to us in an effective and efficient 

manner and be committed to dealing with underperformance and non-performance. Through the 

re-orientation of the HA function from an administrative focus to a strategic one we will develop 

clear policies that will underpin the implementation of an ever increasing range of HA practices, 

which influence the achievement of our strategic and business objectives. These policies will in 

tum support line managers in particular in the devolution of HA functions to line managers over 

the lifetime of the Department's human resource policy. The successful devolution to line 

managers of the HA function is widely acknowledged as presenting a difficult challenge requiring 

consultation, preparation, resourcing and communication with relevant stakeholders. 

Implement a framework for Integrating HR and business planning 

HA planning is aimed at ensuring that the necessary staffing resources are available as and 

when required. As a Department we must make decisions about HA planning In the light of 

agreed work priorities. 

Considerable developments have taken place in recent years In linking business plans with the 

Department's strategy and In tum ensuring that role profile forms drawn up under the 

Performance Management and Development System (PMDS) link in to business plans and the 

Strategy Statement. Facilitated workshops at unit level to align individual and team goals with 
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the Department's high tevel goals and objectives are a regular occurrence. These will continue 
w~h increased emphasis on resource issues, developing staff potential, skills mix, competency 
enhancement etc and will be subject to regular review by the Management Advisory Committee 
(MAC). This activity will be particularty relevant bearing in mind the ambitious change 
programme which requires the re-organisation of the department in a way that ensures improved 
policy development and oversight as demanded by the health service reform programme. 

Devolution of the HR function is one of the main aims of the Departmenfs HR Policy. It will give 
line managers (Principal Officers) the necessary authority to make decisions which enable them 
to better manage the planning and delivery through the business planning process of their part 
of the Department's business objectives. In turn, it will allow the Personnel Unit to develop high 
level expertise while acting as a business partner supporting management to manage and 
deliver human resource results at the divisional business level. This approach will be 
accompanied by the devolution to Principal Officers, by the Secretary General, under the Public 
Service Management Act 1997 (PSMA), of key areas of responsibility and accountability for 
monitOring and evaluating expend~ure and outcomes under services planning, business 
planning etc. 

Actions 

• Establish a cross-divisional working group of the Senior Management Network to plan for 
devolution to POs under the PS MA and the devolution of the HR function in a way that 
a) ensures greater integration of HRM and business planning 

b) identifies the key supports and resources which will be needed by both the HR Unit 
and the line manager to ensure successful devolution 

c) sets time frames the roll-out of the devolution programme 

• Further develop a programme of faCilitated workshops to develop business plans and 
make linkages with HR issues and devolution of function 

• Provide training for POs in preparation for devolution 

• Prepare a manager's handbook on key HR issues. 

Managing PIi formanee 

How we manage performance is central to achieving the Departmenfs objectives. In this HR 
Policy we need to look at how we enhance individual and team performance. We also need to 
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acknowledge the importance of good management practices and put in place a framework for 

developing a more open and communicative management style. 

The Performance Management and Development System (PM OS) 

Performance management and development broadly describes the way an individual's work 

performance, career and development are managed. The implementation of PMDS is the 

Department's key priority in enhancing individual performance. PMDS does this 

• by aligning individual performance with the goals of the Department 

• through greater clarity in setting objectives and related performance targets for individuals 

and teams 

• by monitoring progress on the achievement of objectives and targets. 

It also creates a context in which the development needs of jobholders can be addressed. By 

focusing on competency development, the Department is in a better position to ensure a match 

between competency levels and work assignments. 

All staff have received training in PMDS. The system is monitored and evaluated on a regular 

basis and the training and development needs of staff are being met. A PMDS Project Team, 

which is a sub-group of Partnership, is overseeing the phased introduction 01 upward feedback. 

The implementation of all aspects of PMDS is one of the key actions the Department must 

deliver in order to receive pay increases under the benchmarking process. The Department has 

also begun integrating PMDS with HR policies and procedures, including assessment systems. 

The introduction of PMDS reinforces the principle of devolving certain HR functions to line 

managers as contained in the Public Service Management Act (PSMA). This is dealt with further 

below. 

Actions 

• Support ongoing implementation of PMDS within the Department, including evaluation. 

• Introduce upward feedback on a phased basis. 

• Integrate PMDS with HR policies and procedures including assessment systems. 

• Integrate PMDS with planned devolution under the PSMA. 
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Team working 

A particular emphasis of the Strategic Management Initiative (SMI) has been the focus on cross
cutting issues between Departments and cross-divisional collaboration within Departments. The 
evaluation of SMI carried out by PA Consulting in 2002 identified scope for improvement under 
this heading. We are striving to improve our capability in this area particularly by promoting 
newer approaches to teamwork and collaboration in this Department on an ongoing basis. The 
business planning process for example promotes a common purpose and ownership of goals. 
Regular team meetings, which include business plan reviews, are now becoming the norm in all 
units. 

Team working and cross-divisional collaboration is all the more important in the Department in 
the context of the future role of the department. The Department has also established several 
cross-cutting teams as part of the implementation process of the health services reform 
programme. Other examples of a team-based approach are the establishment of the Senior 
Management Network and the Assistant Principal and Equivalents Forum (APEX). 

