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EXECUTIVE SUMMARY 

Profile of the Department 

The Department of Culture, Heritage and the Gaeltacht has a comprehensive policy framework in 

place.  It operates in a complex environment which presents opportunities as well as challenges. 

Three particular distinguishing features of this Department are:   

a) Broad remit:  The Department has a broad and varied remit encompassing the arts, culture, 

natural heritage, built heritage, Gaeltacht and the islands, and the promotion of the Irish 

language.  The remit involves a diverse range of activities including protecting and sustaining 

island and Gaeltacht communities, the transposition and implementation of complex EU 

legislation to protect Ireland’s biodiversity, and a national programme to promote creativity at 

community level and across government, to name but a few. 

b) Large number of agencies and institutions:  The Department leads a large number of associated 

bodies including seven agencies and eight National Cultural Institutions (NCIs) - Table 2 

Appendix 2.  The sectoral expertise of these fifteen organisations supports the development of 

a wide-ranging set of policies, regulations and programmes for which the Department has lead 

responsibility.   It also relies on them for the implementation of policy and programmes, along 

with other Government Departments, local authorities and State agencies.     

c) Staff resources and dispersal:  The Department, including the National Archives, has a staff 

complement of some 6601, operating in four main office locations (Dublin, Kerry, Galway and 

Wexford).  The Dublin-based staff are located in five offices and outside of the main locations, 

staff are spread across 50 locations in 18 counties, principally staff of the National Parks and 

Wildlife Service and the National Monuments Service - see Appendix 3. 

This dispersal of staff, combined with the Department’s varied business remit, presents particular 

challenges for communications, staff engagement, staff mobility and general organisational 

cohesion.  The Department also experienced significant capacity constraints during the recession 

which it is now at the early stage of addressing.  

Departmental reconfigurations 

Along with the diverse remit and geographical dispersal, a notable feature of this Department is 

the frequency and extent to which certain functions have moved in and out of the Department 

over the years in response to changing political priorities.  It is acknowledged by the Review Team 

and the Department that reconfigurations have their raison d'etre in valid political and 

Government policy decisions. 

The frequency of such reconfigurations has had a number of challenging impacts: 

a) limited ability to develop a holistic, singular identity for the Department encompassing all 

aspects of its work to promote and safeguard Ireland’s cultural heritage, language and 

nature  

b) considerable opportunity costs arising from the time and effort involved in managing the 

change of functions 

                                                           
1 This figure relates to headcount rather than FTE. 
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c) challenges for securing staff engagement and buy-in to long-term planning  

d) diluted corporate identity and diminished attachment to the Department brand, 

particularly in the geographically dispersed National Parks and Wildlife Service 

e) the loss of corporate memory, especially in back-office support functions, and 

f) lack of investment in resources including ICT on the assumption that structural changes 

might be temporary. 

Additionally, there is evidence that the Department has lost out on staff and funding resources as 

a result of the last four reconfigurations and continues to be affected by legacy issues related to 

the adequacy of current funding.  

As a counterpoint to such concerns though, the frequency of such reconfigurations can act as a 

galvanising force.  In particular, the Management Board is challenged to work exceptionally hard 

at developing a holistic Departmental identity, encouraging affiliation to the Departmental 

mission, engaging with staff on their concerns and providing reassurance on management’s 

resolve to addressing them.          

Strong platform for future development 

As the Department sets about delivering on a number of ambitious plans, there many positive 

characteristics on which it can draw: 

a) Management capacity:  The Department is led by a new Secretary General, and senior 

management comprises a blend of backgrounds and skills, both Civil Service and private sector.  

That capacity enables conventional ways of working to be tested against new approaches.   

b) Capital programme:  The Department has secured significant capital funding under Project 

Ireland 2040, amounting to €1.188 billion in the period 2018 to 2027.  This will result in 

significant investment in culture, heritage - both built and natural - and the Irish language, and 

the opportunity exists for truly transformative change in these areas. However, this will create 

further pressures on other aspects of the corporate infrastructure, including the provision of 

suitable office accommodation.  

c) Stakeholders’ respect:  The Department is well regarded by its stakeholders and it is supported 

in its work by a range of specialist institutions. 

d) Delivery capacity: It is further building capacity to deliver on its aims. The current expenditure 

allocation for 2019 was increased by €16.5m, to be spent mostly on 50 new posts. They cover 

professional, technical and general grades across all main areas of the Department’s business, 

and notably 32 new posts in the Heritage Division.  This is considered to be a first step in 

addressing longstanding resource constraints, with further posts required in future years. 

e) Building capability:  The Department is also developing its capability to implement the 

investment programme.  A Project Ireland 2040 Unit is at the early stage of establishment.  Its 

immediate focus is on developing an overview of requirements for delivering the Department’s 

investment programme and promulgating best practice for project appraisals to business units.  

It is also working closely with DPER and the OPW on developing a programme management 

structure to oversee the efficient and effective delivery of capital projects by the NCIs.   
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f) Strong track record: The Department has a strong track record of successful delivery:  notably 

39 projects under the Arts and Culture Capital Scheme, the widely acclaimed roll-out of the 

Decade of Centenaries’ commemorative programme, and the strong focus on evaluation built 

into the Department’s policies and strategies.  

g) Good governance:  It has a strong governance model in place for its agencies and NCIs. 

h) Commitment and expertise:  The Department’s staff across all the grades are committed to, 

and value, what they do.  Reflecting a professional vocation, many go well beyond what is 

expected, for example to protect a species, promote a project, inspect an archive, or conserve 

an artefact.  These qualities are evident too in the cultural institutions.  By harnessing this 

commitment, dedication, goodwill and expertise of staff within the Department, and 

throughout its extended family of agencies and national cultural institutions, the Management 

Board have confidence in achieving the goals prescribed in the Department’s various policies, 

strategies and programmes.           

Department’s role in promoting Irish identity 

Although not necessarily perceiving the Department as being at the heart of Government, the 

Department’s managers and staff nonetheless consider that what they do is of critical importance 

to Ireland and Irish identity.  The Department is in many ways Ireland’s ‘shop window’ to the world 

and is accorded privileged responsibilities to fulfil that role including by: 

a) supporting the use and knowledge of Irish as a community language, and maximising 

opportunities for its spoken use in day-to-day social settings, especially in Gaeltacht areas, 

as well as promoting the language nationally, within the EU and across the world 

b) maintaining, preserving and promoting Ireland’s built heritage, both archaeological and 

architectural  

c) promoting the arts in all its forms, and fostering links between arts-based creativity and 

societal well-being at national, local and community levels 

d) celebrating Ireland’s rich cultural heritage, its folklore, games, music and the uniqueness 

of our Gaeltacht areas and island communities 

e) showcasing and educating the public about our national collections in museums, libraries, 

galleries and archives 

f) conserving the biodiversity and ecosystems of Ireland and restoring them as necessary 

while, at the same time, deepening appreciation the intrinsic values and benefits of our 

precious natural heritage 

g) commemorating our past, especially those seminal dates and events that have shaped 

Ireland, and 

h) contributing to economic and social well-being, by supporting key industries including 

audio-visual and tourism, fostering creativity in schools and communities, promoting 

outdoor recreation in our National Parks, nature reserves and waterways, and 

encouraging enterprise in the Gaeltacht and other areas.   
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In all these ways, the Department is centrally involved in developing the national identity, 

protecting Ireland’s unique landscapes and biodiversity, and adding to cultural and economic 

wealth. 

Challenges and risks      

A distinct feature of the challenges now facing the Department is that many of them are reflected 

in policies, strategies and programmes that are either recent or still under development.  Both 

implementation and measurement are being incorporated into their design which will improve 

impacts over time.   

To ensure success in the delivery of its goals, a number of enhanced enabling measures will need 

to be put in place, falling broadly into the following categories: 

a) Strategic reflection:  As the Management Board will continue to face a multiplicity of 

challenges, it will need to be diligent and disciplined in creating time and space to focus on the 

strategic goals and the delivery risks facing the Department.        

b) Staff resources:  The Department has experienced significant capacity constraints over the past 

number of years.  Although it has begun to address these through the recruitment of additional 

staff in 2018 and 2019, further expansion of staff resources will be necessary in the coming 

years. 

c) Skills requirements:  Management is acutely aware that, at present, the Department does not 

have the necessary skills to deliver the major capital investment set out in the Investing in Our 

Culture, Language and Heritage (ICLH) plan.  However, the first necessary steps to address this 

deficit are being taken, principally the development of a skills needs analysis as part of 

workforce planning and the establishment of the Project Ireland 2040 Unit which is preparing 

standard guidance to assist business units, agencies and the NCIs with project appraisals.  

d) Delivery structures:   To fulfil its programme management role, the Department will have to 

determine investment needs, skills requirements and sequencing of delivery under the ICLH, 

with recalibrations necessary as implementation progresses.  As part of the process, there will 

need to be close collaboration with the OPW and the cultural institutions, full participation in 

centrally established structures overseeing the Project Ireland 2040 plan, and conformity with 

national policies such as compliance with the Public Spending Code.   

e) Retirement cliff:  The Department has professionalised the HR function and is actively engaged 

in workforce planning.  It needs to pay specific attention to the emerging retirement cliff which 

has some specific characteristics relating to specialist skills sets, including in the National 

Monuments Service and the National Parks and Wildlife Service, and the geographical dispersal 

of staff.    

f) Cross-government engagement:  While the Department’s engagement across government and 

with stakeholders is currently considered to be a strength, there is still a need to further 

strengthen the relationships with the cultural institutions and to use their expertise and 

experience to greater effect in the development and delivery of policy and strategy. 

g) Internal collaboration:  There are examples of good internal collaboration, such as some 

project team approaches to the development of strategy and the prevalence of staff networks.  

There is also potential for improvement, especially with regard to consistency of approach in 



7 
 

addressing challenges that are common across business units in such areas as risk mitigation, 

standardisation of processes and data management - for example, in NPWS licensing and 

planning referral processes - and the use of staff networks to help generate ideas and solve 

problems. 

h) Staff engagement:  In recent times, senior management has been investing significant effort in 

improving staff engagement, particularly evident in the series of town halls held around the 

country in the response to the findings of the Civil Service Employee Engagement Survey 

(CSEES).  The follow-up action plan focuses heavily on sustaining good internal 

communications, and these efforts are acknowledged and appreciated by staff.  The challenge 

now is to sustain the momentum generated, and senior management has indicated its 

determination to do that.  

i) Strategic communications:  Although the centenary commemorations and the Creative Ireland 

Programme clearly demonstrate the Department’s ability to showcase achievements, overall 

external communications are in need of attention.  A comprehensive strategy, covering both 

external and internal communications, needs to be developed.  Key features should include a 

review of the approach to the use of social media which had been very conservative until 

recently, and measures to improve communications relating to biodiversity and natural 

heritage.  Positive first steps have been the establishment of a new Communications Unit with 

a range of media skills, including social media, and the recent appointment of a Head of 

Communications with a specific responsibility to develop a communications strategy in 2019.    

j) EU engagement:  The Department’s engagement on EU issues is generally good. Difficulties 

with attendance at some meetings are a source of concern, as are the variations in support 

provided by line business units to the Brussels-based Attaché.   The current arrangement 

whereby the Culture Division has in place a liaison person for bilateral engagement could be 

replicated in the other divisions. 

k) Biodiversity and natural heritage:  Servicing and supporting the biodiversity agenda at EU level 

is challenging.  While already cognisant of the need for strong relations with the Commission, 

the Department should consider what revised mechanisms and additional resources should be 

put in place to further improve engagement at EU level on these issues.  Internally, 

consideration of mechanisms to ensure greater coordination and management of professional 

and technical fieldwork resources in the NPWS should be explored, including through clearer 

delineation between senior level roles and a cross-divisional approach to resource 

prioritisation.   

l) Irish language:  Good practice is already evident in the Action Plan 2018 to 2022 which supports 

the delivery of the Strategy for the Irish Language 2010 to 2030.  Positive features include 

timescales and responsible owners for each action, strong stakeholder engagement, and 

synergy with local area language plans.  The Department faces a particular challenge in 

measuring impacts in Gaeltacht areas.  In this regard, its work with the CSO on piloting 

questions for use in the 2021 Census of Population will be especially important.  The 

Department will also need to develop a plan aimed at measuring outputs and impacts during 

the inter-census period 2021 to 2026.   Already it has indicated an intention to do so and has 

made provision for this type of research in its planning budget for the Irish language.  
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m) Management of risk:  While the Department’s risk management process is strong, there are a 

number of areas of risk that require attention: 

a) Business planning and risk management: Recent internal audit reports have identified a 

need for greater consistency of engagement across the Department in business 

planning, risk identification and risk mitigation processes. 

b) Irish language translation:  The Department should restore its Irish language translation 

capacity.    

c) Standardisation in the NPWS:  There is a need to streamline and standardise the 

assessment and approval of licences on a national basis to ensure a streamlined 

electronic approach to planning consents, and to develop readily accessible guidance for 

staff.         

d) Legal risk:  There is a need for additional support on environmental matters in order to 

develop standardised guidance for NPWS staff on interpreting and applying regulations 

under EU Directives. 

e) Archival assessment:  An assessment should be undertaken of the archivist resources 

required to examine records held in commercial storage facilities and the potential 

cross-government savings that could accrue.  

f) Audit competency:  While the audit function works well, there is a need to ensure that 

specialist skills are available to the Internal Audit Unit to ensure that it can effectively 

assess specialised areas of risk as required.       

g) Data and records management:  The management of records and data is 

underdeveloped.  Although the Department has developed a high-level records 

management policy, supporting documentation and guidance need to be produced, and 

their implementation enabled by modern ICT systems and tools.  

h) ICT strategy:  The completion of the migration of the Heritage ICT systems from the 

Department of Housing, Planning and Local Government provides an opportunity for the 

Department to focus on ICT strategy.  The development of a new ICT strategy should be 

accorded special priority and should be informed by discussion at senior management 

level on the optimal balance between servicing business needs and managing security 

concerns.   

Conclusion 

Even though the Department has been reconfigured a number of times over the past 30 years, it 

still has strong capability in each of its core functions relating to the arts and culture, heritage, 

Irish language, the Gaeltacht and the islands.   

There are many positive capabilities that the Department can draw upon as it seeks to meet future 

challenges:   in particular, well-developed strategies that encompass delivery structures and 

measurement processes; the good standing with the agencies and National Cultural Institutions 

and strong collaboration with them; a track record of cooperation with other delivery agents such 

as the OPW, and an ever-improving commitment to stakeholder engagement and outreach. 
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Within the organisation, there are examples of good quality delivery, and positive developments 

in workforce planning, learning and development, engagement by senior management with staff, 

and the stewardship of departmental budgets and financial allocations.    

Looking ahead, the Department faces certain challenges in the delivery of policies and 

programmes, and particularly managing the major capital investment programme related to 

Project Ireland 2040, and the mitigation of risks related to this.  However, senior management is 

aware of these challenges and has already initiated measures to address areas of shortcomings.  

While more needs to be done, the Department is on a journey of positive and transformative 

change.   

The successful delivery of the Investing in Our Culture, Language and Heritage investment plan, 

combined with the implementation of its other strategies, have the potential to achieve wide-

ranging and long-lasting impacts.  Critical enablers will require the Management Board to 

maintain an ongoing strategic perspective and by further developing strong in-house capability 

on programme management, ongoing engagement with stakeholders, better utilisation of the 

expertise within the cultural institutions, and a commitment to measuring the impacts of policies 

and programmes over time.  The continuation of the current impetus to address capacity 

constraints will also be a critical enabler.  In all these areas, the Department can draw on the 

considerable talent and professional dedication of its staff across all grades, disciplines and areas 

of work. 
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INTRODUCTION 

Action 20 of the Civil Service Renewal Plan provides for the implementation of a programme of 

organisational reviews, the purpose being: 

 ‘To embed a culture of regular and objective assessments of the capacity and capability of 

each Department to achieve its objectives and take the necessary action to close any gaps.’ 

Having consulted with the sponsoring Secretaries General and the Civil Service Management 

Board (CSMB), the Department of Culture, Heritage and the Gaeltacht (DCHG) was chosen for 

review on completion of similar exercises in respect of the Department of Business, Enterprise 

and Innovation, the Courts Service and the Department of Transport, Tourism and Sport.   

1.2 METHODOLOGY 

The methodology for the review follows that used for the three previous reviews conducted as 

part of the Capability Review Programme.  Additionally, it takes account of the report of the 

Effectiveness and Renewal Group for the Department of Justice and Equality (Ó’ Riordáin report) 

and subsequent implementation updates.   

This review of the Department of Culture, Heritage and the Gaeltacht was guided by a 

comprehensive standards-based methodology template, comprising four over-arching filters: 

Leadership, Policy and Strategy, Delivery and Organisational Capability. 

 

1.2 TERMS OF REFERENCE 

The Terms of Reference agreed for this review are: 

‘To review the organisational capability of the Department of Culture, Heritage and the 

Gaeltacht to deliver on its mission as set out in its Statement of Strategy, 2018 to 2020 

and its Departmental investment strategy ‘Investing in our Culture, Heritage and 

Language – 2018 to 2027. 
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The review will be future focused and aimed at assessing the capability of the Department 

by reference to leadership, strategy, delivery and corporate support. The principal objective 

of the review is to identify areas where the ability of the Department to progress its 

objectives and develop resilience in response to changes in the political, economic, social 

and cultural landscape may be enhanced.  

The scope of the Review will be to assess the leadership, strategy and delivery capabilities 

of the three policy divisions of the Department and to examine the strength of the 

corporate division to provide appropriate levels of infrastructural and ongoing support for 

these functions. It will encompass wide engagement with management and staff as well 

as engagement with senior management in agencies under the aegis of the Department. 

In addition, external engagements will take place with the key stakeholders from 

representative organisations. 

The output of the review will be a set of recommendations setting out a road map for the 

ongoing and future development of the Department’s organisational structures and 

capabilities so that it is recognised for its  capability to effectively influence and efficiently 

deliver on Government priorities within its areas of responsibility while also safeguarding 

and enhancing the experience of our national culture, encompassing our arts, language, 

unique Gaeltacht and Island communities and built and natural heritage.’ 

1.3 GOVERNANCE OF THE REVIEW 

A review team based in the Reform and Delivery Office of the Department of Public Expenditure 

and Reform (DPER) carried out the review.  The team comprised Dave Hanley, Gerry Cribbin and 

Ivan Farmer from the Department and Deirdre Mahony as the Departmental Liaison Officer (DLO) 

from DCHG. The DLO provided vital support and assistance, scheduled and attended interviews 

and workshops, offered guidance and context in relation to evidence and other research material 

gathered and participated in the drafting of the final report.  

The team reported to an External Peer Review Panel whose role was ‘to review, validate, edit and 

finalise the report prepared by the team’.  The panel comprised: 

 Tom Moran, former Secretary General, Department of Agriculture and the Marine 

 Ann O’Connell, former Partner, PricewaterhouseCoopers (PwC) 

 Dr Brian Cawley, former Director General, Institute of Public Administration (IPA) 

The overall programme of capability reviews is overseen by a steering group of three sponsoring 

Secretaries General from the Civil Service Management Board (CSMB): Seán Ó Foghlú, 

Department of Education and Skills; Mark Griffin, Department of Communications, Climate Action 

and Environment; and Maurice Quinn, Department of Defence. 

1.4 REVIEW PROCESS 

The evidence gathering phase took place between October 2018 and March 2019 inclusive. The 

review process involved one-to-one interviews with all members of the Department’s 

Management Board and a number of Heads of Function (PO grade).  Staff based in the Permanent 

Representation to the European Union in Brussels were interviewed as well and there were also 

a small number of clarification interviews. 
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Workshops were organised for all other managers and staff on a grade basis, up to and including 

Principal Officers.  They involved staff throughout the country with workshops held in Dublin (two 

locations), Kerry, Galway, Sligo and Wexford.  In order to assess external perceptions of the 

Department’s capability, interviews were held with the heads of agencies under the aegis of the 

Department as well as with other key Government partners including the European Commission, 

the Department of Housing, Planning and Local Government, the Department of Education and 

Skills, the Office of Public Works, the Environmental Protection Agency and some local authorities 

- see list of stakeholder engagements at Appendix 1.    

Table 1:  Interviews and workshops conducted 

 

 

 

 

 

 

 

 

  

Category 

Number of 

Engagements 

Undertaken 

Number of 

Participants 

Minister and Minister of State 2 2 

Senior management (incl. Secretary General) 9 6 

Head of Office (National Archives) 1 1 

Head of Function(s) 4 4 

Cultural Attaché (Permanent Representation to the EU) 1 1 

PO Workshops 1 12 

AP Workshops 7 51 

HEO/AO Workshops 6 42 

EO/CO Workshops 6 49 

NPI Workshops 1 7 

Sub-total 38 175 

External Stakeholders 22 25 

Total 60 200 
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DEPARTMENTAL OVERVIEW 

The Department plays a key role in protecting, preserving and promoting Ireland's cultural, 

linguistic, built and natural heritage.  It encompasses a wide range of functions from supports for 

the arts and culture, to enterprise and tourism development, to conservation and enforcement 

activities, to supporting sustainable communities.  Its remit also extends to Ireland’s global 

identity and national well-being.  

1.1 FUNCTIONS AND PRIORITIES 

The Department's overarching mission is to promote, nurture and develop Ireland's arts, culture 

and heritage; to support and promote the use of the Irish language; and to facilitate the 

development of the Gaeltacht and Islands.  To achieve this, it has responsibility for the following:  

- to provide policy and funding support for the development of the arts, culture and creativity, 

including cultural infrastructure development 

- to provide oversight of Ireland's National Cultural Institutions (NCIs) 

- to protect and preserve Ireland's built and natural heritage as a support to sustainable 

economic development and in line with national and EU legislation 

- to support the Irish language and strengthen its use as the principal community language of 

the Gaeltacht 

- to assist in the sustainable development of island communities, including through the 

provision of transport links, and  

- to promote North South co-operation through the work of Waterways Ireland and An Foras 

Teanga.   

These functions are translated into action through a number of strategies and programmes.  

Foremost amongst them is the Department's €1.2 billion programme of investment under Project 

Ireland 2040 which, on delivery, will significantly enhance cultural and heritage infrastructure 

across the country under four investment areas: 

- National Cultural Institutions Investment Programme - €460 million 

- Culture and Creativity Investment Programme - €265 million 

- Heritage Investment Programme - €285 million, and 

- Gaeilge, Gaeltacht and the Islands - €178 million. 

The Department’s Statement of Strategy 2018 to 2020 recognises the significant challenge in 

delivering on this ambitious programme.  This is echoed in a recent spending review paper, 

Trends in Public Expenditure (2018),2 prepared by the Department of Public Expenditure and 

Reform (DPER) which identifies both the need for careful planning and oversight of the Project 

Ireland 2040 investment programme and for enhancing delivery capacity and capability.   

Other priority areas for the Department are the delivery of supports for the arts and culture, 

including the audio-visual sector, the implementation of the Creative Ireland Programme to 

                                                           
2 https://www.per.gov.ie/en/spending-review/ 
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promote individual, community and national wellbeing, and the completion of the Decade of 

Centenaries commemorative programme.  In the Heritage area, there are commitments to 

deliver a new national heritage plan, Heritage Ireland 2030, in part through a far-reaching 

national consultation on protecting, preserving and promoting national heritage into the future.  

Activity on the Irish language will focus on implementing the five year action plan for progressing 

the 20 year strategy for the language.    

1.2 DEPARTMENTAL STRUCTURE 

There are two Ministers assigned to the Department: Minister for Culture, Heritage and the 

Gaeltacht, Josepha Madigan, TD, and Chief Whip and Minister of State for Gaeilge, Gaeltacht and 

the Islands, Seán Kyne, TD. 

The Department is organised into four Divisions (Culture, Heritage, Gaeltacht and Corporate) 

headed by an Assistant Secretary (Culture, Heritage and Corporate) and a Director (Gaeltacht).  

There is also a Director charged with overseeing the delivery of the Creative Ireland Programme 

by 2022.  A full breakdown of the business units in each division is presented at Appendix 2.  

The Department is supported in its work by the following agencies and National Cultural 

Institutions (NCIs) under its aegis:   

Table 2: National Cultural Institutions and Agencies under aegis of Department  

National Cultural Institutions (NCIs) Agencies 

Chester Beatty Library  An Coimisinéir Teanga 

Crawford Art Gallery Arts Council 

Irish Museum of Modern Art Foras na Gaeilge (N/S body under the GFA) 

National Archives3  

National Concert Hall 

National Gallery of Ireland 

National Library of Ireland 

National Museum of Ireland 

Heritage Council 

Screen Ireland 

Údarás na Gaeltachta 

Waterways Ireland (N/S body under the GFA) 

 

  Full details on the background and the remit of the Department can be found in its published Governance Framework (2018).4 

All three Divisions - Arts, Heritage and Culture - have oversight responsibilities with individual 

business units acting as liaison points.  Effective governance is a major element of the 

Department’s work with Oversight and Performance Delivery Agreements in place and a system 

of quarterly liaison meetings to review performance against the annual agreements.   

