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1. Executive Summary
Background

Policing services in Ireland are currently delivered on a district basis, with 28 divisions (largely along county
lines) further divided into 96 districts each led by a District Officer {Superintendent). The Divisional Model of
Policing is one of the Garda Siochana’s priority projects under the Modernisation and Renewal Programme
(MRP) and involves the replacement of the traditional district with a model which manages functions across
the division as a whole. Under this model, a Superintendent will lead a specific function for an entire division,
and no longer have to attempt to balance, prioritise and deliver the vast array policing functions in smaller
district areas. The aim of introducing these specialised, or functional hubs is to achieve higher and more
consistent levels of service to the public and greater efficiencies. This change represents one of the most
significant changes to the delivery of policing in Ireland in the history of the Garda Siochana.

The original concept of a “Functional Model” was recommended by the Garda Inspectorate in “Changing
Policing in Ireland” and did not foresee any district / geographic breakdown within divisions. In considering
the recommendations on the Functional Model, the Government in its Decision of July 2016 recognised the
needs of large rural divisions and wanted to ensure that the close relationship the Garda Siochana has with
communities was maintained. Thus while the Government decided that the current district model be replaced
on a phased basis with a divisional one, it did recognise that some appropriate modifications might need to be
made by the Garda Siochdana for large rural areas. The Government Decision also expected efficiencies.

New Divisional Structure

The Garda Siochdna’s response was to develop a “Divisional Model” which involves both specialist functional
hubs and a geographic breakdown within divisions. The specialist hubs which are proposed, focus on
community engagement; governance and roads; crime and administration. In this restructuring, a
Superintendent will lead one of the specialist hubs, rather than a district, and will report to the Chief
Superintendent, who has responsibility for the division. The administration hub will led by a civilian manager,
also reporting to the Chief Superintendent. While sharing some similarities with the Garda Inspectorate’s
proposed Functional Model, the Garda Siochana has retained some geographic segmentation of divisions with
multiple community engagement hubs proposed within each division, some mirroring the existing districts.

Authority assessment

The Authority recognised the implementation of the Divisional Model as a priority in its oversight of the
fulfilment of the recommendations arising from the Inspectorate Report 11 “Changing Policing in Ireland”,
particularly given its transformative potential to enhance policing services. This emphasis was initially
complemented by a period of rapid development and enthusiasm by the Garda Siochana in early 2017, but
progress slowed and the Authority became increasingly concerned by the pace of development. Questions
also arose as to whether the exercise was a rebranding of the existing district-based policing, rather than
moving to functional policing by division. The project has since been allocated to a dedicated Project Team
and been informed through a series of workshops with key internal stakeholders, which has made
considerable progress. The Authority is very encouraged by the immense efforts being made by the Garda
Siochana and the implementation of the model in four pilot areas is now imminent. With this in mind, it
seemed an opportune time for the Authority to review and critique the new divisional structure developed by
the Garda Siochana.
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At this pilot stage, the Authority is not minded to be prescriptive regarding the exact form of the model to be

implemented in each division. However, it is essential that the model being rolled out ensures that the benefits

envisaged by the Government and the Inspectorate are realised. The Authority has a number of reservations

as to whether the Garda Siochana can fully achieve these benefits with the proposed model as follows:

The Authority is concerned that the Garda Siochdna’s proposed Divisional Model will not phase out the
District Model of policing in accordance with the Government Decision. That decision gave some support
to allowing the Garda Siochana to modify the Functional Model proposed by the inspectorate, specifically
in large rural divisions. However, under the Garda Siochana’s proposed model, this modification has been
applied to all divisions regardless of whether they are rural or urban, large or small. In doing this, the Garda
Siochana has proposed to continue geographically dividing divisions through introducing multiple
community engagement hubs that serve smaller areas and deal with lower value, higher volume crime
and community affairs. Many of these hubs mirror the existing district structure. The Garda Siochana’s
justification for this approach is their assumption that a sole Superintendent, even with additional
inspectors, could not manage the workload of a division-wide Community Engagement hub. However,
such assumptions have not been tested, and more importantly, the homogeneity and rigidity of the pilot
design does not appear to allow for testing these assumptions and to examine if there is a more efficient
way of deploying Superintendents.

The Authority has considerable misgivings that Roads Policing has been placed in the Governance hub.
The logic or strategic intent for the location of roads policing in the Governance Hub is not clear, and seems
in part to be due to the geographic segmentation of the Community Engagement hubs. While there are
those in certain pilot divisions who have suggested that Roads Policing could be led by an Inspector
reporting directly to the Chief Superintendent, this has not been accepted by all involved in the project
and the option has been removed. This is a lost opportunity.

The model has been developed as a standalone project and there has been limited forward planning in
ensuring that it fits in with other ongoing MRP projects. Not having integrated planning creates the risk
of future incompatibility between the new divisional structure and other organisation developments.

The current design was developed through workshops centrally and across the four pilot divisions, to bring
consistency to disparate designs that had been created in the initial stages of the project. However, it
appears to the Authority that in the workshops, the desire for consistency has resulted in some rigidity
at the sacrifice of exploration. The purpose of these pilots should not be to test if a Divisional Model works
but rather what form of Divisional Model works. The pilot does not currently allow for this, as it does not
introduce variation and testing across the four pilot divisions.

The ongoing work is largely silent about the impact on the regions and the role of the regional Assistant
Commissioners. There is a recognition by the Garda Siochana that the pilot, and the evaluation, will need
to be alive to this as the pilots progress.

Staffing the model remains a key concern. Civilian recruitment has not kept pace with the model’s
development and the requirement for Inspectors and Sergeants, and new role descriptions are critical.
There is a sense that expected impact on the uniformed member is regarded as minimal and that there
are still issues surrounding transparency of role assignment and career development for members. Most
relevant to the Garda Inspectorate recommendation is the role of the Inspector, which was seen as having
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a greater role in the Functional Model. This does not appear to have been fully realised in the Divisional
Model and is thus at odds with the Garda Inspectorate’s initial recommendation.

— The basis for how the four pilots will be evaluated needs to be clarified. In addition to testing high-level
performance and efficiency metrics, there should be thorough independent analysis to understand what
types and arrangements of Divisional Model works best in different areas.

The workshops are continuing, and recent commitments have been made by the Project Team to keep the
workshops operational throughout the duration of the pilot. Desire has also been expressed to alter the shape
of the model as the pilot progresses, though this has not been formalised.

While not wishing to delay the advancement of this project, the Authority recommends that the Garda
Siochana take into account the reservations set out in this report as they commence and work through the roll
out in these first four divisions. The Authority also considers that in the context of the four pilots, there ought
to be scope for variation, and at least one example whereby the “pure” Functional Model as recommended
by the Garda Inspectorate would be tested.
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2. Overview and Approach to the Development of the Report

The Divisional Mode! of policing was chosen as the key area of focus for this report on the implementation of
the recommendations of the Garda Inspectorate Report “Changing Policing in Ireland”. It was chosen because
of the importance of what it is endeavouring to achieve — the most significant restructuring of how policing is
delivered in Ireland in the history of the Garda Siochédna. Its importance was recognised in the Government
decision of July 2016, which positioned the Divisional Model as a core element of the reform of the Garda
Siochana.

Achieving this change is critical in terms of the potential impact for the community’s experience of policing.
The demands and expectations of policing in 215 Century Ireland are different and they are not all about crime.
The change to divisional policing is designed to impact on the responsiveness and effectiveness of the policing
effort, to result in a more strategic use of policing resources, and release leadership capacity by eliminating
duplicate functions. It is also a frame within which the key elements of the MRP and Government decision will
be delivered.

The rollout of the Divisional Mode! pilot project is imminent. This has long been anticipated, and the Authority
has expressed its disappointment on more than one occasion at the pace with which it has developed. It could
be regarded as premature to produce a report on an initiative that is yet to begin, however, the Authority
regards it as important to assess the outcomes of the process that the Garda Siochana has engaged in to
interpret, and determine, the shape of the Divisional Model that is piloted. The Authority’s intent in this regard
is not to attempt to adjudicate on the model, or indeed prescribe a model, but rather to assess if the
anticipated benefits of divisional policing are capable of being delivered.

The Authority itself, and through its Organisational Development Committee and Authority Executive, has
engaged with management and staff in the four pilot areas, the Garda Project Team and Senior Management
within the Garda Siochéana to inform this report. Attendance at the project design workshops, conducted with
a broad cross section of the Garda Siochdna organisation, offered some insight into the concerns, challenges
and opportunities identified, and the rationale behind the shape of the model recently settled upon. The
Authority has also engaged with the various MRP project teams, which will be important supports for the
model, as well as Specialist Units to explore how these will interact and support divisional policing.

The development of the Divisional Model is taking place within the larger context of the MRP, and as such is
not immune to the same challenges it faces. This Sixth Report should be read with reference to the Authority’s
Fifth Report that sets out its observations with regard to the implementation of the MRP more generally, as
many of the issues raised in that report pertain.