The Senior Management Network was established in 2002 to provide a forum for senior 
managers (Principal Officers and equivalent profeSSional grades) to meet and share ideas and 
experiences. The Network has used a sUb-grouplteam-based approach to preparing papers on 
current topics such as restructuring and communications. 

The APEX was also established in 2002. It is a networking and communication forum for the 
Assistant Principal and equivalent grades designed to faCilitate discussion of issues of mutual 
interest affecting their work. 

A refocusing on training is also necessary in the area of team working. While most of the training 
provided in the Department focuses on the individual's needs and his/her competency 
development, we are examining the introduction of training initiatives in teamwork. The purpose 
of this training is to develop an understanding of the common identification of problems and 
ownership of solutions and to provide an inSight into the effectiveness of individual behaviour in 
a group context. 

We have also introduced within the Merit Scheme a reward structure for teamwork as distinct 
from individual effort (see Objective 2). 
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Action 

• Encourage divisions to hold regular business plan reviews. 

• Encourage team working generally and in particular by establishing cross-cutting teams 

as part of the implementation process of the health services reform programme. 

• Further develop the roles of the Senior Management Network and the Assistant Principal 

and Equivalents Forum. 

• Provide teambuilding training to divisions. 

Managers and their staff 

As a means of improving organisational performance the Department is committed to developing 

a more open, communicative and supportive culture between managers and staff. This will 

include using Partnership, the Senior Management Network and the Assistant Principal and 

Equivalents Forum to disseminate information. Management training will take account of the 

need to promote an open and consultative approach to managing staff and to empowering staff 

where appropriate. Upward feedback will be a key driver in empowering staff, by giving them an 

input into how their managers perform. The Department will be judged on its management style, 

on dealing fairly and consistently with its staff, on how it communicates with and consults its staff 

and on how it implements PMDS. 

The promotion of a more open and transparent culture between managers and staff will resu~ in 

improved communication at all levels of the organisation. It will be supported by improvements 

to methods of disseminating information for example via intranets, websltes etc. On an individual 

level, all members of staff should be aware of their roles within the Department, know what is 

expected of them by their manager and be aware of their manager's role in evaluating their work. 

The successful implementation of PMDS, with particular reference to upward feedback, will have 

a major part to play in achieving this. 

Actions 

• Hold regular team meetings between and across divisions where appropriate. 

• Promote communication training. 

• Introduce a regular newsletter. 

• Review communication methods. 

• Terget training at senior managers to improve awareness of the Importance of staff 

management, including the Introduction of upward feedback. 
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Recruitment 

Effective and efficient recruitment is fundamental to good human resource management. In order 

to achieve our objectives we need to attract and retain excellent people who have or can acquire 

the skills necessary to deliver the department's business objectives. 

The Civil Service Commission (CSC) carries out recruitment for the majority of positions. Its 

recruitment procedures are based on a competency-based approach. The Department of Health 

and Children has a very good relationship with the Civil Service Commission and together we 

will continue in our endeavours to attract and retain the necessary skill mix to meet the 

Department's business objectives. 

Direct recruitment has traditionally been confined to professionaVspecialist posts such as 

engineering and medical and to administrative grade entry-level posts such as CO, EO and Aa. 

Direct recruitment will be opened up over time to other grades in line with the provisions of the 

national programme Sustaining Progress (section 22.9). The Department currently also fills 

vacancies by drawing from the many Civil Service Commission inter-departmental competition 

penels in accordance with Department of Finance guidelines. 

To facilitate more effective recruitment to the civil service new legislation will shortly be enacted 

to enable Govemment Departments to carry out their own recruitment. The proposed Public 

Service Management (Recruitment and Appointments) Bill will penmit departments to recruit 

directly under licence from, or through, the Public Appointments Service. A recruitment policy is 

currently being developed centrally and will assist departments in developing direct recruitment 

procedures. While ~ is likely that the Civil Service Commission or its successor agency will 

continue to carry out large volume recruitment, the new legislation will provide greater flexibility 

in recruiting temporary or specialist staff. This will require some change in the role of HRM within 

the Department. It is likely that the CommiSSion will be retained as the recruitment agency of 

choice by the Department for the majority of civil service grades but particular categories of staff 

may be recruited either through direct Department-specific competition or by using the services 

of other employment agencies, should the legislation penmit. 

As noted In Appendix 1 almost 31 % of staff have three years or less service in the Department. 

All additional staff, whether they are on promotion from other departments or new recruits to the 

civil service attend an induction course organised by the Training and Development Unit. PMDS 
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training is part of this course and new recruits commence the PMDS cycle without delay. 

Actions 

• Examine, in the context of the restructuring/decentralisation of the Department, the 

numbers, grades and skill mix required for the future delivery of the Department's 

business objectives. 

• Consider entering service-level agreements with the Civil Service Commission or its 

successor agency. This would involve the Department communicating to the CSC at the 

start of each year its likely staffing requirements over the following twelve months. This 

more formal and planned arrangement would ensure that the CSC is able to respond to 

the department's needs as efficiently as possible. 