The Department also supports the Council of National Cultural Institutions (CNCI), a statutory 

forum that brings many of the Department’s agencies and NCIs together,5 with the exception of 

Údarás na Gaeltachta, Screen Ireland, An Foras Teanga and Waterways Ireland.  Governance of 

the two North South bodies (An Foras Teanga and Waterways Ireland) differs in that they operate 

under tripartite arrangements between the organisation concerned, the Department, and its 

equivalent in in Northern Ireland. 

                                                           
3 The National Archives of Ireland is staffed by Departmental personnel who can move to other business units in the 

Department and are eligible for internal promotions.  
4 https://www.chg.gov.ie/app/uploads/2018/12/20181129-chg-coporate-goverance-framework-november-2018.pdf 
5 The CNCI is a statutory body established under the Heritage Fund Act 2001 with a remit inter alia to pool together the 

talent, vision and experience of the Directors of the NCIs, Arts Council, and Heritage Council in furtherance of national cultural 
interest.  The Department provides a secretariat to help support the work of the Council. 
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1.3 DEPARTMENTAL RECONFIGURATIONS 

The configuration and remit of the Department has varied over the years with key functions 

having moved in and out in response to changing political priorities and other factors.  A summary 

of the main reconfigurations, which are presented below, are pertinent to all four chapters of this 

report:6  It should be noted that this table focuses on the functional areas of the Department, 

each reconfiguration also saw the division and transfer of the Corporate functions of the 

Department. 

Table 3: Reconfigurations of Department’s functions, 1993 to 2017 

Year Department Transfer of Functions 

1993 Department of Arts, Culture and the Gaeltacht Transfer of a number of functions from the 
Department of the Taoiseach. 

1997 Department of Arts, Heritage, Gaeltacht and 
the Islands 

Transfer of functions in relation to inhabited offshore 
islands from the Department of the Taoiseach. 

2002 Department of Arts, Sport and Tourism Transfer of Arts and Culture to Department of 
Tourism, Sport and Recreation 

Transfer of Gaeltacht functions to Department of 
Community, Rural and Gaeltacht Affairs 

Transfer of Heritage functions to Department of 
Environment, Heritage and Local Government 

2010 Department of Tourism, Culture and Sport 

Department of Community, Equality and 
Gaeltacht Affairs 

Renamed from Department of Arts, Sport and Tourism 

Reconfigured from Department of Community, Rural 
and Gaeltacht Affairs and including the transfer of 
additional functions outside of Gaeltacht functions.  

2011 Department of Arts, Heritage and the Gaeltacht Transfer of Tourism and Sport to the Department of 
Transport. 

Transfer of Irish Language, Gaeltacht and the Islands 
from Department of Community, Equality and 
Gaeltacht Affairs.  

Transfer of Heritage from Department of the 
Environment, Heritage and Local Government. 

2016 Department of Arts, Heritage, Regional, Rural 
and Gaeltacht Affairs 

Transfer of Rural Affairs from the Department of the 
Environment, Community and Local Government. 

2017 Department of Culture, Heritage and the 
Gaeltacht 

Transfer of Rural Affairs to Department of Community 
and Rural Development.  

The National Parks and Wildlife Service (NPWS) also underwent a number of changes over the 

period including as part of OPW, as a standalone agency (Dúchas), and as part of the Heritage 

function within the Department.   

Since the reconfiguration in 2011, the core Department has largely been unchanged with 

Arts/Culture, Heritage and Gaeilge, Gaeltacht and islands functions remaining within the 

Department.  In 2016 the Department had new functions added – regional and rural development 

                                                           
6 Particular functions may have undergone even further changes following transfers to other Departments. 
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– although these were subsequently removed in 2017 with the establishment of the new 

Department for Rural and Community Development.    

This period of relative stability has been very important for the Department in terms of building 

up its corporate functions, including planning for key projects such as the consolidation of 

Heritage ICT functions within the Department.  It has also created a platform for whole-of-

department strategy and policy:  namely, the Department’s investment strategy, Investing in our 

Culture, Language and Heritage as part of the broader Project Ireland 2040 plan.  

Although the Department has made significant efforts to effectively manage the various 

reconfigurations, and has used the last two years to deliver cross-Departmental initiatives, it is 

clear that they have had, and continue to have, a number of negative impacts: 

a) Administrative burden:  The administrative burden of managing a reconfiguration takes time 

and resources from Departmental priorities.   

b) Changing priorities:  Reconfigurations often bring shifting priorities, with a consequent 

transfer of resources to new areas of work.     

c) Funding implications:  The Department has been working to address a legacy issue around 

limited administrative funding that is largely attributable to the difficulties caused by the 

frequent reconfiguration of functions and the associated transfer in and out of staff.  This has 

led to tight staffing numbers (high level of vacancies being carried) and restrictions on both 

pay and non-pay administrative spending. The Department is in the process of addressing 

this issue, and has recently announced the filling of 50 posts in 2019, although it regards this 

as only the first step in a much longer process.  

d) Corporate identity:  There have been impacts on corporate identity with some staff indicating 

that they identify more with their work area (e.g. National Parks and Wildlife Service or 

National Monuments Service), or Division (e.g. Roinn na Gaeltachta) than with the 

Department of Culture, Heritage and the Gaeltacht.   

e) Staff buy-in:  There is a strong sense among staff that the current configuration of the 

Department is also temporary with a consequent impact on staff engagement and buy-in to 

long-term planning.   

1.4 STAFF RESOURCES 

The Department, including the National Archives, has a staff complement of 660 (just over 630 

full-time equivalents).  It operates in four main office locations – Dublin (264 staff), Kerry (103 

staff), Galway (78 staff7) and Wexford (37 staff).  For the Dublin-based staff, they work in five 

locations – Kildare Street (Dublin 2), Lombard Street (Dublin 2), the Custom House (Dublin 1) and 

North King Street (Dublin 7), as well as Bishop Street (Dublin 8) where the National Archives is 

based - see Appendix 3 for further breakdowns.   

Outside of the main office locations, the Department has staff in some 50 locations dispersed 

across 18 counties - predominantly staff in the National Parks and Wildlife Service (NPWS) and 

the National Monuments Service (NMS).  The broad distribution of staff, including in very small 

                                                           
7 This figure includes some staff based in Galway city and other Galway locations.  
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office locations, presents challenges for communications, engagement, staff mobility and general 

organisational cohesion. 

1.5 PROGRAMMES AND FUNDING 

The Department oversees expenditure of some €265 million in current funds (FRE 2019) and €74 

million in capital (FRE 2019) across four programme areas – Culture, Heritage, Gaeltacht and 

North-South Cooperation.  Almost two thirds of this funding is provided by means of annual grants 

to agencies and NCIs under the aegis of the Department.  The most significant such grant is to the 

Arts Council which accounted for €74 million in current funding in 2019.   

Over the past number of years, the Department has undergone some recovery in its annual 

estimate in line with the general improvement in Government finances.  The table below shows 

the increase in allocations between 2018 and 2019.   The year-on-year increase of 36% in capital 

is directly attributable to the additional funding flowing from Project Ireland 2040.   

Table 4:   Comparison of Voted Expenditure 2018 and 2019  

Voted Expenditure  
  
  

2018 2019 
year on year 

difference 

€000s  % 

Capital  54,300 73,800 36% 

Current  248,659 265,159 7% 

 Total 302,959 338,959 12% 

In 2019, the Culture programme will account for the highest proportion of the Departmental Vote 

at 56% of the total allocation.  The other three programme areas all receive funding of between 

12% and 16% of the total Vote.  The following chart shows the breakdown:   

Chart 1:  Programme breakdown of the DCHG Vote in 2019 

 

This complexity in the structure of the Department, in terms of its regional distribution and range 

of grades (beyond the Civil Service standard administrative grades), as well as the requirement for 

the Department to conduct parts of its business in Irish or bilingually, gives rise to challenges in 

recruiting staff in the right locations with the correct skills set.   

56%

16%

16%

12%

Breakdown of the 2019 Allocation by Programme Areas 

Culture

Heritage

Irish Language, Gaeltacht
& Islands

North-South Co-
Operation
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Findings: Departmental structure and staffing  

FO.1 Reconfigurations: The Department has been negatively impacted by the frequent 

reconfiguration of its functions, particularly in terms of corporate identity and staff resourcing.  

With strong support from the Management Board, it is working to address these challenges 

through an active staff engagement drive (prompted by the Civil Service Employee Engagement 

Survey) and through securing additional resources to address the most critical staff resourcing 

issues.    

FO.2 Staff resources: The Department claims to have experienced significant capacity 

constraints across all of its divisions over the past number of years, It has secured additional 

funding in its 2019 Estimates to recruit some 50 new staff; however, there remains a capacity 

issue which will need to be addressed over a number of years.    

FO.3 Staff distribution and diversity: The Department operates in a significant number of 

locations across the country and has a very diverse staff structure, including a range of 

professional, technical and industrial staff, as well as bilingual staff.  The ongoing functional 

requirement for the Department to maintain this diversity creates challenges - for example, in 

recruiting the appropriate staff in key locations and in ensuring opportunities for mobility.  

Recommendation 

RO.1 Staff resources: The Department should seek to ensure that its administrative budget 

continues to expand in 2020 and beyond to address ongoing capacity challenges across all four 

divisions, as outlined in Finding F0.2.   
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1. LEADERSHIP 

STRUCTURE OF THIS CHAPTER 

Module 1 of the methodology template for the capability review programme relates to 

LEADERSHIP. 

In this chapter, the leadership capability of senior management, comprising the Management 

Board and the Principal Officer cohort, is assessed in the following way: 

Introduction:  Overview of senior management structure.  

Section 1.1 Leadership by senior management: The leadership of the Management Board, and its 

engagement with staff and with the National Cultural Institutions (NCIs) and agencies under the 

aegis of the Department.   

Section 1.2 Internal cross-divisional working/internal collaboration:  The extent to which the 

individual Assistant Secretaries, their divisions and the constituent business units collaborate with 

one another and the functioning of internal staff networks. 

Section 1.3 Cross-government leadership and collaboration plus EU engagement:  The degree to 

which the Department leads, influences and collaborates across government as well as the quality 

of its engagement on EU issues.    

Section 1.4 Communications:  The capability of the Department to communicate effectively, 

internally from management to staff and externally to the public. 

1.1 LEADERSHIP BY SENIOR MANAGEMENT 

The Management Board, which meets every week, comprises the Secretary General, the three 

Assistant Secretaries with responsibility for Culture, Heritage and Corporate Services and the 

Directors of the Irish language, Gaeltacht and the Islands Division and the Creative Ireland 

Programme.  In addition, the Department’s Finance Officer sits on the Board.   The overall finding 

is that the Management Board is energetic, is benefitting from recent new members and has a 

clear view of the need for leading and delivering change. 

Board deliberations:  The Board structures its weekly agenda in such a way as to ensure that there 

is balance between strategic and operational issues. There is general consensus that while this is 

a change in the operation of the agenda, it is yielding a better balance between consideration of 

policy and corporate items.   

Additionally, given the heavy workload and the multiplicity of demands on its time, the Board 

noted the challenge in setting aside the necessary time to facilitate a greater degree of self-

reflection.  In advance of this Review taking place, the Board, using an outside facilitator, arranged 

an away-day to reflect on its own role and performance, in addition to the strategic and 

organisational challenges facing the Department. By common consensus, this was a very 

worthwhile and positive exercise.  The Board has indicated that it would like to make time for 

such strategy/review sessions as part of its annual work programme.   

PO cohort:  The Principal Officer cohort is very experienced and knowledgeable. In addition to 

their roles as Heads of Function, as discussed in some detail in Chapter 3, they are also responsible 

for the important role of leading the engagement and governance process with the Department’s 

agencies and NCIs and its various stakeholders.  



20 
 

SENIOR MANAGEMENT ENGAGEMENT AND VISIBILITY 

CSEES follow-up:  Following on from the publication of the results of 2017 Civil Service Employee 

Engagement Survey (CSEES), the Management Board and HR has implemented a structured 

programme of staff engagement.   A series of town hall meetings were held during the final 

quarter of 2018 in Dublin, Wexford, Kerry, Galway and Sligo, and all staff were encouraged to 

attend8. 

There was a general finding from staff that these sessions were worthwhile and there was a strong 

sense of a senior management team engaging positively and listening. However, this view bears 

the caveat that the engagement is only meaningful if accompanied by action on the areas 

highlighted by staff. 

In response to these concerns, the Department has published its CSEES Departmental Action Plan, 

aimed at responding to each of the major issues raised at the town hall meetings. Each of the 

individual actions in the Plan has an identified action owner, milestones/deadlines and detailed 

KPIs. 

Visibility:  Regarding visibility, this can be challenging for senior management at times as the 

Department is geographically dispersed and has a significant number of staff - National Parks and 

Wildlife Service (NPWS) and National Monument Service (NMS) - engaged in fieldwork with 

limited attendance at main Departmental offices.  

Staff based in Dublin confirmed that access to senior managers is straightforward. In the main 

office locations in Kerry and Galway staff were also generally satisfied on this front (both locations 

include an Assistant Secretary/Director and several PO posts).  

NPWS managerial roles:  In line with the findings of the 2012 Organisational Review Programme, 

the Review Team identified an ongoing challenge in relation to leadership within the NPWS 

caused by the cross-functional and cross-divisional nature of much of its work including in relation 

to site protection, compliance and monitoring, planning referrals, invasive species management 

and wildlife crime.  The cross-cutting nature of the work, which involves varying involvement by 

professional and technical, field, and administrative staff, does not always lend itself to a clear 

geographical structure or functional delineation between senior manager roles and 

responsibilities.   

Although there was evidence of some structures and communications channels to manage these 

issues - e.g. through divisional meetings - there is a need to constantly monitor and manage the 

assignment of resources by function, region, or other priority action.    

Allied to this, there was some suggestion among staff that meetings of Regional Managers should 

be held more frequently to enhance opportunities to share information and to improve the flow 

of information to field staff.   

BOARD’S ENGAGEMENT WITH PRINCIPAL OFFICERS 

At the outset of the evidence-gathering, there was a noticeable gap in the extent of the 

Management Board’s interaction with POs. Apart from presenting their annual business plans, 

                                                           
8 A similar approach was adopted subsequent to the 2015 Staff Engagement Survey results being published. 
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the cohort reported little formal structured engagement with the Board. This was readily 

acknowledged by most of the Board at the time.   

PO Network:  Over the course of the review, there has been a conscious effort made at senior 

management level to rejuvenate the work of the PO Network and to strengthen the contacts and 

engagement with the Management Board. Meetings involving the Board and the Network (the 

Senior Management Group) were held in November 2018 and February 2019.  Emerging from the 

November meeting was an agreement that the PO cohort engage more formally and at an earlier 

stage in the annual Estimates process and, when requested by the Board, on high-level 

Departmental strategy.   

Estimates bid preparation:  The Management Board has assigned responsibility for the initial 

preparation of the Department’s current expenditure Estimates bid to the PO cohort.  A sub-group 

of the Senior Management Group was tasked with undertaking this work. 

This initiative is undoubtedly a positive first step towards bolstering the relationship between the 

Management Board and PO cohort, however, it is important that this momentum be maintained 

through regular meetings of the Senior Management Group and agreed shared-work 

programmes.  

BOARD’S ENGAGEMENT WITH HEADS OF AGENCIES AND NCIs   

The Department’s agencies and the National Cultural Institutions (NCIs) all confirmed that while 

the Secretary General and relevant Assistant Secretary/Director are accessible if the need arises, 

there is no direct engagement between them and the Management Board as a collective. 

Furthermore, the relevant PO meets with their respective agency/institution on a quarterly basis 

as part of the Department’s oversight arrangements.   

Although the majority view was that the current arrangements are satisfactory, the agencies and 

NCIs did indicate that they would welcome formal engagement with the Management Board on 

strategic matters.  It is noted that the Management Board has already given consideration to this 

issue and has indicated its intention to arrange a meeting between the Management Board and 

the agencies and NCIs in the coming months.  It is the likely that this engagement will be on a 

thematic basis and will be linked with Departmental strategic priorities - e.g. Project Ireland 2040.   

Findings: Leadership by senior management  

F1.1 Experience:  The Department has a strong and experienced cohort of senior managers 

and is taking steps to leverage the experience of its PO cohort in the preparation of the 

Department’s current expenditure Estimates bid.  

F1.2 Management Board operation and engagement:  The Management Board has recognised 

the value of devoting dedicated time to focus on strategic and long-term challenges facing the 

organisation and is taking concrete steps to address the organisational challenges within the 

Department, involving ongoing engagement with staff. 

F1.3 NPWS leadership:  There is a long-term challenge to effectively coordinate and manage 

resources due to the cross-cutting nature of the NPWS’s work, which may involve varying 

involvement by professional and technical, field, and administrative staff and does not always 

lend itself to a clear geographical structure or functional delineation between senior manager 

roles and responsibilities (PO level).   This, coupled with a large workforce often engaged in 
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remote fieldwork, creates challenges in ensuring effective information flows across the service, 

particularly at regional level.  

Recommendations 

R1.1 Board and strategic reflection:  The Management Board should ensure that it creates 

sufficient time and space to deal with the broad set of shared organisational challenges it faces. 

R1.2 NPWS leadership:  Leadership mechanisms in the NPWS need to be strengthened in 

acknowledgement of the particular characteristics (primarily geographical) that exist, with a 

particular focus on information flows through regional management structures.    The Department 

should also consider ways to ensure the effective coordination and management of professional 

and technical and fieldwork resources in the NPWS including through a cross-divisional approach 

to resource prioritisation.   

R1.3 Board engagement with agencies and NCIs: The Management Board should build on its 

commitment to engage regularly with its agencies and the NCIs collectively through a vehicle 

similar to the Council of National Cultural Institutions but involving all agencies and NCIs.    

1.2 CROSS DIVISIONAL WORKING 

The Department has shown a readiness to embrace opportunities to adopt a collaborative 

approach to the delivery of tasks, where there is scope to do so among the different functions of 

the Department.   Some notable examples of such cross-divisional working successes include:   

a) AranLIFE:  The AranLIFE programme (a project focussed on the sustainable management of 

farmed habitats on the three Aran Islands) has involved significant interaction between the 

Heritage and Gaeltacht Divisions of the Department. The programme involves working with a 

cohort of local farmers demonstrating best practice over a range of conditions.  

b) The Creative Ireland Programme:  The Creative Ireland programme involves cooperation across 

the Department’s sectoral areas including Culture Ireland, audio-visual policy and supports, 

the Gaeltacht Division and Ealaín na Gaeltachta among others, as well as strong engagement 

with other Government Departments and local authorities.  

c) Decade of Centenaries programme:  The Department has rightly received high praise from 

many quarters in relation to the delivery of a highly successful programme of 

commemorations, initially to mark the events of 1916 and more recently on its ongoing series 

of events leading up to the centenary of Independence. This has involved very significant 

internal collaboration within the Department, as well as across Government. 

d) Investing in our Culture, Language and Heritage: A cross-divisional approach contributed to 

the success of the Department’s bid for funding under Project Ireland 2040.   

There are potential benefits for the Department in pursuing a more active policy of encouraging 

a project-based approach using cross-divisional expertise to issues that straddle a number of 

policy areas. For example, the challenges faced in effectively managing the significant capital 

expenditure under Project Ireland 2040 suggest a cross-divisional approach is needed to leverage 

specific skills and ensure the smooth delivery of the programme.  
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Likewise, common challenges across business units such as procurement, risk management and 

corporate governance could all benefit from sharing expertise, knowledge and consistent policy 

approaches. 

Findings: Cross-divisional working 

F1.4 Internal synergies and collaboration:  Where synergies exist between internal functions, 

the Department has demonstrated a willingness to encourage internal collaboration in order to 

maximise the experience and expertise of its staff and to ensure consistency of approach to 

solving horizontal challenges and issues. 

F1.5 Internal collaboration on Project Ireland 2040:  The Department has already successfully 

harnessed the collective expertise of staff from across business units in developing its bid to 

Government for funding under the Project Ireland 2040 plan.  The successful management of the 

implementation of its capital investment programme under that plan through Investing in our 

Culture, Language and Heritage presents an excellent opportunity to further build on that 

collective collaborative approach.  

Recommendation   

R1.4 Collaboration on programme delivery:  Where appropriate and when there are 

identifiable benefits, the Department should pursue a project-based approach using cross-

divisional expertise to delivering outcomes. Issues such as procurement, risk management, 

compliance and good corporate governance are common to many parts of the Department and 

their implementation and delivery would benefit from leveraging skills and expertise across the 

Department. 

INTERNAL STAFF NETWORKS 

Staff networks, organised by grade, are in place for POs, APs and HEO/AOs with plans for 

extension to the remaining grades. The networks generally meet quarterly and have agreed terms 

of reference.  Their value in building collegiate networks among regionally dispersed staff was 

particularly highlighted.  

Senior management has actively supported their establishment. This is a very positive 

development and provides ready and strong internal structures to facilitate dialogue and 

communication. Both management and staff are satisfied with the structures, and staff below 

HEO/AO expressed a strong desire to see similar networks established for their grades. 

However, there is scope to further leverage the role of the networks in improving overall internal 

communications, sharing knowledge and experience on common work challenges and, critically, 

assisting senior management in the successful delivery of its ambitious change programme.  It is 

important however that the networks would remain largely self-directed.  It is noted that the 

Management Board intends to engage with the grade networks in the development of the Action 

Plan in response to the recommendations contained in this review.  

Critically, the review found a common concern that the PO Network is not functioning optimally, 

with infrequent meetings and, sometimes, poor attendance. As highlighted in the previous 

section, the Management Board is attempting to enhance the strategic role of the PO cohort and 

to leverage its significant collective expertise, by assigning responsibility for the initial preparation 

of the Department’s current expenditure Estimates bid.  This is a positive development but it is 

important that the Network takes responsibility for ensuring that it continues to have a role to 
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play, as part of the senior management group, in helping to deliver on the Department’s 

ambitious organisational change programme. 

Finding:  Internal staff networks 

F1.6 Staff networks - development potential:  The existence of staff networks is a major 

positive for the Department and reflects well on management commitment to build and enhance 

internal staff engagement. Scope exists, however, to further develop the staff networks so that 

they would provide greater input and assistance in the development of policy and the delivery of 

internal change programmes.  

Recommendations 

R1.5  Board engagement with PO network:  Consideration should be given to deepening the 

engagement between the Management Board and the PO Network to help deliver on the 

Department’s organisation change programme, to enhance overall quality of staff engagement 

and to help improve internal communications.  

R1.6 New staff networks:  In order to ensure that all staff would have the opportunity to 

partake in the organisational change process, networks for grades below HEO/AO should be 

established.  The organisation of these networks should have regard to the geographic 

distribution of staff and the need to minimise the impacts on day-to-day work.   

1.3 CROSS-SECTOR AND CROSS-GOVERNMENT WORKING 

Given the breadth of the Department’s remit and the number and diversity of many of its agencies 

and NCIs, effective cross-sectoral and whole-of-government approaches are essential in many 

instances for the successful development and delivery of policy. 

CROSS-GOVERNMENT ENGAGEMENT  

The Department engages across the government system in a variety of ways on its broad remit.  

The principal engagements are as follows:   

1) DPER and Estimates:  Relationships with the Department of Public Expenditure and Reform 

(DPER), particularly on the Vote side, are positive and are underpinned by a strong sense of 

shared understanding. 

The Department has succeeded in securing a positive outcome in its negotiations on the 

recent Estimates whereby the current funding allocations for the Department have been 

increased for each of the past four years. This is in addition to the earlier significant 

achievement of securing some €1.2bn capital allocation following the Department’s high 

quality submission and engagement on the development of Investing in our Culture, 

Language and Heritage, which is the Department’s investment programme under Project 

Ireland 2040.   

Despite these successes, there is concern among some staff that the Department has not 

always secured sufficient resources from DPER through the annual Estimates. This may have 

contributed to the low scores on Leadership in the 2017 Civil Service Employee Engagement 

Survey (CSEES). This may, however, be also be a legacy sentiment based on the significant 

constraints placed on the Department’s funding during the economic crisis, and would be 

expected to dissipate over time as the Department’s budgets continue to expand, thereby 

facilitating increased investment in resources and staff development. 
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2) Engagement with agencies and NCIs:  Collaboration between the Department and its 

agencies and the NCIs is good and there are examples of good practice across the range of 

Departmental activities. These include joint projects between the Heritage Council, the 

National Monuments Service (NMS) and Waterways Ireland, the Creative Ireland Programme 

and the Arts Council, and the NMS and the National Museum of Ireland, among others.   