This report also sets out a progress report on the wider implementation of the recommendations of Changing
Policing in Ireland, more generally and includes some specific detail on the priority project areas.
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3. Divisional Model

Introduction

The Government Decision S20193F of July 2016, which enshrined the recommendations of Changing Policing
in treland, incorporated that the current District Model of Policing would be replaced, on a phased basis, with
a Divisional Model of policing. This model would see policing responsibilities allocated on a functional, rather
than a geographic basis, and represented a significant restructuring of the existing District Model with the
objective of delivering visible, effective and responsive policing services to communities.

The concept of working on a divisional basis is not new for the Garda Siochana. Initiatives undertaken within
the MRP that centralised functions at divisional level have been rolled out, and have been well received, by
both those working within the Garda Siochana and those using these services. The Protective Services Units
are such an example. While these units are still only formally operationat in four divisions, feedback is positive
that it has resulted in improved levels of service to victims and increased operational effectiveness in dealing
with these types of crime. Initiatives such as Court Presenters and the Victims Services Offices also operate on
a divisional level and appear to be offering greater efficiencies and better service. The Divisional Model is
potentially a framework for all policing services to be delivered in this manner, if effectively designed and
implemented.

The launch of the pilot of the Divisional Model across four divisions is imminent. The Garda Siochana has,
following a protracted process, arrived at a version of the Inspectorate Model that it believes best meets the
needs of policing in Ireland while realising the benefits, as articulated by the Inspectorate, of a divisional
approach to policing. However, the model presented by the Garda Siochdna is substantially different from the
Inspectorate recommendation. The Government Decision does recognise that appropriate modifications may
be needed for the deployment of the Divisional Model to meet the needs of large rural divisions and ensure
that the close relationship the Garda Siochana enjoys with local communities is maintained.

At this pilot stage, from an oversight perspective, the Authority is not minded to be prescriptive in terms of
the final shape of the Divisional Model. It does however, want to be assured that the model rolled out is
capable of realising the benefits envisaged by a move to divisional policing. It is imperative that any alteration
to the design still delivers the intended benefits of restructuring.

This chapter sets out the progress made by the Garda Siochédna in implementing a Divisional Model pilot. It
then presents the model that the Garda Siochana proposes will be put in place, the anticipated benefits, and
how this relates to the Garda Inspectorate’s recommendations. It is concluded with the Authority’s assessment
of the progress made to date.

Background

The Garda Siochdna currently operate in 28 divisions. Within each of these there are between two and six
geographic districts, totalling 96 districts for the country. The districts replicate each other’s activities,
providing a wide range of policing services to these geographic areas, including, but not limited to: crime
investigation, community policing, response policing, event management and roads policing. A District Officer
(Superintendent) leads the district and oversees all of these activities, as well as the necessary administration,
including Human Resources and Finance. The geographical area, population served and number of Garda
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members under the supervision of a Superintendent varies significantly from district to district. For example,
as illustrated in Table 1, some districts have fewer than 40 Garda members while others exceed 300.

Table 1: Number of Garda Members in Pilot Divisions

Division District Number of Garda Members
(as at May 2017)
DMR South Central | Donnybrook 155
Kevin Street 183
Pearse Street 282
Cork City Anglesea Street 327
Gurranabraher 92
Mayfield 112
Togher 115
Galway Ballinasloe 51
Clifden 38
Galway 261
Loughrea 81
Salthill 71
Tuam 69
Mayo Ballina 55
Bellmullet 30
Castlebar 85
Claremorris 90
Westport 42

The Garda Inspectorate has been critical of the current District Model of policing, citing a number of features
that it believes do not lend themselves to effective policing. These include:

o Highly inefficient deployment of resources across district boundaries;

e Widespread inconsistencies between districts in the provision of services;

e Duplication of operational, administrative and management units which take resources from patrol,
investigative and community policing; and

e A resulting wide portfolio of responsibilities assigned to the District Officer

It was in this context that the Garda Inspectorate proposed a move away from the District Model to a
Functionality Model. The proposed model, presented in Figure 1, was part of a series of linked reforms,
including amalgamation of divisions and reduction of the number of Garda Regions. Recommendations
regarding the amalgamation of regions were not accepted in the Government Decision, but it was decided
that this should be reviewed as the Divisional Model is rolled out.
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Garda Inspectorate Functionality Model

The Inspectorate model is set out below.

Fig 1: Proposed Garda Inspectorate Functionality Model
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The model was originally proposed in the Garda Inspectorate’s “Crime Investigation Report” (Report 10) and
further developed in Changing Policing in Ireland (Report 11 - Recommendation 2.3). The model proposed the
removal of districts. In their place, specialist, functional units would be formed which would focus on specific
areas of policing for a whole division. A Superintendent, who would have a more focused area of responsibility
balanced with an increased geographical area, would lead each of these new units. The Garda Inspectorate
proposed that this would achieve a number of advantages for delivery of policing services. These are set out
in this section.

The Inspectorate’s Model was presented as having four Superintendents and a senior member of Garda staff,
overseeing units for Operations, Partnership, Crime, Criminal Justice and Business Management. It proposed
that a number of Functionality Models should be developed to cater for the differing needs of urban and rural
divisions. Furthermore, it was expected that the four Superintendent Model would only be required for busier
divisions, and that “less busy” divisions could merge some of the specialist portfolios and cope with two or
three Superintendents.

Beyond defining the role of the Superintendent for each unit, there was a limited amount of guidance as to
how the divisions should operate, or the implications of the model for other ranks. The Garda Inspectorate
recommended increasing the number of Inspectors to support the Functionality Model, in addition to releasing
Inspectors to front-line supervisory duties. With respect to the physical deployment of resources, it was
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recommended that certain functions be co-located. For example, it was recommended that the crime unit
should be located with the custody suite to maximise efficiency in investigations.

Advantages of Functionality Model proposed by Garda Inspectorate

Reduce inconsistencies in delivery of services within divisions and nationally

Allow for more streamlined reporting/monitoring by Garda HQ, as they would have to monitor 28 divisions
rather than 96 districts.

Allow for the deployment of Superintendents to areas where they have particularly strong competencies
(e.g. crime investigation).

Allow Superintendents to develop skills in areas where they have limited experience.

Allow Superintendents to become specialists/experts in specific areas thus allowing for more consistent
decision making and operational deployment practices

Reduce Superintendents’ responsibilities, which are associated with running a district, thus freeing up time
to focus on critical operational tasks and increasing visibility.

Focus on collaboration between portfolio owners, rather than competition between districts

Specialism by Superintendents would free up chief Superintendents’ time to allow them greater scope for
community engagement

The addition of a civilian business manager would remove some of the non-operational duties from
Superintendents.

Model Development

The recommendation to implement a Functionality Model was accepted in the Government Decision.
However, during the formulation of the Government Decision, the Garda Commissioner was consulted and
the recommendation was subject to appropriate modifications, to allow for flexibility of the model in large
rural divisions and ensure that the close relationship with communities was maintained. The model was also
closely aligned with civilianisation in the Government Decision, and the Commissioner was cited as committing
to approximately 10 redeployments per division, as a result of implementing the model, and an approximate
total of 250 when it was rolled out nationally.

The model was to be piloted in an urban division in Quarter 4 of 2016 and, subject to review, a rural division
in Quarter 1 of 2017. It was initially to be piloted in Cork City, but three additional divisions were added as
pilot locations including DMR South Central, Galway and Mayo.

The project was commenced outside of the governance framework of the Strategic Transformation Office
(STO, the project management office for the MRP). Disparate model designs were developed in each of the
four divisions, all of which focused on developing a hybrid model, namely a compromise between the
Divisional Model concept and the current District Model. For example, in Cork City the plan entailed merging
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the existing four districts into two: one for the north side of the city and one for the south. In addition to this
there were to be four Garda led units, or hubs, for Crime Investigation, Roads Policing, Courts and Governance
and Strategy. Finally, a civilian led administration unit was going to be introduced. By comparison, Mayo
intended to amalgamate the existing five districts into three Community Engagement and Public Safety Hubs,
with additiona! hubs for Crime, Governance, Performance and Standards, and Administration and Support
Services.

Though progress was being made in both of these divisions, and the rollout of the pilots was imminent,
concern was expressed within the Garda Siochdna over a number of issues. The primary concern appeared to
be that the processes and design challenges were not being recorded, and there was a lack of consistency to
the approach to the projects, which would limit opportunities for learning and evaluation to inform national
rollout of the models. The STO intervened in October 2017 to bring some uniformity to the process and
formalise the initiative as an MRP project under the title “Divisional Model”. In Quarter 4 of 2017, the STO
conducted a prioritisation exercise for MRP projects, in which the Divisional Model was included. The project
was classified as one of three Tier 1 projects (the highest level of priority for the STO). This meant that the
project would receive the highest level of support from the STO, with a dedicated, full time STO project team
assigned to ensure project delivery. The Project Team was led by the Assistant Commissioner for the South
Eastern Region.