• Examine the implications of new recruitment legislation so as to maximise its potential for 

our Department. 

Dealing with underperformance 

In any organisation, underperformance and non-performance, if not addressed, may have 

severe implications for the achievement of business objectives and cannot be sustained. The 

staff development approach inherent in PMDS plays a crucial role in developing and improving 

performance. It also highlights underperformance because roles and outputs are more closely 

defined and monitored. When identified, measures can be put in place to improve performance. 

However, in situations where there is persistent underperformance and non-performance the 

Department will take action. It currently has a range of measures to deal with underperformance 

and it involves line managers in making decisions on the use of these. They include 

• stopping or deferring an increment 

• deciding not to offer an established position to an officer whose performance Is 

unsatisfactory during his/her initial one-year contract 

• deciding not to approve an officer's probation 

• withdrawal of certain privileges 

• transfer to other duties 

• suspension from duty. 

The options available to tackle underperformance are limited at present. Legislative changes are 

17 



,------------------------------, 

envisaged which will widen the range of disciplinary actions. Legislation will be Introduced in 

2004 to enable the Secretary General of a department to perform all functions pertaining to 

appointments, perfonmance, discipline and dismissal of civil servants below Principal Officer 

level and provide that staff at and above Principal Officer level may be dismissed by the Minister, 

only on the recommendation of the Secretary General. In addition Sustaining Progress contains 

a commitment to widen the range of disciplinary sanctions, and to have a fuller range of 

sanctions available in serious cases of underperformance. The role of management In 

monitoring and challenging underperformance and non-performance is critical. It is essential that 

management training should include specific training in this regard. 

The will examine the Implications of the legislation with particular reference 

to the devolution to Principal Officers under the PSMA and the proposed devolution of the 

HR function to llna management. 

Actions 

• Draw up an intemal Departmental policy document on underperformance and non

perfonmance, setting out the key issues and procedures for all concerned. 

• Introduce measures for improved management of attendance patterns, including timely 

reporting of absences and notification of sick leave 

• Include a module on underperformance and non-perfonmance in future in all managers' 

training programmes. 

• Use PMDS to develop and improve performance and to establish linkages with the new 

legislation. 

• Provide clear statements as to the role of EO, HEO and AO to all newly promoted staff. 

Objective 2 

We will promote 8 positive working environment and fair and equitable traatment of all 

e"'ploy ••• 

The Department aims to promote a positive working environment for all our staff through a range 

of HR policies and In~iatives, which will underpin the main HR Policy. These policies and 

Initiatives include the Equarty d D' . . . i' I an Iverslty Pohcy, the Anti-Harassment and Anti-BullYing Po ICY, 
the Customer Service the Cod f S . , e 0 tandards and Behaviour, the Employee Assistance Service, 
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and social activities. In many cases these policies and initiatives arise directly from the 

requirements of the Employment Equality Act 1998 and the Equal Status Act 2000. An 

environment in which people are treated equally regardless of age, disability, family status, 

gender, marital status, membership of the Traveller community, race, religion, or sexual 

orientation, cannot be created through policies alone. Everyone in the Department has a role in 

ensuring that these policies are integrated within our sections and divisions and become part of 

the way we do our business. In the first instance it is important that all staff treat colleagues with 

respect. The new Civil Service Code of Standards and Behaviour has been introduced and will 

be integrated into our HR policy. 

Equality and diversity 

The guiding principles of the Civil Service Policy on Equality of Opportunity state that: 

• inequality of opportunity is illegal; it is morally and socially unjustifiable and it is wasteful 

of the main asset of the civil service - the people who worf< in it 

• equality of opportunity is not a minority issue: it is a key issue directly or indirectly affecting 

all aspects of everyone's working life 

• equality is integral to all departmental and service-wide human resource policies 

• equality policy operates within the legal frameworf< for equal treatment 

• equality of opportunity helps to create and maintain a good worf<ing environment for all 

staff. 

The Employment Equality Act 1998 and the Equal Status Act 2000 establish the statutory basis 

for non-discrimination against any person under the nine grounds of gender, marital status, 

family status, age, race, sexual orientation, disability, religious belief or membership of the 

Traveller community. The Department is committed to ensuring that the Civil Service Policy on 

Equality of Opportunity, which reflects the legislation, is integrated with intemal HR policies. To 

this end we have produced an Equality and Diversity Policy which contains a number of specific 

measures of affirmative action in the main HR policy areas of recruitment, induction, promotion, 

placement and mobility, training and education. 

In addition the Policy sets out a number of areas for priority action including 

• the inclusion of a module on equality and diversity and anti-harassment in Induction 

programmes 

• ensuring that equality and diversity Issues are included In Interview-skills training and 

development training courses 
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• striving towards gender mix in divisions 

• striving to ensure an overall gender mix for all interview boards 

• conducting exit interviewing of staff who have resigned. 

