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FOREWORD
In May of this year, reflecting the importance I place on Public Service transformation, in one of my first acts as Taoiseach, I
appointed the Task Force on the Public Service to develop an action plan in response to the OECD’s review of the Irish Public
Service – Towards an Integrated Public Service.

The OECD’s review provided a comprehensive analysis of the Public Service system. It also contained a positive account of the
enormous contribution that the Service has made to our national progress and of the developments in modernising the Public
Service in recent years. Just as importantly, the review contained recommendations aimed at giving momentum to further
transformation of the Public Service – a new direction and a new sense of urgency.

The overriding conclusion of the OECD was that there was significant potential within our system for increasing value for money
and achieving better quality and more efficient services for citizens, and also for improved approaches to tackling complex
societal goals. The way to unlock that potential, according to the OECD’s report, is to develop new ways of working and foster
closer connections between the different parts of the Service, such as central and local government, for example, between the
Education sector, Local Government, the Health sector, State agencies, the Justice sector and other parts of the Service. The
focus must be on delivering for the citizen at every stage of the lifecycle, building services around the citizen and business user,
changing systems and structures and utilising technology to meet this objective.

The immediate context in which the Task Force is reporting is one of scarcer resources but the challenge over the medium-term
is not only to maintain but to improve upon existing levels of public services; in short, this means doing more for less.

The Task Force has identified a number of steps to unleash the potential within the public system. Chief amongst these is an
emphasis on setting performance-related targets in every area and empowering individuals to lead and manage – in tandem with
robust measurement systems that will hold organisations and individuals to account. Secondly, it is clear that we will need a
substantial freeing up of our ability to redeploy people and money to priority areas across professional, organisational, sectoral
and geographical boundaries. We must also deepen the service-wide identity of those working in all public bodies in order to
develop the unified approach to policy making and service delivery that is needed.

I believe that this report, containing guiding principles, headline actions and ambitious timelines that have been produced by the
Task Force, can be effective but only if adopted in full and with enthusiasm. However, this is only a beginning. Over time, and in
each service setting, the implications of transformation will have to be elaborated. While the Task Force has identified actions to
be taken over the coming three years, their implementation must stretch over a longer period. Leadership, investment and risk-
taking will be needed at political, organisational and individual level – in schools, hospitals, public offices, local government and in
the diverse settings within the Public Service – if the full value of the Report is to be realised. We will also need improved
mechanisms for engaging with the private and not-for-profit sectors, as many of the societal objectives we are pursuing require a
collective contribution if we are to succeed in achieving our goals and also because of the capacity, flexibility and expertise that
these sectors can offer.

On behalf of the Government, I want to thank the Task Force members for the commitment they have shown in developing this
Report.

I believe the analysis is complete; it is now time to act and we must deliver early results. It is my intention to champion the
ongoing transformation of the Irish Public Service and I want to engage both the public and those working in the Public Service
in the implementation of this Report.

Brian Cowen, T.D.,
Taoiseach

26 November, 2008
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This report recommends a range of initiatives which the Task
Force believes should commence immediately, and be
implemented over the next three years. We recommend that
they be implemented as an integrated package as they are
designed to be mutually reinforcing. The actions are focused
on:
� Achieving improved performance by organisations and

individuals;
� Creating flexibility in deployment of people, assets and

other resources;
� Identifying the precise transformation agenda in each

sector and engaging and mobilising the necessary actors;
and

� Achieving greater efficiency, effectiveness and economy.

They are also designed to build capacity for ongoing
transformation, through a focus on:
� Promoting a shared identity, ethos and vision by focusing

on the joint achievement of societal goals;
� Developing leaders at every level of organisations;
� Empowering employees through mobility, shared

performance data and training;
� Developing performance metrics which are meaningful to

the citizen;
� Increasing organisational and individual accountability for

achieving performance targets;
� Promoting longer term planning;
� Innovation, shared governance, networks and collaborative

working; and
� Sharing infrastructure and new technologies.

The Task Force was set up with the specific remit of
developing a plan to respond to the findings and
recommendations contained in the OECD’s Report on the
Irish Public Service, published in April 2008 (see Appendix I).
We endorse the core message of the OECD’s evaluation,
namely, that by working in new ways, the Irish Public Service
has the potential to deliver significantly improved services
and outcomes. We believe this to be the case
notwithstanding the quality outcomes and improved internal
management processes recorded by the OECD in many
areas of the Public Service. The public expects improved
and expanded services while the current budgetary situation
severely constrains the resources available to maintain and
enhance such services. Better services for the citizen now
more than ever require prioritisation, efficiency and
effectiveness measures, the use of new technology and an
effective mobilisation and application of resources across a
more integrated public service.

Clarity of Purpose
Delivering outcomes valued by the public and providing
quality public services are central to the well-being of society,
the health of the economy and the legitimacy of government.
The task of prioritising outcomes and services is essentially a
high-level activity that is political in nature. It requires clearly
articulated targets, in terms of service outputs and outcomes,
that take account of available resources. In a climate of
resource constraints, a clear political direction focused on
what is to be achieved in the short-, medium- and long-term
is imperative. The Task Force is convinced that the
communication of these targets to the public is crucially
important both in managing realistic expectations and in
holding the Public Service to account in terms of actual
delivery. Communications, engagement and information
sharing are also important in terms of fostering informed
debate about the choices facing Government in addressing
longer term issues in health, education and pensions, for
example.

Towards an Integrated Public Service
We agree with the broad OECD recommendation that the
route to better services and outcomes lies in the enhanced
performance of individual public servants, of individual
organisations and of the Public Service as a system, against
clear targets. In particular, we believe that it is system-wide
changes in behaviour that will yield the greatest dividend in
terms of any future modernisation effort – greater
collaboration between national and local government,
between the various sectors of the Public Service – Health,
Education, Justice, the Civil Service, Defence and Local
Government – and within each sector. The key challenge
facing the entire Public Service, from the Government to staff
delivering personal services to citizens such as teachers,
nurses and Gardaí, is to deliver better services and outcomes
for the public within sustainable levels of expenditure.

Performance
Embedding a performance culture across the Public Service
requires a clear strategy that is consistently pursued. In the
context of clearer target outcomes and outputs, measuring
the performance of organisations and individuals becomes
crucial. Relevant, accurate and timely service information is
critical in all areas of the Public Service and can, in itself, be
a major driver of change. We recommend the development
of output targets that allow the performance of individual
organisations and groups of organisations to be measured.
We recommend that individualised systems of performance
management should be extended throughout all sectors of
the Public Service and that existing systems be significantly
strengthened in order to demonstrate a real connection
between performance ratings and actual performance in

1. EXECUTIVE SUMMARY:
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terms of outputs. We believe that a major cultural change is
needed to tackle underperformance, both at the level of the
organisation and the individual, to provide value for money to
the citizen and taxpayer, and in the interests of equity and
morale.

Citizen Engagement
In the future, citizen engagement in policy and service
delivery issues must go beyond the conventional
communication, public consultation and citizen participation
mechanisms used by Government in the past. The Public
Service must develop additional information and participation
channels for an increasingly engaged and active citizenry. We
have recommended greater collaboration across government
in order to provide better service delivery to users of public
services. Engaging the citizen in a dialogue about how and
where services should be provided, and which services are
most important, will be essential if we are to move from a
system of “organisations that provide services” to one of
“services provided by or on behalf of organisations”.
Collecting, sharing and publishing performance related
information will empower the citizen and those delivering the
services. We need to target services that are appropriate to
the needs of defined user groups and reorganise our delivery
channels accordingly.

E-government and Shared Services
Given the importance of maintaining and improving services
within existing resource constraints, we believe that the
greater use of shared services (for internal administration and
direct service delivery), more ambition in relation to e-
government and improved central and local management of
Information Communications Technology (ICT) can
simultaneously yield significant cost savings and service
improvements for the citizen. Greater utilisation of e-
government can also reinforce the drive for integrated service
delivery and collaboration between different organisations
and sectors. Systems of funding and accountability should
support innovation, given that there are significant cost and
risk management issues associated with investing in shared
services, systems development and new technology. Shared
service provision should be considered from both an
insourced and outsourced perspective. A rolling programme
of e-government projects, a combination of central, enabling
projects and citizen-centred initiatives in the Health, Local
Government, Education and other sectors, should be
developed with regular reports to Government on its
implementation.

People and Leadership
The collaboration required for better policy making and
service delivery can be promoted, in the human resources
arena, by moving to a unified labour market across the Public
Service and by heightening the service-wide identity of public
servants. Removing barriers (sectoral, professional, industrial
relations and geographical, for example) to movement

between different sectors and organisations in the Public
Service is essential in promoting deeper collaboration.
Putting in place the means to redeploy employees across
existing boundaries to areas of greatest priority, and adjusting
employee numbers in line with available resources and skills
demands through targeted redundancy and retirement
programmes is another very challenging step.

Developing leaders in the Public Service is important if the
desired transformation is to be brought about and if it is to be
sustained. We believe that the development and
management of leaders, and the reinforcement of public
service values and of a system-wide identity, will be
facilitated through the creation of a Senior Public Service
(SPS).

Based on initial implementation in the Civil Service, such a
SPS would ultimately involve the coherent management of
senior public servants from all sectors, through planned
mobility and development, to match the business needs of
the Public Service with people with appropriate skills
supported by a shared identity and a common purpose.

Governance
We recommend that management of the business of
Government be carried out in new ways. The Department of
the Taoiseach and the Department of Finance must play a
stronger role in overtly linking (a) Government’s policy
objectives, (b) resource allocation decisions and (c) the public
service change agenda through the Cabinet process.
Articulating on a system-wide basis desired outcomes,
providing leadership, allocating tasks and resources,
evaluating outcomes and reviewing structures and processes
must reshape their roles and relationships with the wider
system. The management of cross-cutting issues is also an
important role for the Centre (the Department of the
Taoiseach and the Department of Finance, supported by the
Office of the Attorney General) and we recommend that the
lessons learnt from different cross-cutting approaches
(Ministerial Offices, Cross-Departmental Teams, Task Forces
and Cabinet Committees) to date should inform the manner
in which horizontal tasks are addressed in order to match
mandates, accountabilities, structures and resources to
specific objectives.

In tandem with much stronger performance and governance
frameworks, we recommend a significant devolution of
authority and responsibility between the different levels of
Government, between central and other Departments,
between Departments and agencies and within each
individual public service organisation. The Public Service
must empower leaders at all levels if we are to capture local
creativity and entrepreneurship. We also recommend the
more extensive use of networks to mobilise actors across the
Public Service to address cross-cutting issues and for
sharing best practice.

1. EXECUTIVE SUMMARY
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Agencies1
The number of agencies, their mandates, governance
arrangements and resourcing needs to be re-evaluated and
we note the initial steps announced by the Government in
Budget 2009 in this regard. We recommend that the OECD
proposal for a new “performance dialogue” between
Departments and agencies be given effect by introducing
new governance and performance frameworks which clarify
the expected achievements of agencies and the framework
within which performance targets and resources will be
agreed with parent Departments. Our recommendations have
implications for the resources in Departments devoted to the
performance management of agencies.

Implementation
We have recommended specific, politically-led, leadership
and oversight arrangements through the creation of a Cabinet
Committee chaired by the Taoiseach and centres to drive
implementation within each sector – Education, Health, Local
Government, Civil Service, Defence and Justice. We
recommend the creation of a central Programme Office to
support political championship, to co-ordinate the
transformation efforts across sectors and to provide
accountability mechanisms. Championship and engagement
will be essential at every level in every organisation and
workplace - as the recommendations and actions in this
report will require adaptation in individual organisations,
services and settings. We believe that mobilisation of the
staff of the Public Service and their trade union
representatives through partnership based on achievement of
the highest standards of performance can be a major asset
to the renewal process. We recommend the identification of
dedicated resources to support the transformation effort.

We propose the introduction of legislation to give effect to
some of our changes including to provide a clearer legal
basis for devolution from central to local government, and for
the greater devolution of authority (with appropriate forms of
accountability) from senior management to front-line
managers across the system.

1Agencies include State-sponsored bodies involved in service
delivery, bodies that have some autonomy from their parent
Department yet are nevertheless staffed by civil servants or
public servants, as well as regulatory bodies and bodies that
may be purely advisory albeit permanent in character.
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2.1 TRANSFORMATION: CONTEXT

This report is presented to the Government at a time of very
significant challenges, both for the Irish economy and for Irish
society. As a consequence, there are particular challenges
for the Irish Public Service. These reflect a number of key
factors which are outlined as follows:

Growing Expectations of Citizens: The public
expects a public service that performs to best international
standards, is responsive, fast, flexible, efficient and innovative.
They also expect it to be cost-effective, compliant with
demanding governance and accountability requirements, and
true to the values of an independent public service providing
evidence-based policy advice and ensuring the delivery of
public services in a fair and accountable manner.
Increasingly, they expect it to tackle complex interconnected
and sometimes conflicting cross-public service policy
objectives.

