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Background
The Department of Agriculture, Fisheries and Food is a multi-functional organisation, made up of administrative, specialist and technical grades, with a number of specialist state agencies operating under its aegis. The Department’s work covers a wide range of responsibility, from policy development for the €24 billion Agri-Food sector at national and international level, to food safety and animal health and welfare regulation and the operation of a large and complex farmer payment system transferring up to €1.8 billion per annum as well as schemes and programmes to assist in the development of the economic sectors falling within the Department’s remit. The Department has a broad customer base that includes taxpayers, farmers, consumers, food processors and other commercial operators; those involved in agriculture, food, fishing, forestry, bio-energy, research as well as diverse EU institutions, other State Bodies and special interest groups.

The Department’s headquarters is in Agriculture House, Kildare Street, Dublin 2. This is supported by a further 5 administration offices in:

· Backweston Campus, Celbridge

· Cavan  

· Portlaoise  

· Clonakilty

· Johnstown Castle, Wexford

The Department’s main laboratory services are also based in Backweston. The Department has 8 other laboratories on 5 sites. There are also some 57 other offices and a programme to rationalise these down to 16 has commenced.  

Since 2005, the Department has been engaged in a process of reorganisation and improvement of its business processes, which is facilitating the reduction and redeployment of staff resources, while maintaining operational capacity to the greatest degree. The current staffing level is some 1,200 below its 2005 level. In tandem with this steep reduction in staffing levels, the Department has significantly adapted its business processes to implement existing schemes more efficiently, provide a better service to it customers while rolling out new schemes for which new sources of EU funding became available under various CAP reform policy changes. The development of the Animal Health Computer system is a particularly good example of the impact of business process change, which facilitated the reduction of over 100 posts in the local offices and reduced the administrative and cost burden on private veterinary practitioners. In 2010 staff numbers reduced by over 240, of which over 100 were redeployed to other Government Departments. Most of the posts originated from a radical alteration in the Department’s footprint at local level, which will, when fully completed in 2012, have the effect of reducing the number of offices from 57 to 16, reducing overall staff numbers by some 400 and reducing the cost of administration by some €30 million per annum. 

This Action Plan must be viewed in the context of the recently published National Recovery Plan 2010-2014. This outlines some €75 million in savings for 2011 and requires further savings of €146 million in the period to 2014. Further savings in programme expenditure may be needed to enable the Department fund any new initiatives that may be introduced on the programme side in 2011 and subsequent years. The plan should also be considered in the context of the implementation of the strategic goals of Food Harvest 2020, which sets out a range of opportunities for the Irish Agri-food sector to grow and prosper sustainably through the delivery of high quality, safe and naturally based produce. 

	1. Better human resource management Actions to include under this heading include reductions in numbers, redeployment, reconfiguration of service delivery, revisions in attendance arrangements, better attendance and absence management, etc.

	Public Service Agreement

Paragraph 
	Action
	Timeframe
	Benefits Arising 2010 - 2014

	1.5
	A reduction of a further 470 full time positions will be secured by 2014 in accordance with new targets set down in the Employment Control Framework for the Department. The Department will achieve this target by adjusting the organisational structure and reviewing business processes.

Within the context of falling numbers, the Department will need to fill certain critical posts where redeployment will not be an option, i.e. where certain specialist expertise is required and is not available elsewhere in the public sector. Particular attention is drawn to the fact that much of the Department’s activities, in relation to food safety and farm payments are subject to statutory controls established in EU regulations and as such the processing and inspection controls and their frequency are mandatory and Ireland may suffer significant disallowance if not properly implemented as well as causing increased food safety, animal and plant health risks.


	Targets for end:

2009: 3,881 (actual)

2010: 3,792 
2011: 3,605 
2012: 3,536 

2013: 3,468

2014: 3,411


	Staff       Payroll savings 

  -89        €4,450,000   

-187        €9,350,000

  -69        €3,450,000

  -68        €3,400,000

  -57        €2,850,000

Total staff savings of 470 staff or €23,350,000.