Gender equality 

In June 2000 the Government set a specific goal that one-third of posts at Assistant Principal 

level be filled by women within five years. Where departments have exceeded this target, they 

are required to move towards achieving overall gender balance in the grade, with particular 

regard to increasing female representation in the Assistant Principal and Principal Officer grades. 

This Department currently exceeds the Government gender equality target of one-third of 

Assistant Principal posts to be filled by women by 2005. Bearing in mind the requirement to aim 

for overall balance, and subject to the overriding condition of the merit principle for all 

promotions, our Equality and Diversity Policy proposed the following strategic objectives, with an 

indicative timescale of 2005: 

• Assistant Principal: from 41 % to 50% 

• Principal Officer: from 17% to 27% 

(For details of gender breakdown at 2004 see chart in Appendix 4.) 

Action 

• Continue to work on areas for priority action set out in the Department's Equality and 

Diversity Policy. 

• Report progress on each year's actions in the Annual Report of the Department. 

Antl-bullylng and anti-harassment 

The Deparbllent endorses the anti-bullying and anti-harassment policy of the civil service as 

OUUined In A Positive Working Environment under which all employees can expect to carry out 

their duties· harassment, sexual harassment or bullying. These unacceptable and 

Inappropriate behaviours are, in many instances, illegal and in breach of Departmental policy. 

They harm working relationships, undermine morale and affect efficiency in the workplace. 
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Action 

• Develop a code of practice, specific to the Department of Health and Children, outlining 

policy and practice in relation to anti-bullying and anti-harassment. 

• Take a proactive approach to ensuring that staff are familiar with the contents of the anti

bullying and anti-harassment policy through induction course modules and regular 

information awareness sessions. 

Customer service 

One of the twelve principles of our Customer Service Action Plan 2003-2004 is expressed as 

follows: Ensure staff are recognised as intemal customers and that they are properly supported 

and consulted with regard to service delivery issues. 

Consultation with customers, whether intemal or extemal, is a key element in the identification 

of areas for improvement. Intemal customer service is about the duty of care we owe to our 

colleagues. 

Action 

• We will continue to ensure that the relevant areas of the Customer Service Action Plan are 

implemented in a timely manner. 

Health and safety 

The provision of appropriate accommodation in safe working conditions is essential to ensuring 

a positive working environment. The Departmenfs Safety Statement addresses this. However, 

health and safety policies have traditionally focused only on these aspects of safety in the 

workplace. Recently there has been a change in emphasis to encompass broader aspects of 

occupational health. A number of initiatives have been devised recently under this broader remit 

and with the support of Partnership and the Merit Committee. These include a men's health 

programme, smoking cessation courses, stress management courses, health screening, and a 

diet and exercise programme. These measures aim to support people to embrace healthy 

lifestyles both in the workplace and at home. The benefits to the Department and its staff may 

not be easily measured but will have posnive gains in terms of stress, absenteeism and higher 

productivity. 
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Action 

• Examine possibilities for further lifestyle initiatives that support staff in achieving a good 

workllife balance. 

Employee Assistance Service 

The Department has been fortunate in having an excellent Employee Assistance Service (EAS) 

available to staff for a long number of years. The service is a free, confidential support 

programme providing a counselling, support and referral service for staff at all levels irrespective 

of location. It is aimed at helping both serving and retired staff who have difficulties either in their 

personal lives or in the workplace. If requested, the Employee Assistance Officer (EAO) will 

provide personal support to any member of staff involved in a complaint relating to bullying, 

harassment, any disciplinary matter or grievance. The nature of difficulties encountered by the 

Employee Assistance Officers has become more complex over the years and while the service 

is not intended to replace existing professional services, all Employee Assistance Officers are 

trained in counselling techniques. The Department recognises that confidentiality is a 

fundamental principal of the service and must not be compromised in any way. 

Action 

• Continue to develop awareness of support available from the Employee Assistance 

Service. 

• Continue to include a presentation on the Employee Assistance Service on induction 

courses. 

• Further develop liaison between EAOs, the PersonneVHR Unit, line managers, and the 

Training Unit. 

Flexible working arrangements 

The civil service as an employer has been to the fore in implementing a wide range of flexible 

working arrangements (FWA) under the broad heading of family-friendly or workllife balance 

arrangements. The schemes available and prescribed by legislation include maternity, adoptive, 

paternity and parental leave. Other schemes such as career break, term time and worksharing 

are also available to staff and, in addition, the majority of staff avail of the flexitime attendance 

system. Staff should be aware that the latter schemes ought to be regarded as a privilege and 

are not an automatic entitlement. However the availability of flexible working arrangements has 

a number of advantages to the Department as an employer in that it 
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• aids recruitment and retention of staff 

• provides a wider pool of potential employees 

• reduces stress, and absenteeism; 

• supports workllife balance 

• Increases productivity and staff morale. 

