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1. Background

1.1 The Union has had a position over many years of neither opposing nor advocating a policy of decentralisation. This position recognises the fact that, on the one hand, there are 3,000 + members located outside Dublin already and that there are significant numbers of Dublin-based members who are interested in possible re-location. In the case of both groups, a policy of decentralisation is seen as something positive. While, on the other hand, there is a majority of members in Dublin for whom a policy of decentralisation is, undoubtedly, a cause of apprehension and, in some cases,  a cause of considerable apprehension.

1.2 This policy of neutrality was re-affirmed at the 2004 Annual Delegate Conference following a lengthy and somewhat heated debate.

1.3 In December 2003, the Government’s intention to decentralise 10,300 posts across the Civil Service plus a number of State Bodies was announced. A process of consultation was put in place to enable Management and Unions to deal with the issues that arose as a result. In particular, a sub-committee of the Civil Service General Council Staff Panel was established and reports of every meeting of this Body have been posted on the Union’s web-site - www.pseu.ie - throughout the entire process of discussion.

1.4 One of the first issues that was discussed was the establishment of a process to enable potential volunteers under the Programme to make themselves known. A Central Applications Facility (CAF) was established, arranged by the Public Appointments Service (PAS) and criteria for determining an order of preference for applicants were agreed. At the time of the 2004 Conference, the outcome of this process was awaited.

2. The CAF Process
2.1 It would be dangerous to draw too many absolute conclusions from the outcome of the initial phase of the CAF process. All that can be said for it is that it provides an indication of the levels of interest in re-locating. Inevitably, the passage of time will result in changes in people’s preferences and intentions and inevitably also some people will have applied with only the vaguest interest in re-locating, safe in the knowledge that an application implied no commitment. Similarly, there are likely to be people with some interest in re-locating who did not, for various reasons, apply at the time. For these reasons, anything that is said about the CAF should be read as no more than a broad reflection on the levels of interest expressed.

2.2 With these qualifications in mind, the following statistics in the grades that this Union represents should be noted :

a)
A total of 1,182.5 Civil Service posts at HEO and equivalent were advertised for new locations under the CAF. By 7 September, 2004, the cut-off date for priority applications, a total of 876 people had applied in these grades to re-locate to one of these locations, (74% of the number sought) *
b)
A total of 1,503 Civil Service posts at EO and equivalent were advertised for new locations. By 7 September 2004, a total of 1,283 had applied in these grades (85% of the number sought) *

c)
However, of the 876 people at HEO and equivalent who applied, a total of 324 were not located in Dublin and the EO equivalent figures were that of the 1,283 applicants, 621 were described as ‘Provincial’

d)
This high number of non-Dublin applications brings into relief the number of Dublin-based Civil Servants who expressed interest in moving to existing locations. In all 3,350 Civil Servants located currently outside Dublin indicated an interest in re-locating but only 525 Dublin-based Civil Servants indicated an interest in moving to existing locations

e)
The numbers in State Agencies who expressed an interest in re-locating was negligible. 2,345 posts were advertised in State Agencies and only 732 staff in those Agencies expressed any interest in the Programme.

f)
Given the knock-on consequences for members of this Union it is worth noting that 240.5 Principal posts in the Civil Service were advertised and 92 people applied - 69 in Dublin and 23 in Provincial locations. At Assistant Principal level, 629.6 posts were advertised and 423 people applied - 314 in Dublin and 109 in Provincial locations.

3. Decentralisation Implementation Group

3.1 Following the publication of the CAF results, the Union noted that the breakdown of the results indicated that a number of locations were heavily-subscribed whereas others were woefully under-subscribed. That being so, the Union argued that the programme should concentrate on those moves that were feasible rather than attempting to make all moves at one time.

3.2
This view was endorsed by the Decentralisation Implementation Group (DIG). In November 2004 that Body issued a report, in which it recommended that priority be given to ‘Early Movers’ involving 15 Civil Service Departments, 14 locations and a total of 2,130 posts. It identified a further 6 Departments, 6 locations and a total of 1,362 posts as potential ‘Early Movers’. In these cases, a timeframe up to 2008 was proposed. The Body undertook to deal with the other proposed moves in a later report.

3.3
Significantly, the ‘Early Movers’ and potential ‘Early Movers’ are all Civil Service posts. This resolves, for the present at least, the potential complications arising from suggestions of possible inter-employment transfers. The DIG did identify 7 State Agencies which, it said, could receive initial priority but it acknowledged that each Agency would have to tease out its own particular problems in greater detail.  No further details are available in respect of the State Bodies.

3.4 The DIG also recommended a more considered approach to the proposed re-location of ICT staff and noted that what it described as a ‘big-bang’ approach was not suitable for such staff.

3.5
Appendix 3 lists the ‘Early Movers’ (Table 1), the potential ‘Early Movers’ (Table 2) and the State Agencies that are to receive priority attention (Table 3).

4. Sub-Committee of General Council
4.1 Since the Government announcement in late 2003, discussions on all issues affecting members of this Union arising out of the Decentralisation Programme have been conducted in the Decentralisation sub-committee of General Council. A full report of every meeting is sent to all Branches and is posted on the web-site. An enormous number of issues have arisen for discussion in this forum and it would be impossible to deal with all of these or even to attempt to summarise them in a report of this nature. The main issues affecting large numbers of members are dealt with elsewhere in this report. Many of the issues raised arose from specific concerns by individuals, groups or Branches of the Union and these have been covered in the reports of the meetings so that it is not necessary to repeat them here. The two major issues of Transfer Arrangements and Promotions are dealt with below.