	1.10 & 4.1
	The Department will continue to seek efficiencies in the non-payroll elements of the Administrative Budget, including in 2011:

· Travel and Subsistence (-7%)

· Postal and Telecommunications (-10%)

· Office Equipment and External IT Services (-5%)

· Office Premises (-8%).

2012 – 2014 Target savings of 5% per annum.

These targets are set in the context of considerable savings already achieved in the administrative budget (15% since 2008, including 44% in Travel and Subsistence). These savings have been driven by deploying technology, improving business processes and rationalising inspections. However it must be borne in mind that much of the Department’s business takes place on farms and other premises, which are in remote geographic locations.


	2011

2012-2014


	Savings of €4,149,000 (7%)

2012 €2,793,000

2013 €2,654,000

2014 €2,521,000

Total non-payroll administrative savings of €12,117,000 or 20% over the period of the agreement.



	1.10
	Building on very significant reductions in overtime, which reduced by 65% since 2007, a target of securing further savings of 10% per annum in overtime will be driven in part by introducing more flexible attendance and roster arrangements and also by changes in business processes. The Department will continue to actively drive down the cost of overtime through a series of measures managed at Divisional level and monitored by the MAC, which will involve using temporary redeployments where appropriate to relieve pressure points and enable the Department’s activities to be continued without resort to extra attendance.


	2010-2014
	2011; saving of 7% (€383,000)

2012; €480,000

2013; €432,000

2014; €388,800

Total savings; €1,683,800.



	1.7 & 1.9
	The reorganisation of the Department’s Local office network has made considerable progress and involves the closure of 41 of the Department’s local offices and the retention of 16 offices to provide an enhanced service to the Department’s customers. 

The full implementation of the Local Office reorganisation plan will allow for the redeployment of administrative and technical staff to other areas of work within this Department and to other Departments, state bodies and local authorities.
	The overall timeframe for completion is the end of 2012.


	When fully implemented the savings will amount to some €30m annually and a reduction of 400 staff. In 2010 some 100 staff were redeployed to other Government Departments and a further 80 are currently available for redeployment.

Surplus technical and professional staff are being identified and will be reassigned to other critical areas of the Department. Other outlets including other Departments, state bodies and local authorities will be explored during 2011.



	1.8


	The Department currently has a number of distinct staffing streams each with their own grading systems and partly separate management structures. Substantial progress has been made in recent years in a drive towards cross-stream reporting, team working and integration of streams. Building on these developments, the Department will continue the drive towards integration of streams and towards achieving the maximum scope for mobility within and between grades. This will be reflected in the revision of Department structures and redeployment of staff in 2011 and subsequently. 

Building further on the integration process outlined in the section above, the Department will examine the options for restructuring the grading streams in order to substantially reduce the total number of grades. This could be achieved by creating a standard grading system for all streams within the Department, while reflecting the skill set required. Such an approach has the potential to provide greater mobility, increased redeployment options and more integrated reporting structures. Under such an arrangement all new entrants could be recruited on standardised terms and conditions at levels reflecting the skill set required for particular posts, recognising that specialist expertise would be required across the wide variety of functions in the Department. This, and any alternative options for achieving the same ends, will be examined and decisions made in 2011.


	2011 - 2014
	Building on the progress made within the Department to date, these initiatives will eliminate unnecessary parallel structures, provide for a better horizontal integration of work areas as well as creating a flatter more efficient, flexible organisation where entry barriers, restrictions on mobility and promotion will be minimised. 

The objective would be to ensure a more unified Department eliminating barriers to redeployment and greater flexibility in deployment of suitably qualified staff. 



	4.16
	A review of work practices will be commenced with a view to eliminating inappropriate practices and arrangements, which may have become outdated. In this regard a particular focus will be on arrangements which, for particular business reasons prevailing in the past, have continued but may no longer be appropriate and cannot be justified in current circumstances or against the now prevailing business environment. 


	2011-2012
	The elimination or alterations to existing practices should lead to increased flexibility and reduced cost. 