As a result it is important to acknowledge the Department's commitment to supporting these 

schemes particularly In the light of Government emphasis on them. It has become the practice 

in certain divisions to resist assignment of staff who avail of FWA. It is recognised that the 

provision of such a range of FWA presents major challenges for the Department in its efforts to 

achieve its strategic and business objectives while offering a high level of flexibility. However, the 

effective operation of sections is possible and indeed necessary and can be managed with 

tailoring of tasks and workloads. In view of the implications of FWA, responsibility for decisions 

on applying flexible arrangements will be devolved to Assistant Secretaries, with appropriate 

input from line managers and support from the PersonneVHR unit. Where a decision is made to 

approve an application for FWA, the relevant staff will be accommodated within their current 

ASSistant Secretary area, if not within their current division. There is a need to ensure that there 

is no disadvantage or perceived disadvantage on the part of those availing of FWA or on the part 

of other staff as a result of any redistribution of work. It must also be acknowledged that while 

FWA arrangements are best suited to tailored workload/project work, there is a limit to the degree 

to which the work in this Department can be tailored or designated as project work and care must 

be taken to ensure that those not availing of FWA do not find themselves carrying an 

unacceptable level of day to day administration, parliamentary business and non-project work. 

Action 

• Examine areas within the department where FWA has worked well and use this as a 

model for best practice in other areas. 

• Examine the potential for e-working, post the restructuring of the department. 

• Devolve responsibility for decisions on FWA to Assistant Secretaries. 

Recognition and reward 

Within the civil service, where payscales are negotiated centrally, the Department and its line 

managers have little input to an individual's level of pay. Perfonmance-related pay is not a 

significant element of our pay structures; however there are other less tangible or intrinsic 

rewards which people enjoy, particularly when they know that they are doing a good job. These 
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rewards include feelings of competence, empowerment, achievement, responsibi lity, 

accomplishment and independence. While it may be difficult to measure these rewards, or to 

consciously confer them, they are recognised as being very important, contributing significantly 

both to job satisfaction and to overall performance. People are motivated by achievement. Even 

small achievements, when recognised and commended, create the motivation for people to 

achieve more. Senior managers have an important role in the recognition of the innovative, 

committed and sustained performance of their staff. It is important that good performance is not 

glossed over. The PMDS provides for feedback to job holders particularly in relation to good 

performance as well as feedback aimed at strengthening performance where necessary. In an 

environment where the scope for monetary rewards is restricted, explicit acknowledgement by 

line managers of good performance and the provision of regular feedback are fundamental 

requirements for staff development and morale. 

It should be remembered that approval of an incremental increase or advancement to a higher 

scale are forms of recognition and reward for effective performance: the connection is not always 

clearly made by staff and efforts will be made to improve on this. 

The Department will continue to develop its formal annual Merit Award scheme to acknowledge 

and support efforts which are above and beyond normal work requirements and particularly to 

acknowledge cross-divisional initiatives and teamwork. The funding for this scheme is allocated 

from the Departmenrs administrative budget subhead respecting ex·gratia payments or other 

awards to individual staff members or groups of staff in recognition of exceptional performance 

of duty. 

Action 
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• Managers will be encouraged through the PMDS to acknowledge work well done by staff. 

• Partnership will assist the Secretary General in establishing, monitoring and evaluating 

schemes that recognise and reward exceptional performance of staff. 

• Emphasis will be placed on encouraging cross·divisional teamwork and rewarding 

significant work events or achievements by teams. 

• Partnership will also monitor the funding of social activities which foster cross.divisional 

links between staff, outside of core working hours. 
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Career development 

As part of re-orienlating the personnel function to a more strategic HR locus, in line with best 

practice in developing our capability, the Department is committed to looking at career 

development from a number of perspectives including 

i) moving towards more transparent/competitive promotion methods 

ii) supporting and developing people in their existing grades through targeted training 

aligned to Role Profiles 

iii) developing and implementing a Mobility Policy. 

I) Moving toward more transparent/competitive promotion methods 

The Department has for many years effected promotion exclusively by competitive interview in 

the grades CO to HEO, a practice which has worked well and which we hope to build on in the 

future. Promotion from HEO to AP grades (PSEU) and AP to PO grades (AHCPS) has been 

entirely by competitive consistory up until late 2002. With effect from 2004, and with particular 

reference to the provisions of Sustaining Progress, agreement has been reached with the Public 

Service Executive Union (PSEU) on the immediate introduction of competitive interview for all 

HEO to AP grades. Discussions are well underway with the Association of Higher Civil and Public 

Servants (AHCPS) with a view to moving to more competitive merit-based systems, such as 

competitive interview in particular, at the earliest possible date. 

The move towards more transparent/competitive promotion methods is being underpinned by a 

PMDS aligned process of competency-based application and assessment forms and 

interview/selection procedures. 

11) Supporting and developing people In their existing grades, through targeted training 

aligned to Role Profiles 

The Department acknowledges that those who do not wish to go forward for promotion, or who 

have not been found suitable for promotion, have a great deal to offer in their existing grades 

and must be supported in their ongoing career so that they can continue to both develop 

personally and make a valued contribution to the work of the Department. The ideal is that all 

staff should derive personal satisfaction from their work. We see this being achieved through 

promoting a firm alignment between the postholder's job as set out in the Role Profile and a 

training plan delivered either on the job or through the many opportunities offered by the 
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Ill) Developing and Implementing a Mobility Policy 

Staff mobility is an essential element both of individual career development and of the 

reorientation of the personnel function to a more strategic HR role. It will be addressed as a 

matter of some priority in the roll-out of the HR Policy. The policy will ensure that all staff will 

remain in post for a period of time sufficient to build corporate knowledge and to contribute to the 

work of the uniVteam while at the same time ensuring that staff are rotated regularly with a view 

to strengthening their corporate perspective and to enhancing career developments/prospects. 

