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Executive Summary

Our approach

In order to review the approach taken by the Body we held 

several meetings with the secretariat, to gain a full 

understanding of each of the considerations made in 

developing the model and gather any additional information 

required. Following these meetings we then requested and 

reviewed all the relevant documentation in relation to the 

model including:

• Costing Model 15-10 GT;

• Methodology Note for GT 15-10; and

• Note on Model GT. 

We then proceeded to analyse and verify the 

appropriateness of each of the assumptions used in the 

model. 

Key Findings

Pay Data

The timing of the data used by the Body and the additional 

analysis undertaken suggests that the Body's approach 

represents a much more accurate picture of the costs 

associated with returning the hours under the HRA. Salary 

scale data in the model used midpoints for each grade which 

improved upon the DPER approach as it allowed the Body to 

model scenarios for each individual grade. In developing the 

midpoint, consideration was also given to additional 

payments beyond base pay for each grade in addition to 

making adjustments to account for PRSI entitlements. This 

approach was consistent with best practice as set out by the 

Public Sending Code.

Replacement Mechanisms

The model has been effectively designed to provide an 

appropriate level of granularity and flexibility in terms of how 

the return of hours can be achieved on a sector and grade 

level. The model represents an improvement on the 

approach taken by previous analyses through the 

supplementation of additional data points gained through 

extensive stakeholder consultation with the affected trade 

unions and sectoral employers. 

Qualitative Inputs

The addition of qualitative inputs strengthened the Body's 

model by giving consideration to how different sectors and 

grades can be accommodated within the limited cost 

envelope. This consultative approach to developing its model 

with unions and sectoral employers may afford the 

recommendations of the Body more credibility with 

stakeholders. The IHB also built upon the approach taken by 

previous analyses and added additional layers of information 

to inform its uprating which in our view was appropriate.

Overtime

The IHB conducted consultations with several sectoral 

stakeholders in which overtime is a large cost center to 

incorporate their input. It is our view that the Body performed 

the necessary due diligence to estimate overtime costs in 

their model with a high degree of confidence. 

Agency Premium

The agency premium was informed by engagement by the 

Body with individual sectors. The IHB invited these sectors to 

comment on costs, which were then subject to further 

scrutiny and verification. Grant Thornton were not privy to 

these discussions however the 30% uplift used for the Health 

sector would appear to be appropriate given market rates. 

Scenario Analysis

The IHB has engaged in an exhaustive consultative exercise 

with the public service to try to capture the most up to date 

information. The IHB approach to developing its model will 

benefit from its adaptability to adjust for different scenarios to 

arrive at their recommendations.

The quantifying and verification of pay for each sector and 

alternative replacement mechanisms are, in our view, 

necessary as the nature of the sector will impact heavily on 

the ability to fully replace any working time that it returned. 

The Model

Our analysis of all the provided documentation shows that 

the methodology used to estimate potential costs is sound, 

and the assumptions made by the Body are reasonable. The 

incorporation of updated inputs, the modification of 

assumptions and the inclusion of overtime and agency staff 

as alternative replacement mechanisms are key 

improvements. 

The approach used by the Body to estimate the potential 

costs associated with the return of hours under the HRA is, 

in our view reasonable and robust. Grant Thornton is 

satisfied that the Body took appropriate measures to source 

and verify the costs to improve on the previous analyses 

taken by DPER and IGEES. 
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Overview of our review and 
validation exercise

Overview

• The Independent Hours Body was established to examine additional working hours for public servants which is a key 

commitment in the public service agreement, Building Momentum: A New Public Sector Agreement 2021-2022. 

• The primary objective of the Body is to examine the issues arising in addressing the additional working hours for public 

servants provided for by the Haddington Road Agreement (HRA). 

• Following the fulfilment of their terms of reference, the Body will make recommendations on how measures necessary to 

fully resolve the issue of additional working time introduced under the Haddington Road Agreement’s pay and 

productivity chapter will be initiated and rolled out to all applicable grades, groups, categories and sectors across the 

public sector. 

• The roll out of the Body’s recommendations will be within a cost envelope of €150 million which has been provided by 

the Government.

• The Department of Public Expenditure and Reform (DPER) anticipates much higher costs than that provided for in the 

Agreement. The Agreement provides for any remaining recommendations to be discussed in the context of the Budget 

2023 estimates. DPER estimates the overall cost of replacement to be €645 million.