The Irish System in Comparative Perspective:
The OECD found that Ireland has very low public expenditure
levels as a percentage of GDP compared to other OECD
countries, but the level of public expenditure expressed as a
percentage of gross national income (GNI) is much closer to
OECD average levels. It also found that general government
employment in Ireland as a percentage of the total labour
force is relatively low among OECD countries.
Notwithstanding this and the continuing demand for more
public services, the rate of expansion in recent years
generates concerns about the overall size and sustainability
of services in the context of scarce resources.

Outcome Comparisons: The limited evidence that is
currently available suggests the achievement of many positive
outcomes on the part of Ireland’s Public Service ranking high
in a number of EU comparisons, and above average for many
- especially economic outcomes - but less well in others.
While relatively modest in size by international comparisons,
the Irish Public Service is still a large and diverse sector with
inevitable variations in performance and impact. Therefore, a
broad distinction between “front line” and other public
servants is not particularly useful in assessing efficiency and
effectiveness. Nonetheless, the OECD’s overall assessment
suggests that we are doing “relatively well” in terms of the
quality and efficiency of public administration, but with
significant room for improvement and a potential to move
from average to best performance.

Current Economic and Fiscal Challenges: The need
for improvement is all the more important now because of
the rapid deterioration in the economic and fiscal situation.
There is an imperative to drive productivity through
transformational change so that more can be delivered for
less. Any framework for change must include both
immediate actions and longer term reform measures.

Partnership for Change: The commitment of public
servants and their trade unions to the principles contained in
the OECD report, set out in the Transitional Agreement under
Towards 2016, needs to be built upon to deliver real
improvements in public services. The successful introduction
of collaborative approaches to managing change across the
Public Service, reflected in the establishment of partnership
committees consisting of management, employees and their
representatives, provides a useful basis for the local
customisation and implementation of the change agenda set
out in this report.

2.2 ACHIEVING SOCIETAL GOALS

The purpose of the Irish Public Service is to achieve valued
outcomes for the citizen which, when taken together, make
Ireland a more “successful society”2. This in turn involves
pursuing the highest possible rate of sustainable
development by:
� Facilitating individuals, families and communities to achieve

their full potential through the combination of quality
service delivery, income supports and
developmental/activation measures appropriate to each
stage of the lifecycle (as reflected in the concept of the
Developmental Welfare State adopted by the social
partners);

� Supporting economic activity, through appropriate
investment in human and physical infrastructure and in
innovative research, technologies and work practices, and
through maintaining an appropriate, flexible yet robust,
regulatory environment;

2. TRANSFORMATION:
Context; Achieving Societal Goals; An Integrated
Public Service

2. TRANSFORMATION

The need for improvement is all
the more important now because of
the rapid deterioration in the
economic and fiscal situation.
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� Factoring the environment more fully into economic and
social development activity, to achieve a high-quality public
realm and protect natural resources to support future
development; and

� Providing leadership and innovation in addressing the
challenges facing Ireland.

The central theme underpinning the different strands of the
OECD Report is the critical importance of achieving clarity
about purpose and performance in the Irish Public Service,
and its role in achieving societal goals.

The Public Service is diverse, and includes the Health Sector,
the Education Sector, non-commercial State sponsored
bodies, Local Authorities, regional bodies, the Garda
Síochána, and the Defence Forces. Public servants range
from teachers, nurses, hospital clinicians, fire officers, town
planners and social welfare officers, to members of the
Defence Forces, Gardaí, engineers, inspectors of taxes, the
Judiciary and Courts service, civil servants involved in front-
line service delivery and strategic planning, lecturers,
economic regulators, veterinary surgeons and prison officers.

The role of individual Departments, national and local
agencies, educational institutions, hospitals, the Garda
Síochána, Local Authorities and other public bodies should
therefore be understood in terms of the achievement of
specific outcomes that flow from the societal goals or
strategic objectives adopted by the Government.

This will not be straightforward given the complexity, range,
interaction and timescale of the outcomes which many of the
organisations involved are tasked with achieving. The
challenge is to find specific, meaningful, measurable progress
indicators that can be linked to organisational and to
individual performance without creating an administrative
reporting burden that draws resources from service delivery.
The pursuit of societal goals requires the contribution of the
private and not-for-profit sectors, necessary for the realisation
of these aims.

2.3 AN INTEGRATED PUBLIC SERVICE

The Task Force endorses the main message of the OECD, of
“even greater integration of the public service for increased
effectiveness”. If the Public Service is to maximise its
potential contribution to the achievement of our societal goals
and to minimise the cost of duplication and lack of coherent
action, then its “system-wide” identity needs to be greatly
reinforced. The “greater integration” which the Task Force
recommends means greater connectivity and vertical linkages
between sectors/agencies and their parent Departments to
allow a shared focus on policy goals, for performance
management and for enhanced accountability. “Greater
integration” also requires horizontal linkages, between
Departments, between agencies and across sectors, at

national and at local level, for coherent policy formulation, for
the delivery of integrated services to the citizen and in order
to exploit shared service opportunities.

It is essential that the legal and operational differences
between the Civil and Public Service labour forces are
reduced to facilitate more integrated approaches and for
effective deployment of resources. Co-ordination
mechanisms such as Cabinet Committees and Inter-
Departmental Groups should continue to promote policy
integration.

More generally, whether they are established within specific
organisations, or span Public Service Departments or bodies
or sectors, or span the public, private and voluntary sectors,
networks will be an increasingly important instrument in
contributing to the organisation and delivery of public
services. As many societal issues such as poverty reduction,
competitiveness, health gains or climate change require
action beyond the immediate control of Government,
networks will provide the mechanism for influencing,
information gathering, best practice dissemination and
promoting integrated approaches and collaborative efforts.
The challenge for public servants will be to continue to
operate within formal hierarchical structures of accountability
while simultaneously working within networks utilising their
agility, informality and openness.

As public policy becomes more diverse and complex, public
service organisations will need to have even more interaction
with each other and with stakeholders nationally and
internationally. This must be structured and results focused,
rather than process or compliance-based. It should add to,
not take from, the capacity of public servants to achieve their
objectives in a timely and cost-effective manner. Increasing
complexity, the pursuit of innovation and greater participation
in networks will see a move towards the greater exercise of
discretionary authority with a reliance on values, ethos and
codes of best practice in an environment of greater
autonomy, transparency and accountability.

2As defined by the 1999 NESC Report, ‘Opportunities,
Challenges and Capacities for Choice’ and expressed in
Towards 2016.

The purpose of the Irish Public
Service is to achieve valued
outcomes for the citizen which,
when taken together, make Ireland
a more “successful society.”
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‘The Terms of Reference for the Task Force
are……….

to prepare for consideration by the
Government a comprehensive framework
for renewal of the Public Service’
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3.1 ORGANISATIONAL AND SECTORAL
PERFORMANCE

While we accept the OECD’s recommendation that
‘integration’ should be the key theme for any effort at renewal
of the Public Service, integration is not an end in itself but a
route to higher performing individuals and organisations, and
a higher performing Public Service overall.

The drive for better performance should be grounded in the
desire to deliver on the high-level policy objectives for each
organisation within the context of scarce (and in many cases
reducing) resources. It should therefore move central
government and parent organisations away from an over-
emphasis on compliance and input controls and refocus
them on outputs and outcomes. The Task Force notes the
Government’s recent decision to refocus the Value for Money
Reviews on the effectiveness of the delivery of outputs and
outcomes of policies and to put a particular emphasis on
major areas of expenditure i.e. the Health, Education, Social
Welfare and Justice sectors.

The constraints on available resources for the coming period
should be utilised to incentivise organisations and individuals
to secure greater efficiency because, as the OECD has
observed, expenditure ceilings help “to constrain spending
and force reallocation and efficiency measures to be met,
while addressing new priorities”. This must include
significantly enhanced devolved flexibility to reallocate
resources across programme, organisational, sectoral and
geographical boundaries.

3.1.1 RECOMMENDATIONS

There should be greater transparency of organisational goals
and performance against the achievement of those goals
should be measured.

To achieve this, the Task Force recommends the following:

� The Government collectively, Ministers, and their
Departments, and the Boards of State bodies in all sectors
must be more explicit about objectives, expectations,
service levels, timescales and performance targets, clear
about prioritisation and realistic about what can be

achieved for the resources deployed;

� Output Statements relating to these challenges and
commitments should be produced by all authorities,
agencies, offices, regulators and other bodies to reflect
these priorities;

� All public bodies (Departments and agencies) should be
required to provide an integrated Annual Report covering
both input usage (expenditure) and output delivery with a
focus on the achievements of the organisation. These
reports would provide the basis for a comprehensive
Oireachtas scrutiny i.e. moving away from the present
focus on audited reports of input use alone. This will have
legislative and operational implications for Oireachtas
Committees, Ministers, and Accounting Officers, arising
from new oversight arrangements for Departments;

� These more specific and linked targets at national,
sectoral, organisational and individual level will be the
basis on which performance of organisations, business
units and individuals will be assessed and evaluated;

� More detailed performance reporting by organisations, in
terms of outputs and outcomes, to ensure accountability
and underpin the focus on delivery is the corollary of
increased delegation and operational autonomy and should
not be used as an additional form of centralised control,
but rather to focus attention on outcomes and on value in
the use of scarce resources. It should also be seen as an
opportunity to streamline current reporting requirements so
that the overall administrative burden of different reporting
requirements is reduced. The systems employed for the
measurement and reporting of outputs should be subject
to external validation or audit;

� Negotiations on resource allocation should focus on
specific outcomes to be achieved, the performance targets
underpinning Output Statements and performance delivery
for particular allocations;

� The existing accountability arrangements must be revisited
to allow a greater focus on performance, facilitate
managed risk-taking and innovation, as well as supporting
more cross-cutting planning and action. Collaborative

3. MOTIVATING PERFORMANCE:
Organisational and Sectoral Performance;
Individual Performance; Recommendations;
Potential Benefits; Timescale for Action

3. MOTIVATING PERFORMANCE
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activity across organisations and sectors should be
incentivised by the creation of funding allocations only
available for inter-organisational programmes where these
reflect core Government priorities;

� While the existing industrial relations-focused Performance
Verification process will be retained, new forms of
invigilation of the Public Service and the quality of public
management should be developed focusing on tangible
improvements in service delivery. These should be
grounded in the service targets set, in an evidence base,
on the effectiveness of policy and be measureable to the
clearest extent possible; and

� There should be greater use of independent and a priori
policy appraisals (such as those set out in the Regulatory
Impact Analysis or Poverty Impact Analysis models) and
more focused evaluation of the effectiveness of policies
and programmes in the light of international experience to
better inform decision making.

3.2 INDIVIDUAL PERFORMANCE

Experience to date of the application of individualised
performance management systems in the Public Service has
demonstrated the benefits of such systems in terms of
enhancing performance. The greater role clarity and the
focus on competency development, which such systems
facilitate, enhance the contribution of the vast majority of
average- to well-performing staff. However, the available
evidence suggests the need for significant progress in using
performance assessment both to address underperformance
and to distinguish high performance. Both existing and new
systems should be strengthened by the adoption of
standardised ratings distributions across appropriately sized
grade groupings of employees. The implementation of the
recommendations set out below will represent a major
change in culture for management and staff. It will require
leadership, clarity as to assessment processes, and support
by Human Resources (HR) units for line managers who
challenge underperformance.

3.2.1 RECOMMENDATIONS

The Task Force recommends the following:

� Performance management systems for individuals should
be extended to all public servants, whatever their role. For

groups such as teachers and health service professionals
not traditionally covered by such systems, the priority
should be the introduction of systems to deal with
underperformance; and

� Existing performance management, evaluation and
assessment systems - be they at the level of the
individual, unit or the organisation - need to be
strengthened and more deeply embedded in line with the
proposals set out below on performance management
generally. New policies/agreements are required across
the Public Service to allow for:
• Extending and strengthening the linkages between

individualised performance management ratings
where they exist, and access to promotion and
incremental progression;

• Addressing underperformance, which is a key
concern for both public confidence and, as repeated
staff surveys demonstrate, the motivation of staff at
all levels in the Public Service; and

• Standardising and monitoring the distribution of
performance ratings across organisations to ensure
effective operation of the performance management
system, and supporting and developing management
in having a more challenging performance debate
within the workplace.

