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Health Service Employers Agency 
Gniomhniremht na bhFostriiri Seirbhise Slhinte 

Corporate Plan 1998-2001 



Corporate Planning 

The Government's Strategic Management Initiative (SMI) was launched in 1994. A central feature 
of the SMI process is the production by Government departments and agencies of statements of 
strategy/corporate plans setting out their strategic direction, corporate goals and business objectives 
on a three year cyclical basis. This Corporate Plan is the first such plan produced by the Health 
Service Employers Agency (HSEA) and covers the period 1998 to 2001. 

The HSEA has been in existence since 15 July 1996. This first Corporate Plan was produced 
on the basis of it being developed in the first instance by the Management Team and then refined 
through discussions with Chairs of the Committees of the Board and staff prior to its formal 
adoption by the Board. 

The overall purpose of this Plan is to assist in developing a strategic management approach to the 
way we do our business and to provide a'clear guide for all, including our stakeholders, on our goals 
and objectives, as well as providing the overall framework for translating strategy into action. We see 
this Corporate Plan as dovetailing with the overall Statement of Strategy for the health sector as set 
out by the Department of Health and Children. 

Our Mandate 

The mandate of the HSEA is based on the provisions of Statutory Instrument S.1. 21 3/96 under 
which it was established in accordance with provisions of the Health Corporate (Bodies) Act,1961. 

The HSEA Is a representative body for all publicly funded health service employers, which, between 
them, employ some 68,000 people. The Agency represents Health Boards, Public Voluntary 
Hospitals, Mental Handicap Agencies and such other corporate bodies in the health sector as are 
admitted to membership. 

The Agency promotes the development of improved human resource practices within the health 
service. It acts as a catalyst for greater efficiency and effectiveness in employment practice and 
provides a dynamic focus for the management of change consistent with changing service and 
operational requirements. It also represents and supports employers in the management 
of industrial relations. 

Structure and Staffing 

The HSEA provides its services through a Board appointed by the Minister for Health and Children. 
The Board consists of nine persons nominated by the following: Health Boards, Voluntary I-iospltals, 
Department of Health and Children, Joint Hospital Boards and Mental Handicap Agencies. 
The Chief Executive is also an ex-oflicio, non-voting member of the Board. 

The three main Committees have been established and were formally launched in September 1997. 
The Committees are organised on the basis of the three main functions of the Agency, viz: 

HRM Advisory Service; 

BI Innovation and Change Management; and 

B Industrial Relations. 



These three Committees involve representatives of health service management in identifying 
initiatives designed towards achieving the Agency's objectives. A Board member chairs each 
Committee and their effective functioning is central to the manner in which the Agency 
approaches it business and delivers its service. 

The Agency i s  headed by a Chief Executive, who is responsible for the execution of policies 
formulated by the Board and for day-to-day operations. Otherwise, the Management Team 
comprises the Heads of the three functions outlined above and the SecretaryIAdministration 
Manager. The total staff of the Agency comprises 18 people. 

Resources 

The annual budget of the Agency in 1998 amounts to £1 .lm. The Agency is funded 
by direct subscription from all publicly funded health agencies. 

Accounts 

The Agency's accounts are audited by the Comptroller and Auditor General. 
An annual report is produced and submitted to the Minister, 
who lays copies of this report before the Houses 
of the Oireachtas. 



a! Analysis 

The Health Services 

The discharge of the Agency's mandate represents a considerable challenge in which is, 
in effect, a very complex operating environment. At present, it costs in the region of f2.9bn 
per annum of current expenditure to run the public heaith service. Approximately L2.Obn 
of this expenditure (about 70%) represents pay costs. Pay costs, therefore, are the main 
driver of the non-capital funding requirements of the health sector. 

In addition to the need to manage pay costs, other challenges, which face health service 
employers, include: 

ar increasing expectations for a high quality of service; 

a Developments in technology/medical science; 

The trend towards specialisation in the medical, paramedical and nursing professions; 

s Emerging labour market shortages. 

The health service employs some 68,000 people in approximately 500 different groups, 
grades and disciplines. Because an efficient and effective'health service is so highly 
dependent on the support, commitment and motivation of the staff who provide the 
services, the Agency must play a central role in advising and assisting health service 
employers in achieving the best possible benefit from their human resources. The Agency 
will have a key role in supporting the development of the HUM function at ail levels 
throughout the health service. 

In addition, the Agency operates within the overall public 
service Human Resource Management regime which is in itself 
undergoing extensive change with numerous new 
developments including a more structured 
approach to performance management 
coming on stream. 



A strong imperative to streamline the current industrial relations machinery has been 
identified. A major goal in this regard is to ensure that all bodies/qroups are brought 
within the umbrella of the Labour Court and the Labour Relations Commission and 
this issue is now in the process of being addressed. 