This is examined in further detail below. 

Mobility 

Mobility is important in promoting Change, exchanging ideas and allowing people to develop their 

potential. A placement and mobility policy should take account of the requirements of the job, the 

investment in training and development, career development and, crucially, the business needs 

of the Department. Mobility is one of the essential, albeit difficult, elements of any strategic HR 

function and will be one of the key deliverables of our HR Policy. It is particularly relevant in the 

context of the restructured Department and the likely impact across the civil service of the 

decentralisation programme. With a view to aSSisting career development, the Department will 

in due course seek agreement with the HSE, NHO and HIQA in putting a mobility arrangement 

in place. We hope that every opportunity to enhance accountability, knowledge, systems and 

services will be availed of in a way that develops a shared strategic approach to the 

management of the health services and the career development of those working in them. 

Mobility may arise as an issue within the Department itself, or across the civil service, or within 

the wider public sector. It may arise for a number of reasons such as raising performance, 

promotion, lateral transfer, decentralisation, best practice (for example in finance areas), or 

flexible working. In providing mobility Opportunities absolute rules may be difficult to apply. 

Specialist professionaVtechnical staff for example or those in small decentralised offices may 

have limited scope for movement but the Department hopes to be able to increase opportunities 

over time with the agreement of the HSE, NHO and HIQA. 

Notwithstanding the challenges, the Department intends to develop a more structured approach 

to mobility which will take account of the development needs of staff, arising from the 
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implementation of PMDS and the reform programme. It will align staff assignments with resource 

requirements and maximise opportunities to enhance practical knowledge, systems and services 

through fixed-term rotation of staff within health service agencies, and it will examine the 

placement of Administrative Officers for their year out. It is important that managers at all levels 

understand the content of the mobility policy and assist in its effective implementation. It is 

acknowledged that the policy must ensure that staff once assigned will remain in post for a 

period sufficient to build corporate knowledge and to contribute to the work of the relevant 

unitlteam while at the same time ensuring that all staff are rotated regularly, including specialist 

professionaVtechnical staff. The objective is to strengthen our corporate overview and skill mix, 

to enhance career prospects for individuals and to ensure that equality and diversity strategies 

are adhered to. 

A successful mobility policy will develop a shared strategic approach in the management of the 

department, and in the wider health, civil and public service. 

Action 

• Draft a best practice mobility policy in consultation with all relevant stakeholders. 

• Agree phased implementation of the policy. 

• Continue to move towards more transparenVcompetitive promotion practices. 

• Continue to offer appropriate training either on the job or through training opportunities 

provided by the Department's Training Unit. 

Human Resource Management System (HRMS) 

It order to support the increasing complexity of HR management, a new Human Resource 

Management System (HRMS) IT package, produced by peoplesoft has been selected by CMOD 

for implementation in all Govemment Departments. The Implementation of this package In other 

Departments has been slow and problems both technical and resourclng have been 

encountered. For these reasons, the Department of Health and Children has been forced to 

postpone the introduction of HAMS. It Is, however, committed to introducing It at a future date, 

to be decided on in the light of the resolution of HRMS Issues service wide and the restructuring 

of the Department. 
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As an interim measure in 2004, the Department intends engaging outside assistance to 

undertake a pre-HRMS data clean-up exercise in preparation for the introduction of HRMS at the 

appropriate time. At present, personnel-type data is held in a variety of formats, ranging from the 

existing limited PAS computer system, to paper files, PMDS material, and training requests. A 

clean-up exercise would result in the consolidation of these varied sources of infonmation into a 

single database. HRMS will be a key enabler of HR reform and the re-orientation of the HR 

function. It will also be an essential support in the devolution of the HR function to line managers. 

The main benefits of a HRMS solution will include 

• better management infonmation 

• modern/strategic HR processes 

• more efficient HR customer services both internally and externally 

• better systems integration with pay roll and training 

• the possibility of a self-service facility for managers and staff (viewing and updating 

personal data on line including data on leave, flexi, increment and probation fonms etc). 

Action 

• Arrange necessary clean-up of eXisting data prior to implementing HRMS. 

• Detenmine and secure the necessary additional resources (personnel and IT) to support 

the introduction of HRMS. 

• Prepare a manager's handbook on key HRMS issues. 