• The Independent Hours Body has engaged Grant Thornton to review and provide independent, third party validation of 

the methodology and assumptions applied by the Independent Hours Body in relation to the quantification, verification 

and cost of the additional Haddington Road Agreement hours worked by grade, group and sector. 

Summary of documentation received

• Costing Model 15-10 GT;

• Methodology Note for GT 15-10; and

• Note on Model GT. 

Key Model Inputs

Input 1: Additional hours returned (weekly)

This determines the proportion of additional hours to be 

returned and the length of the new working week for staff.

Input 2a: Payment for hours not returned (Y/N)

This determines whether staff are instead paid for the 

hours that are worked and not returned.

Input 2b: Rate of payment for hours not returned

This determines the rate of pay rate should the decision be 

made to instead pay staff for the additional hours that are 

not returned. 

Input 3: Replacement Rate (%)

This determines the degree to which the lost working time 

is replaced. 

Input 4: Change overtime divisor based on new hours 

(Y/N)

This determines whether to adjust the overtime divisor in 

line with the length of the new working week.

Input 5a: Recruitment (%), 5b: Overtime (%) and 5c: 

Agency staff

This determines the mechanism that will be used to 

replace the lost working time. 

Scope of work

To review and provide independent, third party validation 

of the methodology applied by the Independent Hours 

Body in relation to the quantification, verification and cost 

of the additional Haddington Road Agreement hours 

worked by grade, group and sector.

The focus of our review will be the provision of an 

objective and technical assessment of the Body’s 

methodology.

The majority of the data used in the model was provided 

to the Body by sectoral employers while additional 

information was obtained at meetings between the Body 

and union/employer representatives. The IHB liaised with 

these parties to identify how the additional hours are 

used. Grant Thornton have not been privy to these 

submissions and the subsequent analysis by the Body. 

These are therefore not in scope for this review. 
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The Model

Introduction

The Haddington Road Agreement was agreed between 

Government and trade unions representing public servants. 

This agreement was brokered in the context of a requirement 

to reduce the public service pay and pensions bill by €1 

billion. The Haddington Road Agreement provided for a 

series of reforms in relation to working hours, rostering, 

redeployment and performance management of public 

servants. Implementation of the agreement initiated a 

programme of: workforce restructuring, flexible working, 

work-sharing, productivity and cost extraction in different 

sectors of the public service. 

Key features of the agreement included: a pay cut for those 

earning over €65,000, introduction of freezes in pay 

increments, changes to overtime and flexi arrangements and 

provisions for a longer working week without compensation.

The planned restoration of most Haddington Road 

Agreement pay and productivity measures is significant –

particularly in terms of the ongoing impact of the agreement’s 

additional working time provisions. The vast majority of pay 

and productivity measures that were implemented under the 

Agreement have been rescinded.

The approach

The Independent Body undertook a technical exercise that 

built upon the methodologies used in previous analyses 

conducted by the Department of Public Expenditure and 

Reform (DPER) and the Irish Government Economic and 

Evaluation Service (IGEES). While the methodological 

approaches taken by the Body was largely similar to these 

previous analyses, several key changes were made to 

improve upon them. 

Granularity in modelling scenarios 

The IHB choose to supplement their model with additional 

data points, which provided more granularity in costing the 

replacement options per grade and sector. The flexibility built 

in to the Body's model was beneficial in meeting the 

objectives of its terms of reference. It enabled the Body to 

identify the optimal approach to returning the hours under it’s 

limited cost envelope through the examination of multiple 

scenarios. 

Summary of key methodological differences

DPER Independent Body

Granularity in modelling 

scenarios

One replacement mechanism considered. 

Scenarios generally modelled at the grade 

group or cohort level.

Allows for the modelling of a range of possible 

scenarios at the individual grade level.

Updated input data
Input data refers to end-2019, with end-2021 

levels estimated using uprate factors.

Input data refers to end-2020 (latest available), 

with end-2021 levels estimated using uprate 

factors.

Uprate Factors Based on Budget 2021 figures.
Based on Budget 2021 figures, sectoral 

consultation, historical trends and patterns.

Adjustments made to capture 

more accurate pay costs

Utilised average pay costs for grade groups 

based on payroll data.