Potential Benefits
The recommendations set out above would have the
following effects:

� Leveraging improved aggregate performance by
organisations;

� Greater transparency of organisational goals and of how
each organisation across the integrated Public Service
contributes to specific outcomes. In addition, service
delivery is improved as the expansion of performance
reporting by organisations strengthens accountability and
highlights divergence against targets, thus enabling actions
to be taken to address them;

� Use of performance information as a management tool will
shift the focus from compliance to the delivery of
measurable results for citizens;

� Better alignment of budgets to agreed outputs and
outcomes;

� Increased collaboration as Public Service organisations act
on their integrated roles in delivering key societal
outcomes;

� Strengthened performance management and Human
Resource Management (HRM) processes will develop
high-performing organisations, teams and individuals;

Performance management systems
for individuals should be extended
to all public servants, whatever
their role.
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� Service delivery to citizens is improved as the performance
of public servants is closely aligned to organisational goals
and tracked to enable continuous development in required
competencies;

� Individuals receive greater levels of support and guidance
to achieve higher performance;

� Performance is increased through providing recognition to
strong performers including high-performing organisations
and teams; and

� Underperformance is addressed in a clear and structured
manner, with consequent benefits in terms of perceived
equity and in morale.

Timescale for Action
� Central Programme Office to develop, agree and publish a

Government performance management handbook
comprising guidelines on defining outcomes, targets and
appropriate outputs; key principles and tools; impact on
Performance Management and Development System
(PMDS) and other assessment and evaluations systems
and any revised policies (if required) with an
implementation of this new approach within 12 months;

� The Government to review and articulate priority sectoral
policy outcome objectives as the context for the
development of associated performance indicators;

� Departments of Finance and the Taoiseach to develop
sectoral policy outcome objectives and associated
performance indicators;

� Departments of Finance and the Taoiseach to review and
recommend changes to centrally imposed reporting
requirements to support new focus on outputs and
outcomes within 6 to 8 months;

� Programme Office to develop proposals for new forms of
invigilation of the Public Service and the quality of public
management should be developed within 12 months;

� Department of Finance to ensure that the use of
independent and a priori policy evaluations is increased
within the first few months;

� Within 24 months:
• Resource allocation to be more closely aligned with

the performance targets underpinning Output
Statements;

• All public bodies to be required to provide an
integrated Annual Report covering inputs and
outputs; and

• The system for measuring and reporting outputs to
be subject to external validation;

� Within 36 months:
• Existing accountability arrangements to be revisited to

allow a greater focus on performance, risk-taking,
cross-cutting action and funding for inter-
organisational programmes; and

• An enhanced performance management, evaluation
and assessment system based on specific objectives
and targets derived from high-level societal goals and
the expansion of outcome and output indicators;

� Programme Office to select one sector or sub-sectoral
group of agencies where cross-cutting issues are
particularly important and work with it to develop a model
of integrated performance management that straddles a
number of organisations with targets cascaded from
national level to organisational, team and individual level,
within 12 months;

� Extend cross-organisational Performance Assessment
approaches across all sectors within 24 months;

� Design, negotiate and introduce performance assessment
systems initially targeted at tackling underperformance
across all sectors where no such system currently
operates, within 24 months;

� Programme Office to quantify current distribution of ratings
under existing PMDS models and other sectoral
assessment and evaluation systems and develop proposals
for strengthening and standardising these across
organisations and sectors, within 6 months; and

� In the Local Government sector, strengthen linkages with
promotion and increments and standardise assessment
and evaluation systems within 12 months.

3. MOTIVATING PERFORMANCE
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4.1 PUTTING THE CITIZEN FIRST

The OECD recognises that in a changing, more complex,
diverse, outward looking, dynamic and educated society,
greater focus needs to be placed by the Irish Public Service
on citizens and their expectations, and on formulating policy
and targeting delivery of services so as to achieve broader
societal goals. An increasing number of complex public
policy issues require the active participation of citizens as
active agents of change in order to achieve the desired policy
outcome. This is the case, in particular, when issues require
a change of societal behaviour. There are a growing number
of issues of this type, ranging from international issues such
as global warming to national issues such as obesity
prevention, to local issues such as ‘safe streets’ or
community development. This more complex environment
requires new forms of consultation and ways of working. The
Task Force believes that in the future, citizen engagement in
policy and service delivery issues must go beyond the
conventional communication, public consultation and citizen
participation mechanisms used by Government, at national
and local levels, up to now. The Public Service must develop
additional information and participation channels for an
increasingly engaged and active citizenry.

As regards services, the key issue for the citizen is the
quality, appropriateness and speed of any public service
which they wish to utilise. If the Public Service is to address
each of these attributes in order to achieve desired policy
outcomes, to continue to attract the confidence and support
of the public and to target resources efficiently and
effectively, then it must deepen its dialogue with the citizen.

Engagement must focus on the needs of particular service
users, as identified in discussion with those users. It must
address, within a public policy framework which includes
existing allocated resources, the nature of the services to be
provided and customer preferences as regards the relevant
delivery locations and channels. Furthermore, the Public
Service should make specific efforts to ensure the
participation of socially excluded groups and those whose
voices are seldom heard. Support from the Programme
Office in developing and rolling out best practice in these
areas will be required.

If service user involvement is to be enhanced, the
commitment in terms of time and resources, of managers at
all levels is essential. A diverse range of approaches to
seeking input is necessary and Departments should specify
the need for engagement in the service level agreements
they negotiate with service providers, be they in the public,
private or not-for-profit sectors.

If citizens are to be engaged in new ways, we must empower
them by sharing information on current performance, best
practice models and resource availability. The sharing of data
will make it easier for the citizen to hold service providers to
account. More importantly, if the Public Service is to sustain
engagement, it must be seen to respond to citizen input
whether it can or cannot be accommodated.

Conversely, if the Public Service is to serve the citizen better
through more targeted services and by reducing the
administrative burden they experience, the Public Service
must be empowered to share and re-use the significant
amount of data at its disposal. There are legitimate concerns
about the use and security of personally and commercially
sensitive data and new legislative and procedural protections
are needed to allay these. The ability of the Public Service to
harvest the potential of e-government and shared services
will be dramatically enhanced if we can make progress in this
area. Accordingly, the individual citizen will be asked to
engage with the Public Service in a new way if he or she is to
maximise their personal benefit from data sharing, e-
government and shared services.

4. DEEPENING CITIZEN
ENGAGEMENT
Put the Citizen First; Multi-Channel Access; Case
Working; Recommendations; Potential Benefits;
Timescale for Action

The Public Service should make
specific efforts to ensure the
participation of socially excluded
groups and those whose voices are
seldom heard.
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The Task Force believes that the lifecycle model, involving the
targeted design and delivery of integrated services for
specific client groups and subgroups (for example, targeting
the particular needs of specific sub-groups of children,
families, the elderly and those with disabilities) and the
application of Quality Customer Service principles3 are central
to the achievement of higher standards of service and client
satisfaction. The Task Force recommends the continued
application of these principles, but within a substantially
enhanced approach.

Use of Customer Charters or similar approaches based on
active engagement and feedback from citizens in the co-
production of policies and services, the specification of
service levels and the reporting of customer satisfaction
levels must be extended to all Public Service organisations.
Customers should not need to be aware of the structure of
Government Departments or agencies to avail of services.
The development of e-government and of shared service
approaches should be seen as key elements of an enhanced
consumer/citizen-centred approach.

4.2 MULTI-CHANNEL ACCESS

The OECD recognised that in the future, the Public Service
may need to develop additional forms of access for an
increasingly engaged and active citizenry. Online services
are only one part of an overall multi-channel strategy to
deliver services through the most convenient and appropriate
channel. For example, straightforward services can be
delivered efficiently over the internet, freeing resources for
more complicated problem-solving and for improving access
through other channels where needed, such as over the
counter, over the telephone, the mobile phone, or through
intermediaries.

4.3 CASE WORKING

E-government provides a major opportunity to deliver faster,
more readily accessible services and secure internal data
sharing to simplify contact with the Public Service.
Information sharing in the Health Sector, for example, can
improve patient care and resource use, and information
sharing between central and sub-national government can,
for example, facilitate the development and implementation of
better environmental policies. Better ability to track pupils
through the school system would facilitate better assessment
of participation and attainment.

The dividend from automation, streamlining of administrative
procedures, better identity and data management and from
the increased level of self-service by the citizen using the
internet and other channels should facilitate and be
complemented by an increased adoption of case working
approaches. Such approaches would see increased use of
professional, technical and administrative teams working

across organisational and sectoral boundaries, especially with
regard to integrated delivery of services and supports in
areas such as child welfare, supporting families experiencing
social exclusion and addressing the needs of people with
disabilities.

4.4 RECOMMENDATIONS

The Task Force recommends the following:

� A deeper and better-structured dialogue with the public as
citizens and customers - whether businesses, social
partners or as civil society - about policy formation as well
as service design and delivery. When citizen input is
sought, public bodies should respond after consideration
of the input, indicating what policy changes, service
adjustments or other actions are being taken, and where
suggestions are not acted on, explanations should be
given. This structured dialogue should be used to discuss
service standards and output targets against societal
goals that are consistent over time and that are
meaningful to the citizen. For example, OECD rankings, EU
rankings or percentage improvements on key health
outcomes, on carbon emissions, water quality and so forth;

� Publishing performance results and satisfaction levels is
recognised as one of the greates enablers of performance
improvement. In this regard, it is important that the Public
Service empowers the citizen by publishing benchmark
data on their performance to reinforce the focus on
outcomes and allow the citizen to measure the quality of
the service being provided. All Public Service bodies
should introduce Customer Charters. Existing charters
should contain strengthened service commitments to
customers by being more ambitious and containing
meaningful output-based performance metrics. Customer
satisfaction should be defined and measured as a key
performance indicator. External private sector approaches
and expertise, where necessary, should be utilised in this
regard;

� Customer input should form part of evaluations of
organisations/service providers, such as parental and
student input into the school evaluation process, or strong
student input into higher education quality assurance
systems;

� Legislative change should be made to empower public
service organisations to increase the sharing of information
with each other. Consideration should be given to
imposing a statutory duty on public bodies to share
information except in defined circumstances;

� Customer service would be enhanced for groups of
citizens whose shared needs require the efforts of a
number of public bodies by publishing a catalogue of the

4. DEEPENING CITIZEN ENGAGEMENT
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different services offered to each group by relevant
agencies;

� The use of joined-up front-office services should be
explored through a centrally co-ordinated effort. Those
Departments, agencies and sectors that have clients in
common should lead in the drive to create back-office
capacity to support the provision (through
insourcing/outsouring or co-sourcing) of more integrated
services to the public;

� Public services and processes should be streamlined and
re-engineered to make them more amenable to
customers. In this regard, individual Civil and Public
Service bodies should undertake analysis of each of their
services to customers to identify what legislative,
regulatory, process and delivery changes could be made
to achieve this. The analysis should take into
consideration the central shared initiatives on identity
management, e-forms, e-payments and event publication
that are already underway. The aim of such analysis
should be the achievement of administrative simplification,
enhanced user choice and experiences, and a reduction in
duplicated data collection;

� Local government structures should be drawn upon to
enhance public service delivery, particularly through
leadership at local level of shared services, case-based
approaches and integrated responses. The position of
Local Government, as the level of government closest to
the citizen, puts it in an effective position to provide this
local leadership role;

� A programme of Citizens’ Administrative Burden Reduction
should be developed to complement initiatives already
taken for business. In addition, the potential to reduce the
burden of inspections on businesses by taking a risk
management approach should be vigorously pursued.
Business and the Public Service would both benefit from
the amalgamation of inspections across different sectoral
areas, where feasible;

� The citizen should increasingly be able to avail of multiple
services easily, thus improving accessibility, turn around
times and efficiency. The enhancement of business and
citizen focused information websites (BASIS/OASIS), one-
stop-shops and the use of call centres or other

streamlined access channels should be maximised;

� Additionally, Government should create further common
approaches, for example on identity management and
means assessment, and systems which build on a much
better sharing of common information and data resources
across the Public Service. There is the basis for bringing
together both front-of-house and joint working
arrangements across agencies through the experience of
one-stop-shop approaches such as those in Donegal;

� Shared-funding frameworks for cross-government
applications should be introduced. This is recommended
in order to create incentives and shared ownership of
cross-government services. Collaboration and joint
applications should be a precondition for accessing such
common funding. Allocation of such funding should be
based on business cases for shared and integrated
services, with multi-organisational participation as a
criterion in order to increase joint ownership and
accountability;

� The development of multi-channel access to as many
government services as possible. The vision is to achieve
an excellent level of service regardless of whether
approaches are made in person, over the phone, using the
internet or any other form of technology, to provide choice
to the client and to incentivise migration to lower cost
channels;

� The development of incentives to promote the sharing of
information in a networked fashion across the different
parts of the Public Service. This should include progress
at national level on an e-identification system, data
sharing, data storage and data protection. Improvements in
electronic data collection, processing and sharing would
assist the Public Service to get a clearer picture of the
needs of its citizens which would ultimately lead to better
service;

� The increased adoption of case working approaches
across professional, technical, administrative and sectoral
boundaries, especially in the area of social provision; and

� The potential for significant efficiencies through a shared
service approach to gathering income data, which can
then be assessed against the various means tests
applicable for different public services, should be fully
assessed.