Objective 3 

We will promote a continuous learning environment aligned with the Department'. 

objectlvel and each Individual's needs 

Training and plan 

We believe that continuous leamlng d d I 
an eve opment is central to enhancing business 

perfonmance. Through leamlng, training and development staff gain the knowledge and skills 

required to Improve their personal rf 
pe onmanee. Improving jobholder competence assists In 

meeting buSiness objectiv d I 
es an n Improving productivity. It also leads to greater job 

satisfaction Improves perso I t' . , na mo lVatlon, and Increases productivity. 
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The training function in the Department has developed considerably over the past two years. As 

part of the 2001 modernisation programme, emphasis was placed on training, and staff and 

resources were made available. The PMDS was also a major driver in this regard, both in relation 

to the substantial training requirement inherent in PMDS itself and the identification of training as 

a key element of personal development. Over the past two years a full training programme has 

been developed for staff, with soft skills and IT training provided by external trainers who work 

in-house in the dedicated IT and general training rooms. Staff are encouraged to avail also of 

centrally provided civil service courses. 

As stated in the introduction, the Department will undergo a major restructuring in accordance 

with the health reform programme. A critical part of this restructuring will be a planned and co

ordinated approach to the development of people to ensure they have the knowledge and skills 

necessary to achieve the objectives of the restructured Department. 

It is proposed in this context to publish a training and development strategy, which will set out 

the objectives and actions of the training function. The strategy will encompass the skills, 

knowledge and competencies seen as requisite in the restructured department and will ensure 

that staff acquire these and are developed to their full potential. The strategy will recognise that 

training and development is multi-faceted, that it includes informal on-the-job training, coaching 

and the more formal training and development interventions. 

In the context of value for money and targeted training, the Department will continue to work 

towards the goal of 4% of payroll to be expended on training and development. 

PMDS is the primary means of identifying training needs and In this regard" Is essential that 

senior management is actively supportive of the system. PMDS enables individuals to Identify 

and agree a training plan based on the business needs of the area in which they work and their 

own development needs. The Department will continue to ensure that staff training and 

development needs identified through PMDS are met. 

The Department is undertaking a number of training and developmant InltlatJves. An elUlmple of 

this is its mentoring and coaching programme for senior manageillent which n decided to 

formally incorporate into its senior management training programma following a pilot 

programme. 
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The Department recognises the need for quality customer service and this will be reflected in its 

training strategy. There is currently a dedicated customer service course and the recently 

developed management programme includes a module on managing for quality customer 

service. 

The provision of European language training will continue to be provided by the CMOD. The 

improved provision of Irish language training arising from the Official Languages Act 2003 will 

also be addressed. 

There is also a continuing need to raise awareness in the areas of equality, diversity, bullying and 

harassment. 

The Assistant Principal and Equivalent Forum (APEX) and the Senior Management Network 

(SMN) provide networks and support for staff and facilitate input into Departmental policy. These 

groups need ongoing facilitation and support and this is catered for by the Change Management 

Team. The lunchtime seminars devoted to this end have proven very successful to date and will 

be continued. 

Action. 
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• Develop a training and development strategy for the Department. 

• Work towards a target of 4% of payroll to be spent on training and development. 

• Ensure that staff training and development needs identified through the PMDS process 

are met. 

• Revlew the refund of fees scheme. 

• Work with agencies and providers outside the department in the provision of training. 

• Work with CMOD on the development of standards and to identify best practice. 

• Ensure that leamlng and training become more targeted and focused on the objectives of 

the Department, particula~y in the light of the skills requirement emerging from 

restructuring. 

• PrOVide facilitation and support for the Senior Management Network (SMN) and Assistant 

P~nclpal and Equivalent Forum (APEX). 
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Objective 4 

We will promote open and proactlve communications 

Partnership 

The Partnership process provides for the creation of effective partnership structures in each 

department to engage management, unions and staff at all levels. In the context of Sustaining 

Progress and the restructuring and reform programme it is envisaged that the Partnership 

process will take on a deeper, extended and more active role with particular issues likely to be 

identified and driven by Partnership in the future. 

The Department's Partnership Committee was established in 1999. The committee is 

representative of management, staff and unions, and has a rotating chair. A visitor's chair is 

provided for any member of staff who might wish to observe the operation of the Committee. It 

has been involved in a wide range of issues and has brought a new dimension to staff 

involvement and consultation in the day to day operations of the department. The committee's 

scope includes PMDS, training, communication, HR Policy, merit awards and customer service 

(including customer service protocols). Partnership has also introduced wOrkplace health 

promotion initiatives such as the men's health programme, employee health screening, 

evaluation of the smoking cessation policy and a diet and exercise programme. 

The Department is seeking to increase staff involvement in the activities of the Partnership 

Committee in a number of ways. These include providing the visitor's chair referred to previously 

and establishing local partnership committees in the National Children's OffICe, the Adoption 

Board and the General Register Office, Roscommon. 

Senior Management Network 

The Senior Management Network, which was established in 2002, provides a forum for Pnncipal 

Officers and professional equivalent grades to meet and share ideas. The Network meets a 

number of times throughout the year and has several sub-groups relabng to human resources, 

bUSiness and communication issues and implementing Sustaining Progress. The Network 

celebrated its first year with a conference in September 2003, the thellle of which was creative 

leadership. 