A series of design workshops were held over the past eight months involving divisional officers, district officers
and senior staff from each of the pilot divisions. Authority staff also attended a number of these workshops in
an observer capacity. Senior Gardai from divisions outside of the pilot projects were also invited to attend to
offer aiternative perspectives. These workshops initially focused on the high-level design establishing the
functional hubs, which the division would be divided into, before delving into the individual processes that
would be introduced in each hub. The Project Team has produced a considerable body of work delineating the
roles and responsibilities of each hub down to the level of individual processes. in doing so, it has defined the
processes clearly to standardise the approach to work across the divisions. This has been particularly
important in developing the administration hub and identifying those elements of work that are to be removed
from Superintendents and reallocated to civilian staff. This work commenced in November 2017, but was
interrupted due to wider industrial relations issues. The workshops resumed when these issues had been
resolved, but the Project Team had been able to advance some of the work required during the interruption.
The management of the pilot divisions also visited a number of locations (including Brent, West Midlands and
Northern Ireland) to gain insights on how functional policing has worked in these areas.

While the Garda Siochana has settled upon the overall model, design workshops are still ongoing, with a
workshop on the Governance Hub due to take place in August. This may result in some minor changes to
functions assigned to each hub, but there is unlikely to be significant change proposed from within the Garda
Siochana.

Current Model

The model, which is due to be piloted over the coming months, is broadly similar for all divisions and contains
a series of hubs. This current model is almost identical to that originally proposed in the Mayo Division pilot.
Every division will have a Crime, Governance and Administration Hub. In addition to this, each division will also
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have multiple Community Engagement Hubs (currently three in each division, with the exception of Galway,
where four are planned). The high-level design, as presented in May 2018, is exhibited in Figure 2.

Fig 2: Design of Divisional Model
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One of the key developments of the Divisional Model is the introduction of an Administration Hub. A civilian
staff member (at Assistant Principal grade) who will report directly to the (Divisional Officer) Chief
Superintendent will lead this. The Administration Hub will complete most of the HRM, finance and
administrative functions for the division, though some administration is expected to remain in operational
hubs. The main impact of this hub is that it will result in the transfer of non-operational work from gardai to
civilian staff members, and facilitate redeployment of garda members to operational policing.

Beyond this, it is anticipated that functions will be centralised and as a result achieve economies of scale. For
example, it is anticipated that the finance function will be completed in one location in the division, rather
than being completed in each district. This will result in fewer staff required for this particular function.

The Community Engagement Hubs will be the largest (individually and combined) in terms of Garda numbers.
After the project was brought under the STO, the initial workshops in November 2017 proposed two such hubs

per division. Following the recommencement of the workshops in March 2018, the number of hubs had been
10
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increased to three per division. The exception was Galway Division, where five community engagement hubs
were being sought, with little change to current district boundaries. This has since been reduced to four.

The Community Engagement Hub is, essentially, the hub for uniformed gardai. At its simplest level, these will
be amalgamated districts, with key functions removed and assigned to other hubs to operate on a divisional
basis. As well as community engagement, the Community Engagement hubs will also deal with high volume-
lower value crime investigation (for example thefts under €7,000 in value) and custody management.

Fig 3: District Model and Divisional Model for Mayo
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The crime hub will be led by a Superintendent/Detective Superintendent, and will be responsible for all serious
crime for the whole division. it will bring together existing crime assets such as the Special Detective Unit,
Protective Services Unit, Crime Prevention Officer and Crime Scene Investigation function. There will be some
variance across the divisions. The pilot in Mayo, for example, does not currently have a Protective Services
Unit.

The Governance Hub will centralise all GSOC investigations, complaints and discipline issues, and remove these
duties from district officers. It will also take responsibility for strategy and performance, criminal justice and
roads policing. It should be noted that neither the Crime Hub nor the Governance Hub will necessarily be
centralised in geographic terms, and may remain in former district headquarters. Essentially, the
Superintendents leading these hubs may still be physically located in the communities where they were once
district officers.
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Comparison with the Garda Inspectorate Model

While perhaps easier, and more intuitive, to focus on the differences between the Garda Inspectorate and
Garda Siochana models, it is important to also take note of the commonalities. At a principle level, the Garda
Siochana Model does to varying degrees:

o Allocate responsibilities (with the exception of community engagement) on a functional rather than a
geographic basis across a number of hubs;

e locate the hubs in various areas across the division to maintain the close relationship with
communities;

e Reduce duplication of operational, administrative and management units;

e Reduce the breadth of the portfolio of responsibilities assigned to the District Officer thereby freeing
her up to focus on her area of functional responsibility;

e Civilianise business supports including finance and HR; and

¢ Maintain a management team in each division comprising the Chief Superintendent and
Superintendents.

There are a number of key differences between the Garda Inspectorate model and the Garda Siochana model
as presented in May 2018 of which the key ones are summarised in Table 2.

Table 2: Differences between Garda Inspectorate and Garda Siochana models*

Garda Inspectorate Model Garda Siachana Model

Number of Superintendents per 3to4 Uptob

Division

Community Engagement 1 Operations Hub and 1 3 to 4 Community Engagement
Partnership Hub Hubs

Governance Focused on Criminal Justice and In addition to Inspectorate
GSOC Complaints specification, it also Includes

Strategy and Performance and
Roads Policing

Property and Exhibits Function Under Criminal justice Hub Under Community Engagement
Hub

Crime Prevention Officer Under Partnership Hub Under Crime Hub

Function

Roads Policing Function Under Operations Hub Under Governance Hub

Victims Services Office Under Criminal Justice Hub Under Protective Services Unit,
Crime Hub

The key differences relating to the Community and Governance hubs are explored in some detail below. The
rationale for the differences relating to these hubs as articulated by the Garda Siochdna through the Garda
Project Team is set out.

! This is based on the model presented in May 2018. There may be subsequent reallocation of individual functions, such
as Property and Exhibits, in subsequent workshops.

12
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Community Engagement Hubs

The Garda Inspectorate proposed separating Operations (including Response Policing) from Partnership
(which included Community Policing). Rather than following this approach, the Garda Siochéna have merged
these two functions into a Community Engagement hub. This in itself is not at odds with the Garda
Inspectorate approach, who stated that hubs could be merged in some divisions. Where the approaches
diverge, is that the Garda Siochana Model creates multipie Community Engagement hubs within each division.
There will not be a Superintendent with a pan-divisional role to deliver community engagement. According to
current plans, there will be three Community Engagement hubs each in DMR South Central, Cork City and
Mayo while there would be four Community Engagement hubs in Galway. As each would only serve part of
the geographic area of a division, the Authority has highlighted that this does not in fact deliver a divisional
approach to community policing. In fact, the exercise, by retaining an alignment between a specific
Superintendent and a specific geographic area, could be perceived as largely a rebranding of the current
District Model.

The Garda Project Team has refuted this point of view. With regard to the merger of the hubs, it has stated
that in a scenario where response policing is separate from local policing, one hub will respond to incidents
and rely on another hub to provide follow up policing services. According to the Project Team the strongly
held view, emerging from the workshop process, has been that this has the potential to reduce service levels.
In medium size and smaller stations in that scenario, resources would be spread too thinly across both
functions. Having these functions in separate stations would, it believes, increase response times. The Project
Team believes that merging these functions does not diminish the economy of scale, efficiencies and greater
flexibility that can be achieved.

With regard to the inclusion of multiple community hubs, rather than one pan-divisional community
engagement unit, the Garda Project Team believes that the workload of a divisional community engagement
unit or hub would be too much for one Superintendent. Examining the typical breakdown of a
Superintendent’s role (as provided by the Garda Inspectorate), 30% of a Superintendent’s time is taken up
with Community Policing and Stakeholder engagement. In a current six-district division, this would be
equivalent to almost 1.8 full time roles. This is before any other activities are considered and not factoring in
that Superintendents are reportedly currently working excessive hours.