3) Centenary commemorations:  The Department is a key participant on the Senior Officials’ 

Group on Centenary Commemorations and continues to deliver an ambitious programme of 

Commemorations.  This follows on from its central role in the delivery of the very successful 

1916 Commemorations which involved collaborative working with a wide number of local 

and national bodies. The Department is widely viewed as being highly influential and 

respected for its work in this sensitive area. 

4) Heritage and biodiversity:  On heritage and biodiversity issues, the Department engages with 

a wide range of other Departments and bodies including the Department of Housing, 

Planning and Local Government, Department of Agriculture, Food and the Marine, 

Department of Communications, Climate Action and Environment and the Office of Public 

Works as well as local authorities, An Bord Pleanála, Coillte and the Environmental Protection 

Agency (EPA).  

The NPWS and EPA participate together on a number of discrete groups covering a range of 

different policy areas and the Department’s Development Applications Unit works closely 

with An Bord Pleanála to facilitate cooperation on statutory responsibilities in the planning 

process. 

There is also good collaboration between the NPWS, the Heritage Council and the National 

Biodiversity Data Centre. The Centre oversees and administers the collection, collation and 

analysis of data on Ireland’s biological diversity. 

Regarding forward planning, the Department has initiated a wide consultation process as 

part of the development of Heritage Ireland 2030, a new national plan for Heritage.   

5) Heritage and National Parks:  The National Monuments Service liaises closely with the OPW 

and that important relationship is well-managed.  The Heritage area has also established 

good working relationships with the Tourism Division of the Department of Transport, 

Tourism and Sport and a separate strategic partnership agreement with Fáilte Ireland under 

the Experiencing the Wild Heart of Ireland – Tourism Interpretative Master Plan. 

6) Irish language:  On the Irish language, regular engagement takes place with the Departments 

of Education and Skills and Children and Youth Affairs with the focus largely on promoting 

the Irish language in schools and pre-schools.  A close working relationship also exists with 

Údarás na Gaeltachta, particularly in relation to the implementation of the 5 Year Action Plan 

on the Irish language.  

7) The Creative Ireland Programme:  The Creative Ireland Programme involves significant 

external engagement and partnership.  This includes partnerships with local authorities and 

the Department of Housing, Planning and Local Government in the delivery of ‘Creative 

Communities’, and with the Department of Education and Skills, the Department of Children 

and Youth Affairs, and the Arts Council in the delivery of ‘Creative Schools and Clusters’.  The 
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programme also involves engagement with the NCIs on the delivery of initiatives under the 

Creative Infrastructure pillar as well as with a wide range of other external stakeholders. The 

general view among those interviewed was that the Creative Ireland Programme invests the 

necessary time and effort in building strong relationships and partnerships. 

8) Culture Ireland: Culture Ireland engages closely with the Department of Foreign Affairs and 

Trade on key initiatives like GB18, as well as working with individual embassies to deliver 

particular events and programmes.  Most recently, it was afforded a central position in the 

Global Ireland 2025 initiative to promote Irish culture, language and heritage internationally, 

to develop new audiences for Irish arts and culture and, in partnership with Screen Ireland, 

to establish Ireland as a world leading destination for the audio-visual industry.  

9) OPW – Project Ireland 2040: The OPW is a key stakeholder in the Department’s investment 

of €460 million into the NCIs as part of its overall investment programme under Project 

Ireland 2040.  To facilitate programme management, the Department and the OPW have 

established a high-level group which intends to meet monthly to manage and oversee the 

delivery of the programme.  

Finding: Cross-sector and cross-government working  

F1.7 Government and stakeholder engagement:  Arising from the breadth of its remit, the 

Department is obliged to engage with a wide range of Government Departments, other public 

bodies and a variety of stakeholders in the development and delivery of policy, strategy and 

programmes. This is an area of strength for the Department and the general consensus is that it 

engages in a meaningful and timely fashion across the full range of its activities. 

EU ENGAGEMENT 

Councils and working groups:  The Department supports two EU Ministerial Councils:  the 

Environment Council, which is shared with the Department of Communications, Climate Action 

and Energy (DCCAE), and the Education, Youth, Culture and Sports Council, with the Department 

leading on the Culture element of this diverse Council which includes the non-

telecommunications audio-visual files. 

Underneath these Councils, the Department supports a number of Working Groups: 

 Audio-visual Working Party 

 Culture Affairs Committee 

 Working Party on the Environment, and 

 Working Party on International Environment Issues (WPIEI). 

In addition, the Department’s professional and technical staff participate on a number of 

Commission technical working groups. 

Role of the Attaché: The Department has a full-time Attaché assigned to Ireland’s Permanent 

Representation in Brussels.  Broadly, he spends 50% of his time on cultural issues, 25% on Irish 

language and 25% on heritage/biodiversity issues.  The Attaché provides status and analytical 

reports to the Department on policy positions being developed in Brussels.   

He is supported on Culture files by a designated liaison officer in the Department’s Culture 

Division.  No similar support structure exists in the other divisions.  The scheduled change in 

Attaché in Q3 2019 presents an opportunity to effect a change to the current support 
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mechanisms, either by way of extending the liaison officer structure to also encompass Heritage 

and Irish Language issues or through the establishment of a dedicated EU coordination function 

within the Corporate Division of the Department. 

 Under any new arrangements, the Attaché should be: 

 provided with information on new policies and strategies being developed by the 

Department  

 given timely briefing on key files, and 

 notified of all planned engagements at EU meetings, including where no attendee is available.  

Irish language:  The main focus is on preparing for the ending of the derogation of Irish as an 

official working language of the EU in 2021.  A high-level steering group, which includes the 

Department’s Secretary General and Stiúrthóir na Gaeilge, and a separate Working Group are in 

place to give effect to this.  The Department is actively following a set of clear strategic objectives 

involving strong senior-level engagement.  

Culture:  Culture files are very much under the control of Member States.  The role of the EU is to 

add value where appropriate and for individual States to draw down funding from the various 

structural funds. 

Biodiversity: On the heritage side the picture is complex. Historically, Ireland has found it 

challenging to adopt and fully implement some elements of the wide-ranging and often multi-

faceted legislative obligations relating to biodiversity. Consequently, there are long-standing 

infringement proceedings and Reasoned Opinions issued by the European Commission against 

the State. 

Several stakeholders highlighted these historical difficulties and, while acknowledging that 

progress has been made recent years, they also point to the length of time it takes for remedies 

to be put in place.  There is a sense that the reduction in the number of new legislative proposals 

coming forward from Brussels has also helped the situation as it has allowed the Department the 

necessary space to focus on fully implementing existing legislation.  

Key challenges for the Department in the short run are a programme of measures for blanket bog 

conservation and SAC management plans.  These will involve significant additional workload; 

however, it is expected that these programmes will benefit from the experience on raised bogs – 

operation of compensation schemes, benefits of bog restoration projects along with improved 

technology.  The securing of additional specialist posts in 2019, and the expectation that this 

expansion in staff numbers will continue, may alleviate some of the pressures in relation to the 

availability of special ecologists and additional staff to conduct ecological assessments and 

manage the introduction of the necessary conservation programmes. There will, however, remain 

a capital resource challenge in fully addressing these areas, especially in the context of enduring 

compliance pressures from the EU.  

Engagement with the European Commission:  A critical measure in managing the various 

challenges on biodiversity relates to the nature and quality of the Department’s engagement with 

the European Commission.  The Department has scope for improvement in this important area.  
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For its part, the Department accepts that, primarily as a result of capacity constraints, it cannot 

always send delegates to meetings, relying on its Attaché to provide cover when possible.  

Additionally, it is accepted by senior management that there is a need to develop its rapport with 

the Commission further.  In respect of biodiversity issues, this should involve the Department 

having definitive plans, supported by resources, in order to build confidence that Ireland is taking 

the necessary action to comply with EU legislation. 

Finally the Department should consider whether it is optimising opportunities to secure LIFE and 

other structural funding available from Brussels and whether it could be using such income 

streams to further its objectives.  Engagement in the preparatory work for the next round of 

structural funds is critical in this regard.   

Findings:  EU Engagement 

F1.8 Irish language derogation:  There is a high degree of engagement at a senior level in 

relation to Irish language issues, particularly on the ending the current derogation in 2022. 

F1.9 Biodiversity:  Comprehensively servicing and supporting the biodiversity agenda has 

proven challenging, primarily as a result of tight staffing resources as well as the inherent 

challenges in giving effect to complex EU legislation. 

F1.10 Engagement with European Commission:  The Department is cognisant of the importance 

of maintaining strong relationships at a senior level with the European Commission so as to ensure 

a comprehensive understanding of the unique challenges facing Ireland and to help shape future 

policy direction. There is also the related consideration of leveraging EU funding opportunities. 

F1.11 Support to Attaché:  The Department’s current liaison structure for its Attaché should be 

reviewed to ensure it is providing the necessary level of support and guidance.  

Recommendations 

R1.7 Engagement on biodiversity:  The Department should consider what revised mechanisms 

and resources it needs to put in place to improve overall engagement on biodiversity matters. 

That should include enhanced support to the Attaché as well as improved engagement with the 

EU institutions.  Consideration also needs to be given to the scope for optimising the opportunities 

presented through accessing LIFE and other structural funding from the EU. 

R1.8 Seconded National Experts:  The Department should consider the merits of placing some 

Seconded National Experts within the Commission. This would be very much in line with current 

Civil Service policy and would help strengthen mutual understanding on biodiversity and 

ecological issues. This should be considered in light of the additional funding demands it would 

place on the Department, as well as the considerable non-financial benefits. 

R1.9  Reporting mechanisms for Attaché:  The Department should use the occasion of a change 

of Attaché later in 2019 to examine the current liaison arrangements, including consideration of 

either expanding the existing arrangements to cover all aspects of its remit or locating a central 

EU coordination function within its existing Corporate Division. 
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1.4 COMMUNICATIONS  

During the course of this Review, the Department recruited a Communications Manager through 

an open communications specialist competition run by the PAS whose task is to head up a new 

Communications Unit and to lead on the development of a comprehensive departmental 

communications strategy with both an internal and external focus. 

COMMUNICATIONS FROM SENIOR MANAGEMENT 

The wide geographical spread of the Department’s offices and staff make effective internal 

communications both imperative and challenging. 

Many staff were critical of the quality of communications emanating from the Management Board 

- a common complaint in all of the reviews conducted to date.  The majority view expressed is 

that there is a lack of awareness about the Board’s discussions and decisions.  

The Management Board has recently taken an initiative in revising the format of the minutes to 

address this concern – it now includes details of all discussions and decisions, with action points 

arising, and details of responsible officers.  The minutes continue to be made available on the 

Department’s extranet and will also be available on the new intranet (to replace the extranet).   

Findings were similar in relation to general communications from Principal Officers.  Where there 

was evidence of good practice, it tended to be based on personal management style rather than 

on a central policy of unit and divisional meetings.  There are particular challenges in ensuring 

clear communications and information flow between Departmental offices and field staff, due in 

large part to the geographic distribution of such staff.   

The Department is sensitive to the challenge of effectively communicating with a variety of 

locations and has put in place measures to try and ensure that staff, irrespective of location, are 

kept informed of organisational developments, as follows: 

Internal newsletters:  Since early 2017, the Department has introduced two internal newsletters; 

Árdán and Coicíseán. The former is a high-value, broadsheet type publication that is produced 

periodically, while the Coicíseán is a shorter, e-zine type production which is produced 

approximately fortnightly.  Both contain highly informative articles relating to the Department 

and its activities. The majority view is that they are useful sources of Departmental information, 

however, concerns were raised that articles in the Ardán in particular may be out of date when 

they are published, due to the periodic nature of the publication.   Ensuring a flow of articles from 

line sections to contribute to both newsletters is an ongoing challenge.    

Communications survey:  The Department has launched a short internal survey (March 2019) 

aimed at establishing staff preferences for Departmental communications and this will help 

inform the development of a new communications strategy for the overall Department. 

Intranet:  Another internal repository of information is the Department’s extranet, which is due 

to be replaced shortly by a new intranet. The majority view during the evidence-gathering was 

that the extranet is outmoded and difficult to navigate.  It was also noted that staff in the Heritage 

Division do not currently have access to the extranet as it is only available to staff on the 

Department’s own network.9   It is envisaged that the new Intranet will address some, if not all, 

                                                           
9 Heritage Division are currently the Department of Housing, Planning and Local Government ICT network.  A 
process of transferring staff to the Department’s ICT network is underway and is due for completion in 2019. 
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of these concerns and the upgraded version will be a significant improvement.  It will also be 

available to staff in the Heritage Division following the completion of the Heritage ICT migration 

project.  

Bilingual notices:  The Department follows a strong policy of always issuing official notices and 

communications (both internal and external) in bilingual form.  

EXTERNAL COMMUNICATIONS 

The Department has shown itself to be very capable of promoting its activities in some areas of 

its business.  Some examples of this include the following: 

a) 1916 commemoration:  The programme of events to mark the centenary of the 1916 Easter 

Rising involved the very successful deployment of a sophisticated communications plan, using 

high-end technology, impactful visuals and extensive social media platforms. 

b) The Creative Ireland Programme:  The Creative Ireland Programme, which has its own 

dedicated communications budget, is focused heavily on innovative external communications 

to a multiplicity of stakeholders and interest groups. This is seen as a particular strength and 

has been positively commented upon internally and externally. 

c) NPWS biodiversity conference:  In February 2019, the Department hosted a very successful 

National Biodiversity Conference entitled New Horizons for Nature which was attended by a 

wide range of stakeholders including senior officials from the European Commission. It is 

hoped to build on the success of this event into the future. 

There was, however, a consensus view from the evidence-gathering engagements that despite 

being involved in a hugely varied and interesting range of activities, the Department struggles to 

effectively communicate its activities and successes to the outside world. This is readily 

acknowledged by senior management and is, in large part, the impetus behind the establishment 

of the Department’s new Communications Unit with a dedicated communications specialist as 

Principal. This new unit is charged with developing a new communications strategy over 2019, 

which should, inter alia, consider the following: 

Press Office function:  Currently, the Department’s Press Office handles all external 

communications, almost all of which were, until recently, in the form of press releases.  There was 

a commonly held view expressed over the course of evidence-gathering that this form of external 

communications is old fashioned and limited in terms of effectiveness.  There is also a widely-held 

view among staff that external communications are overly-focused on high profile or media-

friendly announcements and not enough on promoting day-to-day Departmental activities and 

outputs.  The Department’s newly appointed Press Officer, however, has considerable social 

media experience and there is already evidence of an emerging focus on day-to-day activities 

being promoted through new channels as well as traditional press releases.  

Branding:  Some of the Department’s main external communications are separately branded, such 

as Culture Ireland, the National Parks and Wildlife Service, the National Monuments Service, and 

the Creative Ireland Programme, and are therefore not immediately identifiable as initiatives and 

successes under the ambit of the Department of Culture, Heritage and the Gaeltacht. 

Irish language coverage:  The strong view from Galway-based staff, who deal primarily with Irish 

language and Gaeltacht matters, is that the Department does not do enough to cover Irish 
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language related issues and is slow to respond to regular negative media coverage in the Irish-

language media (TG4, Radio na Gaeltachta and tuairisc.ie). There was general agreement that 

there is a particularly high volume of press queries and reporting from the Irish language media. 

Staff also point to a recent lack of proficiency in spoken Irish among Press Office staff, although it 

should be noted that the Department has now addressed this issue and the Press Officer and all 

four staff in the office are now fluent Irish speakers.    

Promotion of NPWS – local level:   Local NPWS managers often conduct interviews with local 

newspapers and radio stations with most engagements generally being of an awareness raising 

nature.  However, practice can vary from region to region and media training is not provided.   

Promotion of NPWS - national: There is a generally held view among staff that most of the media 

coverage on the NPWS side relates to the Department’s regulatory and compliance roles with 

little promotion of the many positive aspects of what the NPWS does.  Additionally, there is a 

view that the Department does not actively counter negative media publicity. 

There was a very strong and consistent thread coming through from the engagement with 

Heritage staff that a significant amount of work needs to be done to better explain and promote 

the full spectrum of challenges facing Ireland’s natural heritage - for example, on species decline 

through to the impacts of biodiversity loss and ecological collapse.     

SOCIAL MEDIA 

During the evidence-gathering phase, the Department did not have a policy on the use of social 

media as a means of promoting its policies, activities and events. While prohibited across the 

great majority of the Department’s work, social media was nonetheless being used in discrete 

areas as follows:  

a) The Creative Ireland Programme and Culture Ireland have social media presences, with the 

former running both digital and social media platforms including its own Instagram account.  

b) Within the NPWS and NMS there is evidence of isolated pockets of social media use, typically 

Facebook pages, which are managed by local staff (many of newly recruited).  Examples include 

Glenveagh National Park which has its own Facebook page and the NPWS in Mullingar uses 

social media to increase awareness of its raised bog restoration EU LIFE project (The Living 

Bog), including Natura 2000 bogs and climate change.  Its Facebook page has over 10,000 

followers. 

Elsewhere however social media usage was prohibited at business unit level until very recently 

and all external communications had to be channelled through the Press Office - for example, 

staff in the National Monuments Service were required to seek clearance prior to uploading 

photos to the NMS Instagram account.   

Given that many of the NCIs and agencies under the aegis of the Department are operating on 

social media, it is a concern that the Department is missing out on shared communications 

opportunities.  As a first step in addressing this matter, the Management Board has recently 

agreed10 an interim policy on social media and aims to prioritise improving access to social media 

as part of the roll-out of a strategic communications policy.  

                                                           
10 At its meeting of 16 April 2019. 
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Findings:  Communications 

F1.12 Management and staff engagement: Senior management is investing considerable time 

in improving internal staff engagement.  The majority of staff acknowledge that effort and view it 

as a positive development. 

F1.13 CSEES Action Plan:  The recently published Action Plan which responds to the 2017 CSEES 

results focuses heavily on sustaining good internal communications. 

F1.14 Departmental newsletters:  Internal newsletters and a revamped Intranet provide 

channels for keeping staff informed about current developments within the Department.  

Managers and staff have an important part to play in sustaining and innovating these channels. 

F1.15 External communications: While the Centenary Commemorations and the Creative 

Ireland Programme highlight the ability of the Department to very successfully showcase its 

activities and achievements, scope exists to significantly improve overall external 

communications encompassing the work of the three Divisions and including a consistent and 

standardised policy on the use of social media. 

F1.16 Strategic communications:  The appointment of a Strategic Communications Officer and 

the establishment of a Strategic Communications Office reflects current policy within the wider 

Civil Service and is a welcome development.  

Recommendations  

R1.10 Staff engagement:  As strong communications and internal staff engagement are a central 

part of the Department’s CSEES Departmental Action Plan, it is imperative that each of the high 

level goals and actions are fully delivered on. 

R1.11 Communications strategy:  A priority deliverable for the recently appointed Head of 

Strategic Communications is to produce a comprehensive communications strategy (both internal 

and external) which should also consider the need for sectoral specific approaches to 

communications.  The strategy should set out a clear policy and framework for the appropriate 

use of social media throughout the Department as a whole.   
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2. POLICY AND STRATEGY 

STRUCTURE OF THIS CHAPTER 

Module 2 of the methodology template relates to POLICY AND STRATEGY. 

In this chapter, the Department’s capacity to initiate and shape policy, based on strong evidence 

and in consultation with key stakeholders, are assessed, along with its ability to prioritise in a 

dynamic environment of multiple and sometimes competing demands.   The structure of this 

chapter is as follows:   

Introduction:  Overview of the Department’s policy-making environment. 

Section 2.1, Capability for developing policy and strategy:  The influencing factors, and capability 

by policy area. 

Section 2.2, Strategic alignment between the Department, its agencies and the National Cultural 

Institutions (NCIs):  The degree of alignment between strategies and overarching policies and 

priorities. 

Section 2.3, Departmental business planning:  The effectiveness of internal business planning. 

Section 2.4, Priority v strategic:   The balance between accommodating immediate demands and 

progressing long range priorities. 

Section 2.5, Evidence-based decision making:  The capability and capacity for undertaking such 

work  

INTRODUCTION 

The Department has a very broad policy remit encompassing all aspects of culture, natural 

heritage, built heritage, Gaeltacht and the islands, and the promotion of the Irish language.  The 

remit also involves inter alia, measures to protect and sustain island and Gaeltacht communities, 

the transposition and implementation of complex EU legislation to protect Ireland’s biodiversity, 

the development of national policies on architecture, and a national programme to redevelop our 

cultural institutions and promote Irish culture as part of the Global Ireland initiative.   

While the Department has lead responsibility for the areas of policy and regulation under its 

remit, it depends on a number of agencies under its aegis to utilise their sectoral expertise to 

inform policy and strategy development.  The Arts Council, Heritage Council and Údarás na 

Gaeltachta are key contributors in this regard, although all agencies and NCIs are routinely 

consulted on policy matters.  The Department also depends on those institutions to deliver on 

policy and strategy, along with other Government Departments, local authorities and State 

agencies. 

2.1 CAPABILITY FOR DEVELOPING POLICY AND STRATEGY  

The extent to which the Department demonstrates leadership on policy and strategy-making is 

critical given its dependence on other Departments, agencies and the cultural institutions to 

deliver on its behalf.   

OVERALL LEADERSHIP AND CAPABILITY ON POLICY-MAKING   

There is a strong convergence in views expressed by internal and external interviewees that the 

Department should and does lead on the development of policy and strategy within its remit.  It 
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demonstrates a commitment to consultation with external stakeholders in the development of 

policy and strategy, recognising the particular expertise or advocacy roles of such stakeholders.   

The Department actively and demonstrably works across Government with other Departments 

and agencies in the preparation and delivery of policy and strategy in all three its functional areas.  

There are, however, some opportunities to enhance that capability as follows: 

1) Opportunities to leverage a strong, cross-Departmental policy/research function:  Although 

the Department demonstrates a commitment to evidence-based policy making, there is 

limited capacity and capability within divisions to undertake high quality research on new or 

emerging policy areas.    

The recent establishment of the Project Ireland 2040 Unit, with three economists, and 

augmenting the Evaluation Unit with a further economist/policy analyst is welcome.   

The Department could also consider opportunities to enhance internal research functions, 

including through project-based approaches, skills sharing and perhaps a centralised research 

function which could support line sections in the development of policy and strategy, as 

needed. This support would be additional rather than replacing existing policy research 

supports within divisions which vary depending on the professional, technical and other key 

skills sets available.   

2) Opportunities to enhance the utilisation of sectoral capabilities: While there is a clear 

recognition of the Department’s strong commitment to engagement and consultation with the 

agencies, NCIs and external stakeholders on policy and strategy development, there is a 

widespread view among them both that the Department could do more to leverage their 

sectoral specific expertise and research capability.  

Findings: Policy-making capabilities and skillsets 

F2.1 Expand policy-making capabilities:  The Department needs to increase its overall number 

of staff with policy-making capabilities, including formal strategic and analytical skills, and 

consider the possibilities for establishing a central research function.   

F2.2 Utilisation of sectoral expertise:  Allied to the above recommendation, consideration 

should be given to the greater utilisation of sectoral expertise from an early stage in the policy-

making process.   

Recommendations 

R2.1 Skills analysis: As a first step, the Department should undertake a gap analysis of 

available policy-making and analytical skills, as well as sector-specific professional and technical 

skills, with a view to determining the extent and nature of requirements.    

R2.2 Resource deployment: The Department should examine how the needs identified in 

recommendation R2.1 could be met, having regard to the necessity to maximise the utility of any 

additional resources and including consideration of the need for a central research function to 

support line divisions.   