5. Transfer Arrangements
5.1 In the report given to last year’s Conference, the order for determining preference for staff willing to re-locate to the new locations was set out. It is important to emphasise that nothing discussed or agreed since then will interfere in any way with this order so it bears repeating here, as follows :

a) First preference will be given to staff willing to transfer with their work 

b) Second preference will be given to staff in the same grade in the same organisation

c) Third preference will be given to staff on existing transfer lists. In the case of grades represented by this Union internal lists, where they exist, within Departments will determine the order of preference for moves within Departments, after preference having been given to staff willing to move with their work

d) Fourth preference will be given to staff in other Departments serving in the same or equivalent grades - in the case of EO and HEO grades, this will include members in other grades in the Civil Service represented by the Union and eligible to compete in the HEO and AP inter-departmental promotion schemes e.g. HEOs can apply for AO posts that are decentralising and vice-versa and Departmental grades represented by the Union e.g. Clerks in the Houses of the Oireachtas, will be treated as if they are members of the equivalent General Service grade and vice-versa, for this purpose.

5.2 Given that these principles were in place, the General Council sub-committee discussed how best to give effect to transfers for people willing to re-locate and also what arrangements to put in place to accommodate the wishes of those people seeking to remain in Dublin.

5.3 At the Decentralisation sub-committee, Unions had complained that staff had applied under the CAF prior to the determination of a sequencing of moves and the identification of ‘Early Movers’. Some staff who might have applied for what became ‘Early Movers’ had they known that they would be so designated, could potentially lose out as these locations would not be listed as their first preferences. It was agreed that in locations that were under-subscribed in certain grades, in fairness to the people who might have lost out in this way, the Public Appointments Service (PAS) would contact people who had expressed a lower preference for such locations and give them an opportunity to change their order of preference, in which case they would be treated as pre 7 September 2004 ‘priority’ applicants, subject to their not displacing any applicant who had put the relevant location down as their first preference prior to that date. 

5.4 At an early stage Departments that were ‘Early Movers’ began to transfer staff internally to posts that were designated for re-location, in cases where the staff were interested in moving. In early 2005, the Department of Finance discussed the commencement of arrangements for inter-departmental transfers with the various Departments’ Decentralisation Liaison Officers and a paper was given to the General Council sub-committee (Appendix 2).

5.5 This paper deals with the arrangements on the sequencing of transfers for staff who are interested in decentralising, (note that this is about the sequencing of transfers between Departments and does not affect the order of preference to determine eligibility for transfer and will have no consequences either for the date of actual re-location to the new decentralised office). 

5.6 Under the arrangements in this paper, the PAS who also organised the CAF, was to provide all ‘Early Mover’ decentralising organisations with a list of applicants by mid-February. Departments were then free to try and arrange bi-lateral swaps where appropriate. What is intended by this is if an applicant in Department X is interested in going to Department Y in order to re-locate and there is somebody equivalent interested in making the reverse move, they could be both accommodated. Similarly, the possibility of multi-swaps involving more than two Departments was left open to be pursued.

5.7 In recognition of the fact that some applicants might be from Departments that were not decentralising at all and/or the fact that Departments which were only decentralising in part might be prepared to release someone who is interested in relocating with an ‘Early Mover’ Department and to accept someone in return who wishes to remain in Dublin, the Department of Finance put proposals to the Decentralisation sub-committee on how to treat staff remaining in Dublin. This paper is enclosed at Appendix 1.
5.8 The paper at Appendix 1 provided that Departments which were decentralising would identify the number of staff who would need to have their wish to remain in Dublin accommodated. If a Department is decentralising in full, each member of staff in Dublin who is not interested in decentralising will be invited to indicate to what Department they would like to move. In the case of Departments decentralising in part, staff who are not interested in decentralising will be asked if they are interested in volunteering to move out of their Department and, if so, they will be asked to indicate where they would like to go. In the event of insufficient volunteers being secured the ‘last-in, first-out’ rule would apply so that more junior staff could be compelled to transfer, if necessary.

5.9 Departments will supply staff with details of available Departments.

5.10 In order to protect the interests of staff in receiving Departments who in many instances have internal transfer lists for particular locations in Dublin, staff would not be guaranteed a particular location in Dublin in the event of inter-departmental transfer.

5.11 Details of interested staff will be passed to the PAS who will compile lists in order of seniority that will be used to fill posts.

5.12 In cases where an applicant for decentralisation is from a Department that is not decentralising or where a Department that is only decentralising in part is prepared to release someone interested in decentralising with another Department and to accept someone in return from that Department who wishes to remain in Dublin, they may proceed on the basis of the applicant being offered a post by the re-locating Department and the resultant Dublin vacancy being filled on a voluntary basis by someone from the re-locating Department. If there is no volunteer from the re-locating Department, the Department with the Dublin post will get the name from the PAS of the next person on its panel. 

5.13 At its March meeting, the Executive Committee agreed to these arrangements subject to clarification of a number of issues including the particular circumstances of members in the Office of the Comptroller and Auditor General and in the Department of Foreign Affairs. In addition, the position regarding personal-to-holder payments was, at that time,  not resolved fully. In this case the Department of Finance expressed a willingness to allow such extra payments to be retained by staff if they moved Departments under this programme. The CPSU did not wish to accept this offer in particular as it related extra payments for Revenue staff as a result of the Integration Agreement in that Office.  Following discussion,  the CPSU agreed to put options on this issue to their Conference and the Official Side confirmed their offer to the AHCPS and to this Union.   The matter is,  therefore,  resolved for members of this Union

5.14 Similarly, this Union had expressed concern that members ‘acting’ on higher duties who applied under the CAF could be placed in the invidious position of having to revert to the lower grade in the event that they accepted a transfer under the Programme. The Official Side had indicated a willingness to accommodate staff in certain circumstances by promoting them to the higher grade if they were ‘acting’ for more than two years, had applied under the CAF and were transferring under the Programme. In principle, this approach was accepted by the Executive Committee at its March meeting.   Discussions on the details have yet to be completed.

5.15 A further point needs to be made with regard to the issue of possible transfer within Dublin. This Union has raised the particular position of staff located at present in suburban offices designated for re-location as ‘Early Movers’. The Union has pointed to the considerable irony that would arise if such staff were to be compelled to re-locate to the City Centre as a consequence of a ‘Decentralisation’ Programme. The Official Side has said that whether it will be possible to accommodate such staff in their existing geographic area is dependent on the intentions of the OPW with regard to its Dublin property portfolio in light of the implementation of the Decentralisation Programme. This is a big issue for the staff affected, many of whom, if not all, have chosen deliberately to work in these locations and this issue may have to be re-visited depending on the decisions that are taken by the OPW. A ‘marker’ has been put down by the Union, to this effect.