Potential Benefits
� Greater involvement from the citizen in the delivery of the

service, which satisfies an emerging international trend in
public services;

� The attributes of services which are most valued by

The Public Service must be
empowered to share and re-use the
significant amount of data at its
disposal.
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customers will be measured and improved;

� The quality of service is measured consistently across the
Public Service and higher levels of service are achieved;

� A strengthening of the linkages between policy and
strategic implementation;

� A reinforcement and extension of Quality Customer Service
efforts through the training of frontline staff;

� Services are made more user-friendly by applying a
structured approach to their development;

� The achievement of administrative simplification, enhanced
user choice and experiences, and a reduction in data
collection by State bodies will benefit the citizen and
businesses; and

� A reduction in resource utilisation and associated costs for
Government.

Timescale for Action
The Task Force recommends all of the following to be
completed within 12 months:

� Each public organisation should identify each year, as part
of their business planning process, a number of priority
actions to be introduced in their organisation that will
improve customer service;

� A catalogue of key customer services by client groups
should be developed on a pilot basis in a number of
sectors and an assessment made of the benefit of
extending this approach across all sectors;

.
� Customer Charters should also be validated and refined

using public consultation forums;

� Initiate the Citizens’ Administrative Burden Reduction
programme;

� Studies will be carried out by the Department of Finance to
determine the feasibility and value of (all within 1 year):
• Mechanisms to simplify the provision of means

information to public bodies;
• Having a single point of contact service for access to

government services via telephone, SMS and email;
• Using service catalogues to identify opportunities for

providing single applications for “bundles of services”
which are typically applied for together; and

• Prohibiting public bodies from requesting certain
publicly issued documents when providing public
services rather than accessing shared public service
information; and

� Develop a consolidated inspections programme, where
feasible.

3The twelve principles of Quality Customer Service include
quality service standards, equality/diversity, physical access,
information, timeliness and courtesy, complaints, appeals,
consultation and evaluation, choice, official languages
equality, better co-ordination, and internal customer.

4. DEEPENING CITIZEN ENGAGEMENT
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‘The Task Force is asked to……..

…...develop a strategy by which
e-government delivers coherent and
citizen-focused services, and more closely
supports greater efficiency in
administrative processes.’
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5.1 E-GOVERNMENT

E-government has the potential to facilitate the policy
integration, collaborative activity, enhanced citizen
engagement and restructuring recommended by the OECD.
The OECD Report recommends that e-government be used
as the means to deliver integrated and citizen-focused
services and recommends that the Public Service should
renew its e-government efforts with a focus on reinvesting
efficiency gains into improved service quality.

Since the publication of the OECD Report, the Government
has renewed its e-government efforts by:
� Transferring responsibility for e-government policy and

central operations to the Department of Finance;
� Mandating that Department to develop necessary shared

infrastructures and services to support the delivery of
electronic services to citizens (e.g., online identity
authentication, electronic forms, e-payments, event
publication, etc.); and

� Mandating the Department to agree specific e-government
targets with Departments, Offices and public bodies and to
provide Government with a progress report on these
targets every six months.

In order to advance e-government, it will be necessary, as
noted in the context of citizen engagement, for public bodies
to be empowered to share data to a far greater extent than is
currently possible.

5.2 RECOMMENDATIONS

In addition to the actions taken to date, the Task Force
recommends that:

� A rolling programme approach should be adopted towards

the further development of e-government. It should be
prepared by the Department of Finance to take account of
planned projects in each major sector and organisation,
and it should include measures for the creation of
common systems such as identity management and the
sharing of common information and data resources across
the Public Service;

� The emphasis in the first series of projects and targets to
be included in the rolling programme should be on
services identified as important to the citizen and integral
to the enhanced performance of the relevant organisations
as well as taking account of EU benchmarks;

� Departments and organisations should have plans for how
the e-government targets that are part of the rolling
programme should be delivered. These plans should be
supported by appropriate co-ordination mechanisms
across policy and implementation responsibilities, and an
integration of reform levers (such as expenditure control,
operating protocols, technical standards, interoperability,
and the overall architecture of the public ICT domain)
given the strategic importance of establishing a foundation
for integrated e-government;

� E-government initiatives already undertaken must now be
examined to ensure administrative simplification, enhanced
user choice and experiences, and a reduction in the
duplication of any data collection; and

� Government bodies that lag behind in the implementation
of e-government projects should be helped to develop.
The recognition and resourcing of centres of excellence
could contribute to a raised standard of e-government by
sharing good practice and providing technical assistance
and/or services on behalf of other bodies.

Potential Benefits
� Online services are made more user friendly and efficient

by applying an integrated approach to their development
and re-engineering processes. Best public and private
sector practices and experience will be utilised;

� Quality Customer Service efforts will be reinforced;

� Administrative burdens will be reduced as citizens supply
key data less often or once only to Government; and

5. E-GOVERNMENT POTENTIAL:
E-government; Recommendations; Potential
Benefits; Timescale for Action

5. E-GOVERNMENT POTENTIAL

E-government has the potential to
facilitate the policy integration,
collaborative activity, enhanced
citizen engagement and
restructuring recommended by the
OECD.
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� Resource utilisation and associated costs will be reduced
for Government.

Timescale for Action
� The agreement and prioritisation of e-government targets

to be completed and the first e-government progress
report to be submitted to Government by the Department
of Finance within 3 to 5 months. Additional targets will be
added to the programme on an ongoing basis; and

� The Department of Finance will:
• Present progress reports on the programme to

Government on a six-monthly basis;

• Develop a repository of key information on persons
which can be used by public bodies to establish the
identity of persons in order to maximise re-use of
such data and to aid the process of administrative
simplification (within 1 year);

• Develop an e-forms facility that will allow small- and
medium-sized public bodies to provide electronic
access to their services more quickly;

• Ensure that wider use is made of the existing central
facility for receiving payments electronically
(immediately);

• Engage in further development of the existing events
publication service for death notifications to include
the transfer of information between public bodies on
births, marriages, company formations, company
mergers, company dissolutions, etc. as a rolling
programme; and

• Provide a repository for use by public bodies of key
information on business entities in order to maximise
re-use of such data and to aid the process of
administrative simplification (within 18 to 24 months).
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‘The Task Force is asked to……..

……..to outline the benefits of
greater use of shared services across all
sectors of the Public Service.’
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6.1 SHARED SERVICES

Simply defined, the term shared services refers to the
bringing together of activities that have been previously
performed in many Departments or agencies into a single or
small number of centres in order to perform routine
processes more efficiently and effectively. Experience in both
the public and private sectors demonstrates that benefits can
be realised by the adoption of shared services models under
certain conditions. The OECD recommends that an
incremental approach be taken to the development of shared
services which should be a strategy that is only pursued
where a clear ex-ante case can be made for achieving either
financial benefits or service improvement.

The four most common areas for shared services are
finance, HRM, procurement and ICT support. A key factor
differentiating the most successful shared services initiatives
is the presence of a strong sponsor with authority to mandate
certain decisions across multiple stakeholders. Experience of
public sector financial shared services centres shows the
importance of complementing purely financial metrics of
success with equal concern for other considerations such as
customer service improvements, streamlined processing and
the capacity to absorb new services. In addition to the
appropriate analysis, it is critically important to recognise the
entrepreneurship, and therefore managed risk-taking,
involved in moving to shared services.

6.2 RECOMMENDATIONS

The Task Force recommends the following:

� All shared services initiatives should be subject to a
business case analysis based on financial savings and/or
other benefits relating to staff savings, human skills,
innovation, standardisation or customer service. All
sourcing options (insourcing, outsourcing or co-sourcing)
should be considered in this analysis in addition to best
practice approaches to resourcing. It is acknowledged
that this will have implications for established industrial
relations practices;

� The greater use of shared services (see Appendix II for
some possibilities). This does not necessarily imply that a
single shared services centre should be created for each
core function (e.g. HR, finance, procurement, etc.). In

certain circumstances, it may make sense to adopt an
approach of utilising a small number of centres based on
groups of sectors or logical functions. In others, it may be
better to leave functions as they are but require those
functions to adopt common rather than individual
approaches;

� That small- and medium-size public bodies should avail of
shared services either by leveraging services specifically
established for a range of such bodies or by availing of
such services from their parent bodies;

� To achieve a successful transition to shared services, it is
recommended that local sponsors (ideally at Secretary
General and CEO level) be identified to drive the initiative.
Local and international experience suggests that strong
leadership is required to overcome the resistance to
shared services initiatives that arises due to fears
regarding loss of autonomy and competence within
organisations;

� Whereas the Task Force acknowledges that a number of
shared services centres may be established, based on
sectoral groupings or aggregating administrative functions
across sectors, the number of centres needs to be
carefully managed to ensure that the benefits of shared
services are not diluted. The expansion of existing shared
services facilities and capabilities should be examined as a
first step in this regard;

� The use of shared approaches, whether insourced,
outsourced or co-sourced, should be prioritised for:
• Data centre facilities and services for civil and public

service bodies;
• Shared payroll systems;
• The administration of performance management

systems;

6. SHARED SERVICES:
Defining Shared Services; Recommendations;
Potential Benefits; Timescale for Action
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• Training, up-skilling and certification of personnel in
the civil and public service;

• E-mail and secure e-mail services;
• Video-conferencing; and
• Scanning facilities for file archiving;

� New opportunities for the use of shared approaches in ICT
should continue to be actively sought;

� Individual ICT functions should as far as possible be
consolidated on a sectoral basis. Such an approach could,
for example, allow a parent Department to provide or
arrange for the provision of common ICT systems and
infrastructure services to bodies which report to them,
resulting in savings in staff, infrastructure, processes,
software, licenses, and support arrangements;

� Where a shared or centralised ICT service exists, the onus
must be on individual public bodies, and publicly funded
service delivery organisations, to use the service, or
explain why it is not appropriate to them;

� For services to particular groups of customers that are
best delivered on an integrated basis, business cases
should be drawn up on a cross-organisational basis in
order to ensure that business processes and ICT projects
are integrated and capture all benefits, including those that
accrue to traditional channels due to the improved use of
e-government; and

� Departments and agencies should employ service level
agreements with shared service providers in order to
control standards and costs.

Potential Benefits
Shared services in HR, Finance, Procurement and ICT enable
a host of benefits including:

� Economies of scale in relation to staff, technical hardware
and software, licensing, support, etc;

� Tangible service improvements, underpinned by service
level agreements;

� Increased workforce effectiveness by developing deep
specialisation in core processing areas while freeing
people up to work on more value-added areas within their
Departments;

� Enhanced reporting and accountability;

� Greater engagement of external expertise and identification
of opportunities for outsourcing where this would be
advantageous; and

� Standardisation of processes and reporting across the
Public Service.

Timescale for Action
The timeframes for the establishment of individual shared
services functions will need to be established with reference
to existing capabilities in this area:

� Where existing shared services functions are in place (or
under development), a roadmap for the transition of
potential customers to these facilities should be completed
within 6 to 8 months. The transition of all public service
entities should be performed over a 3 year period;

� Where there are no existing shared services facilities, the
creation of a model for shared services within 6 months
while the running of a pilot scheme within a single sector
should be completed and mainstreamed within a further
12 to 18 months;

� In the Civil Service, a study to determine the feasibility and
value of a shared corporate services centre should be
completed by the Department of Finance (within 12
months);

� Dependent on feasibility study outcomes to be undertaken
by the Department of Finance:
• Extend the use by the Civil Service of the financial

shared service provided by the Department of
Justice, Equality & Law Reform in Killarney;

• Provide shared financial services at sectoral level;
• Provide a shared HR service for the Civil Service;
• Provide shared HR services at sectoral level;
• Provide shared payroll services; and
• Provide a national shared procurement service;

� The Department of Finance will identify where
consolidation of common ICT services across
organisations, within sectors and nationally, is possible and
develop a rolling consolidation programme.
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‘The Terms of Reference for the Task Force
are…..