R2.3 Leveraging sectoral expertise:  The Department should involve sectoral experts from its 

agencies and the NCIs at an early stage in the policy making process to leverage their expertise 

to augment the Department’s policy making capabilities.   
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POLICY-MAKING CAPABILITY BY SECTORAL THEME   

The Department has a strong divisional structure with key policies and strategies in place for each 

functional area (Culture, Heritage and Gaeltacht).  Policy coverage within the three divisional 

areas of responsibility is comprehensive, with significant policies in place or at drafting stage.  The 

Department’s primary policies and strategies are as follows:   

Functional area Policy documents 

Departmental Investing in our Culture, Language and Heritage – 2018 to 2027 

Culture Culture 2025 
Creative Ireland Programme 
Audio Visual Action Plan 

Heritage Heritage Ireland 2030 (Consultation) 
National Biodiversity Action Plan 2017 to 2021 
National Peatlands Strategy 
National Raised Bog Special Areas Conservation Management Plan 2017 – 
2022 
2014 Review of Raised Bog Natural Heritage Area Network 
Experiencing the Wild Heart of Ireland: A tourism interpretative masterplan 
for Ireland's National Parks 
Government Policy on Architecture (Consultation) 
National Landscape Strategy for Ireland 2015 – 2025 

Gaeilge, Gaeltacht and Islands 20 year strategy for the Irish Language 2010 – 2030 
Action Plan 2018 - 2022 (under the 20 year Strategy) 

2.1.1 CROSS-DEPARTMENTAL POLICY  

Other than its high-level Statement of Strategy (discussed in section 2.3), the Department has only 

one cross-Departmental strategy, Investing in our Culture, Language and Heritage 2018 to 2027.  

The absence of other such policies or strategies is undoubtedly influenced by the distinct sectoral 

areas within the Department’s remit and the frequent reconfigurations of functional 

responsibilities. 

Development of the ICLH:  The development of Investing in our Culture, Language and Heritage 

(ICLH) was part of the Project Ireland 2040 initiative across Government, with the Department 

capitalising on its capacity to deliver ambitious programmes following the delivery of positive 

outcomes related to its commemorative and Ireland 2016 programmes.  The strategy was 

developed by a small team involving representatives from all Divisions, including the Corporate 

Division.  Additionally, the agencies under the aegis of the Department were consulted as part of 

the development of ICLH.   

Evidence base of the ICLH:  The evidence-base for many of the priority investment areas in the 

ICLH had been in place at the outset of the preparatory phase, as much of the necessary research 

had already been done before the recession which commenced in 2008.  While there were some 

ad hoc engagements with staff at AP and below in the preparation of the ICLH, there were 

significant and externally-led time constraints on the development of strategy which may have 

limited opportunities for staff engagement.  

Estimates expenditure framework:  The Department currently has a capital expenditure 

framework to 2027 set out in Project Ireland 2040 and is engaged in preparations for its current 

expenditure Estimates bid which incorporates initial consideration of current expenditure to 
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2025.11  This is considered beneficial in ensuring cohesion between the strategic approaches of 

the three policy Divisions, as well as creating opportunities to identify synergies across functions.   

Findings: Cross-departmental policy 

F2.3 Investing in Our Culture, Language and Heritage plan:  The development of Investing in 

our Culture, Language and Heritage (ICLH), as the first cross-Departmental strategy, has been a 

useful exercise in examining how discrete elements of the Department’s functional 

responsibilities sit together under common themes such as enhancing amenity, promoting well-

being, and supporting rural communities.  

F2.4 Current expenditure Estimates bid:  The development of an Estimates bid for the 

Department’s current expenditure programme to 2025 is a very positive initiative. 

Recommendation 

R2.4 Engagement on strategy:  The Department should consider opportunities to engage staff 

at grades not covered by the Senior Management Group in the development of policy and 

strategy.   

2.1.2 CULTURE POLICY  

In the area of Culture policy, the Department has three policy frameworks in place:  (a) Culture 

2025, (b) the Creative Ireland Programme and (c) the Audio Visual Action Plan. 

a) Culture 2025:  The Department developed an overarching cultural policy framework, Culture 

2025, which was presented to the Joint Oireachtas Committee on Culture, Heritage and the 

Gaeltacht in September 2015.  The document sets out a high-level vision for the cultural sector 

and outlines priority action areas.  It proposes the development of a cross-sectoral action plan, 

guided by the policy priorities in Culture 2025, to underpin and implement the policy 

framework.  

In the development of the policy framework, the Department engaged extensively with 

stakeholders through an open consultation on a published discussion document, a series of 

local workshops12 including a World Café in Dublin, and a colloquium of cultural stakeholders.  

It was overseen by a Steering Group which also included a range of external stakeholders.  

Although the Department demonstrated strong leadership and best practice in the 

development of Culture 2025, the strategy remains in draft stage and the sectoral action plan 

has not yet commenced.  Although Culture 2025 is being used as part of the policy context 

within the Culture sector and is guiding action in that regard, its draft status is limiting its wider 

application.  

b) Creative Ireland Programme:  The Department led on the development of, and is leading on 

the delivery, of the Creative Ireland Programme which incorporates the work of a number of 

business units across the Culture Division.  It originated from the highly successful delivery of 

the Ireland 2016 programme, and is now a key delivery mechanism for Culture 2025.  The 

Creative Ireland Programme is aimed at ensuring that every citizen has an opportunity to meet 

their creative potential as well as working to embed creativity at the heart of government 

policy.   

                                                           
11 Timeframe is aligned with Taoiseach’s commitment to double funding to the arts and culture over the period to 2025.   
12 Workshops were held in Cavan, Cork, Galway, Limerick, Kilkenny and Dublin. 
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The discrete elements of the programme are being delivered internally by the Creative Ireland 

Programme Team (Children and Youth, Creative Communities), Culture Ireland (Global 

Reputation including Global Ireland 2025), the Arts, Film and Investment Unit (Cultural 

Infrastructure and Creative Industries, Audio Visual Strategy), and the Cultural Policy and 

Institutions Unit (Cultural Infrastructure).  There is also strong cross-Government input from 

the Department of Education and Skills, Department of Children and Youth Affairs, the 

Department of Housing, Planning and Local Government, the local government sector, the Arts 

Council and the Heritage Council.   The emphasis that was placed on evaluation in the design 

of the Creative Ireland Programme is noted as particularly positive in terms of best-practice in 

policy and strategy development.    

c) Audio Visual Action Plan:  In June 2018, the Department published an Audio Visual Action Plan.  

The action plan is evidence-based and responds directly to the economic sectoral analysis 

commissioned by the Department.  It was developed through a consultative process and was 

overseen by a steering group including sectoral representatives.  The Plan provides measurable 

outputs by which to evaluate progress on delivery.  

2.1.3 HERITAGE POLICY  

While previously the Heritage Council had been considered the driver of Heritage policy, that 

function is now vested in the Department, although it does consult extensively with the Council 

on areas where it has a sectoral expertise.  

Heritage Ireland 2030 consultations:  The Department has a broad range of Heritage policies and 

strategies in place (set out preciously in the table in section 2.1) which will now operate under 

the umbrella of Heritage Ireland 2030.  Currently at consultation stage, it will be the first national 

heritage plan to encompass all aspects of natural and built heritage, and will provide the high-

level policy framework for action to 2030.   

Discussion document:  The Department has invested significant time and effort in inclusive 

consultation.   That began with an internal ‘think tank’ involving expertise being drawn from 

across the Heritage Division and the Heritage Council.  That group developed a discussion 

document which is being used as the basis for public consultation, regional meetings and 

discussions at the National Biodiversity Conference.  The consultation process has involved some 

90 consultation events and has received over 2,000 written submissions.   

Project group:  A project-based group, similar to the group that developed the discussion 

document, is reviewing the submissions and outputs from the consultations and presented its 

initial findings at a consultation day.  Following this further consultation, the strategy will be 

developed and then submitted to the Minister and Government.   

2.1.4 GAEILGE, GAELTACHT AND THE ISLANDS POLICIES  

The Department has lead policy responsibility for the Irish language.  In 2018, it developed a 5 

year implementation plan for the 20 year strategy for the Irish Language.  This action plan involved 

significant cross-Government engagement to ensure commitment to the delivery of key actions 

by outside agencies.  It is also working on the development of a Digital Plan for the Irish Language 

and an integrated Gaeltacht and Irish language Arts Strategy in partnership with Ealaín na 

Gaeltachta and the Creative Ireland Programme.  The Department also operates a partnership 

approach with Údarás na Gaeltachta on policy relating to language planning, given its role in 
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implementing such policies.  It is preparing to commence work on a cross-Government strategy 

for the islands later in 2019.   

Findings: Sectoral policy development 

F2.5 Development of policy:  Across the three divisional areas, the Department demonstrates 

a strong commitment to consultation as part of the policy development process. 

F2.6 Culture 2025:  The finalisation of the policy framework and the development of the cross-

sectoral action plan will further enhance the policy context for the culture sector.   

Recommendation 

R2.5 Action plan on Culture 2025:  The Department should finalise Culture 2025 and 

commence the development of the associated cross-sectoral action plan.  

2.2 STRATEGIC ALIGNMENT BETWEEN DEPARTMENT, ITS AGENCIES AND THE NCIs  

There are 15 organisations, comprised of agencies and NCIs, operating under the aegis of the 

Department, the majority of which operate in the Culture sector.  The Department has effective 

arrangements in place for regular engagement with the institutions on the development of their 

strategies as part of its general oversight and governance arrangements.  Typically, this 

engagement involves consideration of draft strategies prior to their formal submission to the 

Department.   

Early consultations:  Because of the strong procedural consultations between the Department 

and its agencies and NCIs as part of the ongoing liaison arrangements, no particular problem is 

evident in terms of the alignment between the strategies of the Department and of those 

organisations under its aegis.  Nonetheless, it was suggested that there may be scope for 

improved alignment if the Department were to engage with individual institutions when they are 

about to embark on developing strategy documents.  

Early engagement with agencies and NCIs:  It was proposed that a reciprocal arrangement be put 

in place whereby agencies and NCIs would be engaged at policy concept stage as well as at 

consultation stage on Departmental policies.  It was considered that this would help them fulfil 

their, often statutory, advocacy functions, as well as ensuring the necessary sectoral expertise is 

available to the Department in the development of policy (discussed in section 2.1).  As mentioned 

already in Chapter 1, a vehicle similar to the Council of National Cultural Institutions (CNCIs)13 , 

but with a membership incorporating all of the agencies and NCIs under the aegis of the 

Department, could be a useful vehicle in this regard.    

Agencies’ and NCIs’ strategies and ICLH:  The review considered the alignment between on the 

one hand the strategies of the Department’s agencies and the NCIs and on the other hand 

Investing in Our Culture, Language and Heritage 2018 to 2027 (ICLH), which is the Department’s 

sectoral plan under Project Ireland 2040.  As mentioned in section 2.1, the strategy was developed 

in consultation with the agencies and NCIs with particular regard having been given to the 

development plans in place or at draft stage.  As such, there is close alignment between the 

strategy and the investment and development strategies of the various institutions.  There is also 

                                                           
13 The Council of National Cultural Institutions is a statutory body established under the Heritage Fund Act, 2001.  Its 
membership comprises the Directors of the National Archives, National Library of Ireland, National Museum of Ireland, 
National Galley of Ireland, Arts Council, Heritage Council, Irish Museum of Modern Art, National Concert Hall, Chester Beatty 
Library, Abbey Theatre, and the Crawford Art Gallery.   

http://www.irishstatutebook.ie/2001/en/act/pub/0044/index.html
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complementarity between ICLH and other Departmental strategies and policies - for example, the 

five year implementation plan on the Strategy for the Irish Language 2010 to 2030 incorporates 

actions identified under ICLH.   

That said, there is scope to enhance that complementarity both in terms of the development of a 

single vision for the Department’s current funding strategy and enhancing the links between the 

ICLH and the Cultural Infrastructure Pillar under the Creative Ireland Programme.     

Delineation of responsibilities:  Throughout the review, the different policy approaches to culture, 

creativity and the arts were emphasised, as were the respective roles of the Department and the 

Arts institutions in developing policy.  Opportunities for clearer delineation between the 

responsibilities for high-level policies and internal sectoral policies were highlighted as an area 

warranting further review.  The involvement of the agencies and NCIs in the development of intra-

sectoral policies and strategies as part of their advocacy and advice functions (often provided for 

in legislation) should, in turn, complement higher-level Departmental policies.   

Finding: Alignment between strategies of Department and of agencies and NCIs 

F2.7 General strategic alignment:  There is good alignment between the strategies of agencies 

under the aegis of the Department and the Department’s own policies and strategies due in large 

part to strong oversight and engagement arrangements.  There is scope however to enhance the 

strategic alignment between both, in part through greater engagement and utilisation of sectoral 

expertise within institutions at the policy concept stage and reducing the distinction between 

high-level policy and intra-sectoral policies.   

Recommendation 

R2.6 Early engagement with agencies and NCIs on policy development:  The Department 

should consider enhancing its engagement with its agencies and NCIs at an early stage in the 

policy development process (concept stage) and should work to ensure a greater strategic 

alignment between the strategies of the Department and those of its agencies and NCIs.   

2.3 DEPARTMENTAL BUSINESS PLANNING 

The Department’s internal business planning revolves around its Statement of Strategy which is 

set by reference to the following vision: 

To promote, nurture and develop Ireland’s arts, culture and heritage; to support and 

promote the use of the Irish language and to facilitate the development of the Gaeltacht 

and Islands.  

The Statement of Strategy provides a framework for detailed business planning at business unit 

level, within which individual performance management is set.  The process involves the following 

two steps: 

a) Preparation of the Statement of Strategy:  Every three years or when a new Minister is 

appointed,14 the Department is obliged to prepare and publish a new Statement of Strategy, 

setting out the Minister’s and Department’s key priorities.  It sets out five high level goals which 

                                                           
14 In 2018, the Department, on foot of the appointment of Minister Josepha Madigan in later 2017, published a new 
Statement of Strategy for 2018 to 2020. 
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are supported by a series of enabling high level actions and aligned to a number of specific 

intended outcomes.15  

b) Preparation of business plans:  The Department’s divisions, each headed by an Assistant 

Secretary, and their constituent business units use the Statement of Strategy to produce 

annual business plans which in turn should form the basis for individual role profiles for all 

officials as part of the formal Performance Management Development System (PMDS). 

c) Presentation of business plans:  In addition to the Corporate Governance Unit’s oversight of 

all business plans, the Heads of individual Units (typically at Principal Officer level) present 

their annual business plans to the Management Board.    

Over the course of evidence gathering, views were sought on the effectiveness of the process:   

a) Engagement on Statement of Strategy:  When developing its three-year Statement of Strategy, 

the Department engages reasonably well: internal engagement is good but generally 

diminishes at HEO grade and below across the organisation.  Enhanced consideration of risks 

and enablers, as well as a more concrete expression of sectoral objectives, were identified as 

possible areas for improving its relevance to the business planning process. 

b) Engagement on business planning:  While business planning is generally done well, there are 

variations in the quality of analysis to inform the business plan and the depth of engagement 

within individual business units.  In more operational areas, there was a sense that business 

plans change little from year to year, with a consequently lower engagement in the process. 

Engagement by staff in the preparation of business plans is generally good across the 

Department although, as with the Statement of Strategy, it diminishes at lower grades with 

some staff reporting dissatisfaction with the level and quality of engagement in the business 

plan. 

c) Engagement on business planning – Unit and Divisional meetings:  The Department has a policy 

requiring that meetings be held as part of the business planning process; however, the extent 

to which this policy is being implemented varies and the participation by staff at some 

meetings is limited by grade.  The Department’s CSEES Action Plan, which was prepared in 

response to the recent series of town hall meetings, seeks to improve practice in this area.  

d) Engagement on business planning – Management Board:   The Department’s POs present to 

the Board on their business plans every year.  The emphasis is on key achievements in the 

outgoing year and the priorities for the year ahead.  Typically, the presentations are grouped 

together as follows: Culture, Built Heritage, Natural Heritage, Gaeltacht and Corporate.   

e) Links between Business Plans and PMDS:  The link between business plans and individual’s 

PMDS is being made within the Department; however, as with engagement on business 

planning, it varies between business units.  

Findings:  Statement of Strategy and Business Planning 

F2.8 Statement of Strategy:  The Department’s Statement of Strategy is, as is typical for such 

documents, presented at a very high level; however, this may also be a factor in the reported ‘lack 

of ownership’ of the document by some staff.  The contextualisation of the document and the 

                                                           
15 https://www.chg.gov.ie/about/strategy/statement-of-strategy/ 
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need to be more specific on sectoral objectives, and risks and enablers for delivery, were noted 

as possible ways to improve the link with the business planning process.   

F2.9 Engagement on business planning:  The Department is making efforts to ensure the 

policies around business planning support meaningful engagement with all staff.  However, 

practices around engagement in both the delivery of the plans and in monitoring their delivery 

vary across the Department, as does the link between business planning and PMDS. 

Recommendations 

R2.7 Review of Statement of Strategy:  The Department should, at the next review of its 

Statement of Strategy, consider  its sectoral objectives, as well as whether there is scope to 

provide additional information around risk and mitigating actions in particular sectors or areas. 

R2.8 Review of business planning:  The Department should consider undertaking a review of 

business planning practice across the Department to develop a set of best practice guidelines for 

their development.  It may be useful to consider utilising grade networks - e.g. HEO/AO grade - to 

undertake this work as part of the overall commitment to enhanced engagement with staff.  

R2.9 Progress reporting to Board:  The Management Board may wish to consider how it might 

enhance progress reporting on business plans throughout the year. 

2.4 PRIORITY V STRATEGIC 

The Department is challenged to be responsive to the evolving needs of citizens and the political 

system while at the same time progressing its priorities and delivering on its services in a 

professional and timely manner.  That said, there were a number of Department-specific 

challenges linked to resource constraints which were highlighted as having a negative impact on 

the Department’s capacity to give leadership and achieve an appropriate balance between 

accommodating immediate demands and progressing long range priorities: 

a) Staffing:  There is strong evidence to suggest that staff constraints are limiting the 

Department’s capacity to act strategically across all Divisions, particularly where staff are not 

replaced or where new functions and activities are introduced without attendant increases in 

staffing.   The Department is working to address these issues in three main ways:  securing 

additional resources through the annual Estimates process, restructuring of the Vote to 

improve the balance between administrative (pay and non-pay) and programme funding, and 

the move to a more strategic model of HR.   

b) Programme funding:  There is a strong conviction among internal stakeholders that the impact 

of funding constraints during the economic crisis have resulted in a focus on short term issues.  

The Department has, in the past number of years, achieved some improvements in this regard; 

however, these must be viewed as the first steps in a longer-term plan to address these 

constraints.   

By way of response, the Department is working to leverage its programme funding through 

strategic partnerships e.g. the strategic partnership with Fáilte Ireland on the Tourism 

Interpretative Master Plan, joint funding with the Department of Housing, Planning and Local 

Government on the Creative Communities initiative, and matched funding for additional 

capital projects under the Urban and Rural Regeneration and Development Funds, and through 
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partnerships with local authorities.16  It has also commissioned an economic analysis into the 

revenue generating capacity of the National Parks as part of its work to identify a sustainable 

funding model for the Parks - see section 3.1.  The Department also works innovatively with 

the university sector to develop the Irish language - e.g. Massive Open Online Course (MOOC). 

Finding: Resource constraints and structural strategic changes 

F2.10 Resource constraints and strategic capability:  The Department has sometimes had to 

focus on short-term considerations and demands due to significant resource constraints which 

are beginning to be addressed through an improving annual Vote allocation.  It is also working to 

address these issues through strategic leveraging of its funding through such mechanisms as 

strategic partnerships and joint funding opportunities.  

Recommendation  

R2.10 The Department should explore all opportunities to leverage its funding including through 

EU structural funding and philanthropic opportunities under its National Cultural Institutions 

Investment Programme (Project Ireland 2040), and through an exploration of opportunities to 

introduce a sustainable funding model for the National Parks based on the findings of economic 

analysis commissioned recently.       

2.5 EVALUATION AND APPRAISAL 

Responsibility for compliance with the Public Spending Code, particularly as it relates to appraisal 

and evaluation, rests with individual business units within the Department.  The broad spectrum 

of investments across the Department causes the requirements around appraisal and evaluation 

to vary widely.  In general there was a sense that appraisals are being undertaken but that the 

capacity and capability to do so well are not always present in business units. 

ECONOMIST/POLICY ANALYSIS RESOURCES 

The business units are supported by the Evaluation Unit.  The Evaluation Unit conducts spending 

reviews of current expenditure (which in 2019 accounts for 78% of all Departmental voted 

expenditure). It also undertakes ex post evaluations of both capital and current expenditure, and 

provides training and advice on the application of the Public Spending Code.   

The recently established Project Ireland 2040 Unit provides direct technical support for the 

appraisal of capital funding projects, schemes and programmes under Investing in our Culture, 

Language and Heritage (ICLH).  The Project Ireland Unit also has responsibility for programme 

level oversight of capital investment including in relation to compliance with the Public Spending 

Code.   

Currently the resources assigned to these two Units are 5 economists/policy analysts (1xAP and 

1xAO in the Evaluation Unit and 1xPO, 1xAP and 1xAO in the Project Ireland 2040 Unit).  It is noted 

that this includes two new AO economists which is particularly welcome given the challenge, 

identified by stakeholders, to ensure the requisite standards of appraisal are met under the ICLH.   

PROGRAMME OF APPRAISALS 

Given the scope and scale of the ICLH programme and the fact that most of the appraisal work 

will fall into the 2018 to 2020 period, there is a need for the Department to make every effort to 

                                                           
16 This is particularly prevalent for Gaeltacht and islands infrastructure projects  
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ensure that the requisite resources are available in the Project Ireland 2040 Unit and across 

business units to meet this challenge.   

Additionally, the Project Ireland 2040 Unit is charged with conducting a review of the other skills 

and resources required to support the delivery of the capital investment programme under the 

ICLH with a view to bringing forward recommendations as to how they will be met in due course.  

This review will be in parallel with a similar cross-Government exercise currently underway in the 

Department of Public Expenditure and Reform.   

PROGRAMME OF EVALUATIONS 

The Department’s programme of ex post evaluations is a key element of the Evaluation Unit’s 

work, with the following positive points having emerged: 

a) High-quality products:  Both internal and external stakeholders found that the ex post 

evaluations are produced to a high standard and include measurable actions which are 

followed up as part of the annual Quality Assurance Process under the Public Spending Code.  

b) Partnership model:  Throughout an evaluation, the Evaluation unit works closely with the 

business unit and, as required, with the relevant agency or NCI.  In the case of the reviews of 

the Arts Council and Heritage Council, they were linked with their own strategy development 

processes.     

Notwithstanding such positive feedback, the capacity constraints of the Unit were noted as an 

ongoing challenge.      

Finding: Appraisal and evaluation 

F2.11 Appraisal and evaluation capacity:  The Department has two units dedicated to 

supporting appraisal work (Project Ireland 2040) and evaluation (Evaluation Unit) across the 

Divisions.  However, there are concerns as to the capacity of the current structures to support the 

delivery of Investing in our Culture, Language and Heritage.   

The need to enhance capacity for appraisal has been identified as a particular short-run challenge, 

but one which will diminish as projects move through the public spending code lifecycle.  Similar 

capacity constraints exist within the Evaluation Unit which should also be addressed with a view 

to expanding its annual programme of training, number of evaluations and provision of research 

supports.  

Recommendations 

R2.11 Appraisal challenge:  The Department should actively manage the short-run appraisal 

pressures, including the provision of additional resources to the Project Ireland 2040 team, to 

ensure that the delivery of Investing in our Culture, Language and Heritage is not delayed or 

impeded. The opportunities for cross-divisional project teams, skills-sharing, and standard 

guidance and templates should all be explored as part of the consideration of these pressures.  

R2.12 Evaluation Unit:  The Department should examine opportunities to expand the capacity 

of the Evaluation Unit with a view to enhancing the service it provides across the Department.  
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3. DELIVERY 

STRUCTURE OF THIS CHAPTER 

This chapter examines module 3 of the methodology template which relates to DELIVERY and is 

focused on four broad themes as follows:   

Section 3.1, Implementation of policy:  The ability of the Department of Culture, Heritage and the 

Gaeltacht (DCHG) to oversee and drive implementation internally by its divisions and externally 

across the Government system. 

Section 3.2, Risk management: The policy, approach and structures around risk management, 

including the risk registers, risk committee and risk awareness, as well as the audit function.  

Section 3.3, Governance:  The structures and features of the Department’s governance model, 

and the oversight and liaison arrangements in place between the Department and its agencies 

and the National Cultural Institutions (NCIs).  

Section 3.4, Customer service:  The service provided internally and externally, including through 

the medium of the Irish language. 

BACKGROUND ON DELIVERY 

The Department has extensive contact with the general public, notably through the National Parks 

and Wildlife Service (NPWS), the National Monuments Service (NMS), the services provided by 

the Department to Gaeltacht and island communities, Culture Ireland and the Creative Ireland 

Decade of Centenaries programme.  It also has ongoing engagement with a wide variety of 

statutory, voluntary and community organisations.    The Department delivers projects directly - 

for example, in its National Parks and Nature Reserves, while also overseeing the delivery of 

projects by grant-funded organisations.      