	4.10
	A new Attendance Management Policy, including the management of sick leave in accordance with new arrangements will be implemented. Office notices setting out the new arrangements and emphasising the role of management in the monitoring and control of attendances, including the operation of flexible working hours, have been issued. 


	2010-2014
	A target to reduce time lost from sick leave has been set at 10% per annum. (Savings of approximately 800 working days in 2011; or 2,750 for the period 2011 to 2014).



	4.12
	The role of performance management within the Department including better use of business planning, role profiles and the Performance Management and Development System (PMDS) will be strengthened. Management reports have been prepared to highlight the level of compliance with PMDS and a strong emphasis has been placed on the role of managers in ensuring staff compliance, including the importance of leading through example and advocating the benefits of PMDS to the individual and the organisation.
	2010-2014
	Better management of performance, linking individual and Divisional objectives and targets to organisational objectives.  Strong emphasis, including training, will be placed on addressing under-performing areas and individuals.



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

· Human Resource Policies and Planning, including increased use of lateral mobility and the continued operation of merit-based, competitive promotion policies

· Managing Staff Performance and Development

· A Positive Working Environment; Employee Friendly and Work Life Balance Polices. The agreement states that previously agreed work-life balance policies and arrangements may need to be reviewed and revised as appropriate in the context of more integrated public services and with a reduced cohort of staff.
· Communications and Employee Relations.


	2010-2014
	The focus will be on better human resource planning and management in order to achieve an appropriate balance between the delivery of a quality service and the deployment of appropriate staff levels through the business planning process and internal review & reorganisation. A particular target will be to secure improved staff performance, increased flexibility in managing redeployment, improved arrangements in managing attendance arrangements and improved communication and employee relations, altogether building a better working environment that stimulates higher levels of performance.




	2. Better Business Processes Actions under this heading would include efficiency measures including procurement, revisions to business process, reconfigurations and other changes to service delivery options, including sharing of service, revisions to regulatory/inspection actions, and so on.
	
	
	

	Public Service Agreement

Paragraph
	Action
	Timeframe
	Estimated Savings/Benefits Arising 2010 – 2014

	1.10 & 4.13
	The Department has a solid track record in identifying efficiencies using Management Services and Value for Money reviews. 

Management Services Reviews focus on identifying structural and business process efficiencies. Recent examples of such reviews include a Review of the Single Payment Section and a Review of the Animal Health & Welfare Divisions. In 2011 reviews will be initiated into both corporate (e.g. Accommodation Division, IMT Divisions) and policy functions (e.g. The Marine Engineering Division and the functions linked to Sea Fisheries Administration Division and Aquaculture and Foreshore Management Division).

Value for Money Reviews focus on the efficiency and effectiveness of scheme delivery. There were eleven VFM Reviews published under the previous round of reviews and examples include a review of the Temporary Veterinary Inspectors and a review of the Fallen Animals Scheme. A VFM review of the Fisheries Decommissioning scheme is close to completion and a VFM review of the Suckler Cow Welfare scheme has commenced.

The ‘Implementation Steering Group’ is a recently established senior management group, chaired by the Secretary General, which drives the recommended changes. That group will also oversee delivery of this action plan though all actions will be submitted to the MAC.


	2011 - 2012
	These efficiencies will contribute to the Department’s capacity to absorb the staff (and other) savings identified above and will create the conditions to identify further savings and efficiencies. 

	4.15


	We will build on the steps already taken for the streamlining of the procurement process across the Department. The Procurement Review Group was established to review non-IT procurement arrangements within the Department. It is examining current procedures in relation to all procurement with a view to centralising and coordinating procurement activities across the Department.


	2010-2014


	A review of procurement procedures across the Department will be finalised by end February 2011.  Expenditure savings and better value for money will be targeted as part of the current review and a target of 10% in savings for the period has been set. There may also be increased efficiencies in staff resources as procurement procedures are remodelled and centralised.



	4.15
	The Department and the bodies under its aegis will continue to leverage the potential of framework agreements for voice & data telecommunications services. 


	2010-2014
	Savings of circa €0.7m per annum in telecommunications costs have been achieved over the past 2 years and similar initiatives will drive costs down further.