A counterargument is that further Inspectors could be employed in various geographic areas within the
division to support the Superintendent in a divisional role. However, the Garda Siochana does not believe that
this approach will work. The Project Team stated that this approach could be perceived as elevating the role
of Inspector to that of Superintendent without any additional pay. There were also concerns expressed as to
the appropriateness, or indeed fairness, of asking an Inspector to negotiate with Superintendents, for example
in terms of resources. Furthermore, preliminary staffing structures suggest that there could be in excess of
300 community engagement gardai per division. If Inspectors were to take on a greater leadership role in these
hubs, they would potentially oversee a larger number of gardai than the Superintendents of both the crime
and governance hubs.
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Governance Hub

The second key difference is within the Governance hub. The addition of a strategy and performance function
within this hub may encourage greater levels of strategic thinking at divisional level. However, the location of
roads policing in this hub is counterintuitive. The Garda Siochana argument for this is that, given the above-
mentioned geographic split of Community Engagement hubs, locating roads in one of these hubs would end
up with an uneven deployment of roads policing resources across the division. Given the gravity of crimes
being dealt with in the crime hub, were roads to be located there, it may end up being overshadowed and
afforded a lesser priority. Finally, roads policing is not considered sufficiently large enough to have a hub of its
ownh or to be led by a Superintendent. Furthermore, if operated as a stand-alone hub led by an Inspector and
reporting directly to the Chief Superintendent, the project team believes that the Inspector would not have
sufficient authority when working with Superintendent hub leaders. As such, roads policing has ended up as
part of the Governance Hub, however this does appear to be due to a lack of options rather than any strategic
intent.

In summary, the workshops presented an opportunity to debate the various options and the Authority is aware
that there was not consensus or indeed unanimous support for the final model until very recently. The
workshop outcomes are heavily predicated on an interpretation of the Government Decision regarding the
degree of flexibility permitted. The discussion was influenced too, by a consensus amongst participants as to
the importance of the role of the Superintendent in the community. The conclusion reached was that a purely
Functional Mode! would diminish the level of service provided by the Garda Siochdna to victims and
communities. Specifically, it was perceived that in at least some of these systems visited in the UK, high
volume-low value crime was not investigated thoroughly, and that some of these policing services had a lesser
presence in the community. Furthermore, those involved in the project have stated that key community
stakeholders and local politicians are keen to retain Superintendents in their areas to maintain the link
between the Garda Siochdna and communities. This concern has been particularly stressed in the context of
lessons learned following the reduction in the number of Superintendents arising from previous district
amalgamations, and the subsequent criticisms voiced.

Expected Impact

The Garda Siochdna have expressed a large number of anticipated benefits (listed in Table 3), which are
broadly aligned with those proposed by the Garda Inspectorate. Many of these are a natural progression of
the shape of the model, such as the streamlined portfolio for Superintendents, improved and focused
governance at divisional level, the increased opportunities to specialise and the efficiency gains from
alignment of specialist units.

Table 3: Benefits of Divisional Model as outlined by Garda Siochana

Enhanced professional services Empowered divisional officers (Chief Superintendents)
Focus on governance and performance Increased community focus
Streamlined portfolio for Superintendents More efficient working
Increased opportunities to specialise Align specialist units
Improved co-ordination within divisions
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The Garda Project Team articulated the benefits that would be achieved from the Crime and the Governance
Hubs as follows. A dedicated crime Superintendent will focus and coordinate divisional efforts on serious
crime, and create centres of excellence through concentrated specialist units. The Garda Siochana also state
that the development of this hub will result in a more cohesive crime prevention strategy for whole divisions,
better management of serious crime investigations, state security and intelligence and more focused training
efforts. Similarly, the Governance Hub may result in more concentrated oversight of complaints and
investigations into members. This will remove this responsibility from district officers, freeing up their time to
focus on frontline policing. Similarly, a unit dedicated to planning may improve the standard of local policing
plans, the quality of which has been a concern raised by the Authority’s Policing Strategy and Performance
Committee and the Gardai.

However, some of the potential impacts listed are less certain. Among them is enhanced Garda visibility in
communities. This is anticipated to be achieved through the increased time available to Superintendents in
the Community Engagement hubs, which will allow them to have a greater presence in the community. It is
also expected to be a dividend from civilianisation of non-operational and administrative roles, which will
release gardai for redeployment. However, it is unclear the degree of impact this will have. While the exact
number of roles to be civilianised has yet to be finalised, it was expected to be 10 per division in the
Government Decision. Early indications, based on engagements by Policing Authority officials, indicate that
approximately 40 garda members will be redeployed to operational duties, with potential for additional
redeployments as the project progresses. The impact of a senior officer, such as a Superintendent having a
greater presence in the community, and the achievement of redeployments is significant. However, in terms
of increased visibility this number realistically amounts to relatively few additional garda members sent out in
the community, when spread across an entire division. While there may be additional scope for increasing
visibility from the model, this has yet to be articulated to the Authority.

Enhanced professional services has been cited as a key advantage with the establishment of the
Administration Hub and the introduction of new, senior level civilian staff. The introduction of these staff, the
removal of administrative duties from Garda members, and subsequent redeployments are welcome changes.
However, there are a number of challenges such as the recruitment channels for civilian staff and supporting
infrastructure for the Administration hub. These will be outlined in the next section.

Timeline

As outlined in earlier sections, progress has not been as fast as anticipated but the commencement of the pilot
is now underway, with finance functions commenced. However, a number of design elements are still to be
finalised which will be core to rolling out the project. The main piece to be developed is the staff plan, which
will outline the precise make-up of the hubs in terms of human resources, identify any human resource
requirements yet to be filled and better articulate the shape of the model. The Authority has been informed
that the draft staff plan was developed during July and is currently being finalised.

Another element of work, which has yet to be finalised, is the evaluation criteria. This critical piece of work
should generate learning points from the implementation and the successes and failings of the model, and
assist with any redesign before the model is considered for implementation on a national level.
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The key dependency and risk for the implementation of the pilot is human resources and timeframes for the
rollout of hubs are constantly in flux as a result of lack of resource availability. However, some indicative
deadlines have been provided to the Authority. Staff are still required for the finance function in Mayo and
Galway; however, these functions are commencing at a reduced level and are expected to be at full capacity
in September. The whole administration hub is also anticipated to be functional in September. In order to
progress the remaining hubs, there is a dependency on promotion competitions for Sergeants and Inspectors.
The Crime hub is expected to be launched in October, while the Governance and Community Engagement
hubs are expected to be operational before the end of the year. In order to fully test the efficacy of the modei,
the pilot is anticipated to run for 12 months being evaluated throughout the period and upon close. This means
that the model cannot be refined and rolled out nationally before 2020.

Challenges identified by the Garda Siochana

In their own assessment of the project to date the Garda Siochdna have acknowledged and reported on a
number of challenges, which have been further elaborated on in the Authority’s discussions with the Project
Team. These include the perceived challenges in locating Roads Policing within the model, industrial relations
concerns, communications within the pilot divisions and, at an organisational level, insufficient IT support, lack
of coordination with other MRP projects and difficulties in coordinating resource needs with the civilianisation
effort. As these issues have been reported, mitigating actions have also been reported. However, there are
two broader issues, which are still relatively unresolved.

Resourcing and working arrangements

The resourcing of the Administration hub has presented a challenge for the pilot divisions, in terms of the
recruitment of new staff and the movement of existing civilian staff to a centralised location. A core proposed
benefit of the model is the enhancement of professional services to support operation policing. Senior civilian
staff, who will require specialist knowledge in areas such as HR and finance, will lead the Administration hubs.
Where these staff are being recruited externally, they are being drawn from general, grade specific panels
from the Public Appointments Service. The Garda Siochadna has the necessary licence to recruit specialist staff
(as is done for roles in the analyst service), yet this facility is not being used for the Divisional Model. Many of
the new staff who are required for the rollout of the project have yet to be recruited. This has already resulted
in the delay of the launch of the finance function in two divisions.

The Garda Siochana has cited challenges in centralising the core administrative functions, as many staff who
currently work in district offices do not wish to relocate. As an alternative, plans are proceeding to centralise
functions by bringing in new staff. However, there is a lack of clarity as to what roles existing staff will have if
they do not relocate. These may become civilian support for operational hubs, but there is a risk that the
divisions may become over-staffed through the creation of roles to facilitate staff members located in former
districts, and therefore not achieve optimal efficiency.

There are also a number of working arrangements and industrial relations issues that have been raised in
relation to the Divisional Model. For example, the reporting lines between garda members and garda staff has
yet to be established. Currently, there is an approximate equivalency between garda ranks and civilian grades
but this remains somewhat contested.
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ICT Infrastructure

In terms of the Administration hub, there are challenges arising from a lack of supporting ICT infrastructure.
While the Project Team has completed a considerabie amount of work on refining and mapping administrative
processes, much of the work is still paper based and requires a significant amount of interaction between staff,
hub Superintendents and other garda members. The lack of supporting ICT systems has the potential to
severely diminish efficiency gains.

On a broader level, many of the ICT systems that would enhance the rollout of the model are in their early
stages and have not to date been integrated into the roll out of the Divisional Model. These include the Roster
and Duty Management System, Enterprise Content Management System and Investigation Management
System. The lack of coordinated planning around these key supports and enablers means that various projects
will have to be retrofitted to meet the requirements.