Furthermore, the challenges being faced by the health sector as a whole dictate that the 
development and application of Partnership models will be a critical success factor for the 
future. Such Partnership models will be central to developing strong linkages by which 
initiatives, wiiich provide for greater flexibility in service delivery, contribute to the 
development of a continuous improvement ethos, and the facilitation of change 
in the context of an efficient and cost-effective service can be progressed. 

Another vital issue for the future will be the need to develop, in conju~iction with all 
relevant parties, a contingency plan for the maintenance of essential services in times of 
dispute. The patientslclients of the health service are essentially vulnerable in an environment 
where certainty cannot be guaranteed as to the continuity of essential services. Meaningful 
progress must be made on this issue during the currency of this plan. 

The Agency i s  still in its relative infancy in organisational terms. Increasingly, it is growing into 
the roles which i t  was established to discharge. its role and functioning relative to other key 
actors, such as the Department of Health and Children, is evolving on a continuous basis. 
Over the next period of evolution, the Agency must position itself to develop its corporate 
identity as a strong voice on the national stage and as a key exponent of the views of health 
service employers. The next three years will be an important phase in the development 
of innovative change in the health service in which the HRM function in its broadest sense 
will have a key role to play. The Agency i s  committed to driving this process in collaboration 
with employers. 

Nature of the Business 

The nature of the business undertaken by the Agency presents its own set of unique 
challenges. The Agency is essentially a representative body acting for and on behalf of its 
members. To this extent, member involvement in policy making and strategy development 
i s  a key success factor for the Agency. The Agency is fully committed to fostering such 
member involvement, not only through the formal mechanisms at Board and Committee 
level, but through regular contact and briefings with key groups, such as Personnel 
Officers/Managers, and through a variety of other consultation and communications 
mechanisms, such as regular newsletters, etc. 

While, as will be seen later in this plan, the services provided by the Agency are grouped 
under the three functional headings of the HRM Advisory Service, Innovation and Change 
Management and Industrial Relations, there is, in fact, a high degree of synergy between 
these areas and few, if any, of the Agency's substantive operations can be carried out 
in isolation. Much of the Agency's overall agenda, as developed in conjunction with its 
members, has, of necessity, to be advanced on a partnership basis with employee 
representatives and in the context of recognised negotiation process. 



Internal Capability 

The Agency is as yet only settling down as a discrete new organisation and has only recently 
moved into new premises. At this stage, the Heads of each of the three services have been 
appointed and the core staffing has been put in place. The Committee processes are up 
and running and the Board, as evidenced by the production of this initial Corporate Plan, 
i s  addressing itself to the strategic challenges which lie ahead. 

Developing the internal capability of the organisation will, however, remain a key 
requirement over the period of this Plan. 

The key issues to be addressed as regards internal capability over the period of the 
Pian will be: 

ensuring through the effective operation of an integrated Management Team approach 
and through interaction with the Board and Committees that an adequate balance is 
maintained between the necessarily reactive nature of much of the work and the need 
to take proactive and innovative initiatives to bring about change; 

further developing the Committee system to ensure a productive and value adding 
relationship between the Agency's Management Team and members; 

developing the support structures of the organisation (particularly in relation to IT) 
to enable it to provide a modern and professional service to members; 

maintaining adequate staff resources, ensuring numbers and competencies to provide 
a quality service to clients across the range of the Agency's brief; and 

t# broadening and deepening the range of initiatives to be taken to increase the profile 
of the Agency as a strong voice for employers in the health service. 

Client Focus 

Given the nature of the Agency as an organisation, it must at all times have a strong client 
focus. The Agency is very conscious of the fact that its success will be judged on the basis 
of its ability to meet its clients' requirements. 

However, the concept of the client is not a simple one for the Agency. While obviously the 
client group includes the various member organisations which i t  represents, at  a practical level 
the Agency effectively interacts with a number of key groupings, including the following: 

a senior management representing the interests of the Health Boards, Voluntary I-lospitals, 
Mental Handicap Agencies and other health bodies which make up h e  membership o l  
the Agency; 

la HRM professionals in the member organisations; and 

a line management in member organisations who will become increasingly important in the 
HRM arena as they take on a more devolved HRM and other management functions. 



Apart from its clients, the Agency must discharge its business through maintaining strong 
linkages and productive relationships with a variety of bodies, including: 

s the Irish Business Employers Confederation; 

Training and Professional Bodies; 

the Office for Health Management; 

m the Labour Court and the Labour Relations Commission; 

s other public sector employers; and 

the staff representative bodies. 