3.1 IMPLEMENTATION OF INVESTING IN OUR CULTURE, LANGUAGE AND HERITAGE (ICLH)  

Under Project Ireland 2040, the Department has been allocated a capital envelope of €1.188 

billion for the period 2018 to 2027, details of which are set out in the Department’s investment 

programme, Investing in Our Culture, Language and Heritage (ICLH). In broad terms, the 

breakdown across the Department’s three divisional areas in allocations is as follows:   

Sector Capital allocation 

Culture €725m 
Heritage €285m 
Irish language, Gaeltacht and Islands €178m 

 Total €1.188bn 

 

CONFIDENCE BOOSTERS FOR DELIVERY OF THE ICLH 

As the Department plans for delivery of the ICLH programme, there is much of a positive nature 

from which it can draw confidence:   

a) Delivery record:  The Department has a good track record of delivery over the years.   It 

oversaw the successful delivery of the widely acclaimed Ireland 2016 commemorative 

programme, 39 projects under the Arts and Culture Capital Scheme (ACCESS), the renovation 

of the Dargan and Milltown wings of the National Gallery of Ireland, and the refurbishment of 

Killarney House.  
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b) Strong evaluative mechanism:   The Evaluation Unit exercises strong oversight of both its own 

projects and those under the auspices of the Department’s agencies and the NCIs.  It is 

supported in its work by Oversight and Performance Delivery Agreements and, for a number 

of schemes, by spot checks conducted by an architect or engineer. 

c) Wide-ranging consultations:   In early 2019, the Department has been engaging directly with 

its agencies and the NCIs on implementing the ICLH investment programme, with a focus on 

requirements and best practice.  There have also been exploratory discussions with the 

Department of Public Expenditure and Reform (DPER) and the Office of Public Works (OPW), 

as well as between the Project Ireland 2040 Unit and individual business units involved in 

delivery.     

d) Strong central participation:    The Department participates positively on the Project Ireland 

Delivery Board17 and associated consultative structures.  Within that context, the Department 

has been to the forefront in highlighting delivery concerns relating to capability and capacity 

challenges on Project Ireland 2040 and seeking to have them addressed in a centralised and 

coordinated way. 

e) Opportunity and challenge:  There is a well-developed sense at Management Board level and 

beyond that the Department is moving into a new phase with the Project Ireland 2040 

investment programme which represents a major step-change in the State’s approach to 

cultural investment.  There is a strong commitment amongst all concerned to achieve 

successful and sustainable outcomes.    

PROJECT IRELAND 2040 DELIVERY CHALLENGES 

The Department’s Project Ireland 2040 plan, Investing in Our Culture, Language and Heritage 

(ICLH), has a number of notable features which will give rise to challenges: 

a) Diversity - type and scale:  There is significant diversity in the type and scale of projects covered 

by the investment programme from enterprise development supports (€105 million 

investment by Údarás na Gaeltachta, €200 million investment by Screen Ireland), to an 

extensive redevelopment programme for the National Cultural Institutions (€460 million) to a 

broad range of actions to protect our national heritage including supports for the Heritage 

Council, enhancing amenities in National Parks and Nature Reserves, to measures to protect 

our built heritage (€285 million).  

b) Multiple partnerships:  The Heritage Investment Programme is multi-faceted with investments 

across built and natural heritage, and a wide range of partnerships including the OPW, local 

authorities, the Heritage Council and Fáilte Ireland.  For the NMS elements of the programme, 

there is need for significant conservation planning which will require archaeological expertise, 

as well as programme and project management expertise.  A critical deliverable in that respect 

will be the development of a 10-year maintenance plan for built heritage for submission to the 

OPW. 

c) Delivery by agencies and NCIs:  The Department has provided sanction for a contract project 

manager post in the National Library of Ireland as a first initiative in ensuring the requisite 

                                                           
17 This Board was established centrally to ‘promote a systematic and integrated whole-of-government approach to the 

implementation of the infrastructure projects and investment programmes detailed in Project Ireland 2040.’ The Investing 
in Our Culture, Language and Heritage plan is part of the Project Ireland 2040 investment strategy. 
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project management skills are available in its agencies and NCIs, has secured agreement to 

include them in the DPER review of capacity and capability for the delivery of Project Ireland 

2040 across Government, and its Project Ireland 2040 Unit is developing guidance and 

templates for the management of projects.18 

d) Steep delivery curve:  Much of actual delivery, notably heritage projects, will be back-ended 

over the life of the strategy, with the early stages being devoted primarily to appraisal and 

planning activities.  Nonetheless, there will still be a significant acceleration in expenditure 

over a relatively short period - for example, from €54 million in 2018 to €110 million in 2022.  

e) Multi-annual financial management:  The quantification of multi-annual funding requirements 

on a project-by-project basis will be a challenging undertaking, not least because of the need 

to balance the expectations of individual project promoters against the Department’s capacity 

to oversee multiple projects at varying stages of development.  With that context in mind, a 

workshop was held between the Department and the OPW in July 2018 on investment needs 

and sequencing of delivery, having regard to project readiness.  On foot of this engagement, 

the Department and the OPW have established a high-level group, which meets on a monthly 

basis, to plan for delivery of the shared elements of the ICLH programme.   

f) Revenue-generation:  There is significant latent demand in terms of upgrading facilities in 

National Parks and Nature Reserves.  The Tourism Interpretative Master Plan - a strategic 

partnership with Fáilte Ireland - is a good example of how Departmental funding may be 

leveraged to deliver more projects.  In this regard, the forthcoming research on the revenue-

generating capacity of the National Parks and the options for a more sustainable funding model 

will be important.   

g) Specialist skills requirements for programme delivery:  The evidence gathering has revealed 

concerns that the Department does not have the requisite capacity and capability to deliver its 

part of the Project Ireland 2040 investment programme.19   Notably though, the Department 

has recently established a Project Ireland 2040 Unit which will undertake programme oversight 

functions, as well as providing key technical support for the appraisal stages of projects.   

At present, there are deficiencies in the availability of some specialist skills e.g. procurement 

and contract management expertise, quantity surveying, architecture, engineering.  Given that 

the Department will have direct responsibility for the delivery of some projects within its 

programme, there is a need for project management skills.  The Department will continue to 

address this particular skills deficit through its Learning and Development programme.  The 

Project Ireland 2040 team is also contributing to the overall review of skills needs for the 

delivery of Project Ireland 2040 being under taken by DPER.   

h) Economies of scale through sharing:  In the Department, agencies and NCIs, there is a clear 

openness to explore possible economies of scale through skills and knowledge sharing, 

secondment arrangements and strategic partnerships with other Departments and State 

bodies. 

                                                           
18 There is a widespread view that the Department, its agencies and the NCIs will need to engage professionally competent 
staff on the ground to oversee consultants and contractors who will be delivering the capital projects, especially for the 
seven major building projects for delivery under the ICLH, two of which have started - see Appendix 3. 
19 Senior management at all grades share this view.  
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CURRENT SPENDING TO SUPPORT CAPITAL PROJECTS 

It is acknowledged across the government system, including in DPER, that Departments will need 

a certain amount of current expenditure allocations to support the delivery of Project Ireland 

2040.  With that aim in mind, an extra €16.5 million has been provided in DCHG’s current 

allocation for 2018 and 2019 (a 7% increase), some of which it can use as it sees fit for additional 

staff to support delivery of capital projects under the Project 2040 plan.   

The National Archives represents a further example of current expenditure constraint within the 

Department where the provisions of the National Archives Act 2018, which provides for the 

reduction from 30 years to 20 years in the period after which State papers are to be released, is 

placing increased pressure on an already stretched and busy section.  

PROJECT IRELAND 2040 DELIVERY MECHANISMS ALREADY IN PLACE 

The Department has already taken action to introduce structures and guidance on the delivery of 

Investing in Our Culture, Language and Heritage, as part of the wider Project 204020 in line with 

central policies and structures.  The following sets out details of the delivery supports and 

structures in place both centrally within DPER and within the Department:   

Cross-departmental delivery structures and supports 

a) Project Ireland 2040 Delivery Board:  A high level Project Ireland 2040 Delivery Board has been 

set up.  Co-chaired by the Secretaries General of the Department of Public Expenditure and 

Reform (DPER) and the Department of Housing, Planning and Local Government (DHPLG) and 

comprised of Secretaries General from relevant Departments, one of its principal roles is to 

‘promote a systematic and integrated whole-of-government approach to the implementation 

of the infrastructure projects and investment programmes detailed in Project Ireland 2040.’  

b) Coordination Group:  This group which is comprised of Assistant Secretaries and Principal 

Officers with direct responsibility for delivery, sits below the Project Ireland 2040 Delivery 

Board. 

c) Programme Office:  A Project Ireland 2040 Investment Programmes and Projects Office (IPPO), 

based in DPER, supports the Delivery Board.  It is currently involved in updating the capital 

expenditure elements of the Public Spending Code, examining capacity and capability to 

deliver the capital programme across government, and tracking construction sector trends. 21  

DCHG structures and supports 

a) Project Ireland 2040 Unit:  This newly established Unit within the Department is providing a 

programme oversight function and technical support for appraisals, along with developing 

standard guidance and templates for delivery. 22  It also inputs into a project tracker tool which 

is maintained centrally by the IPPO and is currently being improved to include an interactive 

mapping features.   

                                                           
20 Project Ireland 2040 comprises two core parts: (a) National Planning Framework (NPF) aimed at shaping future national 

growth and development out to 2040 by guiding public and private investment, and (b) a 10 year National Development Plan 
2018 to 2027 (NDP), which will underpins the NPF by means of a €116bn investment programme 
21 Both the discount rate for appraisals and overall project life-cycle are being changed.   
22 Business Case development and Evaluation Frameworks; advice and support on the PSC, business case development and 

evaluation; and technical assessments of appraisals (single, preliminary and detailed), and evaluation plans. 



48 
 

b) Institutional arrangements:  The Department has agreed a set of institutional arrangements 

with the OPW which set out the respective roles and responsibilities of the sanctioning 

authority (DCHG), sponsoring agency (NCI) and contracting authority (OPW) for the NCI 

investment programme, as well as defining the oversight structures required for each project. 

c) Skills needs: As part of the workforce planning process, the Department has committed to 

appointing a number of staff to support the delivery of Project Ireland 2040 in 2019.  These 

resources include three economists/policy analysts to the Project Ireland 2040 Unit as well as 

additional resources to line divisions.  It is expected that additional resources will be deployed 

as the delivery demands of the Programme expand over the coming years.  

Findings:  Implementing Investing in Our Culture, Language and Heritage  

F3.1 Programme and project management capacity:  The Department has taken the first steps 

to ensuring that it has the necessary structures, staff and skills to deliver on the Investing in Our 

Culture, Language and Heritage (ICLH) programme. However, it is clear that the profile of skills 

and staff resources required will have to evolve as the programme progresses.   

F3.2 Relationship with OPW: The Department’s bilateral relationship with the OPW will be 

critical to the successful management of the ICLH investment programme.  While there is history 

of strong and effective cooperation, formal programme level arrangements recently put in place 

between the Department and the OPW and, at project level, between the Department, its 

agencies and the OPW, are considered helpful.     

F3.3 Master Plan:  The new Project Ireland 2040 Unit has developed an internal project tracker 

which is being populated at present.  This is a necessary first step to developing a master plan for 

delivery, which should provide for compliance with the Public Spending Code and set out 

investment needs, skills requirements and sequencing of delivery.   

F3.4 Revenue-generation potential:  There is potential for increasing the revenue generated 

by the National Parks. 

F3.5 Share arrangements: There is a willingness across the Department, its agencies and the 

NCIs to explore possible economies of scale through secondment arrangements between them 

and skills and knowledge sharing, particularly on best practice in project delivery, and to develop 

strategic partnerships with other Departments and State bodies.   

F3.6 Skills requirements:   Consideration of the amount and type of resources required to 

ensure the delivery of the investment as part of the Project Ireland 2040 cross-government 

capacity and capability review is an important and timely first step. Internally, the oversight 

function of the new Project Ireland 2040 Unit will be critical in that regard.   

Recommendations   

R3.1 Programme Master Plan:  One of the first tasks of the Project Ireland 2040 Unit should be 

the completion of an assessment of delivery under the Project Ireland 2024 investment 

programme.  The assessment should differentiate between types of projects, schemes and 

programmes and include estimates of investment needs, likely sequencing of delivery, and 

indicative timetables for commencement and completion.  It should also include consideration of 

skills needs over the short- and medium-terms.   
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R3.2 Compliance with the Public Spending Code and adherence to best practice: The 

Department’s role should be to ensure full adherence with best practice, especially on matters 

relating to governance, procurement and risk.  The role should also involve stewarding 

compliance with the Public Spending Code, including on the conduct of project appraisals.  In this 

regard, the Project Ireland 2040 Unit should develop standard guidance and templates to support 

business units in meeting their requirements to comply with the Code, as well as providing 

technical support and advice across the Department and to its agencies and the NCIs.  

R3.3 Revenue-generation:  On completion of the planned research on the revenue-generating 

capacity of the National Parks, the Department should take whatever follow-up steps are 

considered necessary.   

R3.4 Linkage with CNCIs and agencies:  The Project Ireland 2040 Unit should engage 

systemically with the Council of National Cultural Institutions (CNCI) and other agencies involved 

in delivering on the investment programme, a key aim being to share information and best 

practice on the practicalities of project management and compliance with the Public Spending 

Code. 

R3.5 Skills review:  In order to deliver the ambition of the investment strategy, a 

comprehensive skills needs analysis for delivering Project Ireland 2040 is needed.  This should 

incorporate consideration of a broad range of skills, including inter alia project management, 

procurement, quantity surveying, architecture, and engineering as well as relevant sectoral 

specific skills such as audio-visual and digitisation expertise, archaeologists and ecologists. 

3.2 IMPLEMENTATION OF SECTORAL STRATEGIES 

As part of this review, the Department’s approach to the implementation and delivery of a 

number of policies and strategies was considered including the Creative Ireland Programme, the 

Decade of Centenaries Programme, the 20 Year Strategy for the Irish Language and associated 

five-year Action Plan, and the National Biodiversity Action Plan (2017 – 2021).  This does not 

purport to be an exhaustive list, but rather to impart a sense of the Department’s overall approach 

to delivery and implementation.   

While the capacity for delivery of individual policies and strategies are assessed in sections 3.2.1 

to 3.2.5 below, the following findings are common across them: 

a) Implementation and evaluation are built into the design of strategies which is a best 

practice feature 

b) There are deepening linkages between financial inputs and programme outputs, with an 

increasing emphasis on measuring impacts, and 

c) Stakeholder engagement is inclusive, with efforts being made to build coalitions of 

common cause between the Department, its agencies, the NCIs and stakeholders.  

3.2.1 IMPLEMENTATION OF THE IRISH LANGUAGE STRATEGY 

The Strategy for the Irish Language 2010 – 2030 sets out 160 actions, involving 60 State and 

community organisations. The Department has lead responsibility for many of the actions and so 

too do Údarás na Gaeltachta and Foras na Gaeilge.   
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IMPLEMENTATION TO DATE:  For the first five years of the strategy, implementation was slow.  

However there have been two developments of significant note: 

a) Gaeltacht Act, 2012:  Delivery was given a significant boost with the enactment of this 

legislation which introduced the concept of language planning.  The Gaeltacht regions are now 

divided into 26 distinct planning areas and each is required to prepare an Irish language plan 

for sign-off at ministerial level.   

For the first time ever, Language Planning Officers are being put in place – 26 going up to 30 – 

to work on implementing the individual language plans at local level. The implementation 

period for each plan is seven years.    

Overall, the Department is satisfied with the quality of local level language plans and the extent 

of buy-in at community level.    

b) Action Plan 2018 to 2022:  At an overarching level, the Department, in close collaboration with 

Údarás na Gaeltachta, Foras na Gaeilge, the Arts Council and other public bodies, developed a 

five-year action plan to set in train implementation of the Strategy for the Irish Language 2010 

– 2030.   The plan includes 185 actions, for which there are targets, timescales and owners, 

both senior and supporting.  Each Department and some other State entities have signed up 

to delivering or progressing specific actions for each year over the five year period 

IMPLEMENTATION STRUCTURES:  Implementation is progressed by means of two structures, one 
national and the other local:  

a) Overarching implementation structure:  Oversight of the strategy and associated action plan 

is carried out by a senior officials’ group, which met for the first time in October 2018.  The 

group will submit a detailed progress report to Government every year.  Beyond this 

commitment to report to Government on implementation annually, the implementation 

arrangements would benefit from a specific or mid-term review mechanism to examine the 

effectiveness of delivery structures and impacts. 

b) Local area implementation structure:  Údarás na Gaeltachta has an important role in 

overseeing implementation of the local area plans.  It provides advice and support to 

community groups when developing their plans and ultimately recommends their approval to 

the Minister when completed to the requisite quality standard.  So far, 14 out of 26 Gaeltacht 

language plans have been approved, with the aim of having them all finalised by end-2020.   

Of particular importance is the need for synergy between the endeavours of the Department 

and Údarás at a local area level and those of the Department of Education and Skills at school 

level, whose strategy on the Irish language fits under the umbrella framework set out in the 

Strategy for the Irish Language 2010 – 2030.   

MEASUREMENT OF PROGRESS: The Department has embarked on a process to devise appropriate 

methods for measuring the impacts of Irish language policies and programmes as follows:    

a) Census of Population:  The Action Plan 2018 to 2022 is heavy on measurement, although the 

emphasis at present is on outputs, not outcomes.  However, a key goal is to shift the emphasis 

to outcomes and as a critical step toward that end, the Department has been working closely 
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with the Central Statistics Office (CSO) on devising a new set of questions for the Census of 

Population questionnaire to be used in 2021.  These questions are now being piloted. 

The main aim of the pilot and the subsequent Census will be the establishment of base year 

indicators on the health of the Irish language in terms of proficiency and usage.   Of critical 

relevance will be the number of people in communities speaking the language and the 

opportunities for them to do so, particularly in day-to-day social settings.  

b) Údarás na Gaeltachta pilot:  Údarás na Gaeltachta is about to launch an Irish language plan for 

the Cill Cholmáin area, which is aimed at promoting Irish language usage in the home and 

measuring the extent to which that happens - a strong indicator of a healthy language.  This 

initiative, while a very difficult undertaking, will assist with the development of indicators on 

Irish language usage and risk in a statistically reliable way over the years ahead. 

USAGE OF THE IRISH LANGUAGE IN THE PUBLIC SERVICE 

There is a strong view amongst key stakeholders that more needs to be done to enhance Irish 

language proficiency in the Civil Service.  However, there will be constraints in recruiting suitably 

qualified candidates.  To address this challenge, the Department has been working closely with 

the Public Appointments Service (PAS). It is noted that there are now much wider opportunities 

for Irish language speakers, including in the EU institutions, which will add to the general 

recruitment challenges. 

Findings:  Implementation of the Irish language strategy 

F3.7 Methodology:  The methodology for progressing the ambition of the Strategy for the Irish 

Language 2010 – 2030 is comprehensive and appropriate.  The inclusion in the high level five year 

action plan of a wide range of actions for delivery, set to timescales and responsible owners, 

constitutes good practice. 

F3.8 Community engagement:  The process led by Údarás na Gaeltachta in supporting the 

development and implementation of the 26 local area Irish language plans offers considerable 

promise.  Good practice is evident from the intensive engagement with local communities, and 

the mentoring role being applied.  

F3.9 Synergies:  There is a strong synergy and complementarity between the objectives of the 

high level Action Plan 2018 to 2022 and those of the local area planning initiatives.  The two 

initiatives are set to the core aim of preserving and developing the Irish language as a community 

and family language in the Gaeltacht.      

F3.10 Measurement of impacts:  Good attention is being given to measurement, including 

innovative GIS mapping of results, although the emphasis at present is on outputs, not outcomes.  

F3.11 Link with education:  There will a need for considerable synergy between the work of the 

Department and Údarás na Gaeltachta at a local area level and that of the Department of 

Education and Skills at school level.  

F3.12 Irish language in Civil Service: The Department should continue its work with the Public 

Appointments Service (PAS) on facilitating the recruitment of suitably qualified Irish language 

speakers. 
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Recommendations   

R3.6 Census measurement:  Every effort should be made to ensure that all of the 26 local area 

Irish language plans will be finalised as planned by end-2020 or at least before April 2021 when 

the Census of Population will be conducted.  In that way, the new set of Irish language questions 

in the Census would provide base year indicators against which the impacts of local area language 

plans and high level government strategy could be measured thereafter.  

R3.7 Effectiveness measurement:  The Department should develop a plan aimed at measuring 

the effectiveness of local and national plans on the Irish language usage in the Gaeltacht at agreed 

intervals during the inter-census period 2021 to 2026.   

R3.8 Review mechanism:  The current oversight and implementation arrangements would 

benefit from an interim review mechanism on implementation of the Action Plan 2018 to 2022, 

aimed at reaching conclusions on the effectiveness of delivery structures and their impacts, and 

points to an changes necessary. 

R3.9 Synergy on education:  In order to ensure that the necessary synergies are being achieved 

between the goals of the Department and Údarás na Gaeltachta at a local area level and those of 

the Department of Education and Skills at school level, the above review should include specific 

provision to test that matter.   

3.2.2 IMPLEMENTATION OF THE CREATIVE IRELAND PROGRAMME  

The Creative Ireland Programme is a legacy initiative designed to harness the creativity and energy 

unleashed by the 2016 centenary commemorations.  Originally established as a policy framework, 

it now acts as a delivery agent as well.  The programme is organised around five Pillars, the 

implementation of which is overseen by a Senior Officials’ Group under the aegis of the 

Department of the Taoiseach.   

IMPLEMENTATION OF PILLAR 1 - Enabling the Creative Potential of Every Child:   A core objective 

of Pillar 1 is to ensure that every child in Ireland will have practical access to tuition, experience 

and participation in art, music, drama and coding by 2022.23  19 actions are set out for 

implementation by a variety of organisations, including the Department, the Arts Council, the 

Department of Education and Skills and the Department of Children and Youth Affairs. 

A key plan under this Pillar is ‘Creative Schools’.  Progress is overseen by a Project Implementation 

Group which is supported by a number of working groups.24  A notable feature of the plan is the 

emphasis given in its design to evaluation. This innovation, although imposing additional 

requirements on the bodies tasked with implementation, is regarded favourably by them.  

Overall, the implementation mechanisms are strong, involving a mix of formal and informal 

arrangements, including regular meetings between the Director of the Creative Ireland 

Programme and representatives from the Department of Education and Skills.  There are very 

good relations between all the delivery organisations, including between the Creative Ireland 

team and the Arts Council.   

                                                           
23 This Pillar, which is aimed at children aged up to 14 years of age, is focused on primary, post-primary and DEIS schools, 

involving some 200 schools, and rising to 350 schools in September 2019. 
24 As part of the initiative a Primary School Teacher and a Post-Primary School Teacher are seconded to the Arts Council to 

advise on delivery. The two teachers report directly to the Department of Education and Skills. 
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IMPLEMENTATION OF PILLAR 2 - Enabling Creativity in Every Community:   Under this Pillar, 

there is an agreed co-funded three-year plan in place with the Department of Housing, Planning 

and Local Government (DHPLG).25  The plan is supported by five-year local authority strategies, 

whereby each authority has been provided with €100,000 for its plan and to support a Lead Co-

ordinator in charge of a multidisciplinary Culture and Language Team to deliver arts and culture 

projects at local level. 

Performance and delivery metrics are agreed at the outset of a project and as they form the basis 

for the drawdown of funds, there is close correlation between financial inputs and non-financial 

outputs.  The process is managed via a portal developed and managed by Creative Ireland, 

enabling progress to be tracked by geographical area through the use of geo-mapping.  The 

instructions are clear and the reporting requirements are reasonable and relevant.    

Implementation of Pillar 2 is characterised by strong collaboration between the Creative Ireland 

team, the DHPLG and the local authority sector.   

IMPLEMENTATION OF PILLAR 3 - Investing in our Creative and Cultural Infrastructure:  Pillar 3 is 

being delivered as part of the Department’s Project Ireland 2040 investment programme - see 

section, 3.1.1.  As such, it is being delivered across a number of business units with the 

Department, supported by the Project Ireland 2040 team.  There are also links between agencies, 

NCIs and the Creative Ireland Programme, with some institutions working jointly to deliver 

projects and programmes; however, some others report limited potential for collaboration. 