5.16 Finally,  it is worth re-stating that anybody transferring Department under this process whether to re-locate or to remain in Dublin will retain service in the grade for seniority purposes.

6. Promotion Arrangements
6.1
Following the announcement of the intention to decentralise over 10,000 posts out of Dublin, the Department of Finance issued a Circular in December 2003 to all Departments reminding them of the need to ensure that they did nothing to contribute to the problem of potential surpluses in Dublin. It was that Department’s position from the outset that all vacancies should be used to contribute to the Programme in some fashion. Obviously, the Unions made it clear that there would be no agreement to a shutdown in promotion opportunities in Dublin.

6.2
Following negotiations in early 2004, a temporary compromise was reached under which all offers to inter-departmental panels in respect of posts re-locating outside of Dublin would be offered only on the basis that acceptance involved a commitment to re-locate to the relevant location. This agreement was to last until September 2004, by which time it was hoped that an alternative agreement would have been reached.

6.3 This approach was endorsed at the 2004 Annual Delegate Conference.

6.4 It did not prove possible to reach any alternative agreement in advance of the outcome of the first phase of the CAF. In the absence of any figures on which to base an assessment about the scale of potential surpluses, the Union took the position that there was no necessity for any measures to restrict or curtail promotion opportunities for Dublin-based staff.

6.5
Following the outcome of the first phase of the CAF the Official Side chose not to seek to implement a total ban on promotions within Dublin and pending some replacement agreement they persisted, in what they saw as a concession to the Unions, with a policy of conditionality in respect of inter-departmental promotions only.

6.6
However, towards the end of 2004, the Official Side re-stated their position in unambiguous terms. Their position was that as some significant level of surplus staff was now inevitable in Dublin, all vacancies should contribute to the programme, either being filled on a conditional basis with acceptance involving a commitment to decentralise or by absorbing a surplus member of staff rather than filling through recruitment or promotion.

6.7 This position was opposed by all Unions.

6.8 The surplus situation arises because a significant number of applicants under the CAF processes are located outside Dublin. Posts will be moved from Dublin and filled by non-Dublin staff thus leaving vacancies outside Dublin and surplus staff in Dublin. This situation could be compounded in circumstances where there are shortfalls in promotion grades in particular locations, if these shortfalls are met by promoting staff to those locations. In such circumstances e.g. if there are 3 AP posts moving to a location for which no AP has applied and these posts are then filled by promoting 3 HEO’s, there are still 3 APs in Dublin whose posts have been relocated.

6.9
Right from the very outset, from the date of the announcement of the Government’s intentions, it was clear that there were potential ramifications for the career opportunities for staff remaining in Dublin and the issue formed a significant part of the discussion at the 2004 Conference. The movement of promotion posts, in itself, is not the source of the biggest set of potential problems as significant numbers of people in the grades from which these posts are being filled will also re-locate. The biggest problem was always going to be one of how to deal with possible surpluses.

6.10
Obviously, the smaller the surplus the easier it is to argue that it can be absorbed without any dramatic detrimental impact on the career prospects for staff who choose to remain in Dublin. With close on half of all applicants for newly decentralised posts being located already outside Dublin, this becomes somewhat more problematic.

6.11
The Executive Committee recognised from the outset that the issue of a surplus of staff was not just a problem for management. In the absence of any agreed approach, the Official Side position was always going to be one where they would seek, in the short term, to use all vacancies to minimise the surplus problem and, in the medium to long term, they would seek to absorb the surplus by transferring excess staff into vacancies in Dublin as they arise. The potential consequences for career opportunities for Dublin-based staff would be catastrophic. Therefore, the view was taken that to protect the position of our Dublin-based members, we needed an agreed position that would facilitate continued promotion opportunities in the short term and would help to create the circumstances where any future surplus problem was of manageable proportions. Getting such an agreement proved to be no easy task.

6.12
While the issues that arise from potential surplus staff in Dublin are common to all Civil Service Unions, the potential scale and impact varies. In the case of IMPACT, there are particular concerns around the whole idea of specialised posts being designated for re-location and the scale of the proposals in respect of the ‘Early Mover’ Departments as they affect such posts, is relatively small. Similarly in the case of our CPSU colleagues as there is over-subscription in most cases for the proposed locations in the grades represented by that Union and as there is significant open public recruitment into the Executive Officer grade, the scale of the possible problem of surpluses is considerably less than that faced by this Union and there is an obvious possible solution or partial solution for which, no doubt, that Union can and will argue in terms of possible reductions in the scale of open recruitment in order to deal with potential surpluses. Whether this is desirable or, indeed, likely to be acceptable to the Official Side, are matters for another day and are not relevant to the specific problem of surpluses faced by this Union.

6.13
This leaves ourselves and the AHCPS, in particular facing the largest potential problem. In terms of scale it is impossible to be in any way precise about the level of potential surplus staff in Dublin. A simple observation that if up to half of all applicants in the CAF are currently located outside Dublin then, potentially, up to half of the number of posts moving could result in surplus staff is not a truly accurate reflection as it fails to take account of the facts that moves will take place at different times and that the numbers of staff that, ultimately, re-locate will be different from the CAF results. Furthermore, while the levels of interest indicated in the CAF among Dublin staff in moving to existing locations is quite low, there is some level of interest and this would have to be off-set against the figures for people moving from one Provincial location to another when calculating a possible surplus. In addition, the sequencing of moves will mean that levels of interest in locations likely to re-locate more quickly can be expected to rise and presumably this is more likely to be true of Dublin-based staff anxious to re-locate somewhere in a region near their optimum choice rather than among staff already located in such a region but with a very specific preference for a particular town. All of these factors make definitive forecasting extremely difficult, if not impossible.