Utilised average pay costs and supplemented this 

analysis using the mid-point of the salary scale for 

individual grades. Adjusted for additional payments 

such as PRSI and premia payments.

Modelling alternative 

replacement mechanisms

Only modelled for FTE replacement through 

recruitment.

Modelled for three replacement mechanisms 

informed by sectoral engagement on likely 

approaches to replace returned hours.
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The Model

The model can design replacement scenarios for each 

grade. This differs from the approach taken by DPER who 

analysed pay data on a higher level with less scope to make 

adjustments for alternative scenarios. However, the inputs 

used to develop the Body's approach and their subsequent 

analysis are not available to Grant Thornton and are 

therefore outside the scope of this review.

Updated input data

The IHB received pay information from sectoral groups and it 

sought submissions from key sectors including; health, 

education, the civil service and local government to augment 

its quantitative data. 

The approach taken by DPER used end 2019 figures that 

were uprated to end 2021. The IHB followed a similar 

methodological approach to DPER but used end 2020 

figures (the latest available), sourced from sectoral 

employers at the grade and group level, uprated to end 

2021. 

Adjustments made to capture more accurate pay 

costs

Similar to DPER, the IHB derived average pay costs for each 

grade group by dividing 2020 total pay expenditure by end 

2020 FTEs. The IHB performed an additional exercise to 

verify the length of the working week across grades and 

sectors and instances of non standard working time. To 

supplement the analysis using average pay costs, the IHB 

also used the midpoint of the salary scale for each grade, 

making adjustments to include costs associated with PRSI, 

allowances and premia payments. 

Modelling alternative replacement mechanisms

The IHB incorporated a flexible approach to its design to 

facilitate alternative replacement scenarios to be modelled. 

The DPER submission did not examine additional agency or 

overtime costs. Their approach assumed that all of the lost 

working time could be replaced through additional FTE 

recruitment. 

Uprate Factors

The uprate factors for both DPER and the IHB were based 

on estimated staff numbers by vote that were prepared as 

part of Budget 2021. The IHB engaged in a further exercise 

in updating and verifying these figures, and sought, where 

appropriate, to apply uprate factors to individual groups or 

cohorts, rather than on a sector wide basis. In developing 

these uprate factors, the IHB incorporated estimates of the 

growth of the public sector FTEs derived from a number of 

sources including:

• Budget 2021 estimates of public sector numbers;

• Historical trends for each sector and grade; and

• A high level of sectoral engagement.

The estimates by DPER were based on Budget 2021 Budget 

estimates alone. The inputs received from sectoral 

stakeholders and any analysis conducted by the Body on 

past and future recruitment trends or patterns are not in 

scope as part of this review. 
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Model inputs

Examination of inputs in the model

Title Interpretation/application

Granularity in 

modelling 

scenarios 

The IHB approach means planning and forecasting pay costs is easily adaptable and can be rapidly 

forecasted. It allows the Body to assess the feasibility of a broad range of scenarios with respect to the cost 

envelope available. The cost of fully returning the hours to pre-HRA will be a multiple of the cost envelope 

available. 

Uprate Factors Several methods were used by the Body to inform the uprate utilised in the model. These include:

• Using the same approach as DPER with additional data points;

• Conducting a verification process utilising historical time series data, tracked recruitment trends by 

month and quarter for the last number of years and recruitment patters for the year to date; and

• Utilised estimated staff numbers by vote that were prepared as part of Budget 2021. 

The only caveat is revised figures will be available in mid December 2021, however in the absence of 

these, the figures used by the Body are appropriate. The addition of qualitative inputs strengthened the 

Body's model by giving consideration to how it can accommodate different sectors and grades within the 

limited cost envelope. The IHB built upon the approach taken by previous analyses and added additional 

layers of information to inform its uprating which in our view was necessary.

Overtime rate The overtime rate can vary significantly by grade and across sectors. The model uses an approximation of 

the overtime rate which is time and a half. The IHB conducted consultations with several sectors in which 

overtime is a large cost center to incorporate their input. It is our view that the Body performed the 

necessary due diligence to project overtime costs in their model, where appropriate, with a high degree of 

confidence. 