..to recommend, in particular, how best to
secure an overarching policy for an
integrated Public Service, that enables
increased flexibility, mobility and staff
development; and supports the competencies
and practices necessary for new networked
ways of working within and across the
broader Public Service.’

‘.…to recommend, in particular, how best
to secure the basis for determining the
contribution which a Senior Public Service
could make to an integrated and cohesive
Public Service’



• 2 7

7.1 MOBILITY, REDEPLOYMENT AND
FLEXIBILITY

The Task Force believes that it is essential to move to a
unified public service workforce where barriers to moving
from one part of the Public Service to another are dismantled,
where staff resources can be deployed effectively and
efficiently across the system, moving to areas where there is
newer or higher priority work, and where there are effective
regional public service labour markets. Given the multiplicity
of employers, conditions and industrial relations agreements,
we recognise that it will not be an easy goal to achieve.
However, freeing up mobility must be a priority for the
Department of Finance in the coming period. Without it, our
earlier recommendations about identifying outcomes and
priorities and linking resources to these will not be effective. It
will be very difficult to meet the needs of citizens with a
relatively small public service if it cannot be deployed to
maximum effect.

The challenge is to achieve flexibility, to redeploy people
across organisational, professional, sectoral and geographical
boundaries (including Civil/Public Service boundaries) while
maintaining coherence. This approach will be particularly
relevant, as, under the Decentralisation Programme, more
senior public servants will be located outside of Dublin,
thereby facilitating a greater regional interchange of staff. A
more strategic approach to HRM across the Public Service
requires a focus on simplifying rules and procedures and the
development of more flexible policies, in addition to
transferring responsibility for appropriate HR questions from
the Centre to line management. The provisions of national
pay agreements provide the framework for pursuing the
revised HR policies that are recommended.

7.2 LIBERATING THE TALENT

If reform is to go beyond compliance with technical
requirements, it will require public service leadership that is
capable of developing a new narrative about the future role of
the Public Service in the context of a shared sense of civic
purpose. Connecting the efforts of individuals, units, teams
and public servants to the achievement of societal goals will
be a crucial part of this narrative.

The reform agenda set out in this Report will rely heavily on
cultural change for its success. Culture, especially cultural
change, is inextricably linked to leadership. We recognise the
key role of leaders in defining visions and inspiring people to
achieve them. We also recognise the importance of what
leaders pay attention to: of measure and control; of how they
react to critical incidents and crises; of their influence through
role-modelling and coaching; of the way they allocate
rewards and status; and of their influence on recruitment,
deployment and promotion.

Achieving an increasingly integrated system will present
leaders in the Public Service with particular challenges
relating to:
� The identification of management competencies

appropriate to particular sectors, roles and tasks; and the
planned deployment of staff to utilise and/or develop such
competencies;

� The incentivisation of innovation, adaptation to change and
managed risk-taking;

� Ensuring that as well as applying core values of equity,
integrity and impartiality, there is an enhanced focus on
personal responsibility, user orientation and focus on
outputs and outcomes; and

� Empowering managers at all levels through delegation of
responsibility, control of budgets, providing performance
data and benchmarking, support in addressing
underperformance, more targeted mobility and
development opportunities and wider career options, to
drive higher performance, capture local creativity and
enhance job satisfaction.

7.2.1 REVIEWING STAFF RESOURCES

The Task Force is aware that, even in the short number of
months since its appointment, the economic and budgetary
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outlook facing the country has become much more
challenging for all. In most of the Public Service, staff costs
are the major cost component of service delivery. While it is
essential that staff levels in different areas are reviewed
regularly to ensure that they reflect current rather than
historic needs, and that new needs are addressed in the
deployment of staff resources, the current budgetary situation
makes this an urgent imperative.

In the Budget of 14th October, 2008, the Government
announced that it would conduct ‘’a focused review of public
sector numbers in all branches of Government to assess
whether resources are being fully deployed in an efficient and
effective manner and what economies can be made’’.

The Task Force believes that while this separate review
exercise is primarily focussed on the achievement of savings,
it also provides a real opportunity to address some of the
barriers to effective deployment of staff across the Public
Service. It is important that this exercise focuses both on the
scope for economies (i.e. where staff costs can be saved)
and on the scope for staff to be redeployed from a lower
priority area to a higher one with related service
improvements. An important step in this regard would be
functional reviews of capacity, by sector, which would help
the Government better assess the capacity it needs to deliver
public services that match the level of economic
development and society’s demands for improved quality.

It is essential that in tandem with this review and in a very
short timeframe, effective mechanisms for redeploying staff
from one part of the Public Service to another are developed
in consultation with the public service unions. Where staff
cannot be redeployed for skills or geographical reasons,
appropriately targeted redundancy and retirement options will
be necessary.

7.2.2 RECOMMENDATIONS

The Task Force recommends that:

� Barriers to a unified public service4 labour market both
nationally and regionally be dismantled. As a first step, the
different barriers that inhibit this should be identified and
removed, while distinctions between types of public
servants should be minimised. Areas for examination
would include:
• Pension arrangements (the consolidation of public

service pension schemes);
• Recognition of service in other parts of the Public

Service, either in separate employment or on
secondment, for promotion and salary scale
purposes;

• Leveraging the best internal talent (through
mentoring, training and internal promotion);

• Reducing the large number of public service

employers by grouping smaller agencies in one
sector for employment purposes;

• Grouping relevant bodies and agencies into regional
labour markets;

• Developing mechanisms for cross-organisation
mobility and promotion; and

• Developing effective redeployment arrangements for
staff with similar skills employed by different
employers e.g. post-primary teachers;

� Periodic systematic reviews of staffing allocations should
be undertaken, building on the measures announced in
Budget 2009;

� To ensure that the outcome of staffing reviews can be
acted upon, new policies should be introduced as a matter
of urgency to redeploy employees across existing
boundaries to areas of greatest priority and to adjust
employee numbers in line with available resources and
skills demands through targeted redundancy and
retirement programmes;

� The promotion policies across the entire Public Service
must be clearly merit-based and competitive and clearly
linked to the individual performance assessment systems;
and

� Facilitating the Public Service to support mobility, diversity,
capacity building and competition, appropriately skilled
people from outside the Public Service should be
recruited, drawing on experience to date with open
recruitment for middle and senior level posts to identify if
specific recruitment approaches need to be taken.

The Public Service should revise its policies for securing
scarce and needed skills to include using flexible reward
packages and contracts to acquire these skills over
appropriate durations for the Public Service:

� A review of competency frameworks for different parts of
the Public Service, especially as regards leadership, should
be undertaken with particular input from senior line
managers. In addition, the skill sets involved in forming,
leading and participating in networks of public and private
sector actors should be reflected in training and
development activities and in the competency frameworks
to be used for recruitment and promotion;

� The skills and competencies required to support an
outcome and output performance framework (performance
evaluation, research, information usage, engagement with
citizens, communications, benchmarking, etc.) need to be
given particular attention; and

� Human Resource Management (HRM) Units should be
strengthened in order to support the level of change
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required under public service reform and the development
of Public Service-wide career paths for HR and other
specialists needs to be examined:

• Secondment, exchange and placement of public
servants with the private and not-for-profit sectors
and with international institutions;

• The Public Service should develop long-term
workforce planning in the context of identifying its
future skills needs and in order to effectively manage
the demographic impacts on the Public Service in
years to come; and

• Spending on training and development in the Public
Service needs to be more rigorously evaluated in
terms of the business needs of organisations; of the
increasingly system-wide career of individuals; of the
increasing up-skilling of many functions (HR,
procurement, finance and ICT); and of value for
money considerations. To promote business and
process re-engineering, to help to identify new
opportunities for shared services, insourcing,
outsourcing and co-sourcing, and ways to better
utilise technology. Staff engaged in the design and
delivery of services to the public should be given
specialist training in areas such as systems analysis,
business re-engineering, procurement and project
management.

Potential Benefits
� Staff requirements are assessed on a service-wide basis

and resources are redeployed to areas with the greatest
need;

� The skill profile of public servants better matches business
needs over time;

� Higher levels of service delivery and performance are
achieved as staff are incentivised and motivated by merit-
based promotion and the most appropriate person is
encouraged and supported to move into a position that
best meets their capability and the organisation’s needs;

� The competencies and practices necessary for public

servants to operate effectively within an integrated Public
Service are clearly defined and communicated. By
incorporating the revised competency frameworks into HR
processes, messages relating to these key competencies
are communicated in a consistent manner. Higher levels
of individual performance are achieved through the
integration of the revised competency frameworks into the
performance management system, which enables staff
competencies to be assessed, gaps to be identified and
interventions made to address these gaps;

� Key internal functions (ICT, HR, finance, procurement) are
delivered more effectively and efficiently as staff develop
increased capability levels. In addition, these capabilities
can be consolidated into shared service centres to deliver
economies of scale;

� Increased value for money for the Public Service training
and development budget is achieved by aligning training
curricula to the development of key competencies required
of staff to work effectively across an integrated Public
Service; and

� Increased levels of flexibility, mobility and staff
development are enabled through a strengthened HRM
capability to put into practice the processes required to
implement the Task Force’s recommendations.

7.3 SENIOR PUBLIC SERVICE

Investing in the management and development of a Senior
Public Service represents a tangible response to the need for
integration and leadership and offers a systematic approach
to the challenge. A Senior Public Service should be created
to enable greater mobility of leaders across the Public
Service and to provide for the development of shared
competencies across Departments, agencies and offices. The
Public Service needs to ensure that careers of senior
managers are planned on a system-wide basis, that potential
leaders are identified early in their career and given a range
of work placements and training opportunities to assist their
development. This will also ensure that there is strong
mobility at senior levels not just on promotion but also
laterally. This approach will be even more important as under
the Decentralisation Programme more senior public servants
will be located outside of Dublin, thereby requiring, as well as
facilitating, a greater regional interchange of staff between
organisations and sectors.

7.3.1 RECOMMENDATIONS

The Task Force recommends that:

� The Senior Public Service should be introduced initially in
the Civil Service covering Secretary General and Assistant
Secretary levels and quickly extended to include equivalent
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grades in the State agency, Local Government and other
sectors and, subsequently, to feeder grades in all of these
sectors;

� The operation of the scheme should seek to match the
developmental needs of the individual participants with the
business requirements and skills needs of organisations.
This should be achieved through structured mobility and
the provision of development opportunities so that at
regular intervals, individuals are reassigned to new
organisations. All Assistant Secretaries (and other
participants over time) should automatically become
members of the Senior Public Service;

� The management of the Service should reflect whole-of-
government perspectives and priorities with regard to
policy matters and the on-going development of the group
as a public service asset;

� To develop confidence and buy-in to such a Service, the
support of the Taoiseach, Ministers and Secretaries
General is required. In addition, the level of investment in
the management of the Service and in the training and
development of participants will be critical to its success;
and

� Some element of the organisational training budget should
be used to support centrally identified training and
development for the Senior Public Service.

The Public Service must attract and retain people with the
skills and the motivation to deliver excellent services to the
citizen. The success of this next phase of modernisation will
be heavily influenced by developing the capacity of those
people to build on the many good outcomes on the part of
the Public Service in recent years that the OECD have
recognised.

Potential Benefits
� The development of a Senior Public Service sends a

strong, highly visible signal of Government’s intent to
promote a cultural change within the Public Service and
underpins the Government’s commitment to pursue and
develop top talent for senior posts in the Public Service. It
should also promote a more integrated approach to

tackling problems as senior managers will have experience
of different parts of the Public Service. Additionally,
networking and the introduction of new flexibilities in
deployment and development would be promoted;

� The identification and development of senior managers is
deepened Public Service-wide;

� The talent pool for filling leadership vacancies across the
Public Service is broadened, thus enabling the Public
Service to be increasingly regarded as a single labour
market rather than a range of smaller systems with barriers
to movements between services;

� Those working in key functional and performance areas
are upskilled;

� HRM supports the Senior Public Service to operate in a
more integrated, cohesive and flexible way; and

� Public Service leadership capability and competency is
strengthened. The incorporation of the measurement of
competencies into performance management systems
focuses the Senior Public Service on continuous
performance improvement and skills development to meet
the changing needs of the Public Service.