	1.10 & 4.14
	The Department’s Agriculture Inspectorate is engaged in a process of reorganisation to improve efficiency and effectiveness. 
	2010-2014
	Four Divisions have been amalgamated into two with the reduction of some 24 posts (amounting to savings of €1.2million). Further efficiencies will contribute to the Department’s staff reduction targets.



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

As a first step, technical staff in the Integrated Controls Division and AES (Agricultural Environment and Structures) Divisions will be amalgamated. To the greatest possible extent, all technical staff and roles will be made interchangeable and, while recognising specialist roles and expertise may be a limiting factor in some instances, nonetheless the current mobility policy will be strengthened and new arrangements to expedite mobility of staff will be implemented. 

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

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


	2010-2014
	It should be noted that most inspection work is statutory and levels are set down in National & EU regulations. Inspection failures result in disallowances for the State. Nonetheless, a target has been set to reduce the average cost of inspections by 10% in the period.

AFIT currently covers over 90 separate types of inspections and 30 more types of inspections will be incorporated on the system over the period of the agreement.

Whole of public service approach (i.e. under an outsourced arrangement with the Department of the Environment, nitrates inspections will double to 3,000 in 2011).



	1.10 & 4.13
	The Department has established a strong track record in delivering payments to farmers on time and through the utilisation of modern information technology. It is committed to the continuous process of improvement in managing payment schemes and will continue to integrate applications and claim operations on the Generic Claims Processing System. While recognising that for control purposes some elements have to remain separate, nonetheless, new schemes such as AEOS, Organics and Bio-fuels will be integrated as far as possible and the Department will continue to avoid the duplication of effort on the part of applicants through the reuse of data and through broadening service provision on line and through centralising schemes and programmes and making payments by electronic fund transactions.


	2010-2014
	A continuous process of improvement in the efficiency of payments to farmers and in the coordination of the inspection process is a key priority. By taking advantage of the seasonality of certain schemes, the Department will benefit from increased efficiency and realise staff and administrative savings.

	1.9, 1.10 & 4.13
	The regulatory presence in meat plants of all types will be adjusted to reflect the requirements of the EU hygiene package of legislation and in particular the increasing responsibility placed on the Food Business Operator (FBO) for the production of safe food.  An increasing emphasis on the application of risk assessment and audit based inspection methodologies will allow for more effective deployment of resources, while effecting cost reductions for industry. 

The Department will, in 2011, pilot the final module of its post-mortem inspection procedures training programme in meat plants, as part of a cost reduction programme. This programme and its further development are consistent with Value for Money and Management Services reports carried out within the Department.


	2011-2012
	Potential savings of €2 million with potential to grow to some €5 million per annum following a successful pilot phase in the period to 2014.

	1.9, 1.10 & 4.13
	A review of the Regional Veterinary Laboratory structure will be completed shortly with a view to rationalising the network and identifying any overlap with Teagasc.

Examine the range of testing currently being carried out by the Department with a view to identifying areas for which the state has no regulatory or public good role.


	2011

2011
	The objective of the review will lead to the rationalisation of Departmental laboratories, eliminating overlap and duplication, and reducing the overall cost of laboratory services.

	1.10 & 4.15
	The Department will continue to promote increased use of shared services between it and its agencies and other Departments. Already under examination are proposals to 

· Move to a shared service model for delivery of ICT services for the bodies under the aegis of the Department and, where feasible, other Government Departments. 

· Shared payroll options; and 

· Shared financial services, including procurement.

In addition we will examine the scope for shared services between the Department and the agencies under its control in relation to HR, legal services and shared accommodation services. In conjunction with the state agencies, a shared services working group will be established to scope each of these areas and will produce a preliminary report by the end of March 2011.


	2011-2012
	Elimination of costs and inefficiencies related to duplication of staff, systems, hardware and resources. Delivery of a consistently high quality, resilient robust service to clients of the Department and its agencies.

Continue to provide defined ICT shared services support for:

· Department of Community, Equality and Gaeltacht Affairs

· Sea Fisheries Protection Authority

· Teagasc

· Bord Bia

· Bord Iascaigh Mhara.