10IHB Review

Model inputs

Summary of inputs from the Body's model

Title Interpretation/application

Agency 

Premium

The agency premium was informed by engagement by the Body with individual sectors. 

Midpoint salary In addition to deriving average pay costs using payroll expenditure data, the IHB used salary scale data in 

the model, determining midpoints for each grade. This improved upon the DPER approach which used 

average payroll cost generally at the grade group level. Use of an average is very sensitive to abnormally 

low or high values, while the median is much less affected by outliers. This approach also allowed the Body 

to model scenarios for each individual grade. In developing the midpoint consideration was also given to 

additional payments beyond base pay for each grade in addition to making adjustments to account for PRSI 

entitlements. This approach was consistent with best practice as set out by the Public Sending Code.

2020/21 pay 

increases

The model accounted for pay increases from national pay agreements in 2020/2021. 

Adjustments 

made to 

capture more 

accurate pay 

costs

Similar to DPER, the model used aggregate pay data to derive the average pay cost. However, IHB 

approach improved on the DPER submission which incorporated all elements of pay such as overtime. The 

IHB adjusted pay expenditure for those cohorts that were entitled to overtime pay and removed this 

expenditure component. 

The timing of the data used by the Body and the additional analysis undertaken suggests that the Body's 

approach represents a much more accurate picture of the costs associated with returning the hours under 

the HRA.

Modelling 

alternative 

replacement 

mechanisms

The DPER submission made the assumption that the additional hours will be reduced in line with pre HRA 

hours across all grades and sectors with FTE replacement through recruitment. The model developed by 

the Body facilitates an assessment of scenarios involving alternative replacement mechanisms.
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Findings

The Independent Hours Body was established to examine 

additional working hours for public servants which is a key 

commitment in the public service agreement, Building 

Momentum: A New Public Sector Agreement 2021-2022. 

The IHB will make recommendations on how the additional 

working time introduced under the Haddington Road 

Agreement’s pay and productivity chapter will be initiated 

and rolled out to all applicable grades, groups, categories 

and sectors across the public sector. 

The Independent Hours Body engaged Grant Thornton to 

review and provide independent, third party validation of the 

methodology and assumptions applied by the Independent 

Hours Body in relation to the quantification, verification and 

cost of the additional Haddington Road Agreement hours 

worked by grade, group and sector. This review did not 

extend to an examination of the quantitative and qualitative 

data provided to the Body as part of its sectoral engagement. 

Findings

The Independent Hours Body is required to give 

consideration to how its recommendations will affect each 

sector, its impact on service delivery, what mechanism the 

hours are to be returned and to whom. The terms of 

reference require the Body to base this decision making on 

union and employer engagement. Finding agreement or 

acceptance of its recommendations may be a significant 

challenge given the limited resources made available to 

return the necessary hours.

Estimates by DPER and IGEES place the cost of replacing 

lost hours through recruitment far in excess of the cost 

envelope available to the Body, at €645 and €311- €621 

respectively. 

The IHB approach to developing the model will benefit from 

the adaptability to model for different scenarios to arrive at 

their recommendations.  

The IHB remit means it is effectively trying to arrive at an 

optimal outcome within the limits of the cost envelope rather 

than identify the absolute amount required for the return of 

these hours. In this respect, the model has been effectively 

designed to provide a high level of granularity and flexibility 

in terms of how this can be achieved on a sector and grade 

level. The model represents an improvement on the 

approach taken previously through the supplementation of 

additional data points gained through extensive stakeholder 

consultation with the affected trade unions and sectoral 

employers. 

There are elements of the Body's work that this review has 

not been able to examine and are out of scope. Specifically 

the details of the sectoral inputs and the verification process 

undertaken by the Body. However, our analysis of all the 

provided documentation shows that the methodology used to 

estimate potential costs is sound, and the assumptions made 

by the Body are reasonable. The incorporation of updated 

inputs, the modification of assumptions and the inclusion of 

overtime and agency staff as alternative replacement 

mechanisms are key improvements that have greatly 

strengthened the depth of analysis of the impact of the return 

of hours under the HRA. 

The approach used by the Body to estimate the potential 

costs associated with the return of hours under the HRA is, 

in our view reasonable and robust. Grant Thornton is 

satisfied that the Body took appropriate measures to source 

and verify the costs to improve on the previous approach's 

taken by DPER and IGEES. 