Timescale for Action
Implementation of the recommendations will require
consultation with staff and their representatives in relation to
the new arrangements. The ability to redeploy across
organisational and sectoral boundaries will be increasingly
important as the challenges facing Government continue to
change and the type of services and the channels by which
they are delivered evolve.

The following timeframes are recommended:

� The first periodic review of staffing allocations as outlined
in Budget 2009 to be commenced immediately;

� 3 to 6 months to design and 18 months to implement the
Senior Public Service initiative, with full rollout thereafter in
line with experience of its operation in the Civil Service;

� 6 to 8 months to design and develop a leadership training
and development programme with a 12 to 24 month
period for selected leaders to complete the defined
programme. Some element of the organisational training
budget should be used to support the development of the
Senior Public Service during that time;

� In parallel, 9 to 12 months to develop and assess a
leadership competency framework and standardise the use
of leadership competencies across all other HR processes;

The development of a Senior
Public Service sends a strong,
highly visible signal of
Government’s intent to promote a
cultural change within the Public
Service.
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� Within 12 months, new arrangements to facilitate
redeployment of employees and adjustment of employee
numbers; merit-based and competitive promotion policies
across the entire Public Service; recruitment of
appropriately skilled people from outside the Public
Service; revised policies for securing scarce and needed
skills; more rigorous evaluation of training and
development; strengthening of HRM units; significantly
improved performance management capacity; and long-
term workforce planning; and

� 3 years for the Department of Finance to propose and
implement measures to dismantle barriers to a unified
public service labour market.

4The Public Service includes the Civil Service, Local
Government and State Agencies, amongst others outlined in
Section 2.2.

7. PEOPLE AND LEADERSHIP
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‘The Task Force is asked to …

..outline a set of criteria to inform the way
in which the business of government is
structured and organised, with a strategy to
enable necessary changes to be planned and
implemented successfully...’
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8.1 STRUCTURE AND ORGANISATION OF
GOVERNMENT

The governance challenge is defined by the OECD as that of
reconfiguring the Public Service to equip it with a cross-
governmental perspective and a common sense of purpose,
developing “citizen-centered” structures and working
methods, and putting networks, incentives and an
accountability structure in place to achieve a more integrated
public service. Against the backdrop of a statement of
Government priorities, derived from the Programme for
Government, the National Development Plan, national
agreements and other policy frameworks, there is a need for
a political and managerial focus on:
� Organisational and sectoral performance and delivery;
� Cross-cutting issues;
� The efficiency and effectiveness of agencies and

regulators;
� The governance of agencies and regulators; and
� The governance of the Civil Service and its relationship

with other sectors and levels of Government.

8.2 ROLE OF THE CENTRE IN AN INTEGRATED
PUBLIC SERVICE

We have recommended that the barriers (legal, administrative
and industrial relations) to the creation of a unified Public
Service identity should be eliminated to allow greater joint
action and to allow the freer movement of public servants
across organisational, sectoral, professional and geographical
boundaries. Regarding the Public Service as a single labour
market and a unified resource should allow for faster
restructuring and the redirection of resources to priority
areas.

The Centre (the Department of the Taoiseach and the
Department of Finance, supported by the Office of the
Attorney General) should put in place the appropriate
framework and supports to ensure, in line with the OECD’s
vision, the development of a more integrated public service.

This should include:
� The provision of leadership and the communication

of a vision for change;
� The development and articulation of sectoral policy

outcomes and performance indicators based on
Government policy and priorities;

� The allocation of Exchequer funding and the building
of capacity to enable citizens’ needs to be met efficiently;

� Ensuring the evidence base for policy decisions;
� Improving the focus on long term policy needs through the

use of policy analysis and advice to promote socially,
economically and environmentally sustainable
development;

� The assessment of outcomes of the funding allocated;
� The management of cross-cutting issues; and
� Ensuring long term issues are addressed.

As observed by the OECD, the shift from input controls to
managing for performance will allow the Centre to reduce
some of its control functions in order to focus on the more
strategic aspects of its responsibilities. This shift will allow
the streamlining of reporting arrangements to the Centre.
Without this fundamental shift, it will not be possible to
develop, introduce and implement the outcome/output
performance framework which is central to our report; neither
the Centre nor other parts of the Public Service will have the
resources to sustain both input and outcome/output focused
reporting systems.

Leadership and Communication
The Task Force recommends that:
� Central Government, under the leadership of the

Taoiseach, should continue to take responsibility for
leading the modernisation agenda as the Centre - political
and administrative - must inspire and energise the Public
Service at all levels and across all sectors;

� As noted by the OECD, the Centre must also play a role in
promoting dialogue on desired societal goals and the
determination of meaningful indicators both within the
Public Service and also with the Oireachtas, Social
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Partners and many other stakeholders. Communication
strategies are required to spell out the linkages between
the everyday work of the Public Service and these broader
societal goals; and

� Greater public awareness of, and attention to, long-term
planning frameworks produced by the Department of
Finance and other Departments and agencies should be
facilitated to prompt greater political and public dialogue
on the subject of long-term social and economic
challenges, and the possible policy responses.

Allocation of Responsibility, Funding and Capacity
The Task Force recommends that:
� The specific outcomes to be achieved should be central to

the process of allocating public resources to the bodies
delivering public services so as to ensure that spending
achieves value for money;

� Organisations should be given greater autonomy in the
staffing of services within their area of responsibility
subject to strict high-level financial controls;

� The Centre should also examine innovative ways of
allocating public expenditure through:
• Innovation funding: by providing funding to support

innovative service delivery projects which could
involve reallocation of existing core funding; and

• Cross-sectoral funding: involving bids from a number
of Departments/agencies working together to deliver
a particular service; and

� The Centre should consider how it can enhance
information and decision making in relation to allocation of
responsibility for the delivery of public services as between
national, regional, local and other levels.

Funds earmarked for cross-agency and cross-sectoral
activity and funds dedicated to innovation and higher risk
technology-based initiatives should provide legitimacy and
incentives for both collaborative and entrepreneurial activity.
Such funding should be focused on the delivery of the
priority objectives of Government only.

Managing cross-cutting issues
A significant challenge in the delivery of an integrated public
service is the management of cross-cutting issues, which are
more complex and diverse today than ever before and which
do not neatly fit into the remit of any one Department or
agency. This arises both at the national level in cross-cutting
policy issues and at the service delivery level.

On cross-cutting national policy issues, the Centre is well
placed to take a system-wide perspective and bring together
the key ingredients to facilitate change in these areas. There
is evidence of this manner of working already in the Civil and
Public Service, for example, in the engagement with the
social partnership process and the Cross-Departmental
Teams working on issues such as infrastructure provision and
climate change. On certain major Government priorities,

cross-cutting Ministerial offices have been established - the
Office of the Minister for Integration and the more recently
established Office of the Minister for Older People, Office for
Disability & Mental Health and Office of the Minister for
Integration. There are a large number of other structures
dealing with cross-cutting issues; some led by the Centre,
some by a lead Department or agency for a particular policy
and others dealing with local service issues, often area-
based. Such structures can require significant resources
particularly in public servant time. It is essential that effort is
focused on the priority issues requiring cross-cutting effort
both in relation to national policy and local service delivery,
and that lessons are learnt from existing structures about the
effective features of such structures. Clarity about the
outcome expected and the role of those involved is essential.

With regard to cross-cutting Ministerial offices, some of the
lessons include the participation by public servants from the
wider Public Service, outside the Civil Service, in the
development of policy; and the evaluation of performance.
Clear responsibility and accountability at administrative level
should apply in respect of those cross-cutting issues that are
designated as high priority by Government, whether or not
there is a designated Minister of State. The relevant officials
need to be able to communicate effectively within a complex
governance environment and inspire commitment.
Experience has shown that such integration requires high-
level commitment at political level and at Secretary General
level, a shared vision, and clear objectives and outcomes,
while allocation, implementation and report systems must be
changed if ineffective. This approach works best in relation
to practical tasks, for example the delivery of specific
services. In addition, the citizen/user should be at the centre
of the whole effort.

Central Government has to continue to take the lead in
promoting collaborative working if existing and newly
emerging challenges are to be addressed in a manner that
effectively brings together the necessary range of policy
perspectives and front- line experience.

It is likely that a variety of collaborative models will be
required, reflecting the variety of tasks and stakeholders. In
putting such models in place, there should be clarity about
the specific outcomes expected and about the importance
placed by Ministers and senior public service leaders on their
role and on the value of participation by staff, as reflected in
performance management and reward systems.

8.2.1 ALLOCATION OF RESPONSIBILITY FOR
PUBLIC SERVICE DELIVERY

In determining the role of different levels of government in
public service delivery, there are a number of questions that
should be asked to clarify which level of government would
be most responsive and accountable to the needs of the
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citizen. The decision on the right level of government to
ensure the delivery of a service should reflect whether:
� The service provides a local (regional, county, city/town or

neighbourhood) or national benefit; a minimum acceptable
standard of service is required; what level of government
would be most cost effective in planning and delivering the
service?

� Taking account of democratic mandates and necessary
accountability, how best local community-based
programmes and services can be co-ordinated and
managed; and

� A service has synergies with other services; e.g. where a
number of different services work towards
common/related objectives or serve the same customer
groups it may be best to provide these services at the
same level of government, be it local or national, even if
that is not immediately apparent when assessing one
service in isolation.

The level of government which would be most cost effective
in planning and delivering a service does not preclude co-
operation between different levels. For example, government
at national level might set the policy/framework for a
particular service, which is then delivered through local
government. The White Paper on Local Government, to be
completed this year, provides an opportunity for further
consideration of the best alignment and co-ordination of
public service actions from the local government perspective.

Networking
Networks are a suitable approach for dealing with complex
issues, particularly when actors come from different
organisations and sectors within the Public Service and when
drawn from the public, private and not-for-profit sectors.
They are useful for managing mutual dependency, promoting
trust and openness to learning, guiding interaction and
protecting the interest of network members. In the context of
a more integrated Public Service, networks offer a means to
co-ordinate efforts by defined groups of actors without
creating new organisational barriers.

Identification and mainstreaming of good practice from local
innovation is particularly weak but potentially important for
both efficiency and effectiveness. It should receive a high
priority in the governance arrangements for an integrated
public service and networks could play an important role in
this regard.

The network approach to collaborative problem-solving
needs to be supported by an appropriate strategic planning
capacity - preferably within the Departments - which act as
key drivers of policy or the Offices of Ministers of State with
specific cross-cutting mandates.

Developing the strategic capacity for animating the network
approach should be a high priority for the Senior Public
Service.

The effective governance of an integrated public service
based on network management has particular implications for
the Centre, in the form of the Departments of the Taoiseach
and Finance. As the OECD observes “the key determinant of
the outcome of a strong central capacity, especially as
regards public service reform, is the behaviour or attitude of
those at the Centre in terms of collegiality and openness to
shared governance approaches”.

8.2.2 RECOMMENDATIONS

The Task Force recommends that:

At national level:
� Key priorities/objectives that require cross-cutting work

should be identified and cross-cutting structures at
national level limited to a small number of such priorities to
maintain focus;

� The type of structure to be put in place - Cabinet
Committee/Senior Officials Group, cross-cutting Ministerial
office, task force with limited term and mandate - should
be chosen following a clear identification of the outcome
expected, the barriers/problems to be overcome and the
most appropriate structure to address these issues; and

� The Department of the Taoiseach should assess structures
which have worked and draw up guidance on the type of
approaches that work best for different challenges. The
Department should then review all crosscutting structures
to rationalise and abolish lower priority and redundant
structures.

At local service delivery level:
� In specific areas where a number of agencies are

interacting with the same client group protocols should be
developed for effective interaction and appropriate case-
working, building on work in pilot areas of the Office of the
Minister for Children and other cross-cutting initiatives;

� Coherence at local level should be supported by:
• Adopting county boundaries (or groupings of them)

8. STRENGTHENING GOVERNANCE
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for the organisation, delivery and evaluation of
services and programmes; and

• Maximising the democratic legitimacy of elected
Councils as a focus for consultation and feedback in
relation to the delivery of national services at local
level taking account of assigned resource allocations
and national policy and standards;

� An updated database of all publicly-funded programmes,
and projects should be maintained at county level as a
means of avoiding duplication and facilitating inter-agency
co-ordination and allowing easier customer access;

� The devolution of appropriate service delivery by central
government and agencies to local authorities and other
public service agencies, utilising service level agreements,
should be encouraged – initially on a pilot basis where
necessary;

� Large service providers which share client groups should
proceed to streamline activities beyond co-ordination
towards a full integration of service delivery at local level,
including the development of the lead agency concept.
This includes contracting with the private and voluntary
sectors where appropriate as a means of securing
coherence; and

� The multi-agency County/City Development Boards (CDBs)
should be strengthened to improve the co-ordinated
delivery of publicly funded services at local level. In this
context, Boards should be encouraged to identify specific
joint service initiatives across constituent agencies, for
priority implementation via their member agencies.