Authority Assessment

The Authority recognises that, in the context of the Garda Siochana, the new model, which is being
implemented, is an unprecedented change. It also acknowledges the immense efforts, which have been made
by the Project Team in developing the model, particularly the new processes and standard operating
procedures that underpin the model and will ensure a smooth transition from the district structure. However,
the model by itself is not a panacea for change and does not represent a radical alteration. It is, at a high level,
aframework to cater for future developments and an increased focus on specialisation within the organisation
as a whole. While recognising the potential benefits of what is being proposed, the Authority believes that
more could be achieved through testing assumptions, and further challenging the established mind-sets,
through introducing further exploration of different models to test the limits of what is possible. It also
requires a whole of organisation approach to avoid the model being treated as an isolated, standalone project.
On the contrary, it will require adequate resourcing, challenges and enablers to be addressed and integration
and coordination with the rest of the MRP.

The nature of the ‘pilot’

Typically, an initiative or change is piloted in order to test the desirability and feasibility of it becoming a
permanent way of working. Given the Government Decision of July 2016, the Divisional Model pilot projects
are less about the decision to move to a Divisional Model, which has effectively been taken, and more about
how best a Divisional Model might be structured and implemented, to inform the subsequent roll out of
divisionalised policing across the country.

In the initial work carried out by the pilot divisions to design their response to the Inspectorate’s
recommendations a number of different models were developed. There was concern, which at the time was
shared by the Authority, that the autonomy given to divisions was resulting, in some areas, in what was
effectively a rebranding of the District Model. This view was evidenced through engagement with Gardai that
articulated varying degrees of resistance to the model and a belief that it would negatively affect the
relationship with the community and the effectiveness of local policing. It is important to state that this
resistance was not universal within the divisions, but even amongst those supportive and enthusiastic for the
move to divisionalised policing, there has been a consistent concern articulated regarding the manner in which
community policing is being dealt with by the model.
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In response to this, and as described earlier, the pilot divisions were brought together over a period of months
in a process designed to bring consistency and order to the development of the model. Specifically, the
workshops were held to bring rigour to the processes being used to identify the roles and work within a
division, to debate and tease out an agreed approach and to collectively explore the elements that would form
part of the evaluation framework. This was important not least to ensure that the pilot would produce
something that would assist in the further roll out.

The model, which is due to be piloted, is now broadly uniform across the four pilot divisions. The key difference
relates to the number of Community Engagement hubs in each region. This is in contrast to the Inspectorate
recommendation of developing a range of models, and in contrast to the Government Decision that recognised
that there could be appropriate modifications to cater for the differing needs of large rural divisions.

Consistency, in terms of rigour around process and evaluation, was introduced to the Divisional Model project
at a time when there was evidence that this was needed. But given that no opportunity appears to have been
taken to use the four pilots to test variations of the model or to test out assumptions that appear, at least
anecdotally, to be driving its current form, it could be argued that the value of the pilots has been somewhat
diminished. Consistency and rigour in process does not necessarily require a loss of flexibility or the
opportunity to be creative. It also reduces the evaluation to one that is essentially assessing whether the pilot
is better than what was there before. This is essentially a moot point as the decision to move to divisionalised
policing has been taken. A more courageous approach to the pilots could have afforded an opportunity to
compare different Divisional Models to each other in terms of their impact on efficiencies and the degree to
which they delivered more effective, responsive policing. Rather than compromise to address all the key
concerns expressed, in those pilot areas where management was willing to go further, this might have been
facilitated and the pilot used as an opportunity to trial more ambitious and varied models. Limiting the pilot
to a uniform model is also somewhat presumptuous that it is going to be capable of rollout across the rest of
the country irrespective of geographic or, demographic difference or varying policing requirements.

The Model

The model is different from that proposed by the Garda Inspectorate. From the Authority’s perspective, at this
pilot stage, the fact of a departure from the prescribed model is not critical, if a sound rationale is articulated,
but most importantly if that departure does not negatively affect the achievement of the intent and the
benefits of the Inspectorate’s recommendation and the Government decision. The model chosen appears to
rest on a number of assumption that underpin its configuration, amongst these are:

e A pan-divisional role for one Superintendent in the area of community policing would be overly
burdensome and would impact community confidence

e An operations hub and separate community partnership hub would not work as it would split
resources within the division, negatively impacting on response times and the quality of the service
offered to the community

e Roads Policing could not be led by a divisional inspector reporting directly into a Chief Superintendent
as s/he would not be sufficiently senior to engage with the Superintendent team and it could be
perceived as increased responsibilities with no commensurate increase in pay

e The Governance Hub is the ‘least worst’ place to house Roads Policing
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These assumptions are held with varying degrees of conviction within the divisions. During on-site visits to
discuss the model, some divisions were content to run with an Inspector in charge of roads policing and some
were content to run with a reduced number of community engagement hubs. This would have facilitated some
variation in the pilots, if permitted to proceed.

Common to all the divisions however, was a firmly held view that the Operations hub and Partnership hubs
would not work in an Irish context. When pressed for a rationale, reference was made to the experience of
visiting a number of sites in the UK in which this approach was adopted. Those spoken to expressed the view
that the emphasis within that model was on response times, to the detriment of service delivery to the
community. They also expressed strong views that it would unnecessarily split resourcing, resulting in there
being too thin a spread of resources within areas.

Similarly, the argument was made repeatedly that the presence of a Superintendent in a geographic area was
a key expectation of the community, and reference was made to the learning emanating from recent
amalgamations of districts, and the disquiet generated. A number of divisions did not see this as precluding
the divisionalised approach to crime or governance, with the Superintendent in charge of these hubs
remaining in their geographic area but relinquishing the responsibility for the community policing of the area
to the relevant community engagement Superintendent.

However, this perceived special role of the Superintendent in the community is, in the Authority’s view, eroded
by evidence of frequent changes in the tenure of Superintendents. The Authority has frequently expressed
concern about the issue of tenure, which was strongly echoed in Mr. Justice O'Higgins report in 2016.

The Divisional Community Engagement Hub

In terms of the number of community engagement hubs, this is perhaps the area that most risks perception
that the exercise is ‘rebranding’ of the old District Model rather than a move to divisionalised policing. In the
earlier versions of the model, it could be argued that some divisions were essentially replacing the district
Superintendent with a community engagement Superintendent in the same number of areas — essentially a
rebranding. The number of community engagement hubs has been reduced but is still significantly more than
that envisaged by the Inspectorate.

The argument against a division wide role for one Community Engagement hub Superintendent does not
appear to have been evidenced. In the case where a Superintendent is being divested of responsibility for
serious crime, governance, complaints and the bulk of HR and Finance responsibilities, it is unclear how it can
be categorically stated that the workload would be unsustainable.

Furthermore, the existence of a number of Community Engagement hubs within one division raises the
question as to how this approach will deliver the consistency in community policing across the division that
would have been gleaned from having a pan-divisional Superintendent. A high number of Community
Engagement hubs mitigates against the sense of their being a divisional view of community policing, while
placing a number of Community Engagement hubs within each division creates a structure similar to that of
the existing District Model. These hubs have the potential to develop the very inefficiencies and dysfunctions,
in terms of inconsistency of service to the public, that the Divisional Model is directed at remedying. While the
Garda Siochana have stated that the performance function of the Governance Hub will prevent this,
monitoring in the course of evaluation of the pilot will be critical.
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Superintendents leading other hubs — Governance and Crime - will still be physically located in their existing
localities, despite occupying a different role to that of district officer. Concern has been expressed that these
Superintendents will be drawn into community engagement affairs and potentially distracted from their new
remit. However, the Authority considers it a positive to allow an input of community awareness and
response through senior officers and, in any given set of circumstances, allow a senior level policing input to
whatever might require urgent attention in the area — the seniority of these officers will negate the risk of
distraction as they will be well aware of their primary role and responsibility.

Impact on ‘the regular’

The overriding focus in discussions on the new model has been on the impact it will have on the role of the
Superintendent and to a lesser extent the Chief Superintendent. The expected impact on the uniformed
member is regarded as minimal. In discussions with gardai, and in particular with detective gardai, there were
concerns raised with regard to the impact of the Crime Hub. Central to these is that the removal of serious
crime from the regular units will deprive gardai of opportunities for experience and, as a consequence, impact
on the breadth and depth of experience they can gain for personal development. A number of detectives
spoke of the perception of there being an arbitrary divide between volume and serious crime, and that the
potential was there that the Crime hub will be overloaded, but that also such an arbitrary divide ignored the
potential for experienced uniformed gardai to carry out investigations. When this was interrogated with
management, the response given relied to some extent on the existence of informal procedures in place within
divisions, whereby gardai can rotate between areas of policing on short secondments. It was also stated that
it was unlikely that an experienced garda would not be permitted to carry out an investigation into a crime.

While informai processes do exist, at a time when the Garda Siochana Culture Audit has revealed the existence
of a strong perception within the organisation that opportunities are not fairly distributed, with patronage and
nepotism playing a role, it would appear unwise to rely on an informal process. It would be useful to examine
the consistency of these processes during the evaluation period.