6.14
Very, very rough estimates, (guesstimates might be a more accurate description), based on the CAF results and making some allowances for increased interest, in the case of the ‘Early Mover’ Departments would suggest that there could be up to 100 Principal Officers surplus in Dublin, up to 150 Assistant Principals and maybe in the region of 50 Higher Executive Officers. Whether this guesstimate is an under-statement or an over-statement of what will emerge eventually, the consequences of anything even remotely in this broad region of surplus numbers in the promotion grades of interest to our members are obvious and it is crystal clear that this is an issue which it is in the interests of the members of the Union to have addressed in some way that permits continuing promotion opportunities for Dublin-based staff in the short term without exacerbating a problem into the future that could cause an embargo on promotions in Dublin in the medium to long term.

6.15
Undoubtedly, there are Dublin-based members who, perhaps understandably, take the view that this is a problem that is not of our making and should, therefore, be resolved by the Official Side or, indeed, by Government in a way that does not impact on our Dublin-based members. This is an understandable and attractive proposition but it ignores the simple reality that there is no possibility of the employer carrying large numbers running into hundreds of posts, (and potentially even thousands), as a surplus while, at the same time, continuing to fill vacancies on promotion as if this surplus did not exist. The reality, therefore, is that an agreed approach is the best protection for the members of this Union who wish to remain in Dublin, provided that it allows for continuing promotion both in the short term and, by reducing the problem, in the longer term.

6.16
Some members, again understandably in the circumstances, have posited the view that unless the employer agrees to carry the surplus staff without affecting our members’ career opportunities, we should disengage from the entire decentralisation process. Apart from the fact that such an approach would require us to ignore the interests of the 2000+ members of our grades who applied under the CAF, (even allowing for the caveats regarding the accuracy of these figures in real terms), and the fact that we already have 3000+ members living and working outside of Dublin who would universally welcome the entire programme, it cannot be in the interests of our Dublin-based members to behave as if we can ignore a potential total blockage of their career prospects. Furthermore, many many issues arise regarding the mechanics of the implementation of the programme that affect Dublin-based members such as transfer arrangements etc. In reality, our members based currently outside Dublin and those intending now to re-locate could probably live with a policy of disengagement much more readily than those who will remain and whose interests could be affected adversely if we were to abandon the entire process of discussion in a fit of pique.

6.17
In all of the circumstances, the Executive Committee’s consistent view has been that to protect our Dublin-based members, we are best advised to reach an agreement and the main question has always been about what form of agreement could the Official Side be persuaded to live with while, at the same time, meeting our objectives of keeping promotion opportunities open for Dublin-based staff both in the short and longer terms.

6.18
There are, of course, various ways of reducing the number of promotions in Dublin in the short term in order to protect longer term prospects. Many possibilities were floated and debated. For a period of 4 to 5 months from the latter end of 2004, no progress was made on this issue.

7. Proposals for Agreement on Promotions
7.1
Obviously, there are many ways of working out a position which is between the Department of Finance position of December 2004 and the position of the Unions. The Executive Committee’s position throughout has been that our aim has to be to preserve career opportunities for staff in Dublin both in the short and longer term, that this requires some agreed arrangements and that, as with all agreed arrangements both sides would have to be prepared to engage in a compromise. For our part, the Executive Committee identified that internal promotions within Departments are of utmost importance to members and, as a result, if there was to be a compromise, it should involve inter-departmental promotions in the main.

7.2
Reaching such a compromise in the interests of members who will remain in Dublin was a priority for the Executive Committee. The other Unions involved all have different priorities and perspectives as set out above. In the case of IMPACT, the decision to phase re-locations removes most of their grades from the early stages of the programme while in the case of the CPSU the potential surpluses are considerably smaller and open recruitment at EO, the grade at the apex of their immediate career outlets, represents possibilities in terms of solutions that are not open to us. In the case of the AHCPS, which has a direct bearing on our members, it is difficult to see what solution could be arrived at. Even a potential of up to 100 surplus at PO level in respect of the ‘Early Movers’ alone, represents about 20% of that entire grade. We can only wish our AHCPS colleagues every good fortune in their ongoing negotiations as the scale of their problem is enormous and it has, of course, major implications right down the structure.

7.3
The Executive Committee took the view that, as it was of importance to our Dublin based members to have a deal that facilitated promotions in Dublin in both the long and short term and as we could not allow other Unions’ difficulties to prevent us from seeking to protect our Dublin based members, we should, if necessary, seek to reach an agreement in respect of our career outlets on our own. 

7.4
This view was enhanced by the experience of a number of Branches as their Departmental Management began to move unilaterally towards the imposition of conditionality for internal promotions that sought to require promotees to accept that on promotion they would be agreeable to re-locate due to the lack of agreed central arrangements.   Given the difficulties for these Branches,  not surprisingly,  they looked to a central resolution of these difficulties.

7.5
A potential agreement has now emerged. The details are as follows :

(i) Between now and the end of 2008, new arrangements regarding the filling of promotion outlets for our members in Dublin would apply;

(ii) Normal internal filling of posts within Departments would continue except for situations as described in (v) and (vi) below

(iii) All vacancies that arise to be filled inter-departmentally, will be used to assist either in the decentralisation programme directly or in the absorption of surplus staff in Dublin. Thus in a Department which is decentralising either in whole or in part, any offers of appointment from the inter-departmental panel will be conditional on the appointee being willing to re-locate to the relevant location. In the event that the Department concerned has sufficient volunteers to re-locate to the location concerned or in the event that nobody on the panel is interested in the offer of promotion, the vacancy may be used to absorb a surplus member of staff in the grade in Dublin. Any consequential vacancy created by the transfer of a member of staff in such circumstances may be offered to the inter-departmental panel if that Department is decentralising, again on the basis that acceptance involves a commitment to re-locate to the location of relevance to that Department.

(iv) When a definitive date for the physical occupation of a building in a new location outside Dublin is identified all inter-departmental transfers in Dublin either of volunteers for re-location or of volunteers transferring within Dublin in order to remain in Dublin, will be undertaken more than 12 months in advance of the actual physical re-location of a Department. It is recognised that in some cases, the actual physical transfer may not be effected in this time but, if not, nominal transfers from the staff of a Department to another Department, will take place.