31 



, , 

Assistant Principal and Equivalents Forum (APEX) 

The Assistant Principal and Equivalents Forum (APEX) was also established in 2002. It is a 

networking and communication forum for Assistant Principals and equivalent grades in which to 

discuss issues of mutual interest affecting their work within the Department. The function of the 

Forum is threefold: 

• to provide a middle management forum with which senior management can communicate 

• to provide a forum for collective middle management training and development initiatives 

• to provide opportunities for exchange of views and networking. 

An annual conference was held in 2002 and again in 2003. The conferences addressed such 

topics as health selVice reform, the EU presidency, stress/work-life balance, e-working, and 

communicating change. 

Departmental Council 

Under the Conciliation and Arbitration Scheme, each Government Department has a 

Departmental Council which meets approximately once a quarter and consists of a chairperson 

(Assistant Secretary) and official representatives (PersonneVHR Unit) and a principal staff 

representative and staff representatives (Unions/Associations). The Council is primarily an IR 

forum and the agenda may include such items as claims relating to pay and allowances, time 

and attendance, promotion, health and safety, efficiency and effectiveness. 

Action 
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• Continue Partnersh" I ' . Ip S ro e In developing a wide range of issues. 

• Continue programme of workplace health promotion initiatives. 

• Establish a Partnership Committee in the National Children's Office. 

• Establish a Partnership Committee in the Adoption Board. 

• Establish a Partnership C . . 
ommlttee In the General Register Office, Roscommon. 

• Develop and enhance the role of the Senior Management Network and the Assistant 

Principal and Equivalents Forum. 
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Part Ill: Implementation 

Policy development and consultation arrangements 

A number of factors will play a critical part in the Department's ability to successfully implement 

its HR Policy. It is important that the Policy is communicated to all staff and that staff realise the 

importance of their contribution to making the Policy work. It is also important that senior 

management are committed to implementing the HR Policy in full. 

Implementation of the Policy will involve a programme of change on a number of levels. First 

there must be a re-orientation of the HR function from an administrative focus to a strategic one. 

Second there must be a successful devolution to line managers. Rnally a modem Human 

Resource Management System must be put in place. 

To achieve the objectives set out in this Policy a HR Policy Implementation Team will be 

established. This team will be representative of all stakeholders including MAC, the SMN, the 

APEX Forum, the Partnership Committee and the Departmental Council. Its key tasks wdi be: 

To oversee, within an agreed time frame the re-orientation of the personnel function to a more 

strategic HR focus by ensuring, in partnership with the Personnel Un", the phased 

implementation of the actions set out in this document, in association with the development 

and implementation of a range of supporting policies, specific to the Department of Health 

and Children, relating to 

• skill mix and recruitment 

• career progression from induction, placement and probation to retirement 

• time and attendance 

• a manager's handbook/employment legislation 

• traininglPMDSlperfonmance and underperfonmance 

• mobility 

• transparent promotion methods 

• a code of standards and behaviour 

• equalHy and diversity. 
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Each policy will assign relevant levels of responsibility to the line manager in partnership with the 

HR function and will set out clear obligations on all staff in regard to achieving compliance and 

implementation. 

This HR Policy will be one of the key documents on which Departmental business plans will be 

based over the three·year period 2005 to 2008 and the implementation of the Policy will be 

reported on in that context, The Implementation Group will report regularly to Partnership and 

MAC on progress. Progress on the Policy will be detailed in the Department's Annual Report, 
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APPENDIX 1 

Staff turnover and analysis 

In Ihe period from January 2001 to December 2004, 431 new members of staff began worlting 

in the department. This figure represents a mix of new entrants, newly promoted staff from other 

departments and people returning from career breaks. Staff numbering 216 have left the 

department in the same period, either through resignations, transfers, promotions etc. The net 

figure for new staff over this period is therefore 215. This represents almost 31 % of our present 

staff who have less than three years experience in the Department. Such a high turnover in staff 

numbers presents a significant challenge for the Personnel Unit and Training Unn in particular 

and the business of the Department in general. In addition the age profile shows that the majority 

of our staff are now between the ages of thirty and fifty. This group fonms the core of the 

department's staff and reflects the low levels of recruitment from the mid-1980s to the early-

1990s. 

Another significant feature within the Department is the number of employees avalllng of flexibfe 

working arrangements. Almost 70% use flexitime while 17% of staff avail of a wor1<-sharing 

arrangement. A wide range of options is offered: momings only; aftemoons only; week ontweek 

off; split week; 2 day, 3 day or 4 day week; 3 weeks onl1 week off and 9am to 3pm. In addition 

twenty-eight people availed of tenm time in the year 2004. 

Overall, these working arrangements provide major challenges for the Deparbllent, which while 

striving to achieve its strategic and business objectives continues to offer this level of fleXlbrloty. 

CUrT1Int oblll HI •• ab.a" ""'1 .• • 
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APPENDIX 2 

Age profile of the Department of Health and Children 2004 
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APPENDIX 3 

Percentage 01 works ha ring stall 
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APPENDIX 4 

Grade and gender percentage breakdown 
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APPENDIX 5 

Specialist professional/technlcal grades within the department 
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