The Agency has a close working relationship with the Department of Heaith and Children. 
During the period of this Plan, the Agency wili seek to strengthen its focus on client 
requirements, particularly through establishing more structured mechanisms for obtaining 
feedback on the services which i t  provides. it wili also build on the established relationships 
which it has developed and seeks to maintain with the key external bodies to which it must 
relate, as outlined above. 



Mission 

The overall mission of the Agency is to promote best human resource management practice 
in the Health Service. 

Values 

The values which underpin our operations may best be summarised as follows: 

E3 quality service to clients; 

HI professional standards and integrity; 

value for money in the delivery of health services, wit11 a strong emphasis on quality 
service to patients; 

B4 partnership with Health Service employees and their representative bodies; and 

commitment to the care and development of our staff as our key resource. 

High Level Goals 

The following are the high ievel goals which underpin this Corporate Plan and which drive ail 
of the Agency's activities: 

To play a proactive leadership and initiation role in relation to best human resource 
management practice in the health service; 

To devise and promote implementation of employment practices which are cost effective 
and responsive to clientlpatient needs; 

To align pay negotiations to improvements in service delivery; 

To pursue an innovative and radical approach to modernisation and change; 

To provide a comprehensive employer advisory role on lhuman resource issues; 

To support and assist health service employers in developing palicles designed to improve 
human resource management. 

All of our actions and specific work programmes are aimed at furthering the atlainment of 
these high level goals as part of an integrated strategy. The main objectives of each of our 
individual services in seeking to deliver on these high level goals are set out below. 



HRM Advisory Service 

The main objectives of the three main functions of the Agency are: 

to provide a comprehensive employer advisory service designed to foster modern 
approaches to  devolved management and dynamic staff management; 

@ to pool resources and expertise in developing policies designed to improve human 
resource management; 

to provide effective guideline documentation to  employers on new or amended 
employment legislation and related practices, procedures and policies; and 

to provide a comprehensive advisory information and research service on human 
resources and industrial relations issues. 

Innovation and Change Management 

B to improve cost effectiveness in the pay costs of service delivery in the health service; 

mgl to analyse and review current employment practices and related operational issues 
in order to identify opportunities for improvement; and 

to develop innovative approaches to change in a participative manner respecting the 
contribution of staff at all levels and their representative bodies. 

Industrial Relations 

to represent health service employers in national negotiations on pay and conditions 
of employment for all categories of staff; 

to support and/or represent, as appropriate, health service employers on local issues; 

W to align pay negotiations with improvements in service delivery; and 

to work in partnership with the staff representative bodies to achieve change, particularly 
in improving delivery service and achieving value for money. 

In this section of the Plan we have highlighted the Agency's high level goals and the broad 
objectives of each service area. In the next section, we deal with the specific actions and 
programmes which will be implemented in furthering our goals and objectives and with the 
main outcomes which we are aiming to deliver in terms of fundamental change within the 
lieaith service over the period of this Plan and in the longer term future. 



HRM Advisory Service 

if the Agency is to assist in achieving the major goals in the HRM Advisory Service area 
the following outcomes will have been achieved by health service employers in whole 
or in part during the period of this plan: 

A much more devolved system of HUM will be in operation with the HSEA acting 
in a leadership role in relation to HRM issues. 

Ba More efficient and effective staff management. 

Dl A more flexible and responsive recruitment regime. 

&I A greater proportion of appointments to position in the health service wili be based 
on recruitment and selection procedures and methods best suited to the needs of 
the heaith service. 

Structured performance management systems and career development plans wili 
be in operation in the Health Service. 

New policies, such as those arising from the proposed new equality legislation, 
wili have been successfully implemented. 

Bl A higher representation of women at senior management level. 



The specific actions and programmes to help deliver on these outcomes will include: 

Preparing and issuing guidelines on implementing alternative attendance regimes. 

ldentifying methods of recruitment and selection technique best suited to today's 
health service requirements. 

a Developing a programme of positive action in relation to equal opportunities. 

E8 Identifying means of encouraging staff from all disciplines to enter general 
management grades. 

E Devising a system of performance management which focuses on objective setting, 
provides feedback and contributes to employees' training development needs. 

ta Preparing and issuing an operations manual for line managers to assist them 
to implement their HRM responsibilities. 

Reviewing and updating existing guideiines and manuals on HRM practices 
and procedures. 

Guidelines, manuals and procedures on key HRM issues will have been updated, 
standardised and professionailsed. 

Innovation and Change Management 

If the Agency is to be successful in furthering its major goals and objectives in relation 
to innovation and change management, the following outcomes will have been delivered 
in whole or in substantial part by the end of this Plan period: 

A culture of innovative approaches to change will have to be inculcated and 
change management skills and competencies will have been developed in each 
member organisation. 