Potential Benefits
� Services that cut across organisations and sectors are

delivered effectively through the creation of appropriate
governance and accountability structures;

� Services are delivered cost-effectively by the most
appropriate level of government to meet citizen needs;

� Services are delivered more effectively and efficiently
through the correct level of government;

� Service delivery is improved through organisations
presenting a consistent and unified face regardless of
which channels citizens choose to utilise;

� Duplication of activities is reduced;

� Organisational barriers are overcome and structural
changes can be avoided;

� Information is more easily shared and potential conflicts
better managed; and

� An integrated approach is fostered through the focus of
the Senior Public Service on animating networked ways of
working.

Timescale for Action
� Within 6 to 12 months, key priorities/objectives that

require cross-cutting work should be identified for approval
by Government, and cross-cutting structures at national
level limited to a small number of such priorities;

� Examine existing cross-cutting structures and networks in
consultation with those involved and draw up guides, within
12 months, to best practice and features that work for
different types of cross-cutting activity to inform the
development of structures; and

� The examination of the geographical boundaries for
delivery of existing services should be completed within 3
to 6 months by each Department and centrally co-
ordinated, and proposals developed for the migration to
county-based service delivery plans and/or structures
should be implemented within a 12 to 24 month period.
These proposals should be submitted to Government
where organisational footprints are likely to be significantly
impacted.

Networks are a suitable approach
for dealing with complex issues,
particularly when actors come
from different organisations and
sectors within the Public Service
and when drawn from the public,
private and not-for-profit sectors.
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‘The Task Force is asked to …….

… outline an appropriate framework
for the establishment and operation
and governance of State agencies.’
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9.1 STATE AGENCIES

The OECD Report highlighted the need for a better
framework of engagement between Government
Departments and State agencies, to include formal criteria for
establishing agencies’ reporting relationships. There is a
need for a new focus on the capacity of Departments to
discharge their oversight function, given the specialist nature
of many agencies, especially, those with regulatory functions.
The governance framework for agencies, how they are
resourced, how their performance is measured, and practical
guidance on winding down agencies once their objectives
have been met, require urgent attention. Budget 2009
included an announcement on the reduction of the number of
agencies and the Government has indicated that it will be
examining the scope for further rationalisations.

The Task Force recognises that the formation of agencies has
been a significant feature of the Public Service in recent
times, and that they have played an important role in
contributing to policy making in regulation and in service
delivery. Agencies have given the Public Service additional
capacity and flexibility to deliver services during a time of
major growth in public spending and increased citizen
expectations. They have allowed for a clear dedicated focus
on delivering a particular function which might not be
possible as fully in a multi-functional Department, for
example, the National Roads Authority or the State
Examinations Commission. They can be used to resolve
conflict of interest issues in the performance of different
functions, for example, between ownership and regulation or
regulation and accident investigation. Agencies have also
facilitated linking certain activities hitherto separate. Agencies
have allowed the Government to involve more stakeholders in
participative management, and through more flexible
recruitment policies, to bring needed skills into the Public
Service.

Agencies have been created at times due to a reluctance to
grow the size or direct responsibility of Government
Departments. Such artificial drivers should not be a factor in
decisions on whether to create - or abolish or retain -
agencies. Giving Departments more control over the
configuration and deployment of overall sectoral resources
within high-level financial envelopes would help to deliver
this. However, it may well be that the establishment of a
separate agency is the appropriate means of achieving policy
objectives. In any case where an agency is to be established

it is critical to have clarity as to its statutory mandates and
the delivery expectations of Government. Similarly, regular
evaluation is necessary to allow decisions to cease activities
that no longer create public value (whether in a State agency
or other parts of the Public Service) or where the activity is
now of lower priority and the resources used are needed for
a higher priority area.

However, we believe that there should be fewer new
agencies and fewer agencies overall as new functions are
increasingly allocated to existing organisations and/or are
retained in Departments and bodies are merged. We
recognise that Departments are the primary locus of public
policy formulation and advice for Ministers; accordingly, these
functions should be integrated within Departments and not
unnecessarily devolved to outside agencies though there may
be a role for non-departmental bodies that facilitate
partnership involvement or for policy advice in specialist
areas or areas where there are particular circumstances
requiring independence from a Department. We endorse the
OECD view that a wider variety of governance arrangements
would be appropriate for the diverse range of agency roles,
with scope, in particular, for reducing the number of
statutorily independent boards of stakeholders in favour of
Offices under more immediate Ministerial direction with
greater recourse to advisory boards.

9.2 RECOMMENDATIONS

The Task Force recommends:

� The development of a new governance framework in
respect of State agencies, offices and bodies to improve
the efficiency and effectiveness of agencies while clarifying

9. STATE AGENCIES:
State Agencies; Recommendations; Potential
Benefits; Timescale for Action

9. STATE AGENCIES

Agencies have been created at times
due to a reluctance to grow the size
or direct responsibility of
Government Departments. Such
artificial drivers should not be a
factor in decisions on whether to
create – or abolish or retain –
agencies.



4 0 •

the respective role/function of Departments and agencies
in policy making and strategic direction:
• This new framework should build on existing work on

revising the Code of Practice for the governance of
State bodies, and the Review of the Economic
Regulatory Environment being carried out in
accordance with the Programme for Government;

• This governance framework should also cover the
functioning of agency boards; the appointment of
directors to State boards; the role of Departmental
nominees on boards, information sharing between
agencies boards/chief executives and the different
types of board structure (depending on the role of
agencies) as well as consideration of more
appropriate ways for agencies to consult with
stakeholders and social partners where broadly
based stakeholder boards are not considered
appropriate; and

• This governance framework should cover
Departmental policies on oversight of agencies and
there should be guidance on best practice in this
area;

� A moratorium on the creation of new agencies pending the
review of existing governance arrangements;

� A new performance framework should also be developed
between Departments and their agencies:
• A performance framework should define for agencies

the expectations of Government and Ministers;
• The framework should provide for the adoption of

both annual and multi-annual targets, and the
development of suitable performance indicators
based on clear outputs including milestones to
measure their delivery;

• The greater use of output and outcome indicators
should form the basis for a new performance
dialogue between Government Departments and
State bodies. These indicators should be regarded
as the basis for increased delegation to line
Departments and to agencies; and for greater
operational autonomy and not as an additional form
of centralised control; and

• Annual Output Statements should be produced by all
agencies in line with the new performance
framework;

� The development and widespread use of service level
agreements should form part of the wider performance
management framework for those agencies involved in
service provision;

� Where savings arise due to the merger or winding up of
agencies, and especially where Departments take on
significant functions of a former agency, the redeployment
of resources arising from the restructuring should be

considered by the Department concerned and the
Department of Finance, having regard to the Government’s
priorities and resources for the sector concerned, as well
as compared with Government’s priorities elsewhere in the
Public Service. Any such arrangements will need to
ensure that disincentives are not created to identifying
agencies which could be abolished and their work
undertaken within Departments;

� A detailed review should be undertaken of existing
agencies to identify opportunities to amalgamate,
rationalise and make greater use of shared services. In
undertaking this review, geographical boundaries,
especially in the Education, Health, Local Government and
Justice sectors, as well as scope for
amalgamating/rationalising bodies with similar functions
covering different geographical areas, should be re-
examined to enable a more integrated approach to
planning public services and the delivery of greater
efficiency and value for money. In the Local Government
sector, the Local Government Management Services Board
(LGMSB), which provides a centralised IR and HR service,
and the Local Government Computer Services Board
(LGCSB), which provides a centralised ICT service, will
merge to provide a more streamlined and efficient shared
service approach across the sector. This review should
recognise that it is usually appropriate to have separate
agencies carrying out particular functions where specialist
skills and expertise are required. The interests of those
people employed in the various agencies should be taken
into account in considering and implementing specific
agency rationalisation proposals;

� Before a decision is made relating to the establishment of
advisory functions or the delivery of any new services
requiring additional capacity in terms of staff, technology or
accommodation or other investment, the proposing
Minister should be required to demonstrate that the
service could not be better insourced from within the
Public Service, or provided more efficiently by an external
service provider; and

� When considering the cost-effectiveness of an existing or
proposed agency, the oversight costs for Departments
should be taken into account. Both policy and finance
units in Departments should have a role in agency
oversight.

Potential Benefits:
� Identification of opportunities to rationalise existing

agencies;

� Establishes a clear basis and framework for creating and
managing agencies in the future;

� Ensures that the role of the agencies and how they interact
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with the relevant Departments is clear and unambiguous;

� Identifies areas for shared services across existing
agencies and other opportunities for greater efficiencies;

� Governance of agencies is strengthened as the
governance framework provides clarity regarding the role
of agencies and how they interact with relevant
Departments; and

� Citizen-centred outcomes are achieved as the
performance framework requires societal goals to be
defined and the progress of agencies in achieving those
outcomes to be measured.

Timescale for Action
� The detailed review of agencies should be completed by

the group being established by the Government to review
issues such as public service numbers and expenditure
programmes, and by the Department of Finance (CSTDC)
within the next 12 months;

� Department of Finance should lead the development of
models of performance and governance frameworks to be
completed within 8 to 12 months; and

� Within 24 to 36 months, the development and widespread
use of service level agreements should form part of the
wider performance management framework.

9. STATE AGENCIES
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‘The Task Force is asked to….

……develop an implementation plan,
specifying the tasks, and responsibilities
necessary for the successful implementation
of the renewal agenda, including the ways
in which the principle of partnership with
public servants and their representatives will
be applied.’
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10.1 POLITICAL CHAMPIONSHIP AND
LEADERSHIP

We believe that the Taoiseach’s identification with and
championing of the next phase of modernisation of the Irish
Public Service is essential. The nature of the
recommendations and actions set out in this Report are
system-wide and because they are intended to impact on the
very functioning of government, the development of policy
and the entire delivery model of public services, they
potentially represent a more profound agenda for change
than the various sectoral initiatives that have taken place to
date.

The reform process which we are recommending concerns
both how the Public Service as a set of institutions is led,
managed, organised and held to account, and how the tasks
and objectives with which it is charged are set,
communicated, monitored and evaluated. They, therefore,
have particular implications for the role of the Centre of
Government, understood as the Departments of the
Taoiseach and of Finance (supported by the Office of the
Attorney General) - given the constitutional, legal and political
roles of the Taoiseach and the Minister of Finance. Their
Departments have responsibility for key functions which must
be performed in a renewed and consistent manner if our
recommendations are to be effective.

Political roles include the articulation of policy priorities and
outcomes; oversight and accountability, as well as policy
development functions of Government (including Cabinet
Committees); the regular bilateral review meetings between
the Taoiseach and individual Ministers; the accountability
relationship between Ministers and their Departments and the
agencies reporting to them, as well as the system of
parliamentary accountability through the Public Accounts
Committee. The invigilation role of the Oireachtas is
supported by the work of:

� The Comptroller and Auditor General;
� The Office of the Ombudsman;
� The Office of the Information Commissioner;
� The Commission for Public Service Appointments;
� The Standards in Public Office Commission; and
� The sectoral committees which oversee the performance

of policy and administration across the system.

While the current fiscal situation provides a platform for
urgent change and necessarily forces a front-loading of
actions with an efficiency dividend, if the more integrated
Public Service we recommend is to be created, any drive for
transformation must be aligned on a continuing basis with
political imperatives, citizens’ needs and the ethos of service
to the public. It must also be directly attuned to the content
of public policy and focused on the achievement of outputs
and outcomes.