IMPLEMENTATION OF PILLAR 4 - Ireland as a Centre of Excellence in Media Production:  As part 

of the implementation of Pillar 4, a study of the audio-visual sector in Ireland - the Olsberg 

Report26  - was undertaken.  The Department followed up with the Audio-visual Action Plan which 

was developed in close collaboration with industry interests and other stakeholders.  A High Level 

Steering Group to oversee implementation has been established and it reports regularly to the 

Minister.  Stakeholders report that progress to date has been good and the Department is 

regarded as having the necessary capability to deliver. 

IMPLEMENTATION OF PILLAR 5 - Unifying our Global Reputation:   Pillar 5 is about articulating 

globally on Ireland’s values, capabilities and creativities.  Progressing the aims of this Pillar, which 

overlaps strongly with the Department’s role in implementing the ‘Global Ireland 2025’ initiative, 

will involve a number of Departments and agencies with overseas footprints, notably the 

Department of Foreign Affairs and Trade (DFAT), IDA Ireland and Enterprise Ireland.  

Culture Ireland leads on this work within the Department, although there is also a role for 

Gaeltacht division which is leading on several Irish language initiatives globally, as well as the 

Heritage division which is a core element of the national tourism product, both of which feature 

in ‘Global Ireland 2025.’ 

The relationship between the Department and the recently appointed Culture Director in DFAT 

will be critical for maximising impact - for example, in progressing the interests of the audio-visual 

sector in partnership with Screen Ireland, in promoting exhibitions of artefacts from the Chester 

Beatty Library, in funding partnerships to develop the Irish Arts Centre in New York and the 

                                                           
25 €2 million is provided by the Department under the Creative Ireland Programme and €1 million by the DHPLG. 
26 Economic Analysis of the Audio-visual Sector in the Republic of Ireland:  A Report from Olsberg•SPI with Nordicity 
(December 2017) 
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London Irish Centre, and in Culture Ireland’s extensive programme to promote Irish artists 

overseas. 

Findings: Implementing the Creative Ireland Programme 
F3.13 Implementation:  Collaboration between the various participating organisations in the 

programme and the implementation of actions by them are regarded very favourably.     

F3.14 Evaluation in design:  The goals and actions and their senior responsible owners are set 
in the Creative Ireland Programme itself.  Implementation and evaluation are factored into the 
programme’s design, which is a best practice feature.   

F3.15 Collaboration with local government:  The Creative Ireland Programme is providing local 

authorities with a mechanism to work with communities on developing their creativity which, in 

turn, can generate considerable economic and social benefits.    

F3.16 Inputs-outputs link:  The implementation arrangements are strong involving linkages 

between financial inputs and creative outputs at aggregate and local levels.    

F3.17 Audio-visual sector plan:  While implementation of the Audio-visual Action Plan is at an 

early stage, a lot of good work has been done already on progressing the recommendations.  The 

Department is regarded as leading effectively on delivery.   

3.2.3 IMPLEMENTATION OF DECADE OF CENTENARIES PROGRAMME  

A senior officials’ group, chaired by the Department of the Taoiseach and supported by the DCHG, 

oversees the Decade of Centenaries 1913 to 1923 programme which commemorates key 

historical events during that period, including the 1913 Lockout, the 1916 Rising, suffrage, the 

1918 Elections, the First and subsequent Dáils, the Peace Conference, the War of Independence, 

the Treaty negotiations, and the Civil War.   

Interviewees were unanimous in their praise for the professional, fair and sensitive ways in which 

commemorative programme is being implemented, with strong collaboration evident right across 

the government system - nationally and locally. 

Finding:  Implementation of Decade of Centenaries programme 

F3.18 Centenary commemorations: The Department has reason to be proud of its contribution 

to the highly successful delivery of the Decade of Centenaries 1913 to 1923 programme. 

3.2.4 IMPLEMENTATION OF BIODIVERSITY POLICIES:  THE PROCESS 

Lead responsibility for the conservation and restoration of biodiversity and ecosystems rests with the 

NPWS.  The scale of the challenge is considerable.27  As part of its response, the NPWS has 

developed and is guided by Ireland’s Vision for Biodiversity which is defined as follows: 

That biodiversity and ecosystems in Ireland are conserved and restored, delivering benefits 

essential for all sectors of society and that Ireland contributes to efforts to halt the loss of 

biodiversity and the degradation of ecosystems in the EU and globally. 

 

                                                           
27 The following comments by the Minister in February 2019 illustrate the scale of the challenge:  In Ireland, many of our 

protected habitats are in poor condition, and 14% of species assessed are thought to be endangered. The number of plants, 
insects, mammals and birds that are threatened or endangered is growing year on year. 
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The NPWS works towards the achievement of that vision through a variety of means:  

a) National Biodiversity Action Plan:  The National Biodiversity Action Plan, 2017 - 2021 is the 

Department’s third such plan.   It provides a framework to track and assess progress towards 

Ireland’s Vision for Biodiversity over a five-year timeframe.  Seven strategic objectives were 

identified in the second action plan, Actions for Biodiversity 2011-2016, and their continued 

implementation has been retained for the current plan.   For each objective, there are a 

number of targets supported a series of actions, for which there are assigned timeframes, 

lead/key delivery partners and associated performance indicators.   

b) Group on National Biodiversity Action Plan, 2017 - 2021:  This group28 includes representatives 

from all involved departments, agencies and institutions.  A number of sub-groups have been 

formed, whose purpose is to examine specialist areas of relevance and report back to the main 

group.      

c) Raising awareness - Conference on Biodiversity:  The NPWS, supported by departmental 

colleagues, held a major and highly regarded two-day event on biodiversity in February 2019.  

Businesses, farmer representatives, community groups, local authorities and others joined 

conservationists, ecologists and scientists to discuss and explore how they could work better 

together to achieve the common goal of ‘reversing biodiversity loss and implementing the 

National Biodiversity Action Plan, 2017 - 2021.’ 

d) Contributing to the measurement of biodiversity:   There is good collaboration between the 

NPWS and Heritage Council through the National Biodiversity Data Centre.29  The Centre 

oversees and administers the collection, collation, management, analysis and dissemination of 

data on Ireland’s biological diversity, including on tracking changes in the environment.   

e) Designations, inspections and restorations:  The NPWS oversees the designation processes for 

Special Areas of Conservation and Special Protection Areas, conducts a wide variety of 

inspections and undertakes restorative works at damaged habitats, including peatland sites.    

Findings:  National Biodiversity Action Plan 

F3.19 Design:  The National Biodiversity Action Plan maps strongly onto a guiding vision for 

biodiversity in Ireland, and it comprises some features of best practice design, particularly in 

terms of implementation timeframes, delivery partners and performance indicators.  

F3.20 Implementation group:  The establishment of a high level group to oversee 

implementation of the National Biodiversity Action Plan is regarded as a very positive 

development by key stakeholders.    

F3.21 Inclusivity:  Building coalitions of common cause between the NPWS, local authorities, 

farming interests, community groups and other key stakeholders provide critical enablers for 

implementing the National Biodiversity Action Plan in a sustainable and inclusive way, especially 

in seeking to reverse biodiversity loss.  To that end, the February 2019 Conference on Biodiversity 

was a most positive engagement event.   

                                                           
28 The Group was established in early 2018 and meets two or three times per year. 
29 The Centre was established by the Heritage Council in 2007 and is jointly funded by it and the Department. 
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F3.22 Data management:  There is strong ongoing cooperation between the NPWS and the 

Heritage Council on the collection, management and dissemination of data on Ireland’s biological 

diversity.  Such data is essential for measuring impacts on the environment.      

Recommendation 

R3.10 Biodiversity conference, 2019:  Building on the success of the February 2019 Conference 

on Biodiversity, the NPWS should hold further inclusive engagements in order to maintain 

momentum on progressing the biodiversity agenda, especially through strong stakeholder 

engagement.   

3.2.5 IMPLEMENTATION OF BIODIVERSITY POLICIES:  THE MAIN CHALLENGES 

The NPWS faces a number of other challenges in seeking to deliver its vision for biodiversity:  

a) Standardisation - approvals:  The lack of standardised processes and practices was identified 

by NPWS staff as requiring attention.  Same and similar tasks are carried out in different ways 

in different parts of the country, including in relation to licensing.  Additionally, streamlining 

of the planning referral process would enhance delivery. 

b) Standardisation - guidance: A major issue for the NPWS is the lack of written procedures and 

policies.  However, a cross-NPWS steering group, chaired by the Legislation and Ecological 

Assessment Guidance Unit, has been established to deal with one aspect of the problem:  to 

develop standardised guidance and cohesive instructions on how to manage, process and 

address the principal challenges and problems encountered on site protection issues, including 

consents.   

c) Information flows:  Regarding the interpretation and application of policies and procedures, 

information flows on the natural heritage side are not as streamlined as they should be.   

d) Legal support:  The Department has just one legal advisor.  Given the nature and spread of its 

remit and the need to write Regulations, current resources are inadequate.  

e) Guidance:  Certain staff in the NPWS prepare guidance documentation on different aspects of 

business, such as on ecology, for both internal and stakeholder use.  For example, the 

Ecological Assessment Unit prepares a certain amount of guidance for its professional and 

technical staff on the implementation of EU regulations which have a national application, such 

as the Environmental Impact Assessment (EIA) Directive.  Consideration could be given to 

expanding the development of such guidance for external use to support stakeholders in 

meeting their obligations.   

f) Engagement with local communities:  A challenge for the NPWS is that public authorities often 

find themselves trying to balance their own priorities with the requirements of environmental 

law.  Local communities can face similar challenges, particularly when material gains and inter-

generational practices such as turf cutting are at stake.        

Such developments underscore the need for the NPWS to engage deeply with affected local 

communities in delivering the National Biodiversity Action Plan, 2017 - 2021.  Senior 

management accept the need to foster good relations with local communities, which has 

improved considerably over recent years. 
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Findings:  Challenges with implementing biodiversity policies 

F3.23 Standardisation:  There is a lack of standardisation, especially between regions, in the 

way licences and consents are approved, and the whole process needs to be streamlined and 

simplified.   

F3.24 Variable enforcement:  Practice on enforcement varies because of the lack of written 

procedures and policies, the unavailability of central legal guidance on certain issues, and the 

underdeveloped nature of some internal communications. 

F3.25 Guidance - external:  While not a formal statutory function of the Department or NPWS 

to advise public authorities of their legal responsibilities on biodiversity matters, the preparation 

of best practice guidance would assist greatly with the implementation of policy.   

F3.26 Guidance - internal:  While the guidance prepared by the Ecological Assessment Unit for 

NPWS staff is of value and importance, the Unit needs greater support in carrying out its work. 

F3.27 Community outreach on biodiversity:  Engagement by the NPWS with local communities 

has improved and this positive trajectory will need to be sustained for implementing biodiversity 

policies and enhancing awareness of their value. 

Recommendations   

R3.11 Standardisation:  The NPWS should simplify, streamline and standardise the way licences 

and consents are approved, involving input from regional and district managers and staff.   

R3.12  Access to guidance:  The Department should consolidate the guidance prepared by the 

Ecological Assessment Unit, the Site Protection Unit and any other units into a single repository 

for ready access by all NPWS staff. The new intranet, along with the Biodiversity Information 

Organisation System (BIOS) system,30 should be used for these purposes. 

R3.13 Legal support and risk:  The Department should assess the capacity constraints of its legal 

support function by reference to workload and risk, and should incorporate the results into the 

workforce planning process. In particular, it should consider the need for additional 

environmental legal support to develop standardised guidance on interpreting and applying the 

Regulations under EU Directives.  Such guidance should be refreshed at regular intervals.   

3.3 MANAGEMENT OF RISK 

The scope of the Department’s risk management process is confined to the business of the 

Department itself, including the National Archives.  The process is supported by a clear and readily 

available Risk Management Policy statement which sets out the Department’s policies and 

practices on the identification, assessment, mitigation, monitoring and reporting of risk.   

The agencies and NCIs have their own risk management processes which include reporting 

mechanisms to their own Boards.  Where a high level governance issue or other risk arises in an 

entity receiving financial support from an NCI, there is evidence that in such instances the 

Department and the relevant NCI engage quickly to mitigate the risk, and work diligently to reach 

an ad idem position. 

 

                                                           
30 Data and information management system used by the NPWS 
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RISK REGISTER PROCESS 

Each business unit is required to review its risk register every quarter.  Those risks with a 

departmental or corporate impact score within a prescribed range are included in the High Level 

Sectoral Risk Register.  A similar process exists for the Corporate Risk Register which includes risks 

relating to two or more business units and corporate support units such as Finance, HR and ICT. 

Both the High Level Sectoral Risk Register, which comprises ten or so risks, and the Corporate Risk 

Register are approved by the Risk Management Committee which is chaired by the Assistant 

Secretary for the Corporate Division and is comprised of representatives from the various 

divisions.  On approval, the registers are submitted to the Management Board for sign-off.   

Individual business units also maintain risk registers split as appropriate between corporate and 

sectoral.  They feed into higher level divisional risk registers which are submitted to the 

Management Board on a rotational basis. 

RISK AWARENESS 

The management of high level risks, while done well, needs to be re-energised with two issues 

requiring attention raised during evidence gathering:   

a) Awareness:  Risk awareness at business unit level could be improved as differences were noted 

in the level of risk awareness being reported during the workshops. 

b) Comprehension:   As a consequence of the awareness issue, it is proving difficult to convert 

the risk register process into a useful business tool for line business units.  

Finding:  Management of risk 

F3.28 Strategic orientation:  Risk management, while having strengths, needs to become more 

strategic in nature and embedded in the day-to-day operations of business units.   

Recommendations    

R3.14  Management Board oversight: Although the Management Board does formally sign off 

on risk registers quarterly, consideration of the wider risk agenda including training and support 

might be useful as part of this quarterly discussions.  

R3.15 Risk management training:  In order to improve risk management at business unit level, 

a training and support programme for managers is needed.31  

RISK AND EU INFRINGEMENTS   

The situation regarding EU infringement cases against Ireland on environmental matters has been 

improving steadily over the past ten years.  Such cases, when they arise, feature on the corporate 

risk register and mitigating actions are pursued.  At times, the situation demands that additional 

resources should be acquired to mitigate a risk.  A recent example is the targeted recruitment 

programme for ecologists to help address the issues raised in the two Opinions of the European 

Court of Justice and develop follow-up action plans.  It should be recognised, however, that many 

biodiversity challenges extend beyond the remit of the NPWS alone.  

 

 

                                                           
31 The Civil Service’s L&D Shared Services Centre. 
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RISK AND THE NATIONAL ARCHIVES   

A unique feature of the National Archives’ remit is that it is the only cultural institution which has 

formal obligations to government.  In response to major demand, it provides services to 

departments and public bodies by assessing their records for archival purposes and providing 

advice on safe storage, including on compliance with the requirements of GDPR.   One aspect of 

that work involves an archivist visiting various locations to inspect the record storage facilities of 

public bodies including local authorities, some of which are in very poor condition.   

The National Archives faces particular challenges from a resource perspective, as illustrated by 

the following findings from evidence gathering: 

a) Staffing:  A staff complement of 43 in contrast to the Public Records Office of Northern Ireland 

(PRONI) which has 90 staff catering for a much smaller base of records32  

b) Volume of records:  Some 50 million records under its stewardship, with volume growing 

considerably every year 

c) 20-year rule:  The reduction from 30 years to 20 years for the release of State Papers 

d) Conservation resources:  A Conservation Studio staffed by only one qualified person and a 

Digital Imaging Unit with seven scanners which is also staffed by just one person, and   

e) Archival inspections: Despite significant annual expenditure on file storage across Government 

there are constraints on the availability of archivists to inspect the records33 and decide 

accordingly on those that should and need not be kept.   

Findings:  National Archives - archival and conservation capacity   

F3.29 Archival inspections:  Avoidable storage costs are being incurred as the National Archives 

does not have the spare capacity for an archivist to start examining the records held in commercial 

storage facilities and decide on what must be kept and what can be destroyed.  

F3.30 Digital imaging:  The Digital Imaging Unit and the Conservation Studio are significantly 

under-resourced in terms of professional archivists and conservation staff respectively to meet 

major requirements existing at present and expanding into the future.    

Recommendations   

R3.16 Assessment of archival needs:  The Department should undertake a business case, 

supported by benchmark assessments, on the number of archivists needed to examine records 

held in commercial storage facilities relative to the potential storage savings that could be made.  

The findings should form the basis for follow-up with DPER.     

R3.17 Digital and conservation skills:  The Digital Imaging Unit and the Conservation Studio need 

more professional archival and conservation staff, and costed business cases should be made. 

 

 

                                                           
32 In 2019 there will be six additional positions being created within the Culture Division to meet challenges arising from the 

Project Ireland 2040, the Creative Ireland Programme and the records management objectives of the National Archives. 
33 Records of Departments and State bodies (e.g. Department of Health) other than the four organisations listed in the 
previous footnote.   
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AUDIT FUNCTION 

The Audit Committee is comprised of five members - one internally from the Department, two 

retired civil servants, and two private sector representatives.  The chairperson is always one of 

the external members.  It is supported by an Internal Audit Unit (IAU) which is well regarded and 

whose reporting relationship is exclusively to the Committee and the Secretary General.  

Work programme:  When developing the three-year audit work programme, the Head of the IAU 

has discussions with the Management Board, individually and collectively.  The discussions are 

guided by a base document which sets out the likely inherent risks facing the Department, the 

risks on the current register, the size of spending programmes, and the periods when audits on 

specific areas of expenditure were last undertaken.  On finalisation, the audit programme is 

approved by the Audit Committee and the Secretary General, and at the start of each year it is 

recalibrated to reflect change.   

Follow-up to audits:  In each audit report, recommendations are categorised according to high, 

medium and low risk.  The onus for follow-up rests with Principal Officers and is reported upon 

over an 18 to 24 months period.  The new Audit Committee is of the view that the follow-up 

timeframe should be six months, at which point a progress report would be submitted to it and 

the Secretary General, and subsequently to the Management Board.  The six month timeframe is 

now being implemented. 

Audit recommendations, whether originating internally or from the Comptroller and Auditor 

General (C&AG), are followed up.   

Capability gaps:  Over the course of evidence gathering, it was noted that the IAU has a 

requirement for specialist skills from time to time in order to effectively examine and assess risk 

on particular issues and files, and that it does not have the technical skills within its permanent 

staff cohort to assess risk-related issues on ICT.  

Finding:  Audit function 

F3.31 Audit capacity:  The audit function works well, with many features of good practice in 

place. Additionally, the Department has been very proactive in terms of undertaking an external 

review of this function and has demonstrated commitment to implementing the findings of the 

review. However, there are particular skills gaps on ICT knowledge.  

Recommendation   

R3.18 Audit capacity:  The Department should examine how it can address the periodic skills 

gaps (e.g. ICT skills) arising in the Internal Audit Unit, including through temporary appointments 

to the Unit and externally procured support where necessary. 
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3.4 GOVERNANCE 

The Department’s remit spans a broad and diverse range of activities, in respect of which it 

provides funding to, and exercises governance of, seven agencies and eight NCIs.34  

GOVERNANCE MODEL 

The Department’s governance model comprises ten principal features as follows: 

a) ‘Arms-length’ principle:  The majority of the agencies and NCIs are statutorily independent.  

They have considerable autonomy in the disbursal of funds even though most of their funding 

envelopes are mediated through the Department.  This autonomy is commonly known as the 

‘arms-length’ principle, although its exercise is subject to prescribed governance standards.  

b) Independent Boards:  Each agency and NCI has its own Board35 and internal governance 

arrangements.    

c) Corporate Governance Framework:  The Governance Framework Document, which is prepared 

by an internal Governance Unit and was updated in 2018, sets out the various principles, 

structures, responsibilities and arrangements to facilitate effective governance.   

d) Oversight Agreements (OA) and Performance Delivery Agreements (PDAs):  Oversight 

Agreements are agreed between the Department and each Board, and PDAs are agreed with 

each organisation’s Chief Executive or equivalent during the first quarter of the year.  Each PDA 

sets out the framework for the bilateral relationship and is in effect a performance contract in 

which an agreed level of service is formalised.  It sets out targets for the year ahead and defines 

the output and outcome indicators by which performance should be measured.  

e) PDA tracker:  Delivery is tracked and a composite status report is provided to the Management 

Board every two or three months.    

f) Senior management meetings:  The Head of each agency and NCI meets their line Assistant 

Secretary or designated PO every quarter, with a particular emphasis being given to the PDA, 

especially on risks, processes and resources.  Additionally, the Assistant Secretary heading up 

the Culture Division attends the monthly meetings of the Council of National Cultural 

Institutions (CNCI) which is chaired on a rotational basis by the Directors (or equivalents) of 

the institutions.36    

g) Liaison arrangements:   The day-to-day bilateral relationships with the NCIs are managed 

through liaison units while engagement with the agencies is done through the line divisions.  

In the main, the liaison arrangements with the Department’s agencies and the NCIs are 

regarded favourably.  

h) Informal contacts:  A lot of informal contact takes place across all management grades, and 

the Secretary General and Assistant Secretaries are very accessible. 

 

                                                           
34 This does not include the Abbey Theatre which, although a National Cultural Institution, receives funding support from the 
Arts Council rather than the Department.  
35 An exception is Waterways Ireland which is managed by a monitoring committee.  A variant is the Chester Beatty Library 

which has a Board of Trustees. 
36 A PO deputises on occasion. As already not in chapter 1, the agencies and NCIs have their own consultative forum 
comprised of the Heads of the institutions.  The Department is represented at Assistant Secretary level. 
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EFFECTIVENESS OF GOVERNANCE 

The agencies and NCIs regard governance as a general strong point.  Similarly Departmental 

management and staff believe that there has been considerable improvement over recent years.  

Nonetheless a number of issues arose over the course of evidence gathering which, if acted upon, 

would bring about even further improvement: 

a) PDAs:  Most of the agencies and NCIs consider the PDAs and associated processes to be fair 

and worthwhile.   The PDAs are iterative, there is opportunity for refinement every year and 

generally they reflect fairly what an organisation can realistically deliver for given financial 

allocations.  However, two criticisms were raised by a number of bodies: 

a) Estimates alignment:  There is a need to include consideration of the Estimates as part of 

the quarterly liaison meetings on the PDAs.    

b) Undeveloped on strategy:  The PDA process, with its focus on quantifiable metrics, is 

perhaps too narrow for the unique work of some of the agencies and NCIs and provides 

insufficient opening for discussion on strategic matters.  

b) Governance of grant beneficiaries:  The Arts Council and Heritage Council provide financial 

support to a wide variety of individuals and organisations - some commercial, others voluntary.  

The provisions in DPER Circular 13/2014 applies equally to these organisations. 

For example, in the case of the Arts Council’s grants, the beneficiaries are required to report 

on a suite of performance metrics through an on-line portal. These metrics are becoming more 

outcomes-oriented and eventually they will enable longitudinal analysis to be undertaken as 

inputs to policy-making.  A Data Manager is being engaged to manage this work.   

c) Governance knowledge amongst Board members:  The Department, its agencies and the NCIs 

are tuned in to the need for strong understanding on the part of Board members regarding 

their roles, responsibilities and duties, and on matters relating to potential conflicts of interest.  

As assistance in that regard, the Department has put in place a well-regarded programme of 

corporate governance training for the Boards of its agencies and the NCIs.  It has also requested 

that all NCIs develop a gender-equality policy which is being complemented by workshops run 

by the Arts Council for organisations to which it provides funding support. 

d) Board tenures:  In the case of some agencies and NCIs such as the Arts Council and the Heritage 

Council, the tenures of Board members are staggered to guard against multiple retirements 

around the same time.  With other bodies such as the National Library of Ireland, that is not 

the case, thus creating succession-related risks. 

e) Liaison arrangements:  In the main, the liaison arrangements are regarded very favourably.     

Findings:   Governance 

F3.32 PDAs:   The Performance Delivery Agreements and associated processes are regarded as 

valuable and effective.  They could however be improved by closer alignment with the Estimates 

process and a stronger focus on strategic matter, including outcome and impact measurement.   

The quarterly liaison engagements could provide the opportunity for these wider engagements. 

F3.33 Training of Boards:  Understanding of governance amongst members of Boards is 

improving.  The recent roll-out of new guidance and training on governance and equality were 
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highly valued by recipients, as is the more skills-based approach to the appointment of Board 

members through the PAS system.   

F3.34 Board membership tenures:  There is inconsistent practice on staggering the tenures of 

members of Boards, thereby giving rise to risks around succession planning. 

F3.35 Liaison functions:  Liaison arrangements between the Department, its agencies and the 

NCIs work well and generally are regarded favourably.  

Recommendations 

R3.19  PDA and Estimates:  The Department, its agencies and NCIs should use the quarterly 

liaison meetings on the PDA for meaningful engagement on preparations for the Estimates 

process. 