Integrated Planning and enablers

Many of those organisation-wide issues and key enablers which were reflected in the last report to the
Minister, and which are hindering organisation reform, are also having a negative impact on this project. On
an organisational level, the Divisional Model appears to have been developed in isolation from wider Garda
Siochdna strategies. The Divisional Model has been developed in the absence of a HR strategy, Training
Strategy, Garda Reserve Strategy or Diversity and Inclusion Strategy, all of which would have informed the
development of the pilots, and located the Divisional Model within an overall vision for the Garda Siochana
organisation, contextualising how it would contribute to that vision. The Community Policing Framework or
Policy is not vyet finalised, and given the significant role of the Community Engagement hubs within the
Divisional Model, it would be reasonable to expect that a settied view on the organisation’s approach to
community policing more generally would have been a useful prerequisite for the design of an approach at
divisional level.
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The medel has also been developed somewhat in isolation from the other elements of the MRP, rather than
their interdependencies being managed in terms of timing and impact. The efficiencies to be gleaned in the
area of the administrative hub will be impacted by the absence of the Rosters and Duty Management System
and some basic ICT infrastructure. The Roster and Duty Management System also has the potential, not solely
to assist with day-to-day planning, but provide key management data for better resource planning and also
discovery of key dysfunctions that may hinder optimal productivity of both garda members and staff. The
rollout of the protective services units were not aligned with the rollout of the Divisional Model despite their
potential to be a key enabler of the Crime hubs. Similarly, the Investigation Management System and
Enterprise Content Management System would have supported the rollout.

These projects have the capacity to allow the Divisional Model to realise its full potential. It could be argued
that prioritising the Divisional Model locations as the destination for new projects and the resources to support
these projects would be an important signalling effect for the rest of the organisation and help achieve buy-in
from both within the pilot areas and for future Divisional Model locations.

On a much more fundamental level, the Divisional Model is somewhat restricted by the working arrangements
within the organisation. For example, the Divisional Model is based on a county-wide vision of policing, and
yet Gardai continue to be assigned to stations rather than divisions, and any assignment further than 3.22
kilometres (2 miles) incurs travel and subsistence allowances. Not only does this embed an unnecessary cost
into the Divisional Model, it is also impractical for managers to deploy their resources efficiently across
stations. Such arrangements are counterintuitive at a time when there is a movement to working on a
divisional basis and the wider question of the reform of Garda terms and conditions must be considered if the
Divisional Model and indeed wider reform of the Garda Siochana is to be a success.

Without the integration of significant reforms, any new model, regardless of its consistency may be
undermined and may solely result in change for the sake of change, rather than having a significant impact on
the efficient and effective delivery of policing services to local communities.

Supervision

Improved supervision through increased numbers of Sergeants and Inspectors has also been cited as a key
benefit of the model. The Authority has previously flagged the issue of supervision as a critical concern for the
Garda Siochdna and welcomes the projected increase in supervisory presence. However, it is unclear how this
relates to the Divisional Model and what would be achieved over and above simply introducing these
additional supervisors to the old District Model. Tenure of position in terms of supervision is not something
that appears to have been considered. It could be argued that some relative stability in terms of the
Superintendents and Chief Superintendents within the pilot areas will be important to support the roliout and
evaluation of the model.

Role of Inspector and Chief Superintendent

A greater role for the inspector is envisaged within the Divisional Mode!, which ultimately might allow for a
reduction in the number of Superintendents. The Authority believes that the pilot is an opportunity to
reimagine the role of the inspector but this opportunity has not been grasped. The Inspectorate saw
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opportunity for the Inspector role to assist in the management of the division. The perception and resulting
assumption that a pan-divisional role for the Community Engagement Superintendent is not sustainable due
to workload, might have been challenged had an increased or different role of the Inspector been imagined.

The role of Chief Superintendent is spoken about in terms of her having greater control over financial and
resource allocation, with decision making now being made on a divisional as opposed to a district basis. The
Authority has received an informal presentation of the new HR Operating Model for the Garda Siochéana, and
understands that there is a decision pending as whether the HR professional in the Administrative Hub will
report primarily at local level to the chief Superintendent, or primarily to central HR in Garda HQ. This raises
some questions, if agreed, regarding the autonomy of the Divisional Chief Superintendent to deploy and
allocate resources and is something the Authority will return to once a decision on this matter is finalised.

Future regionalisation

The Garda Siochana model is largely silent about any potential changes in the interplay between the division
and the region, or what affects the Divisional Model might have on the role of the regional Assistant
Commissioner. In discussion with the Garda Project Team, there is a sense that this will be considered as the
pilots progress and there is a recognition that the pilot and the evaluation needs to be alive to this.

Communications

A key fear articulated by gardai at a number of ranks is that the Divisional Model will negatively affect the
delivery of community policing, or at the very least, it will damage public confidence at local level in the ability
of the Garda Siochdna to deliver effective local policing. This fear is premised, it would appear, on the
perception that the presence in an area of a district officer - a Superintendent - is essential to give reassurance
to that community that policing in that area has weight and is taken seriously by the Garda Siochana
organisation. Even with the current model, that has Community Engagement hubs in many of the old districts;
there is concern that there will be considerable local resistance. This concern has prompted the retention, at
least physically, of the Crime and Governance hub Superintendents in their districts albeit they will be
performing different roles.

There has been little discussion of the communications plan for the new Divisional Model of policing, internally
within the Garda Siochana organisation but also for the communities affected and how this might allay fears.
This will be very important in framing the model positively and setting out the real potential benefits in service
delivery for communities. A focus on allaying fears by emphasising the ongoing retention of the
Superintendents in the districts may do little to present the opportunities and benefits for communities
offered by the model.

Evaluation

The Authority understands that evaluation criteria and methods are currently in development, and so is not in
a position to comment on the approach to evaluation that is being taken, except to comment that it will need
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to be dynamic and sufficiently flexible to capture unanticipated benefits. This report has highlighted a number
of areas which will merit evaluation and, where possible, assumptions that underpin the current model should
be challenged through the evaluation process. These include monitoring of capacity of Superintendents, the
processes for ensure consistency in the delivery of community policing as between Community Engagement
hubs, and identifying the resource and system requirements and the working arrangements that inhibit the
effective operation of the model. Furthermore, it is important that the evaluation is not excessively
mechanistic. The divisions in which the mode! are being rolled out are considerably different in terms of
demographics, geography, crime and the diversity and attitudes of the communities who reside in these areas.
As such, these divisions do not necessarily lend themselves to rigid comparators and metrics. The evaluation
should look far beyond key performance indicators and statistic and evaluate those facit measures, which
would best capture the full range of experiences among garda members, garda staff, the communities that
they serve and the stakeholders in this development.

As design workshops are still ongoing, there is still scope to trial variations across the model, without impacting
significantly on the thrust of the model rollout. The Project Team, and members in some of the pilot divisions,
have informally expressed willingness to try variances to the model in order to test feasibility of design
alterations. Formalising this type of exploration in the form of a plan may not only assist the Garda Siochana
in discovering the most effective model, it may also allay any doubts of external stakeholders that the pilot is
not being fully utilised. The Authority will continue to monitor the implementation of the model with
particularly attention to the evaluation criteria and process being employed, and will continue to report on
developments through future issues of this report.
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4. Garda Inspectorate Recommendations

Introduction

The last Report to the Minister contained the status of all recommendations as of April 2018 and noted that
there had been little progress in the wake of industrial relations issues. This chapter tracks the overall progress
of the Garda Siochédna in implementing the recommendations contained in Changing Policing in [reland (2015)
and Government Decision S20193F (July 2016).

Progress on Implementation

As stated in previous reports, 18 of the 80 headline recommendations in Changing Policing in Ireland had
been accepted in the Government Decision with modifications. The exact nature of these modifications was
not fully articulated and resulted in those responsible for fulfilling them using their own interpretation.
Furthermore, a number of other issues were highlighted with regard to the relevancy of some of the
recommendations and initiatives. These included:

e Actions taken which were different to the recommendation, but deemed by the Garda Siochdna to
be more appropriate;

e Time that had elapsed since the publication of Changing Policing in Ireland meant that some
recommendations were no longer deemed as being relevant; and

e Events or other developments since the publication of Changing Policing in Ireland have negated the
recommendation.

This is resulting in a more complex and in-depth approach to evaluating progress in reviewing the
implementation of recommendations. Prior to the last report a meeting was held between the Garda
Siochana, Garda Inspectorate and Policing Authority. A process was established for the Garda Siochédna to
present proposed modifications and rationale for modifications to the Garda Inspectorate, and for the Garda
Inspectorate to make an assessment. The Authority was to make an independent assessment.

Just prior to the drafting of this report, the Policing Authority were notified that the Garda Siochana had sent
a number of items to the Garda Inspectorate for assessment. Based on the information provided to the
Authority for this report, this accounts for 26 (10%) of the outstanding recommendations and sub-headings.