(v) As the Union could not accept the Official Side original proposal that all internal promotions in a Department within an 18 months period immediately prior to the physical re-location to locations outside of Dublin should be conditional on a willingness to transfer, a compromise was eventually reached. In the case of Departments that are decentralising in part from the date of 12 months immediately prior to the physical occupation of the building in the new location outside Dublin and after the arrangements at (iv) above have been effected, half of internal promotions within that particular Department will be conditional on appointees being willing to move to the new location until all posts in the relevant grade designated for re-location in that Department are filled, or until the date of the actual move whichever is the sooner. In any event in Departments that are decentralising in part these temporary internal arrangements will cease on the date of the actual transfer and normal internal promotions will resume.

(vi) In the case of Departments that are decentralising in their entirety in this period, all staff remaining in Dublin will have to be facilitated under (iv) above before any internal promotion conditions begin to apply. As all of the staff on the ‘books’ of these Departments will by the date of one year in advance of the move, be staff who have volunteered to transfer to the new locations and as all staff in those Departments wishing to leave in order to remain in Dublin will have been facilitated, from the date of one year in advance of the re-location, all internal promotions in Departments that are decentralising in their entirety will be conditional on the willingness of appointees to re-locate to the new location.

(vii) Where the application of the conditions set out at (v) above results in situations where nobody is prepared to accept an offer of internal promotion in the time period concerned, the Department may offer appointments to the relevant inter-departmental panel on the basis that acceptance involves a commitment to re-locate to the location concerned. Any additional inter-departmental assignments made in this way, over and above the normal liability to these panels will be ‘re-paid’ by subsequent corresponding exemptions from an equivalent number of inter-departmental liabilities.

(viii) Some Departments are due to decentralise in phases.   It is recognised that the above arrangements will need to be modified to take account of the individual circumstances of such Departments and that further discussions will have to take place on the details.

7.6
The above rather complex proposals are perhaps illustrated better by two examples as follows :

(a) The Department of Finance is due to decentralise in part to Tullamore. It is believed that it is likely to be among the first to move so it is not an unreasonable assumption to suggest that it might move on, say, 1 January 2007. If we assume also that the OPW confirms this as a definite date, what would then happen is that in the coming months all Dublin transfers in and out of the Department would take place in order to be completed by 1 January 2006. In the meantime any inter-departmental promotions into the Department would be conditional on appointees being willing to go to Tullamore. There would be no change in the internal promotion arrangements at all for the present. If by 1 January 2006 - and only if - there continued to be a shortfall in volunteers willing to go to Tullamore at, say, HEO level, for a period up to the actual move on 1 January 2007, half of internal promotions would be offered subject to willingness to re-locate to Tullamore and the other half would continue as normal. On 1 January 2007, or earlier if the full “quota” of HEO posts for Tullamore had been met, all posts at HEO level in Dublin being filled internally would revert to being filled as normal. If during the period when some conditionality was being applied in respect of internal promotions, no EO in the Department of Finance was prepared to accept the conditions attached to promotion, the Department could offer the post concerned to the inter-departmental panel, with conditions attached. Any excess appointments from that panel to the Department of Finance would be ‘re-paid’ to internal promotion after 1 January 2007 by an equivalent number of waivers from inter-departmental liabilities.

A second example is that of a Department Headquarters due to decentralise in its entirety. Some of these are over-subscribed. If we assumed that, say, the Department of Defence will be over-subscribed for its move to Newbridge and for example purposes only, we assume that the move will take place on 1 January 2008, transfers will, in the first instance, begin immediately and will be completed by 1 January 2007. In the meantime if, say, an AP post in the Department in Dublin falls vacant and is due to be filled inter-departmentally, there is little point in making an offer conditional on people being willing to move to a location that is over-subscribed. However, the Department of Agriculture, for instance, is due to re-locate to Portlaoise and is likely to be under-subscribed at AP level. This means that there will be surplus APs in Agriculture so that if there is an AP in Agriculture who is willing to transfer under the CAF rules to Defence in order to go to Newbridge and there is no AP in Defence applying to go to Portlaoise, the AP in Agriculture might be accommodated by transfer to Defence and the consequential vacancy in Agriculture will be offered to the inter-departmental panel, subject to the appointee being willing to re-locate to Portlaoise.

In the meantime up until 1 January 2007, normal internal promotions would continue in the Department of Defence in Dublin. By 1 January 2007 all of the staff in the Department of Defence in Dublin should be staff willing and interested in going to Newbridge so that all offers of promotion thereafter would be conditional on a willingness to go there.

In the case of the Department of Defence and, indeed, with other Departments in similar situations, these arrangements do not need to be applied to existing decentralised locations, in this case the Department of Defence in Galway, as there will be no surplus in Galway, so promotions there can continue as normal.

8. Status of Proposals on Promotion
8.1
The proposals set out in 7 above are, in the view of the Executive Committee a set of proposals which are capable of dealing with the problems faced by Dublin-based staff in terms of their career prospects both in the short and longer terms. As such, the Executive Committee is recommending these proposals to Conference. The Department of Finance views the proposals as a workable, if from their point of view not altogether satisfactory, set of possible actions that could be taken to deal with potential surpluses. They, however, are reluctant to ‘sign-up’ in total to the proposals given that they still have to grapple with the particular issues for CPSU grades and, to an alarming extent, for AHCPS grades. We, for our part, have said that we view the proposals as a workable model but that we would reserve the right to seek better terms, should any agreement be concluded with other Unions which, in our view, is more favourable.

8.2
This creates a degree of slight uncertainty about the status of the proposals. It is clear, however, to the Executive Committee that we need to make an agreement and that these terms represent a workable model. Therefore, in respect of promotions, the Executive Committee is seeking approval to conclude an agreement on the terms set out or, in any event, on terms that protect short term promotions, that protect internal promotions within Departments and that make some contribution to the elimination of potential surpluses in Dublin in the future that could close off all career opportunities for staff remaining in Dublin. The proposals set out achieve these objectives and the Executive Committee seeks approval to conclude an agreement on this or a similar basis.