R3.20  Governance training:  The Department should continue to provide training and updated 

guidance on governance and equality at regular intervals for new and existing members of the 

Boards of its agencies and the NCIs, building on the high-quality interventions provided to date.     

R3.21  Board membership tenures:  The Department should explore the practicality of 

staggering the tenures of Boards in order to guard against the effects of multiple retirements 

around the same time. 

3.5 DELIVERY OF CUSTOMER SERVICE 

The Department has a broad customer base with which it engages.  Although the methodology 

for the capability review programme does not include instruments to establish levels of customer 

satisfaction, some inferences are nonetheless possible from the feedback given internally in 

interviews and workshops and externally in engagements with stakeholders, agencies and NCIs.  

a) Customer service training:  Such training is not typically provided, and has not recently been 

provided, even to staff in frontline settings such as NPWS personnel working in national parks. 

b) Customer service measurement:  While staff contend that they provide a very good service, 

this can be neither supported nor contested as no measurement of customer satisfaction is 

formally undertaken.   

c) Customer feedback:   At certain public sites, the only available indicators of customer feedback 

are from books for comments.  Additionally visitor counts are undertaken at some sites, and 

not at others.  Notably though the Department plans to update its visitor counter 

infrastructure across the National Parks network as part of the Project Ireland 2040 investment 

programme.  At a small number of venues such as Glenveagh National Park, social media is 

used and is regarded as very useful for garnering information on visitors’ experiences. 

However, as shown previously,37 the Department does not yet have a fully-developed position 

on the use of social media but has agreed an interim policy paper, pending the completion of 

a strategic communication strategy.  

d) Customer service through Irish:  The Department has obligations prescribed in law on the Irish 

language.  From a customer service viewpoint, they break down broadly into two categories:  

services in written Irish and services in spoken Irish. 

                                                           
37 Chapter 1, section 1.5 
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a) Services in written Irish:  The Department needs its own translators, not just for technical 

translations but also for external communications as it has requirements to ensure that 

all published materials should be issued in bilingual form.  Currently the Department is 

outsourcing this function as it does not currently have an internal translation unit.38   

b) Services in spoken Irish:  Outside of the Gaeltacht and Irish Language Policy sections, 

virtually all staff conduct their day-to-day business through English.   

For day-to-day business use, persons with proficiency in speaking, reading and writing in 

the Irish language are required in the Press Office and the HR and ICT Units.  Both the 

Press Office and the HR Unit have capability in Irish, although there is some lack regarding 

the availability of Irish language speakers.  The ICT Unit has an officer based in the 

Department’ Galway office who is proficient in Irish.  Additionally, the Evaluation Unit has 

an officer who is proficient in oral and written Irish, and the IAU has an officer who is 

proficient in written Irish. 

Findings:  Customer service through Irish 
F3.36 Irish language translators:  The Department does not have an internal Irish language 

translation capacity which is a significant capacity and capability gap given the Department’s 

special responsibilities on maintaining and promoting the Irish language.   

Recommendations 
R3.22 Translation capacity:  The Department should restore its Irish language translation 

capacity as a priority.   That is needed because, as a minimum, the Department should have high-

skill capacity to proof translated works in the event of it not doing the translations itself. 

R3.23 Proficiency measurement:  The Department should quantify Irish language proficiency in 

each of its corporate support units and put in place a follow-up programme to plug any 

competency gaps.   

  

                                                           
38 For translation services, there is an accreditation process which is administered by NUI Galway, though the process 

involves sitting tests and can be quite time consuming.   
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4. ORGANISATIONAL CAPABILITY  

STRUCTURE OF THIS CHAPTER 

The fourth and final module of the methodology template for the capability review programme 

relates to ORGANISATIONAL CAPABLITY.  This chapter is structured as follows:   

Section 4.1, Mission, culture and values:  The policies and practices to promote clarity of mission 

and strategic objectives, as well as high standards of ethical behaviour. 

Section 4.2, HR policy and strategy:  Strategic HR and leadership by the Management Board. 

Section 4.3, Retirement cliff and workforce planning: The extent to which workforce planning is 

undertaken, and whether it is applied to the impending retirement cliff facing the Department.  

Section 4.4, Staff mobility, performance management and skills deployment:  Matters relating to 

internal staff mobility, performance management and skills matching. 

Section 4.5, Learning and Development:  The Department’s approach to upskilling and training 

relative to business needs and staff development. 

Section 4.6, Corporate capability in finance:  The effectiveness of the finance function.  

Section 4.7, Corporate capability in ICT:  The extent to which the ICT function supports business 

delivery and safeguards the integrity and security of information through efficient systems and 

processes. 

Section 4.8, Data and knowledge management:  Policies and practices on data and knowledge 

management, aimed in particular at supporting evidence-based policy and strong service delivery. 

4.1  MISSION, CULTURE AND VALUES 

The Department’s Corporate Governance Framework, originally published in 2014 and revised in 

2018, describes its mission as being "to promote, nurture and develop Ireland's arts, culture and 

heritage; to support and promote the use of the Irish language and to facilitate the development 

of the Gaeltacht and Islands." 

The document sets out a comprehensive framework for the governance of the Department 

reflecting the values, behaviours, supporting culture and leadership style of the management.  It 

reflects a commitment to openness, clear communication, mutual support, appropriate scrutiny 

and accountability. 

CIVIL SERVICE EMPLOYEE ENGAGEMENT SURVEY 2017 

The results for the Department of the Civil Service Employee Engagement Survey 2017 (CSEES) 

show improvements in most metrics over the 2015 survey and the results are very much in line 

with the rest of the Civil Service. The Department performed particularly well in the areas of 

competence, well-being, employee engagement, meaningfulness, and citizen impact.  These 

areas all scored over 70%. 

Areas where scores were low include involvement climate, innovation, performance standards 

and public perception of the Civil Service.  All of these scored were below 50% but again were 

very much in line with Civil Service norms.  
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And as already referenced in chapter 1 of this report, the Management Board has engaged very 

proactively with all staff on the findings and has produced a time-bound action plan aimed at 

addressing the issues and challenges arising from the CSEES. 

IMPACTS OF DEPARTMENTAL RECONFIGURATIONS ON STAFF MORALE 

As outlined elsewhere in this Report, the Department has been the subject of several 

reconfigurations of functions over recent years.  This has had knock-on effects on staff morale in 

certain quarters and presents challenges for senior management in obtaining staff engagement 

and buy-in to long-term planning.  

A striking finding from the workshops was the absence of a clear sense of Departmental identity 

or esprit de corps, with most staff identifying only with the part of the Department in which they 

work - for example, National Monuments Service (NMS), National Parks and Wildlife Service 

(NPWS) or Roinn na Gaeltachta.  Even among the staff assigned to the Culture Division, there is a 

sense that the current structures are only temporary and that further change is inevitable 

following the next General Election. 

Notwithstanding these challenges, there is a very real sense that many staff, particularly those in 

the NPWS, view their jobs almost in a vocational way and there is a deep sense of commitment 

and passion to the work that they do. 

The widely-held belief on the temporary nature of the Department’s current configuration makes 

the task of developing a unifying Departmental identity especially challenging.  The goals and 

actions set out in the Department’s response to the 2017 CSEES results, together with the suite 

of recommendations contained in this Review, are specifically designed to respond in a 

meaningful manner to the organisational challenges identified in both exercises and in the town 

hall engagements undertaken in late 2018.   

Findings:  Mission, culture and values 

F4.1 CSEES results:  The results from the 2017 Civil Service Employee Engagement Survey 

(CSEES) show the Department to be in line with the general findings across most Departments. 

F4.2 CSEES follow-up:  Senior management has proactively embarked on a programme of staff 

engagement and ambitious follow-up action in direct response to the CSEES results. 

F4.3 Identity and affiliation:  The Department faces significant challenges around building a 

Departmental identity, driven largely by a low expectation among staff that the Department in its 

current configuration has a long-term future. 

Recommendations 

R4.1 Follow-up to surveys and reviews:  Senior management should continue to afford high 

priority to the leadership and delivery of the CSEES Action Plan as well as to the series of 

recommendations contained in this report.  

R4.2 Departmental identity  The Department as a collective makes a very meaningful 

contribution to developing, protecting and communicating Ireland’s unique persona and culture, with 

significant beneficial impacts on tourism, the ability to attract FDI investment and the country’s 

international standing.  In recognition of that, it is now timely that the Management Board considers 

how best to capitalize on these strengths in terms of building a unifying sense of purpose and identity.   
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Such an undertaking should be incorporated as part of the policy and strategy development process 

and the Department’s new Communications Strategy, as well as through the ongoing engagement 

with staff both at Board meetings in regional locations and as part of the ongoing CSEES initiatives 

delivered by the HR Unit.  Particular consideration could be given to fostering collaboration and 

building synergies across the Department with a view to delivering stronger Departmental 

outcomes, as well as a strategic project, engaging staff across divisions, to foster a holistic 

Departmental identity.   

4.2 CHALLENGE IN MANAGING DECENTRALISED OFFICES 

Regional offices can often present particular challenges for management and administration.  

Potential risks in those respects include the following:   

 localised culture that is distinctly different from the rest of the organisation 

 lack of work variety 

 limited scope for staff mobility 

 restricted opportunities for learning and development 

 a sense of alienation or distance from headquarters and senior management, and 

 fragmented ICT service delivery. 

Given the Department has a number of regional offices in various parts of the country senior 

management is alert to such risks and, as set out throughout this report, has taken a variety of 

steps to encourage inclusivity and boost morale.  

Some of the unique and specific challenges in the Department’s regional offices require 

management to give critical and ongoing attention to issues arising from localised cultures.  

Finding:  Culture in provincial offices 

F4.4 Management of decentralised offices:  The effective management of the regional offices 

will require ongoing and sustained action on the part of the Management Board.  Particular 

attention will need to be given to issues around organisational culture and development in each 

of the Department’s three regional offices. 

Recommendation 

R4.3  Cultural reviews:  In the context of the development of a new HR strategy for the 

Department, the Department could consider reviewing its organisational culture as part of the 

strategy development process. 

4.3  HR FUNCTION, POLICY AND STRATEGY 

The HR Unit is well-resourced and structured consisting of twenty personnel catering for 

approximately 600 staff.  The recently appointed Head is a HR professional with significant private 

sector experience.  This is part of a wider professionalization within the business unit39 which is a 

direct result of the deliberate policy to transition from the former transactional model of HR to a 

more strategic approach which is in line with overall Civil Service policy and best practice. 

                                                           
39 The Unit has also recruited a HR professional at AP level and is supporting HR training and education 
opportunities for other staff. 
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The majority of staff engagements indicated that the HR function is now more strategic than 

previously although it is still obliged to undertake some transactional work on such matters as 

payroll and pensions.   

The Unit has produced a number of papers for deliberation by the Management Board and the 

general view amongst members is that they take a more strategic view of HR, with an emphasis 

now on issues such as workforce planning, sick leave trends and PMDS statistics.  In those 

respects, there is an increased use of HR analytics to help deliver evidence-based proposals and 

decisions. 

A HR strategy is being developed which involves consultation with staff and input by them. The 

Department is being guided in this exercise by the DPER’s overarching People Strategy for the Civil 

Service document. It is hoped to have this exercise completed in 2019. 

The HR Unit is largely seen as very responsive to staff when queries are raised, and personnel 

occasionally visit regional offices to meet line staff on a face-to-face basis.  A problem though is 

that a significant number of staff in workshops pointed to the difficulty in clearly identifying whom 

in the Unit is responsible for particular issues.  An updated and readily available organisation chart 

for the Unit would easily resolve this shortcoming. 

Staff in Gaeltacht Division Galway also highlighted the limited capability within the Unit to conduct 

business in Irish.  This was cited as important to native Irish speakers, expressing a preference to 

engage in Irish on personal and staff issues.   

Findings:  HR function and strategy 

F4.5 Strategic HR:  There has been a noticeable shift in focus towards a more strategic HR 

function.  That has been helped by the recruitment of senior level HR professionals.  This change 

in orientation also involves the Management Board whose engagement on strategic HR issues is 

vital.  An increased reliance on robust analytics is evident. 

F4.6 HR strategy:  A HR Strategy, guided by overall Civil Service best practice, is being 

developed. 

F4.7 HR Unit:  The Unit is seen as being responsive but some improvements in terms of staff 

contacts are required. 

Recommendations 

R4.4 HR strategy:  The Department should expedite the development of its HR Strategy, which 

provides an opportunity to harness the various grade networks to ensure buy-in from all staff. 

R4.5 Visibility:   Given the visibility-related issues highlighted in the recent series of town hall 

meetings and in this review, HR staff should make a point of visiting regional offices and locations 

on a regular basis.  

R4.6 HR organisation chart:  The HR Unit should ensure that a regularly updated internal 

organisation chart is readily accessible to all staff. 
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4.4  WORKFORCE PLANNING 

In approaching workforce planning, the Department faces similar challenges to all other 

Departments in that currently there is no common or agreed understanding of the objectives of 

the exercise and there is no benchmark describing what a good workforce plan should look like. 

Such issues are the subject of ongoing discussions across the Civil Service (led by the Strategic HR 

Division in DPER) and obviously the Department will need to be cognisant of any agreed outcomes 

as its own internal planning evolves. 

On a positive note workforce planning is receiving appropriate attention at Management Board 

level and is not being viewed simply as a HR issue.  It is equally important that good staff 

engagement takes place and that there is a proper understanding at business unit level of the 

aims and requirements of the process.  Unfortunately, given the lack of understanding and 

awareness among the generality of civil servants on this topic, many see it as little more than a 

process for allocating resources and filling vacancies. 

A critical challenge for the Department will be on deciding the business priorities to inform 

planning decisions.  Following the publication of the 2019 Revised Estimates Volume which 

provided for additional recruitment, a series of meetings were held between the HR Unit and the 

Assistant Secretaries to prioritise resourcing needs. The announcement by the Secretary General 

in December 2018 of a package of new posts for 2019 across all of the Department’s areas was 

informed by those detailed discussions.  That development underscores the importance of 

reliable and accurate HR analytics so as to ensure that critical decisions on workforce planning are 

being taken on a strong evidential base. 

Workforce planning also encompasses a number of other critical issues: 

a) Retirement cliff:  In common with all other Civil Service organisations and the age profiles of 

their staff, the Department is faced with a retirement cliff in the coming years.  Currently, 5.6% 

of staff have 40 years’ service with 30% of staff aged 55 or over. 

The Board believes that the primary challenge relates more to the fact that potential 

retirements will tend to be concentrated in certain locations and functional areas - for 

example, senior managers in the NPWS, industrial staff in the national parks, specialist staff 

such as archaeologists, archivists and Irish-speaking staff in Galway.  A number of senior staff 

commented that while the Department is attuned to this issue, it should be receiving greater 

priority from the Management Board. 

b) Succession planning and knowledge management:  In the overwhelming view of staff, there is 

little or no evidence of any centralised plan or policy to deal with succession planning.  Few of 

the business units prepare or maintain job manuals and guides for their various functions.  

There is no evidence either of a strategic approach being adopted to ensure that priority is 

given to staff training that would be aimed - at least in part - at offsetting the skills and 

knowledge being lost through retirements.  

In terms of recruitment to fill vacancies arising from staff departures, specific challenges were 

highlighted in relation to filling Irish-speaking posts.  The Department, at a senior level, is 

engaging with the Public Appointments Service (PAS) to try and address these challenges, as 

well as undertaking direct recruitment for key posts. 
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c) Skills audit: In common with most public sector bodies, the Department experienced 

significant losses of expertise and skills during the ECF period when departing staff were not 

replaced due to economic circumstances.  Throughout the staff engagements, gaps were 

highlighted in relation to professional and technical skills, industrial staff in the NPWS, qualified 

translators, and staff with experience of capital investment programmes.    

d) Staff mobility: A new internal mobility scheme has been in place since the end of 2018. 

Additionally, the Department operated a short pilot scheme with the Department of Transport, 

Tourism and Sport with which it shares a building in Killarney to facilitate moves at PO and AP 

grades.  In all other locations, movement is possible to other Departments for those grades 

covered by the Civil Service’s mobility scheme. 

e) Filling of existing vacancies in NCIs:    All the agencies and NCIs complained about the process 

and length of time associated with filling existing vacancies in their individual organisations.  If 

an existing staff member leaves or is promoted, each NCI is obliged by the Department to 

submit a business case on the post to be filled to the appropriate line business unit and then 

onwards to the HR Unit.  This is a time-consuming process for all concerned.40 

Current sanction arrangements require that agencies and NCIs confirm that they have a 

workforce plan in place as part of the business case for sanctioning the filling of a post.  To 

date, plans have been received for three organisations, with a further five confirming that such 

plans are in development or at draft stage. 

Findings:  Workforce management and planning 

F4.8 Workforce planning:  The Department is actively engaging in the workforce planning 

process and this is being afforded the appropriate attention by the Management Board. The 

Department needs to be cognisant of any central developments in this regard. 

F4.9 HR analytics:  Further development of its suite of HR analytics will assist the Department 

in strengthening the overall quality of workforce planning. 

F4.10 Retirement cliff:  Greater attention to the challenges posed by the retirement cliff facing 

the Department is needed, particularly given the unique skills sets, professional backgrounds and 

locations of many of the staff in question. 

F4.11 Skills audit:  A Department-wide skills audit is needed to enhance the evidential 

knowledge base in making long-term staffing allocation decisions. 

F4.12 Delegation sanction for NCI posts:  The Department has delegated sanction to recruit up 

to PO level.  Under current arrangements, it can extend this delegation to its agencies and NCIs 

although it decided in 2018 not to do so.  The reason is that it wanted them to first prepare 

workforce plans.  When all such plans are completed, the situation may be reviewed although the 

agencies and NCIs did not appear aware of the linkage between the workforce plans and 

                                                           
40 DPER Vote Section has confirmed that it places no obligation on line Departments to have such a process in place and that 

the existing rules and procedures regarding delegated sanction up to PO level applies equally to agencies under a 

Department’s remit.  It is noted from the Department’s current Workforce Plan that the Management Board has considered 

its policy on this issue and decided to retain the obligation on NCIs to submit a business case for consideration by business 

units and the HR Unit. 
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delegated sanctions.  Additionally, they report that the current process is time consuming without 

any clear sense of when approvals will be forthcoming. 

Recommendations  

R4.7  Workforce planning:  The Management Board should continue to provide the requisite 

level of attention to strategic workforce planning and should ensure that other management 

grades are involved as appropriate. 

R4.8  Retirement cliff:  Specific plans should be developed in response to the Department’s 

retirement cliff challenges as part of its ongoing workforce planning process, and consideration 

should be given to including the following complementary initiatives: 

 A well-developed suite of HR analytics 

 A skills audit with subsequent efforts at skills matching when making assignments 

 Organisation focused Learning and Development policies and programmes 

 Well-developed knowledge and data management policies 

 Full implementation of the Department’s mobility scheme, and 

 Consideration of new ways of working rather than just replacing like with like.   

R4.9 Delegated sanction for posts in agencies and NCIs:  The Department needs to 

communicate to its agencies and NCIs on the linkage between workforce planning and delegated 

sanction for posts up to PO and equivalent.  On receipt of all workforce plans, it should then 

review its policy on the extension in order to free up valuable staff resources and speed up the 

time in filling vacancies. 

4.5  PERFORMANCE MANAGEMENT  

The results of the 2017 CSEES highlight the extent to which the management of staff performance 

is one of the most challenging issues for all Departments. It was also one of the issues that 

dominated the series of town hall meetings held by the Management Board.  

Similar to the findings of previous reviews, the majority of staff regard PMDS as little more than 

a tick-the-box exercise with little thought or planning devoted to engagement between managers 

and their staff.  As highlighted in previous reviews, the current electronic system is also facilitating 

the avoidance of the mandatory face-to-face meetings. 

It is important that staff understand that this issue is an important one for senior management 

and thus clear and visible leadership is required to demonstrate the need for high-quality 

engagement rather than simply on compliance.   

Regarding underperformance, the general view was that the supports for managers within the 

Department have improved and the HR Unit is seen to be particularly helpful in such situations. 

The Department has also rolled out mandatory training on underperformance for all managers. 

Again, the Review Team met with many staff who feel that they lack the necessary skills and 

confidence to take on such a challenge. 

Findings:  Performance management 

F4.13 PMDS practice:  Many staff regard PMDS as formulaic. Where good practice does exist, it 

is down to individual management styles rather than a clear policy.  To date, the focus of senior 

management has been on compliance rates. 
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F4.14 Underperformance:  Support for those tackling underperformance has improved and all 

management grades have received mandatory underperformance training. 

Recommendation 

R4.10   PMDS guidance:  The Department should draw up and implement clear rules and 

procedures for the conduct of the PMDS process which must have visible senior management 

support and engagement. Engagement with the internal grade networks to raise awareness of 

the benefits of and requirements for PMDS would assist this. 

4.6  LEARNING AND DEVELOPMENT 

The Learning and Development Unit, which is part of the HR function, is very highly regarded 

across the Department and that is reflected in the scores from the 2017 CSEES.  The Unit is seen 

as very proactive in engaging with business units on their individual specific staff development 

needs. 

Most training needs are identified through the PMDS system and there is strong follow-up by the 

L&D Unit on the submission to it of Role Profiles identifying training requirements.  Induction and 

mentoring training are done as standard and a particular focus has been placed on leadership 

training.  The general view from field staff is that the range of training course available to them is 

very good, even when of a specialist nature. 

Regarding the requirements for the effective management of the Project Ireland 2040 investment 

strategy, the Department is prioritising and considering how best to obtain the necessary 

programme and project management training.  

The delivery of training through Irish for Galway-based staff presents challenges. While such 

training is made available, there may be a delay with roll-out and staff consider that the courses 

in Irish are not of the same quality as the equivalents available in English but availing of them 

requires travel to Dublin.  This incurs travel and subsistence costs and obliges them at times to be 

out of the office for longer periods.  

Findings:  Learning and Development (L&D) 

F4.15 L&D Unit:  The Department’s L&D function is highly regarded and has established a strong 

track record of engaging well with business units and delivering on training requirements. 

F4.16 Project and programme management training:  Prioritisation is being given to 

programme and project management training in view of the significant body of work facing the 

Department on implementing the Project Ireland 2040 investment strategy. 

Recommendation 

R4.11 Training needs and retirement cliff:  In light of the challenges set out in Section 4.4 and 

specifically in Recommendation R4.8, the Department should consider whether the L&D function 

is being optimised to identify training needs based on anticipated staff retirements, particularly 

given the specialist skills sets of many impending retirees. 
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4.7 CORPORATE CAPABILITY IN FINANCE 

The Finance function is split between Killarney and Ballina.41  The Department is one of eight 

public bodies using the existing Financial Shared Services (FSS) facility based in the Department 

of Justice and Equality in Killarney. 

The Finance Unit encompasses the Finance and Estimates functions, evaluation and procurement.  

It includes two qualified accountants and two economists/policy analysts.  The Unit does not 

administer the finance function of any of the NCIs or agencies but has “line of sight” of their 

spending through submissions received from the various business units, including the annual 

financial statements prepared with the annual reports. 

The Finance Officer is a member of the Management Board and provides it with weekly financial 

updates.  The Corporate Governance Unit manages a financial tracker for the Board, setting out 

dates when the accounts from agencies and NCIs are due, and the approval schedule and dates 

of audits.  There are also monthly cost centre analyses carried out.  The level of oversight is 

therefore quite comprehensive. 

The transition to the new Financial Management Shared Services Centre (FMSSC) will result in a 

number of functions, such as asset tracking, being assigned back into the Department.  The 

Department is assessing on an ongoing basis the impacts of a fully operational FMSSC model on 

the Finance function. 

The Unit played an important and effective role in coordinating inputs during the development of 

the Investing in our Culture, Language and Heritage plan. 

The widespread view within the Department is that the Unit is very strong and experienced and 

provides an excellent service to the Management Board specifically and the Department 

generally.  The Vote Section in DPER also spoke highly of the Unit’s professionalism and high 

quality work. 

Finding:  Finance function 

F4.17 Finance Unit:  The Department’s finance function is operated to a very high professional 

standard with comprehensive oversight and regular and informative reporting arrangements. 

Recommendation 

R4.12 Migration to FMSSC:  An assessment of the planned migration to the Financial 

Management Shared Services Centre (FMSSC) should be kept under review in terms of likely 

impacts on the finance function. 

4.8 CAPABILITY IN ICT 

The Department’s ICT Unit is split evenly between Killarney and Dublin with a single IT support 

operating in Na Forbacha, Galway.  The general view is that, at an operational level, the Unit is 

helpful and responsive when required. 