Further discussions and review will be required in order to make an informed assessment but the Authority
is encouraged that this process has commenced, and that it will likely lead to greater clarity and more rapid
action.

Qutside of those recommendations outlined for review by the Inspectorate and the Authority, there has been
no progress to report in terms of completing any further recommendations.

Progress on Outstanding Recommendations

Due to the above process, the STO and Implementation group currently have fewer recommendations
assigned to them. The STO is currently addressing 96 recommendations through MRP projects, compared to
110 in April. However, only 15 of these are reported as being on track (green), while a further 11 are reported
as being under control (amber). By comparison, 29 are critical (red). This demonstrates little progress since
the last report.
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STO Projects, Juby vs April 2018
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The Implementation Group currently have 65 recommendations and sub-headings assigned to them to
complete, outside of those sent for review by the Inspectorate and Authority. Apart from nine of the
recommendations for which no update was submitted and one classified as a dependency, every
recommendation has been commenced.

mplementation group projects, July vs April 2018
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The previous report to the Minister catalogued the structural deficiencies which represented the more
fundamental reforms required to modernise the Garda Siochana, but also represented the foundations which
were required to progress more advanced MRP initiatives. With more than half of the recommendations in
Changing Policing in Ireland being addressed by STO led MRP projects, the implications of this analysis is key.

in the previous report, the finalised prioritisation exercise conducted by the STO was presented. This was a
crucial first step in making progress to address the slow pace of implementation of the MRP. Since that report
the STO have produced a “deliverability view” of the main active projects. This tracks the necessary training,
accommodation and human resources required to deliver key MRP projects over the coming 12 months. The
exercise highlights the requirement for 934 garda and civilian resources, accommodation for 318 resources
and nearly 40,000 training days to keep the MRP on track to the end of Quarter 1, 2019. The recognition of
these requirements is another positive step and reflects some of the concerns raised by the Authority.

However, it appears likely that very few projects will be completed by year-end. In order to fulfil the
recommendations in Changing Policing in Ireland, the projects that are addressing these recommendations
need to be completed. Furthermore, in some cases the completion of projects may only partially address a
recommendation or create the conditions to fulfil a recommendation, meaning further work will be required.
This would indicate that the next report to the Minister would be reflective of this one and have little to report
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in terms of completion. However, it is hoped that progress can be reported in terms of active projects being
brought back on track.

More immediate progress should be anticipated from the Implementation Group. The majority of the
recommendations falling under the remit of this group concern the development of strategies, policies and
directives to support existing functions of the organisation. This includes areas such as substance misuse and
testing policing, anti-corruption strategy, garda reserve strategy, customer service charter and policies for
those on reduced hours or limited duties. Not to underestimate the complexity of some of these items, they
are not as resource intensive as many of the STO led projects and create opportunities for success in the
shorter term to make progress.
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5. Policing Authority Priorities

From the outset of the Authority’s reporting on Changing Policing in Ireland, it identified six priority areas in
order to focus the evaluation on key objectives associated with the Government Decision and other key areas
of development brought to the fore in the process the Authority’s oversight role. These areas, and some of
the key MRP initiatives associated with them, are highlight in Table 4.

Table 4: Organisation Development Priority Areas and Associated Initiatives.

Priority Area Associated Initiatives and Projects Governance RAG or other status

Composition and Civilianisation STO

Structure of the Divisional/Functional Model of Policing STO

Garda Workforce :

Garda Reserve Executive Director No significant
HR&PD progress reported

Garda Resource HR Operating Model STO —

Deployment HR Strategy STO Complete*
Roster and Duty Management STO I Under Control

Supervision PAF Processes and Procedures STO _
PALF STO . Under Control
Performance Accountability Framework STO Under Control
Technology Support _

Data Quality Appointment of Chief Data Officer Executive Director The process for filling
The recommendation in this area was | HR&PD this position on a
originally for a Director of Data Quality. The temporary basis is at
position was elevated in April 2017 to an advanced stage
Assistant Secretary level given the importance
attached to the post in light of data quality
concerns in the Garda Siochéna. No suitable
candidate was found in the initial competition
for this position.

Investigations Management STO
Contact Management System STO Under Control
CAD1 STO Under Control
CAD 2 STO

Victims Protective Services Units Phase 1 STO
Protective Services Units Phase 2 Under Control

Culture Culture Audit STO
Code of Ethics STO

* The HR Strategy listed refers to the strategy for the HR Function of the Garda Siochéna. This is distinct from the People
Strategy for the organisation, which has yet to be signed off.

The Garda Siochana adopted these priorities into their 2018 Policing Plan and report on these through their
monthly progress updates. Some of the areas, such as Victims, feature in both the Authority’s Organisation
Development and the Policing Strategy and Performance Committees, while areas such as Data Quality
feature heavily in performance concerns related to policing performance areas such as roads and homicide
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investigations. Furthermore, some of these areas in the Policing Plan have different initiatives to those listed
above. These areas will also be explored in the Authority’s half year Policing Performance Report. The
developments in the areas most aligned with Organisation Development are summarised below.

Composition and Structure of the Garda Workforce

Aside from the Divisional Model, there has been some progress in this priority area, primarily regarding
reporting. Civilianisation is being closely monitored and discussed by an interdepartmental group involving
the Garda Siochédna, Policing Authority, DPER, DoJE and the Public Appointments Service. In July, the Garda
Siochdna submitted the latest draft of their workforce plan to the Authority, which showed progress on the
previous iteration. However, key elements are still not addressed in the plan. The most fundamental of these
is the absence of a clearly articulated gap analysis, together with a plan to fill that gap through recruitment,
deployment, training and development of staff to meet the ongoing and future needs of the organisation.
Other concerns relate to the lack of a fully developed approach to addressing the barriers which are impeding
the pace of civilianisation, the redeployment of Garda members to the front line services, the lack of a
developed plan in relation to the Garda reserve, the lack of progress in the area of diversity and the absence
of any relationship between workforce planning and the Garda training strategy. These are key aspects of
planning to build the organisation’s workforce based around having the right people, with the right skills, in
place across the organisation when they are needed. The issues of productivity, and the scope to reduce the
overtime bill for the Garda Siochana, arising from having an appropriately skilled, deployed and balanced
workforce in place also needs further development. A further iteration of the workforce plan is expected to
be delivered in the coming months and is expected to address these matters in further detail.

The Garda Siochana presented their new system for recording, monitoring and reporting on progress on
civilian recruitment and redeployments, which will assist in the planning and oversight of the achievement of
recruitment targets. The Authority has welcomed this progress, while recognising that there is still
considerable work to be completed in terms of importing historical data and agreeing a standard reporting
dashboard that meets the information needs of the stakeholders. It is acknowledged that other policies,
including the People and Training strategies, which are being developed, will inform this planning

In terms of meeting targets set out in the Government decision of july 2016, only recruitment of Garda
members is on track with 800 new garda members on target to be recruited in 2018. In this context, however,
the Authority has expressed disappointment with the limited effort to promote diversity in the latest
recruitment campaign.

In terms of civilian recruitment, 174 staff have been appointed up to June 2018. However, a large proportion
of these positions are backfilling existing vacancies, and will not help achieve the target for additional civilian
recruitment of 500 in 2018. More encouragingly, there are 584 people currently in various stages of
recruitment. The organisation has suffered from a high attrition rate during the recruitment process,
attributed to the length of time required to undertake the recruitment process and vetting, and current labour
market conditions. To date in in 2018, 190 applicants have withdrawn from the recruitment process.

A core element of civilian recruitment has been redeployment. Of the 2,000 net increase in civilian headcount
by 2021, 1,500 positions must be achieved through redeploying garda members to roles that require policing
powers. Progress on this has been extremely slow, with 109.5 redeployments completed since June 2017.
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Significantly, the 500 remaining ‘new’ civilian positions are being filled more rapidly with demands across the
organisation. There are currently more business cases submitted to Garda HR for these positions, than there
are positions available. In order to better manage this, a prioritisation exercise has been carried out and is
being submitted to the Garda Executive for approval. In addition, work is underway to identify and put in
place solutions that will increase the pace of recruitment.

With regard to the Garda Reserve, there has been a limited amount of progress reported. The Reserve
strategy, which had been expected in early 2017, has not been completed yet and is reported to be under
development. The Reserve office has also not been resourced. Similar to civilianisation, recruitment targets
for the reserve have been missed, which has likely been exacerbated by the lack of a strategy and dedicated
Garda Reserve office.

The Authority will continue to monitor progress closely through the interdepartmental group and the
Organisation Development Committee. The main theme of the next report to the Minister on Changing
Policing in Ireland will be on Civilianisation, through which these areas will be explored in greater depth.

Garda Resource Deployment

it has been reported that the HR (people) strategy has now been completed and submitted to the Garda
Executive for approval. The Authority has not had sight of the strategy yet and therefore cannot assess
progress.