9. Conclusion
9.1 This report deals with a number of the contentious issues that have arisen for the Union in respect of decentralisation since the last Conference. A report of this nature could not hope to cover the multitude of issues that have arisen. Inevitably, not all problems can be resolved to the satisfaction of the people concerned. Indeed, no Executive Committee would wish, given the choice, to be putting proposals to a Conference which involve compromises in respect of career opportunities, in particular. However, the Union’s policy is, and has been, to engage with the employer and to try and have the issues created by the proposals addressed, as best we can, without embroiling ourselves in questions about the efficacy or otherwise of the entire programme of decentralisation, a subject on which our members are, inevitably, divided and on which, in any case, the programme is not dependent nor determined by our views alone.

9.2 Decentralisation is a difficult issue for this Union and one on which there are different perspectives among the membership. It is also an issue that evokes emotive responses from those affected as it touches on matters that impact in a very real way on peoples’ lives as it can offer opportunities for those wishing to live and work in particular locations while, on the other hand, it has potential consequences in determining career opportunities for those who are not interested. In an ideal world the employer would have made a real attempt to balance such considerations in advance of an announcement and would have endeavoured to match suggested locations with clear levels of interest. In our case the employer is Government and, as such, is cognisant of interests beyond those of its staff. Our endeavours after the outcome of Phase 1 of the CAF were designed to ensure that there would be a phasing of proposed re-locations which took account of the levels of interest expressed, as this gave hope and opportunity to those who were truly interested in the programme and minimised the negative impact on those who wish to remain in Dublin. The ‘Early Mover’ approach is by no means a perfect fit with these needs and wishes but it did offer a more feasible model which contained the opportunity to match a lot of aspirations for re-location while reducing the potential negative impact in Dublin. However, unless there is a perfect match between those in Dublin wishing to re-locate and the opportunities available, there will always, inevitably, be problems that require resolution.

9.3
These difficulties have been compounded by the pressures exerted by individual Departments who,  in the absence of centrally-agreed arrangements,  sought to impose a requirement for internal promotions that staff would,  on acceptance of promotion,  accept that they would re-locate.   Naturally and unsurprisingly the Branches concerned looked to the Union centrally to try and resolve these difficulties by putting together arrangements to protect, to the greatest extent possible,  the internal promotion arrangements within Departments for Dublin-based staff.  

9.4
Attractive as it may appear to some who are affected by these problems, and who suggest that the Union should disengage and adopt hostile positions, the reality, which most people would not just accept but expect is that the Union needs to engage with the employer on their behalf and has to seek to have problems addressed. That has always been the strategy adopted by the Union in respect of this issue and, ultimately, there really is no obvious or workable alternative.

9.5
This report deals with the issues affecting the Civil Service as no details are available regarding the State Bodies that were listed for re-location in the Minister’s announcement.   The only point that requires emphasis is to re-state that,  as with all other staff affected by the programme,  the Government has affirmed constantly that any re-location transfers will be voluntary and no staff member will be compelled to re-locate under the programme.   It is understood that the next report of the Decentralisation Implementation Group will have something to say about State Bodies.


9.6
The past year has seen the completion of the first phase of the CAF, the conclusion of agreement on arrangements regarding transfers and the formulation of proposals to deal with promotions in Dublin. In the meantime we have managed to keep a majority of promotions in Dublin free from any conditionality and, in particular, all internal promotions within Departments have continued as normal. Thus we have succeeded in keeping the process moving forward in a way that can meet the aspirations of our thousands of members who favour this process and, at the same time, we have succeeded in protecting the career opportunities and interests of those staff in Dublin and we have now set out a possible blue-print for continuing to achieve this into the future.

9.7
The Executive Committee is asking Conference to adopt Motion A1 and this accompanying Conference Paper 

April, 2005

adc/2005adc/conpapb

Staff   Remaining   in  Dublin

Introduction

1.
There is a need to address the position of individuals who wish to remain in Dublin but who will have to transfer to other departments
 as there will no longer be posts available in Dublin in their existing department.

2.
The document which provided the framework for the operation of the CAF and subsequent transfers stated that:

“Staff serving in areas which are being decentralised and who wish to remain in Dublin will also have to be reassigned, if possible, to other posts in their existing Departments and Offices or else to other Departments and Offices.  Detailed arrangements for managing this will be discussed between the management and staff sides at a later stage when a clearer picture has been established of the numbers involved. The aim will be to ensure that, so far as possible, only one move between Departments takes place

Where some but not all of the relevant staff in a grade are to be transferred to other posts in the Dublin area the selection of those to transfer will initially be done on the basis of volunteers.  If there are insufficient volunteers, the “last in first out” principle will apply.  A system will be put in place to allow staff to indicate preferences on where they would wish to transfer to although it must be recognised that it will not always be possible to meet these wishes.”

Overall  Approach

3.
Departments will be asked to identify the numbers of staff in each grade who are likely to have to move to another department in order to remain in Dublin. The number of staff who will actually be affected in this way will change as implementation of the decentralisation programme proceeds. However, for current planning purposes, departments may assume that it would equate to the difference between:-

(i) the number of posts to be decentralised in each grade; and 

(ii) the number of staff in the same grade in the department who have applied for decentralisation either with their existing department or with another department.


If the number at (ii) equals or exceeds that at (i), a department will assume for the present that none of its staff are likely to have to move to another department in order to remain in Dublin. Otherwise, the following arrangements will apply.

4.
In the case of departments which are decentralising in full, each member of staff in Dublin who has not applied to decentralise with their existing or another department will be invited to indicate where they would like to go. 

5.
In the case of departments which are decentralising in part, each member of staff in Dublin who has not applied to decentralise with their existing or another department will be asked whether they would be interested in volunteering to move out of the department and, if so, will be invited to indicate where they would like to go.