Operational managers In the health service will have more influence on the pay roil costs 
at local level and will have more llexibility in deciding how, and with what effects on 
local service delivery, pay related costs are incurred. 

a A structured programme of research on current practices will have been carried out 
specifically to identify areas where innovative and flexible approaches would lead to 
enhanced service delivery and improved cost eflectlveness. 

s A series of pilot projects and trials 01 innovative approaches on cost effective and quality 
service delivery will have been completed and the resultant changes arising therefrom 
will have been rolled out or will be in course of being rolled out on a service-wide basis. 



Specific actions and programmes aimed at delivering these outcomes will include: 

El developing and implementing a programme for enhancing change management 
skills and competencies in member organisations; 

undertaking action to develop more cost effective approaches to rosters, 
hours of attendance, on-call arrangements, etc.; 

BI developing a service-wide approach to outsourcing; and 

B developing and implementing a programme of pilot testsltrials on specific 
change management issues in consultation with employers as part of the 
detailed work programme. 

Industrial Relations 

Successfully furthering the Agency's goals and objectives in the industrial relations field will 
involve the following outcomes being fully or largely achieved over the period of the Plan: 

Management in the health service will be constructively leading the industrial relations 
agenda based on a clear strategy for achieving the main change imperatives. 

The industrial relations machinery will have been substantially overhauled with 
all partieslbodies coming within the ambit of the Labour Court and the Labour 
Relations Commission. 

M A contingency plan for the maintenance of essential services will be operating successfully 
and in partnership between employers and staff representatives. 

All pay negotiations will be being conducted on the basis of enhancing service delivery 
and on the basis of a defined pay-back for investment. 

The industrial relations arena is not one which is amenable to setting out a detailed listing of 
specific programmes and actions. Much of the work is involved with advancing national pay 
negotiations, dealing with specific claims and reacting to specific issues as they arise. However, 
notwithstanding the foregoing, the following general actions and programmes will be pursued 
under the industrial relations heading during the currency of this Plan: 

carrying out an audit of practices impacting on productivity and building 
up a service-wide databank on such practices; 

developing and negotiating the contingency plan for the maintenance of 
essential services; 

undertaking actions aimed at maintaining a stable industrial relations 
environment in the health sector; 

B8 developing procedures and negotiating an overhaul of the industrial relations 
machinery; and 

H pursuing strategies which will at all times align pay negotiations with improved 
service delivery and specifically to further initiatives being taken on the broader 
HUM and innovation and change management fronts under the aegis of the Agency. 



General Organisation Programmes 

On a more general front, the implementation of this Corporate Plan over the next three year 
period will see the Agency very much positioned as the centre of excellence and the prime 
actor in relation to HRM development (in all its aspects) in the health service. Other specific 
actions and programmes to be pursued in this regard, which are not specific to any of the 
three primary service areas, will include: 

putting in place effective Partnership arrangements suitable to the structure 
and needs of the health service within the general framework outlined in 
The Partnership 2000 Agreement; 

developing a more effective regime for linking and interacting with Personnel 
OfficersIManagers in member organisations; 

B developing and implementing more formalised and structured mechanisms for 
eliciting client needs and for obtaining client feedback on the services which the 
Agency provides to members; 

developing detailed work programmes, including performance measures 
and indicators; 

improving communications mechanisms; and 

raising the standards of documentation produced, including publications. 



The major challenge facing the Agency over the next three year period will be the need 
to convert strategy, as outlined in this Corporate Plan, into action. 

Critical Success Factors 

The following factors will heavily influence the Agency's ability to convert strategy into action: 

Pi credibility with its clients and the Department of Health and Children; 

LS effective working relationships based on a clear agreement on roles between the Agency, 
the Department of Health and Children and the member organisations; 

a professional approach to the management of the organisation in implementing the 
Corporate Plan; 

Mi  effective working relationships between the Board, Committees, management and staff; 

M partnership approaches with staff in the health service and their representatives 
in bringing about change; and 

Dl the motivation, commitment and calibre of the Agency's staff. 

Monitoring and Review 

The Committee structure and the Board will be the primary mechanisms for monitoring and 
reviewing the implementation of this Corporate Plan. Progress on the key action points in the 
Plan, as augmented by the more detailed work programmes agreed with the Committees, 
will be a standing item at the regular Management Team meetings held in the Agency. 

Based on reports from the Management Team, each of the Committees will review progress 
on those areas of the Plan relevant to their remit on a quarterly basis. 

In consultation with Committee chairmen, formal progress reports on the Plan and work 
programme implementation will be submitted for review by the Board on a six monthly basis. 

in this way, the implementation of the Plan will be regularly monitored through a systematic 
strategic management process. This will enable any adjustments to be made based on 
changing circumstances and for the Plan to be rolled-over on a regular cyclical basis. 
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