The Roster and Duty Management System is expected to be a key project for effective resource and as
mentioned in earlier sections of this report, is regarding by the Divisional Model Project Team as a key input
for enhancing their project. RDMS is in progress and set to be piloted in selected districts in DMR East. The
Duty Planning Unit required for the project went live on 18 June and supervisor training has been completed.
End user training is almost completed, and the accompanying policies and procedures have been developed.
However, due to the delay in the installation of kiosks required for members to clock in and clock out, the go
live date for the pilot has been pushed back slightly. There are a number of issues to be addressed for the
national rollout of the system following the assessment of the pilot. The two main issues are the lack of a
team to advance the project beyond the pilot, and the absence of data to populate the system. A HR
Information System, being addressed through a different project, would potentially address the latter, but if
this is not in place, the data will need to be gathered manually.

Supervision

Notwithstanding concerns raised by the Authority on supervisor ratios, there are a number of systems within
the MRP, which have the capacity to enhance supervision. The Performance and Learning Framework (PALF)
was highlighted as one of these systems. Despite being fully developed and launched, the system seems to
have failed to land within the organisation. There have been a number of reports that the uptake of training
on the system has been low, despite commencing in October 2017 and system usage has been sub-optimal.
Fewer than 8,000 members have undergone training.

Culture

The Authority’s Code of Ethics Committee continues to monitor the roll out of the Code of Ethics across the
Garda Siochana and has expressed some concerns as to the degree of progress. As of the end of Quarter 2,
all Regional Launches have been completed and 8,600 staff across all ranks and grades have attended ethics
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workshops. However, Authority Members and Staff have had the opportunity to attend regional launches and
have expressed some concern as to the consistency and depth of the engagement by Garda members and
staff during these sessions. Furthermore, disappointment has been expressed that the target end date for the
ethics workshops, which were meant to be concluded by the end of June 2018, has now been pushed out to
December. The Committee is awaiting a revised schedule of workshops. Finally, the Authority has sought
clarification regarding the proportion of Garda Siochdna personnel who have had the opportunity to sign the
declaration for Code of Ethics, i.e. upon promotion, following training, or otherwise.

Some areas of progress have been recognised. To complement the Q1 ‘Train the Trainer’ programme, which
was delivered by the external expert firm to three groups of nominated trainers, a further session was
conducted in May 2018 for all instructors.

The Code of Ethics Committee has recommended that ethics should be at the core of the decision making
model to further embed it into the organisation. The Garda Siochana has outlined its plan to roll out training
in its new Decision Making Model, with ethics at its core, through blended learning to include recruitment
training, promotions training and e-learning.

With respect to the Culture Audit, undertaken by PwC on behalf of the Garda Siochana, the Code of Ethics
Committee was informed that it is planned to coordinate interna! consultation through the Garda Ethics and
Culture Bureau, which now has four permanent staff. The Authority is of the view that the Culture audit should
not be considered in silos by the organisation and that the establishment of a “Culture Bureau” risks this. The
Authority expects to receive progress reports from the Commissioner on actions being taken to address issues
that arose in the Culture Audit.

6. Conclusions and Next Steps

The Divisional Model is an important opportunity for the Garda Siochana to transform the delivery of policing
at local level, achieving greater efficiency and efficacy of service to the public by focusing on functions rather
than small, geographic areas. The model developed by the Garda Siochana is not solely functional and retains
elements of geographic segmentation. While the justification for this has been provided, there is a sense that
this has been achieved through a degree of ‘design by compromise’. Anticipated resistance would appear to
be causing reiuctance for the organisation to engage in anything more radical than the current model. Despite
this, the model has emerged from a process, which saw robust debate, argumentation and the participation
of all the key, internal groups who will be impacted by the model.

The Authority believes the model, and more specifically learning from the pilot, may have benefited from
greater exploration of different options across the pilot divisions. This is not to say that the pilot divisions
should have been given full autonomy to design their own models. When this was allowed in the past, earlier
iterations of the model evidenced a propensity to revert to the existing District Model and the underlying
supporting processes were not well formalised. However, where divisions were prepared to go further
towards a pure Functional Model there is an argument that this should have been facilitated. The push to
consensus is understandable in an organisation keen to get the project over the line, but consensus can result
in a diminution of overall intent.
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It is not possible now to say whether the current model will deliver the anticipated benefits, not least in the
absence of some key IT systems and support projects. That said further delay of the roll out of the project is
not advised. Instead, it is the Authority’s view that it should proceed but with the added promise of testing
the boundaries of what is possible in a live policing environment, through testing variations in the number of
hubs, variations in reporting lines and trials with enhancing the role of the Inspector in particular.

The evaluation of the pilot, and any subsequent variation, will need to be dynamic and open to changes in the
live environment. It will also need to capture the barriers to the achievement of efficiencies if it is to
meaningfully inform the roll out of divisional policing to the rest of the country.

The Garda Siochana workshops for the Divisional Model are set to continue during and after the roll out and
the Policing Authority intend to continue their observations of these workshops. A number of crucial
documents are still awaited which will inform the final design of the model and will be reviewed by the
Authority. These include the staff plan for the pilot areas, the evaluation plan and the communications plan.
The Authority will also continue to visit the four pilot areas to make a thorough assessment of progress. This
will be reported to the Minister through these regular reports.

In terms of wider progress against the recommendations in Changing Policing in Ireland, the Authority will
continue to engage in a process with the Garda Siochdna and Garda Inspectorate to review the
recommendations identified as modified and as compiete by the Garda Siochéna, and will aim to evidence
progress.
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7. Appendices

Appendix 1: Schedule of Meetings and Engagements

The Authority has conducted meetings and attended workshops and presentations specifically to discuss the
Divisional Model since the project commenced. The main engagements that the Authority has participated in
since the project was brought into the STO are listed below

Engagement Date

Governance Hub Workshop 1st November 2017
Divisional Workshop 9th November 2017
Presentation to Authority CEO and officials 27th March 2018
DMR South Central Division Visit 9th April 2018
Galway Division Visit 16th May 2018
Crime Hub Workshop 19th May 2018
Cork Division Visit 25th May 2018
Meeting between Project Business Owner and Authority Officials 5th June 2018
Mayo Division Visit 15th june 2018
Administration Hub Workshop 19th June 2018
Meeting between Project Team Member and Authority Official 4th July 2018
I(\:Aocer;e;r;ﬁ::'tcv;/]e;rr;)z:éict Business Owner and Organisation Development 17th July 2018
Governance Hub Workshop 24th July 2018

Since the completion of the Fifth Report, the Authority and its officials have participated in a significant range
of other engagements with the Garda Siochana, which were not solely/did not specifically relate to the
Divisional Model but have informed this report. The key engagements are listed below.

Engagements by the Policing Authority and its Officials since May 2018

Continuing programme of meetings in public, and in private, of the Policing Authority attended by
representatives from the Garda Siochana Senior Management.

Continuing programme of meetings of the Authority’s Garda Organisation Development Committee
attended by representatives from the Garda Siochana, including Senior Management, the STO, HR&PD
and ICT, and the Strategic Planning Unit.

Continuing programme of meetings of the Authority’s Policing Strategy and Performance Committee
between attended by representatives from the Garda Siochana, including Senior Management, the STO,
GSAS, and the Strategic Planning Unit.

Various meetings and engagements with the Executive Director of Strategy and Transformation, the staff
of the STO, and with the members of the Strategic Planning Unit.

Various engagements with the Policing Authority Liaison Office to obtain relevant documentation and
information to support this report.

Continuing programme of meetings of the Authority’s Code of Ethics Committee, attended by
representatives from the Garda Siochdna, including Senior Management.

Workforce Plan and Civilianisation multi-partite meetings convened by the Authority and attended by
representatives from Garda Siochana HR&PD and the STO, DJE Policing Division, DPER, PAS.
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Engagements by the Policing Authority and its Officials since May 2018

Meetings of the Joint Resources Working Group convened by the DJE and attended by the Garda
Siochdna, FMSS, and the Authority.
Meetings to review and receive demonstrations of PULSE upgrades and the RDMS.

Attendance at Joint Policing Committees: Monaghan JPC, Dublin City Counci! JPC, Tipperary JPC, Sligo IPC,
Wickiow JPC, Donegal JPC

Visits undertaken to the following Garda Stations: Cabra Station (Dublin), Rosslare Harbour (Wexford),
Rosslare Strand (Wexford), Wexford Station (Wexford), Mill Street Station (Galway), Anglesea Station
{Cork), Ballincollig Station (Cork), Gurranabraher Station (Cork), Sligo Town Station (Sligo), Donegal
Station (Donegal)

Visits undertaken to the following specialist units/functions: Divisional Protective Services Unit, STOC,
Garda HR Navan, Technical Bureau, Risk Management Unit

Attendance as observers at various PAF meetings

Attendance as observers at various Regional Code of Ethics Launches
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