In 2011, the Department will commence ICT shared services infrastructure support for the Department of Communications, Energy and Natural Resources.



	1.9
	The Department will pursue greater inter-agency cooperation with Customs at ports and airports, where both have responsibilities regarding entry checks. 


	2011
	More integrated public service creating efficiencies and improved customer service. 

	1.9
	The Department will examine the scope for broader cooperation with the Local Authority Veterinary Service.


	2011-2012
	This proposal responds to the objective of achieving a more integrated public service creating efficiencies and improved customer service and may give rise to financial saving across the system through greater coordination.




	3. Delivering for the Citizen Actions under this heading would include efficiency measures and improvements to the processes by which your Department/body delivers its services to the public, including changes to the technology used, better data management, including around identity, and so on.

	Public Service Agreement

Paragraph
	Action
	Timeframe
	Estimated Savings/Benefits Arising 2010 - 2014

	4.13
	Business processes and service delivery will be improved by the further development of service provision online as the norm. This will initially take the form of increased online take up of agriculture schemes and services such as the Animal Identification and Movement (AIM) and Single Payment Scheme (SPS). 

This represents the ongoing commitment of the Department to maximising new technology to the benefit of its customers. The use of web services streamlines processes between the Department and its partners including marts, meat plants and exporters.
A review, with a view to reducing the overall cost of postal service and to encourage greater use of on-line facilities it is proposed to discontinue subsidising postal charges.


	2010-2014
	The target will be to double AIM uptake among herd-owners from 12,500 to 25,000 by 2014 and to increase SPS uptake among applicants by 25% over the period.
A more cost effective and efficient use of resources will deliver increased benefits for the Department’s customers.

Reduced paperwork for scheme applicants considerably reduces the level of errors in applications that, in turn, reduces payment delays and the risk of financial penalties for farmers.

This initiative will be implemented in the first quarter 2011.

	4.13
	The Department is committed to the continuing upgrade of the Animal Identification and Movement system (AIM). AIM has been developed in-house and involves the innovative use of technology to drive business change, which in turn facilitates real-time interaction between the Department and the software systems of meat factories, marts and export locations. It has provided savings, improved controls and delivered efficiencies for all stakeholders.


	2010-2014
	The target is to increase the number of herd-owners using AIM as an electronic herd register from 4,600 currently to 25,000 by 2014.

In 2011, we will provide online facilities for agents to use AIM on behalf of herd-owners and provide linkages between AIM and Farm Management Software packages.

These initiatives will result in more efficient and effective business processes that meet client requirements and which will enhance Ireland’s proven reputation for food safety and traceability. It will enable the Department and the industry to streamline processes and to operate with reduced staff numbers. 


	4.13
	The Department is served by a suite of modern, integrated software systems where data is captured once and reused across the Department’s systems and activities. This re-use of information spans customer information, geospatial (land) data, animal data, fisheries data and inspections and payments. 

The Department will build on the current momentum to centralise transaction handling through progress already made in schemes that have been centralised for application, budgetary and inspection purposes. 


	2010-2014

2011


	This will result in more integrated and efficient administration leading to improved customer service and better and more robust budget planning.

The Department will continue to focus on automating generic processes and developing systems such as the Generic Claims Processing System (GCPS) for claims and payments processing and the Agriculture Field Inspection and Testing (AFIT) System for inspection scheduling and reporting.



	4.13
	Under the Local Office reorganisation programme, there will be a rollout of improved IT systems in the new enhanced offices, which will improve both the level and efficiency of services provided to the Department’s customers by providing staff with a global picture of a client’s interaction with the Department across a range of activities.
	2011
	The provision of improved IT systems will allow the Department integrate administrative functions in Local Offices, which were previously operating independent of each other. This greater integration will allow the Department provide an improved level of service to its customers and also achieve savings in the number of staff required to deliver services. The Customer Snapshot system was successfully piloted in the enhanced Regional Offices during 2010 and it is intended to implement an enhanced system in the remaining Regional Offices in 2011.
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