10.1.1 RECOMMENDATIONS

The Task Force recommends:

� The establishment of a Cabinet Committee, chaired by the
Taoiseach, to provide a focus for political direction and
accountability for the implementation of public service
reform. The Committee would also have a role in
oversight of organisational and sectoral responses to
efficiency and resource reviews, and other value-for-money
audits and reviews by the Comptroller and Auditor General,
Oireachtas Committees and others;

� The Cabinet Committee should be supported by the
Secretaries General to the Government, for Public Service
Management and Development and of Government
Departments with responsibility for key sectors of the
Public Service. The Task Force also strongly recommends
that implementation arrangements should allow for the
ongoing participation by other public service leaders,
practitioners and experts from business and from other
public administrations;

10. IMPLEMENTATION STRATEGY:
Political Championship and Leadership;
Programme Office; Accountability for
Transformation; Resources; Legislative Provision;
Mainstream Change/Lean Compliance; The
Challenge for Partnership; Recommendations;
Timescale for Action

10. IMPLEMENTATION STRATEGY



4 4 •

� Drawing on the experience of modernisation efforts to
date, and given the scale of the transformation
recommended and the need for sectoral customisation, it
is evident that the change effort must also be driven from
within individual sectors under the leadership of the
Cabinet Minister with sectoral responsibility. Accordingly,
centres to lead change within each sector should be
established. Such centres should facilitate dialogue within
sectors, sponsor networks, promote cross-cutting activity
and shared governance approaches and act as a resource
for organisations in their areas; and

� The implementation arrangements should be accompanied
by a strong communications strategy that clearly illustrates
both the purpose of the changes being introduced and the
progress on their implementation. This strategy should be
targeted at both the citizen as service user and at public
service employees.

10.2 PROGRAMME OFFICE

The work of such centres needs to be centrally co-ordinated,
to directly support the political oversight arrangements put in
place. The establishment of a central Programme Office
under the governance of the Secretaries General supporting
the Cabinet Committee would take the lead role in
implementing a number of the initiatives proposed and would
support the work of many of the task-based, time-bound
groups formed to take forward the actions in this Report.

In undertaking its role, the Programme Office should co-
ordinate any necessary work to advise in relation to the
following matters:
� Emerging resource allocation issues that would advance

greater integration of the Public Service and better quality
services to citizens;

� The identification of areas within the Public Service to pilot
or put in place joint initiatives;

� The development and dissemination of models of best
practice and practical solutions to implementation issues;

� New approaches in relation to the allocation of
responsibility for the delivery of services as between
national, regional, local or other levels; and

� The evolution generally of the Public Service
transformation process in accordance with the
Government’s decisions on the implementation of this
Report.

10.3 ACCOUNTABILITY FOR
TRANSFORMATION

All of those charged with leadership roles, both at political
and official level, must be primarily accountable for
implementation. Accordingly, all heads of Public Service
organisations and senior managers within them must take
responsibility for winning change in their areas.

10.3.1 RECOMMENDATIONS

The Task Force recommends the following:

� In order to ensure coherence of the transformation
programme across sectors and, more importantly, to
enhance accountability to the Oireachtas and to the public,
an Annual Report on the State of the Public Service should
be prepared. Such a report could be prepared under the
auspices of the Cabinet Committee or whatever political
oversight mechanism the Government puts in place. The
report would outline progress on leading change in each of
the sectors and the extent to which the integration
objective was being addressed across the Service as a
whole. It would also allow for an assessment to be made
of capacity issues and the manner in which they are being
addressed;

� Any report would be published, presented to the
Oireachtas and provide the basis for increased invigilation
by relevant Oireachtas Committees;

� Any Annual Report on the State of the Public Service
should be externally validated; and

� The requirement to produce such a report should be
provided for in statute to be effective.

10.4 IMPLEMENTATION: RESOURCES

The Task Force recognises that existing expenditure
constraints mean that any sectoral centres or central units
must be created from existing staff resources across the
Public Service. In order to ensure meaningful interaction
between developments across the different sectors, to
promote collegiality and to begin to institute shared
governance approaches, the secondment and/or co-location
of senior staff to the Programme Office is recommended.
Such an arrangement would also be in keeping with the
intent to heighten the Public Service identity of leaders and
change champions.

It must, however, be recognised that there is a significant
cost to the transformation effort including, for example, the
implementation of the Senior Public Service and the
ambitious programme of e-government developments.

10.4.1 RECOMMENDATIONS

The Task Force recommends:

� That the Government should identify dedicated resources
from existing financial allocations for transformation,
because it will communicate the seriousness of
Government’s intent both to external and internal
stakeholders; and
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� Senior staff from sectors be seconded to and/or co-
located within a Programme Office which would operate
under the governance of the Secretaries General
supporting the Cabinet Committee.

10.5 LEGISLATIVE PROVISION

There are a range of activities that will require enabling
statutory provision immediately. It is likely, however, that as
implementation of this Report is undertaken the case for
further legislative provision will arise. The forthcoming White
Paper on Local Government will also necessitate new
legislation which may provide an opportune vehicle for some
of the changes recommended below.

10.5.1 RECOMMENDATIONS

The Task Force recommends that the following be provided
for on a statutory basis:

� An obligation on Departments to review the mandates of
State bodies at 5-yearly intervals;

� Changes in the reporting requirements of State agencies;

� The reorganisation, merger or abolition of State agencies;

� The removal of barriers to staff mobility and redeployment;

� The reinforcement, if necessary, of the county level, or
groups of counties, as the basis for planning and service
delivery;

� To enhance the powers of Local Government and other
bodies to lead, co-ordinate or deliver services on behalf of
other agencies;

� The possible formal delegation of financial and other
responsibilities to public service managers. This would
include the delegation of financial authority, responsibility
and associated accountability to the lowest feasible level;
and

� The requirement to produce an Annual Report on the State
of the Public Service.

10.6 MAINSTREAM CHANGE/LEAN
COMPLIANCE

The compliance burden arising from any new systems or the
generation of new data and performance reporting must be
minimised. Every effort should be made to use or replace
existing mechanisms, such as Strategy Statements, Annual
Output Statements, the strengthened PMDS, the performance
verification system under public service pay agreements in the
Civil Service and the sectoral equivalents in Justice, Defence,

Local Government, Education and the Health systems.

Timescale for Action
� A Cabinet Committee on Transforming Public Services, a

Programme Office, and centres to lead change within each
sector should be established immediately;

� A detailed implementation and communications strategy
illustrating the purpose of the changes being introduced
and progress on their implementation should be developed
immediately;

� An Annual Report on the State of the Public Service
should be published and presented to the Oireachtas
within 12 months; and

� The skills and resources required for Public Service
Transformation should be identified immediately.

10.7 THE CHALLENGE FOR PARTNERSHIP

At national level, our system of social partnership has offered
a framework for the shared identification of challenges,
priority setting and problem-solving amongst groups of
stakeholders which has contributed to social and economic
progress over the last two decades. Drawing on this model
of inclusive and collaborative approaches at national level
and based on empirical evidence from high-performing
workplaces, the adoption of high participation approaches at
the level of the workplace in both the private and public
sectors had been increasing.

In the Public Service, sectoral and organisational level
partnership committees - representative of management,
employees and their representatives - have been established
and these arrangements have been reinforced by the
functions given to such committees in the development and
implementation of action plans to deliver the change agenda
set out in successive public service pay agreements.

The implementation of the recommendations in this Report
will require local leaders, management, staff and their
representatives at the level of the individual Department, local
authority, school, agency, hospital or other settings to accept
the case for change and to be motivated to adapt as soon as
possible. Similarly, a significant level of agreement will be
required at national level between public service employers
and unions.

The scale of transformation required presents a major
challenge, because it is designed to impact on all parts of the
Public Service and to be self-sustaining. A key question is
whether partnership approaches can deliver the necessary
change at a quick enough pace, in light of high citizen
expectations and current financial constraints.

10. IMPLEMENTATION STRATEGY
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In April 2008, the Taoiseach, Mr. Brian Cowen, T.D., launched
the OECD Review of the Irish Public Service. This first ever
review of the Public Service, as a system, found that while
the Public Service is on a sound path of modernisation, it is
segmented overall and the dividend from many of the
reforms to date has still to be harvested. The OECD
recommended moving towards an integrated, networked,
performance-focused Public Service. This would allow the
Public Service to become more focused on its contribution to
the achievement of broader citizen-centred societal goals.

In May 2008, the Taoiseach appointed the Task Force on the
Public Service to develop an Action Plan for the Public
Service drawing on the analysis and recommendations of the
OECD Review.

TERMS OF REFERENCE
The Terms of Reference for the Task Force were to prepare
for consideration by the Government a comprehensive
framework for renewal of the Public Service, which takes into
account the analysis and conclusions of the OECD Report,
Towards an Integrated Public Service, as well as the lessons
to be drawn from the Strategic Management Initiative, the
Organisational Review Programme and the Efficiency Review
Process, and to recommend, in particular, how best to
secure:
� An overarching policy for an integrated Public Service that

enables increased flexibility, mobility and staff development
and supports the competencies and practices necessary
for new networked ways of working within and across the
broader Public Service;

� The basis for determining the contribution that a Senior
Public Service could make to an integrated and cohesive
Public Service.

The Task Force was also asked to outline:
� A set of criteria to inform the way in which the business of

government is structured and organised, with a strategy to
enable necessary changes to be planned and implemented
successfully;

� The benefits of greater use of shared services across all
sectors of the Public Service; and

� An appropriate framework for the establishment, operation
and governance of State agencies.

In addition, the Task Force was asked to develop:
� A strategy by which e-government delivers coherent and

citizen-focused services, and more closely supports
greater efficiency in administrative processes; and

� An implementation plan, specifying the tasks and
responsibilities necessary for the successful
implementation of the renewal agenda, including the ways
in which the principle of partnership with public servants
and their representatives will be applied.

The membership of the Task Force included:
� Dermot McCarthy, Secretary General to the Government

(Chair);
� Ciarán Connolly, Secretary General (PSMD), Department of

Finance;
� Paul Haran, Principal, College of Business and Law, UCD;
� Brigid McManus, Secretary General, Department of

Education & Science;
� John Moloney, Group Managing Director, Glanbia PLC;
� Breege O’Donoghue, Director, Penneys Primark;
� Mark Ryan, Country Managing Director, Accenture;
� Geraldine Tallon, Secretary General, Department of

Environment, Heritage & Local Government; and
� Michael Scanlan, Secretary General, Department of Health

& Children.

The Task Force met on eleven occasions and was supported
by Philip Kelly and colleagues in the Department of the
Taoiseach. In addition, as part of the development of this
Action Plan, the Task Force engaged with a number of key
stakeholders concerned with the shape of the successful
implementation of the renewal agenda, as well as its impact
on stakeholders within the Public Service, non-governmental
organisations and citizens. These stakeholders included:
� Association of Chief Executives of State Agencies;
� Association of County & City Councils;
� Association of Municipal Authorities of Ireland;
� County and City Managers' Association;
� Public Service Committee, ICTU;
� Lt. Gen. Dermot Earley, Chief of Staff of the Defence

Forces; and
� Ms. Sylda Langford, Office of the Minister for Children.

APPENDIX 1: BACKGROUND

APPENDIX 1
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APPENDIX II: EXAMPLES OF THE
GREATER USE OF SHARED
SERVICES

APPENDIX II

Greater use be made of shared services models and centres of excellence in the areas of:

- Human Resources: A shared services centre (or perhaps a number of shared services centres managing particular
functions or logical groups of sectors) could be established to manage and administer core HR functions. A
shared services function for HR would typically undertake functions such as recruitment, training and development,
pay and benefits, HR advisory services and pensions in line with an appropriate service level agreement while HR
policy and staff management would remain with the contracting organisation;

- Finance: A shared services centre (or perhaps a number of shared services centres managing particular functions
or logical groups of sectors) should be established to manage and administer core finance functions. A shared
services function for finance would typically manage functions such as purchasing, accounts payable, accounts
receivable, fixed asset and inventory management, travel and subsistence, payroll, general ledger accounting and
financial reporting;

- Procurement: The Department of Finance and the Office of Public Works (OPW) are establishing a National
Procurement Operations Unit in the OPW that would take on responsibility for running a wide range of procurement
activities on behalf of the Public Service. This should be progressed as quickly as possible; and

- Information and Communication Technologies: The Civil and Public Service has already realised benefits from a
range of measures to adopt shared ICT and telecommunications approaches which have resulted in greater
standardisation, efficiencies and cost savings. They include:

• Shared networked services, including national digital radio services, a government network
infrastructure, mobile voice and data telephony framework, fixed voice telecommunciations
drawdown, Oireachtas TV, telecommunications network management drawdown and data networking
procurement templates;

• A single shared HR management system (HRMS) for the Civil Service; and
• Frameworks of multiple providers of ICT component products such as PCs, laptops, laser printers

and all associated services and consumables.
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