6.
Each department will provide the individuals concerned with a list of all departments remaining in Dublin
. This will outline the existing Dublin office locations for each organisation but it will be made clear to staff that they will only be able to apply for a department and not a specific location. If a person is interested in a specific location, s/he may apply to move to that location after moving to the new department and the matter will be dealt with in accordance with that department’s normal internal procedures.

7.
Staff will be allowed to indicate an interest in transferring to as many departments as they wish and will not have to rank these in any order of priority. It will be made clear to staff that it will not be possible to guarantee that any of their preferences can be met in all cases. 

8.
Details of the individual staff members concerned and their expressions of interest in relation to Dublin departments will be provided to the PAS by departments. The PAS will then compile a series of panels for each department. Individuals will be placed on the panels in order of seniority.

9.
An officer who accepts an offer of transfer to a department in respect of which s/he expressed an interest will have her/his name removed from the panels for any other departments for which s/he expressed an interest. In the event that the officer declines the offer, her/his name will be removed from the panel for that department but will remain on the panels for any other departments for which s/he expressed an interest. However, an officer who declines three offers will have her/his name removed from all the panels.

Posts Arising in the Context of  Lateral Transfers

10.
As inter-departmental lateral transfers proceed, situations may arise where an applicant who is interested in relocating with one of the decentralising departments is from a department which is not decentralising. Similarly, a department which is only partly decentralising may be prepared to release someone who is interested in relocating with another decentralising department and to accept in return someone from that department who wishes to remain in Dublin and who wishes to move to the department concerned on a voluntary basis. 

11.
In such cases, the departments concerned may proceed with the transfer on the basis of the volunteer being offered a post by the relocating department and the resulting Dublin vacancy being filled on a voluntary basis by someone from the relocating department. 

12.
If there is no volunteer for the Dublin post from the relocating department, the department with the Dublin post shall obtain from the PAS the name of the next person on its panel. The three departments involved
 will work together to facilitate, if at all possible, the preferences of the person who wishes to transfer in order to decentralise and the person who has expressed a preference for the resultant Dublin post. The resultant vacancy in the latter’s department will then be available for use by that department to arrange a further sequence of lateral transfers.

13.
If there is no one remaining on the panel for the department with the Dublin post, the most junior person in the grade (excluding those who have applied to move to decentralised locations) in the relocating department will be transferred to the Dublin post.

Posts  Arising in the Context of Promotion

14.
{to be discussed in the context of the ongoing discussions on promotion}

Decentralisation Liaison Officers

Protocol for the transfer of staff

Introduction 

1.
A system that provides for the orderly and timely transfer of staff between organisations is now required. This note deals with the transfer of staff serving in the same or recognised equivalent grades
.

Sequencing of Transfers

2.
The document which provided the framework for the operation of the CAF and subsequent transfers stipulated how preferences under the CAF system would be ranked. However, actual transfers between organisations need not necessarily take place in the same order as the ranking of applicants under the CAF. The timing of transfers will need to be managed in a way which respects the business needs of the organisations concerned, reflects the circumstances of individual applicants and takes full account of the total number of applicants for the available posts in the grade and location concerned
. In particular, applicants with a lower ranking on the CAF may be transferred before those with a higher ranking provided the latter do not lose out in terms of seniority as a result. 

3.
In the event that a decentralising Department intends to adopt a different sequence to that indicated by the CAF rankings, it will ensure that applicants with a higher ranking are advised – through their Personnel Officer - that their applications will be processed at an appropriate time. It should also arrange for the applicants to confirm in writing their continued interest in moving to the location concerned.
 

Vetting of PAS Data

4.
Departments/Offices have been asked to return corrections to their internal and outgoing lists by 14 January 2005. This material is vital in ensuring the ongoing accuracy of the data being supplied to participating organisations. 

5.
The PAS will supply all decentralising organisations with details of applicants who wish to transfer into their organisations in order to relocate. The PAS will give priority to the organisations identified as “early movers”. These are expected to issue by mid-February. 

6.
When these lists are received in decentralising organisations, they should be examined by each Personnel Officer. Again, any errors coming to light should be notified to the PAS. As a matter of practice, no approach should be made directly to any CAF applicant in another organisation. All approaches for clarification/discussion should be made to the Personnel Officer of the applicant’s organisation.

Internal Transfers 

7.
Staff already serving in posts being decentralised or at the same grade in other posts in the same department may now be moved: some organisations have already started making such internal transfers.

Inter-Departmental Transfers  

8.
When the inter-departmental lists are issued by the PAS they will allow DLOs and Personnel Officers to identify and progress potential bi-lateral transfers. The management of these transfers can best be arranged between Personnel Officers. 

9.
Departments will also be free to arrange other bilateral transfers or inter-departmental transfers involving more than two departments on a mutually agreeable basis and should pursue such opportunities. 

Formal  Offer of Position 

10.
Prior to the issue of each formal offer the Personnel Officer in the originating Department will, in all cases, supply the standard documentation in relation to the applicant’s sick leave (Form T.Gen 20) and performance record (Form A). The Personnel Officer making the offer of transfer will satisfy himself/herself that these are in order.  When it has been agreed through contact at Personnel Officer level that a particular CAF applicant may transfer with a view to relocation the Department with whom the applicant will relocate will issue a formal offer of transfer in writing to the applicant.  This will include formal confirmation of the location of the post and the requirement for the minimum attachment to that location (three/two years). The applicant will be allowed a period of five working days to either accept or reject the formal offer. If the applicant is agreeable to accept the transfer offer, a date for transfer will be agreed at Personnel Officer level. 

Option to  Change  First  Preference  Location 

11.
It has been agreed that staff who applied to the CAF before 7 September 2004 will be given preference over those who applied after that date. It was also agreed that applicants to the CAF could express a total of ten preferences in relation to their desired location. All of the material issued to date by the PAS relates only to first preference locations. The inter-departmental lists to be issued shortly will also include only first preference locations.