ICT strategy and consolidation project:  The current ICT Strategy has expired and a new one is in 

the process of development. This coincides with the complex project to migrate over 300 Heritage 

staff, and their records and files, from the servers and systems of the Department of Housing, 

                                                           
41  Staff in Ballina administer the Department’s Travel  Subsistence expenditure claims 
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Planning and Local Government (DHPLG) onto a single service for the entire Department (this is 

explored in more detail in the section below, Migration to a Single Network Project). 

A Steering Committee is overseeing this important work and when the migration is completed in 

2019, the Committee’s focus will then switch to the development of a new business-driven ICT 

Strategy involving strong engagement and consultation with users and staff. 

Website:  The Department’s website was redeveloped in 2017 and the ICT Unit was central to the 

development of a new website for the Irish Famine (www.irishfamine.ie) which won a Public 

Service Excellence Award in 2018.  

Security risks and business needs:  The Department has a disaster recovery plan in place which 

was updated in 2018 following an internal audit. 

Even though managers and staff point to the acute need for security awareness, especially in the 

areas of data ownership and protection, GDPR compliance, and reputational risk, there was much 

comment to the effect that the Department operates an overly conservative ICT policy, driven or 

informed primarily by security concerns rather than by business need and innovation - for 

example:   

a) Analytics:  Divisions are generally prohibited from accessing Google Analytics in order to track 

and measure website traffic.  The ICT Unit, however, provides access to Google Analytics for 

the Department’s main website and a mixture of Google Analytics and a similar product, 

Siteimprove, is available for other Departmental websites. 

b) Cloud:  Cloud-based platforms such as WeTransfer and Slack are not allowed even though 

many of the Department’s clients and stakeholders (many of whom are in the public sector) 

use them as part of their day-today business.  While the ICT Unit acknowledges that such 

Cloud-based platforms are not available, an alternative to WeTransfer, LiquidFiles, is 

provided and the Department supports Skype IM.  

c) Social media:  In line with Departmental policy, accessing social media sites from desktops is 

not permitted even though many of the NCIs use Facebook and similar media for business 

and marketing purposes.  Ownership of the policy governing this area rests with the 

Department’s Communications Unit and HR, with ICT responsible only for facilitating access 

in line with the policy.  Subsequent to completion of the evidence gathering phase for this 

review, the Management Board has agreed an interim social media policy, which will be 

factored into ICT practice.   

The Review Team was also presented with evidence of business units relying on “’work-arounds’” 

to try overcome such problems - for example sending material on USB keys through the post for 

large files.  This particular ‘work around’ is used within Heritage Division and will no longer be 

required following completion of the migration to a single ICT network project. 

New development:  There were mixed views regarding the Unit’s responsiveness in dealing with 

requests for new applications.   Regarding bespoke solutions, there is a perception that Unit could 

be more supportive although, in line with good practice, it requires a commissioning business unit 

to prepare a business case at proposal stage.  For business wide applications, a number of Build-

to-Share applications such as ePQs, eSubmissions and eFOI have been successfully rolled out in 

recent times and have been broadly welcomed.   

http://www.irishfamine.ie/
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GIS and GPS support:  The Department relies heavily on GIS and GPS systems, particularly for its 

many field staff, through a technical support function based in the Heritage Division, rather than 

in the corporate ICT unit.  The GIS technical support, though managed in-house by a qualified 

Departmental staff member, is outsourced to external contractors.  Some complaints were raised 

on difficulties encountered in accessing GIS licences and training.42 

Connectivity:  The quality of broadband connectivity, ICT hardware and applications support in 

many NPWS offices around the country featured regularly over the course of evidence gathering.  

There is a widespread view amongst staff that insufficient attention and investment are being 

devoted to these matters.  Similarly, difficulties encountered by field staff on accessing and using 

hand-held mobile devices also figured as a source of frustration.  

The Department acknowledges that there are a number of factors impacting on the quality of 

service to field staff and points to the migration to a single network project, which is already well 

underway, to provide all authorised field staff with devices containing the necessary software to 

enable enhanced and good quality access and connectivity. 

MIGRATION TO A SINGLE NETWORK PROJECT 

When the Heritage function was transferred out of the former Department of the Environment, 

Heritage and Local Government (DHPLG) in 2011, an arrangement was made whereby DHPLG 

would continue to provide ICT services to the Heritage Division given the capacity limitations 

within the Department to do so.  DCHG would pay for this service and the arrangement would be 

governed by a Memorandum of Understanding and a billing structure.  This arrangement lasted 

until early 2019 and this has had a number of deleterious effects: 

a) Accessibility:  The split has greatly exacerbated the divide between the Heritage staff and the 

rest of the Department as universal communications tools such as the Intranet and internal 

online newsletters are not available to them.  Difficulties accessing remote working tools like 

Citrix were also highlighted.  

b) BIOS:  BIOS – the Management Information System for the NPWS – has not been properly 

supported, and 

c) Challenge of understanding requirements:  Staff in the NPWS consider that over the past 

number of years they had been receiving a poor quality of ICT support. The field staff attributed 

this primarily to the fact that the service was being provided by another Department. 

Looking ahead, the migration project, on completion, will deliver an enhanced service and will 

also help future proof the ICT service against the effects of any future reconfigurations. 

It should be noted that this migration project has involved a significant additional workload for 

the Department’s ICT function over the past 18 months or so.   

As already observed, the ICT consolidation project is expected to be successfully finalised in 2019 

and will facilitate a renewed focus on developing an ICT Strategy for the entire Department for 

the first time.  

                                                           
42 This service is currently provided within the Department of Housing, Planning and Local Government and will 
be reviewed following the completion of the migration to a single network project.   
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While there is general support for this project, some staff expressed reservations regarding the 

ICT Unit’s capacity to cope with serving the needs of such a large number of additional users, 

along with their systems, records and ongoing support requirements. The Department has 

considered these resource requirements as part of its workforce planning exercise and an 

additional resource has been allocated to the ICT Unit in 2019 for this purpose. It is important 

however that this situation be kept under review and, if necessary, considered as part of future 

workforce planning to ensure the adequacy of ICT support into the future.   

Findings:  ICT service 

F4.18 ICT function:  While the ICT function performs well at an operational level, it could be 

enhanced in both capacity and capability terms to engage proactively with business units on the 

provision of strategic or innovative solutions to meet business needs. 

F4.19 ICT consolidation planning:  The Migration Project appears to have been well-managed 

and was on schedule at the time of undertaking this Review. Although there has been some 

allocation of additional supports, it is unclear whether this will be sufficient once the consolidation 

project has been completed.   

F4.20 ICT strategy:  The new ICT Strategy will be driven by the business needs of the Department 

and its development will include a strong element of internal engagement and consultation. 

F4.21: Security:  There is a perception that security concerns, while informing responses to 

requests from business units, are not weighed appropriately at times against the particular 

circumstances and needs of individual requesters.   

F4.22 Remote access:  Connectivity issues for field staff continue to be a challenge. 

Recommendations 

R4.13  ICT strategy:  The Department should treat the development of a new business-driven ICT 

Strategy as a priority and ensure full engagement with business units form part of this process. 

Consideration of the resource requirements to deliver the strategy should form part of the 

process.   

R4.14  Support post- ICT consolidation:  The capacity of the ICT Unit to effectively provide a high 

quality service to the entire Department should be kept under close review in light of the 

significant additional staff and workload that the completion of the Consolidation Project will 

bring. 

R4.15  Balance between security and business needs:  The Management Board and the wider 

senior management cohort should have a frank and open discussion (involving OGCIO if needed) 

on the principles underpinning the Cloud and its usage for business purposes within the 

Department.  The findings of this consideration should inform the Department’s participation on 

the Government’s ICT Advisory Board which is currently examining the use of cloud services by 

Government Departments. Similar consideration should be given to a Departmental social media 

policy to replace the current interim policy.  

R4.16  Connectivity:  Completion of the ongoing programme to enhance access and connectivity 

for field staff should be expedited as quickly as possible, location issues permitting. 
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4.9 RECORDS AND DATA MANAGEMENT 

Responsibility for Records Management is assigned to the Corporate Governance Unit with 

responsibility at AP level assigned to the Data Protection Officer who also acts as FOI Officer for 

the Department. The Department is also participating in a pilot records management initiative in 

partnership with the National Archives and on behalf of DPER: 

a) Appointment of a Records Manager: The Department’s Data Protection Officer (DPO) has 

responsibility for the development of records management policies as part of their functions.  

a) Records Management Policy: This policy supports the Department’s business functions and 

meets its legal and professional obligations with regard to records management. It also 

provides a clear statement of the Department’s commitment to effective records management 

as part of its overall commitment to good governance, efficiency, accountability and 

compliance. This policy was prepared as part of the Records Management Pilot Project and has 

been published on the Department’s intranet. As this is a high-level policy, it will be supported 

by a range of other resources which are currently being developed.   To complement that, the 

Department is developing an Information Asset Register that will list all classes of records of 

importance to its work, and plans to implement the eDocs Build-to-Share solution in 2019.  

Notwithstanding these efforts, there remain significant gaps in records and data management 

policy and practice. There is no uniform format or policy on filing electronic records and each 

business unit essentially files its own way. The absence of standardised practice represents a 

potentially significant business risk.  For example, it appears to be common practice for staff to 

hold many years of records on their individual email accounts instead of on shared drives.   The 

scale of this practice was highlighted by the ICT migration project which relates to Heritage.   

On a positive note, a records management policy is being developed.  There are also some 

examples of good practice.  For instance, in the NPWS the Developer Application Tracking system 

(DATS) is a very good records management tool and the applications process administered by the 

Developer Applications Unit (DAU) is entirely computerised allowing for the easy and quick 

retrieval of records. 

The National Monuments Service has its own records management system and is supported by a 

professional archivist. Additionally, in late 2018 the NMS commissioned an external review of its 

records and data management processes and infrastructure.  The findings are currently being 

finalised, however it is expected that they will facilitate the NMS in reducing the significant risk of 

data loss, in improving data management behaviours, and in ensuring efficiencies/reducing 

duplication across NMS units.   

GDPR 

The Data Protection Officer (DPO), based in Corporate Governance, is responsible for overseeing 

compliance with GDPR requirements.  The Department appointed a dedicated Data Protection 

Officer once the GDPR Regulation came into effect with an immediate priority of engaging with 

all staff in order to raise awareness of the new legal obligations.  This initiative has proved to be 

quite successful and has been welcomed by staff.  Additionally, the Department has rolled out an 

online training module on GDPR which must be completed by all staff.  The absence of a central 

data management policy, including data retention, continues to be a challenge.  
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The NPWS’ data repository is a showcase of good data management practice as is the Geographic 

Information System (GIS) into which are fed the site inspection reports.  As mentioned previously, 

there is a GIS unit based in the Heritage Division.  Data is needed on natural heritage in order to 

comply with certain EU requirements and is inputted into the National Biodiversity Data Centre.   

Furthermore, the EPA shares data and datasets with the NPWS while much of the Department’s 

GIS heritage data is open and is an exemplar in relation to data sharing 

Data retention also surfaced as an issue during the ICT migration project in that the opportunity 

was not taken for a deep review of records to establish what should be retained and what could 

be destroyed. The project did, however, identify that, while the systems, storage and security of 

data are generally managed well, individual data management practices could be improved, in 

particular in relation to the maintenance of data files on personal computers or as part of the 

email archive etc.  

Notwithstanding the positive initiatives taken by the Department, there is still a lot of uncertainty 

among staff in relation to GDPR requirements and so this should be considered very much work-

in-progress.  Concerns were also raised by staff in relation to skills gaps in the area of GIS and data 

management.  

Findings:  Records and data management 

F4.23 Information management:  The Department, as part of a pilot initiative with DPER and 

the National Archives, is at the early stages of developing a comprehensive approach to records 

management.  To date a high-level policy has been developed but this needs to be augmented by 

supporting documentation and an awareness raising exercise among staff.  

F4.24 Records management:  While a records management policy is in place, the Department 

lacks a records retention policy, although it is taking the first steps towards addressing that with 

the development of an Information Asset Register.   

F4.25 Data protection:  A Data Protection Officer has been appointed and has been active in 

raising GDPR awareness among staff. This is still work in progress. 

F4.26 GIS training:  There is a need to focus some staff training on GIS and data management. 

Recommendations 

R4.17  Records and data policies:  The development of supporting documentation under the 

Records Management Policy and a separate Data Management Policy should be viewed as priority 

projects for the Department.  Awareness raising will be key to the successful implementation of 

these policies. 

F4.18 Records retention:   The Department needs to complete the development of a records 

retention policy as a precursor to rolling out the eDocs build-to-share model.  

R4.19  Data protection:  The Department should continue to utilise its Data Protection Officer to 

deepen awareness of GDPR and general data issues among all staff. 

R4.20  GIS training:  Specific training should be made available to staff who use GIS to ensure 

they have a thorough knowledge of systems and procedures. 
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GLOSSARY OF TERMS 

ACCESS Arts and Culture Capital Scheme 

AO Administrative Officer 

AP Assistant Principal 

BIOS Biodiversity Information Organisation System 

C&AG Comptroller and Auditor General 

CNCIs Council of National Cultural Institutions 

CO Clerical Officer 

CSEES Civil Service Employee Engagement Service 

CSO Central Statistics Office 

DATS Developer Application Tracking System 

DAU Developer Applications Unit 

DCCAE The Department of Communications, Climate Action and the Environment 

DCHG The Department of Culture, Heritage and the Gaeltacht 

DCYA The Department of Children and Youth Affairs 

DES The Department of Education and Skills 

DFAT The Department of Foreign Affairs and Trade 

DHPLG The Department of Housing, Planning and Local Government 

DLO Departmental Liaison Officer 

DPER The Department of Public Expenditure and Reform 

DPO Data Protection Officer 

ECF Employment Control Framework 

ECJ European Court of Justice 

EO Executive Officer 

EPA Environmental Protection Agency 

ESRI Economic and Social Research Institute 

FMSSC Financial Management Shared Services Centre 

FRE Further Revised Estimate 

FSS Financial Shared Services 

GB18 Culture Ireland GB18 Programme - Great Britain 

GDPR General Data Protection Regulation 

GFA Good Friday Agreement 

GIS Geographic Information System 

HEO Higher Executive Officer 

HR Human Resources 

ICLH Investing in Our Culture, Language and Heritage 2018-2017 

ICT Information and Communications Technology 

IPPO Investment Programmes and Projects Office 

KPI Key Performance Indicator 

N/S Body North/South Body 

NCI National Cultural Institutions 

NMS National Monuments Service 

NPI Non-Payscale and Industrial 

NPWS National Parks and Wildlife Service 

OCGIO Office of the Chief Government Information Officer 
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OPW Office of Public Works 

PAS Public Appointments Service 

PDA Performance Delivery Agreement 

PMDS Performance Development and Management System 

PO Principal Officer 

SAC Special Area of Conservation 

SLA Service Level Agreement 

SMART Specific, Measurable, Achievable, Relevant, Timely 

SPA Special Protection Area 

ÚnaG Údarás na Gaeltachta 

WPIEI Working Party on International Environmental Issues 
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APPENDIX 1:  STAKEHOLDER ENGAGEMENT 

Table A1.1: External stakeholders interviewed as part of capability review  

External interviews 

Arts Council 

Chester Beatty Library 

An Coimisinéir Teanga 

Crawford Gallery 

Department of Education and Skills 

Deputy Permanent Representative 

Department of Public Expenditure and Reform – IGEES 

Department of Public Expenditure and Reform - Vote Section 

Department of Housing, Planning and Local Government 

Environmental Protection Agency 

European Commission 

Fingal County Council 

Foras na Gaeilge 

Heritage Council 

Irish Museum of Modern Art 

National Concert Hall 

National Gallery of Ireland 

National Library of Ireland 

National Museum of Ireland 

Office of Public Works 

Permanent Representation to the EU 

Screen Ireland 

Údarás na Gaeltachta 

Waterways Ireland 
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APPENDIX 2:  DEPARTMENT’S DIVISIONS AND BUSINESS UNITS 

Table A2.1:   Department’s Divisions and Business Units, and Liaison Reporting Lines 

Division Culture 

Business Units Arts, Film and Investment 

 Culture Ireland, International and Education  

 Cultural Policy and Institutions 

 Cultural Schemes 

 Creative Ireland 

 National Archives 

Agencies National Gallery of Ireland, National Library of Ireland, National Museum of Ireland, 
Irish Museum of Modern Art, Crawford Art Gallery, Chester Beatty Library, National 
Concert Hall, Arts Council, Screen Ireland 

Division Heritage 

Business Units Built Heritage and Architectural Advisory Unit 

 Built Heritage Policy Unit 

 National Monuments Service 

 National Monuments Service (Professional & Technical) 

 NPWS Legislation, Licensing and Property Management 

 NPWS Peatland Issues and Land Designation 

 NPWS Science & Biodiversity 

 NPWS Strategy & Regional Operations 

Agencies Heritage Council, Waterways Ireland 

Division Gaeltacht 

Business Units Gaeilge taobh amuigh den Ghaeltacht 

 Gaeltacht agus Pleanáil Teanga 

 Oileáin, Foras Teanga agus Logainmneacha 

Agencies Údarás na Gaeltachta, An Foras Teanga, An Coimisinéir Teanga 

Division Corporate Affairs 

Business Units Finance, Evaluation and IT 

 Corporate Governance and Services 

 Human Resources, Learning & Development 

 Communications 

 Project Ireland 2040 

 Internal Audit 
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APPENDIX 3:  OVERVIEW OF DEPARTMENT 

RESOURCES OF THE DEPARTMENT 

The Department of Culture, Heritage and the Gaeltacht has a staff complement of approximately 660 

(just over 630 full-time equivalents), including staff of the National Archives.    

The Department is highly dispersed with staff currently based in 18 counties, set out in the chart 

below.  This is mainly due to the National Parks and Wildlife Service (NPWS) and National Monuments 

Service (NMS) staff which, due to the localised nature of their work, are based in locations around the 

country.   

The Department operates four main office locations – Dublin (264 staff), Kerry (103 staff), Galway (78 

staff43) and Wexford (37 staff).  For Dublin based staff, the Department also has four separate locations 

– Kildare Street (Dublin 2), Lombard Street (Dublin 2), the Custom House (Dublin 1) and North King 

Street (Dublin 7), as well as the National Archives in Bishop Street (Dublin 8).  Outside of the main 

office locations, the Department has staff in some 50 locations.  The broad distribution of staff, 

including in very small office locations, gives scope for obvious communications and other challenges 

e.g. staff mobility.  

Chart A3.1   

 

The following table sets out the distribution of grades, across the regional locations, with higher 

numbers of senior grades in the East & Midlands than in other locations.   

Table A3.1:   Staff distribution 

Staff Distribution South East  Galway  South West  North West  
East & 
Midlands  

PO & equivalent 0 3 3 0 15 

AP & equivalent 8 7 16 12 53 

HEO/AO & equivalent 17 10 25 19 63 

EO & equivalent 22 13 33 32 55 

CO/SVO 9 12 16 7 49 

NPI 14 0 36 52 2 

                                                           
43 This figure includes some staff based in Galway city and other Galway locations.  
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In common with other Government Departments, the Department was affected by the recruitment 

moratorium imposed on all public service bodies during the height of the economic crisis (2010 – 2015) 

as well as being constrained by administration allocations in the annual Estimates process and revised 

Estimates volume.  The frequent reconfigurations of the Department have also negatively impacted 

on staff numbers coupled with the addition of new work areas to the Department the demand for 

which had to be met, largely, from within existing resources e.g. Ireland 2016 and the Creative Ireland 

Programme.   

The reconfigurations have created some backlog around the filling of vacancies which the Department 

is at an early stage of addressing with a commitment to 50 appointments in 2019.   These new 

appointments are being made in line with the Department’s updated Workforce Plan for 2019.  They 

will be directed towards two new areas of work for the Department:  the delivery of the Department’s 

investment strategy under Project Ireland 2040 and the establishment of a new communications 

function, as well as being used to address resource requirements within existing work areas.   

The composition of the Department’s staff complement is also relatively complex given the significant 

number of professional and technical grades within the Department.  The following table sets out the 

standard Civil Service grades and the professional and technical equivalents within the Department. 

Table A3.2:  Staff grades in Department 

AP Equivalent  

PO Equivalent  

 
AP Equivalent HEO/AO Equivalent EO Equivalent 

Chief Archaeologist Senior Architect Survey Controller 
District Conservation 
Officer 

Senior Adviser Senior Archaeologist Archaeologist 
Technical Agricultural 
Officer 

Senior Inspector Archaeologist Grade I Engineer Grade III Conservation Ranger 

Special Adviser Wildlife Inspector Grade I Architect 
Architectural 
Assistant 

  
Wildlife Inspector Grade II Translator/Aistritheoir 

  

  Engineer Grade I Placenames Officer   

  Inspector Grade I Senior Photographer   

  Inspector Grade II    

  Chief Placenames Officer     

Additionally, the Department’s staff cohort also includes Non-Pay Scales Industrial Civil Service Grades 

(NPI), including gardeners, craft workers and guides that work in heritage assets operated by the 

Department e.g. Muckross House and Gardens.   
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APPENDIX 4:  MAJOR CAPITAL PROJECTS UNDERWAY AND PENDING 

The Department has two major projects under way, both concerning the National Library:    

a) Reimagining the National Library:  This programme, which is some one-third complete, will create the 

storage and preservation conditions necessary to keep the national collections safe for the long-term 

while the NLI will also benefit from enhanced public spaces and services.  Phase 1 of the four-year 

project, which is costing €14.7 million, is being delivered in partnership with the OPW.  A steering group 

is in place to oversee delivery and the NLI has engaged its own project manager.  

b) NLI digitisation project, Towards a Republic:44  This is the Library’s second major cataloguing and 

digitisation project, marking the second phase of the Decade of Commemorations from 1917 to 1923.  

The archives will record key events such as suffrage, the 1918 Elections, the First and subsequent Dáil, 

the Peace Conference, the War of Independence, the Treaty negotiations, and the Civil War.   

The Department and its agencies and the NCIs also have a number of significant capital projects at planning 

or early development stage, principally as follows:   

a) Expansion of the National Archives:   €24 million is earmarked for a major archival repository for hard 

copy records which will be located behind the National Archives’ Bishop Street office and is planned to 

be completed by 2022.  Consultants are producing a master plan, and a report has been submitted to 

the Board setting out considerations for delivery.45   

b) Redevelopment of the National Concert Hall (NCH): This project will comprise three phases:  (a) upgrade 

of the foyers and similar spaces; (b) redevelopment of the auditorium and a rehearsal space for the 

National Symphony Orchestra (NSO); and (c) a new building for an education centre and recital hall.  

The NCH has received approval for Phases 1 and 2 but not Phase 3, which is the subject of long-standing 

discussions and plans. 

Three major challenges arise for the NCH:  (a) it has to absorb the NSO which is some 90% funded by 

the TV Licence Fee, (b) cope with the auditorium being closed for 2 to 3 years, and (c) try to operate on 

a business-as-usual basis until completion of the works in 2024.46  

c) Expansion of the Chester Beatty Library:   The Library can show only 2% of its collection of some 26,000 

artefacts at any one time to its 350K visitors per year.  Through a combination of an expanded facility 

and greater use of exhibition space in other institutions, much more could be displayed. With that in 

mind, €20 million is earmarked for an expansion.  Discussions have taken place with the OPW to ensure 

that the Library’s requirements would feature in the OPW’s master vision for the Dublin Castle complex. 

d)  Series of projects for the National Museum of Ireland (NMI):  A €85 million programme comprising 

upgrades and refurbishments at the NMI’s five sites is planned in line with a 15-year vision document 

aimed at transforming the institution into a museum of international standing.   

e) Refurbishment of the Crawford Art Gallery, Cork:  This Gallery is the only NCI located in its entirety 

outside of Dublin.  Its permanent collection of almost 4,000 works is housed in an early 18th century 

building which has significant structural defects.  The refurbishment and expansion project will 

necessitate the closure of the Gallery for four years and its relocation to a temporary building. 

                                                           
44 In November 2017, funding was allocated to the NLI’s project, Towards a Republic, under a new Digitisation Scheme, which 

will fund a number of digitisation projects planned by NCIs and cultural heritage organisations. At present, it operates as a 
pilot scheme under the Creative Ireland programme.   
45 A Project Oversight Board will be established.  It will be chaired by the relevant Assistant Secretary and will include an 

OPW Commissioner and an OPW Architect and Project Manager. 
46 There is a steering group in place comprised of the relevant Assistant Secretary, OPW Commissioner and the Director / 
Chair of the NCH. There will also be a Project Team involving the NCH and the OPW. 