12.
Where the number of first preference applications received before 7 September 2004 is less than the number of available posts in a grade/location, the PAS will contact priority applicants who specified that location as a lower preference and offer them the option to alter it to their first choice location. Applicants who opt to alter their preferences in this way will be offered places in keeping with the rankings agreed for the operation of the CAF. Any vacancies remaining after these “change of mind” applicants have been accommodated will be offered to those applicants who applied to the CAF after 7 September 2004. The latter applicants would be ranked in order of date of application.

13.
In the event that there are still vacancies remaining after facilitating all first preference applicants for a location, departments may choose to fill the post by making offers to applicants who listed the location as a lower preference. However, in considering this option, departments should be aware that an opportunity to accommodate the person in a location of higher preference may arise in the future and that, in such circumstances, it will be necessary to make every reasonable effort to accommodate the person by offering them their higher preference.

Seniority  Issues

14.
All officers in grades represented by unions other than the CPSU will be placed on the seniority list of their receiving Department in keeping with their service in the grade. This means that their seniority will not be adversely affected by the timing of the actual transfer.

15.
There will be bilateral discussions between the Department of Finance and the CPSU to agree arrangements designed to ensure that seniority will not be adversely affected by the timing of the actual transfer.

16.
If there is any doubt as to the relative seniority of an applicant this will be established with the Personnel Officer of the applicant’s Department.

Transfers  Involving  Posts  Remaining  in Dublin

17.
A situation may arise where an applicant who is interested in relocating with one of the early mover departments is from a department/office which is not decentralising. Similarly, a department which is only partly decentralising may be prepared to release someone who is interested in relocating with one of the early mover departments and to accept in return someone from that department who wishes to remain in Dublin.

18.
In order to allow such transfers to proceed, it will be necessary to put in place arrangements to address the position of staff who want to remain in Dublin but who will have to transfer to other departments as there will no longer be posts available in Dublin in their existing department. The Department of Finance is preparing a paper on this for discussion with the unions.

Same  Location  Applications 

19.
As provided for in the CAF discussion document, applications for transfer within the same geographical location will not be allowed at this stage. In general, within the same location will be taken to mean the same town (e.g. an application for transfer within Longford town). The only exceptions to this rule will be where Departments have existing collective agreements with unions relating to transfers between adjoining towns.
Resolution of Problems  Arising  

20.
The Central Decentralisation Unit will continue to convene regular meetings of the “early movers” DLO Group and periodic meetings of the full DLO Group. At these meetings issues which have arisen from the operation of the bi-lateral and other transfers will be discussed and resolved. In exceptional circumstances where Departments are not able to agree on the terms on which the transfers detailed above can take place the Department of Finance will agree to act as mediator to bring the issue to a conclusion.

Reporting Back/Updating  Lists

21.
Paragraph 9 above deals with the issue of formal offers of inter-Departmental transfers to applicants for relocation. At the end of every month each Personnel Officer will report back to the PAS giving details of those applicants who have accepted or rejected offers of transfers into the Department. This will allow the PAS to maintain accurate records on an ongoing basis.
	Table   1

First phase - Civil Service



	Location
	Organisation
	Posts



	Clonakilty
	Department of Communications, Marine & Natural Resources
	91

	Drogheda
	Department of Social and Family Affairs HQ[1]
	215

	Drogheda
	Department of Communications, Marine & Natural Resources
	47

	Killarney
	Department of Arts, Sport and Tourism HQ
	141

	Kilrush
	Revenue Commissioners
	50

	Listowel
	Revenue Commissioners
	50

	Newcastle West
	Revenue Commissioners
	50

	Limerick
	Department of Foreign Affairs
	125

	Longford
	Irish Prisons Service 
	159

	Loughrea
	Department of Transport
	40

	Newbridge
	Department of Defence HQ 
	202

	Portlaoise
	Department of Agriculture HQ[2]
	392

	Sligo
	Department of Social & Family Affairs
	100

	Trim
	Office of Public Works HQ
	333

	Tullamore
	Department of Finance
	135

	Total
	2,130

	Table 2

Potential “early movers”  –  Civil Service



	Location
	Organisation
	Posts



	Athlone
	Department of Education & Science
	       108

	Carlow
	Department of Enterprise, Trade & Employment 
	313

	Carrick-on-Shannon
	Department of Social & Family Affairs
	220

	Knock Airport
	Department of Community, Rural and Gaeltacht Affairs HQ
	164

	Mullingar
	Department of Education and Science HQ
	299

	Wexford
	Department of Environment, Heritage & Local Government HQ
	258

	Total
	1,362


1 
Number shown does not include 262 IT staff. 

2 
Number shown does not include 203 IT staff

	Table   3

State   Agencies to  Receive Priority Attention



	Location
	Organisation
	Posts

	Birr
	FAS
	390.5

	Clonakilty
	BIM
	94

	Drogheda
	Comhairle
	47.5

	Dundalk
	Sustainable Energy Ireland
	40

	Loughrea
	National Safety Council
	12

	Portarlington
	National Council for Curriculum and Assessment
	28

	Thomastown
	Health and Safety Authority
	111

	Total
	
	723


* It could be dangerous to draw too many conclusions from these figures as they show the picture as a whole, whereas some locations were over-subscribed and others were under-subscribed and, in some cases, significantly so.


� Throughout this note, references to departments covers departments/offices.


� It may prove necessary in due course to make up any shortfall by identifying the most junior people in the grade (excluding those who have applied to move to decentralised locations).


� The PAS, on behalf of the Department of Finance, would provide departments with this list


� The early mover department, the department with the Dublin post and the department in which the next person the panel is currently serving.


� It has been agreed with the CPSU and the PSEU that the equivalent grades listed on each Departmental promotion circular are correct. AHCPS have indicated that they still have outstanding issues. 





� For example, it is unlikely that the early transfer of staff currently serving outside Dublin would suit either the department or the individual concerned.





� A suitable draft model letter will be agreed with DLOs.





� Particular issues arise in relation to the Office of the Revenue Commissioners during the transition to integration.  Discussions will be held with the relevant unions.
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