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gavernment supporting communities

Ms. Margaret Falsey Bz
PAC Secretariat
Committe:e of Public Accounts
Leinster House .
. Dublin 2 ; N

11t November 2014
Dear Ms. Falsey,

I am writing further to your letter of the 14! of October, which followed from deliberations of the Public
Accounts Committee meeting of 9" October, regarding the National Childcare Investment Programme
2006 -~ 2310 (NCIP). Your letter requested:

"a comprehensive note outlining the take up of childcare facilities which were provided with
slate support (see Chapter 49 of the C&AG Report 2010} where over supply of capital
investment of €75 million was incumred.”

| note that this matter has also been referred to the Department of Children and Youth Affairs (DCYA)
who can address matters beyond the scope of Paobal.

| also note that the extract from the PAC discussion you supplied covered, in addition to the item
abave, the issue of arrangements related to the monitoring of current early years funding programmes
in these services. | have, therefore, provided a separate note on this issue, attached as Appendix A.

Pobal’s Role

Pcbal is a not for profit company limited by guarantee. It was established in 1892 as Area
Development Management Ltd (ADM) by the Irish Government, with the agreement of the European
Commission, as an intermediary company working on behalf of Government to suppert lecal social
and economic development in Ireland. Over time, our work has evolved with developments in
Governmient policy and the needs of the groups and communities. The company name changed o
Pobal in 2005.

We manage and deliver 24 programmes for six Government Departments and EU bodies to promote
social inclusion, reconciliation and equality through integrated social and econcmic development
within communities. The company is governed by a Board of Directors appointed by the Irish
Government who give their time and expertise on a voluntary basis.

While thz funds that Pobal manages come from Government, we are acutely aware that many of the
services we are involved in are delivered by community-based organisations. In order to build the
capacity of these organisations, we have developed sets of supperts which range from regionally-
based support teams to wide-ranging sets of programme guides, best-practice materials and tool-kits
to aid oryanisations in their service delivery.

Pobal wa2s commissioned by the Office for the Minister for Children (OMC) to manage the roll-out of
the NCIP, within the policy and funding parameters established for the programme by Government.
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NCIP provided for an overall investment of €575m into early years education and childcare over the
period of 2006 to 2010. Government set the NCIP the objective of enhancing the supply of and
access to childcare places and improving the quality of care and early education.

The OMC allocated €358m of the programme value for capital investment which provided for delivery
of 50,000 new places and also supported Improvement works ta the quality of existing provision.

In 2008, the department curtailed the NCIP capital programme which resulted in a total of £177.8m
being committed to 847 services providing 24,356 new places as well as refurbishing and enhancing
existing facilities. The NCIP as a whole, through both its capital and current funding, suppoited over
75,000 early education and childcare places.

Chapter 49 of the C&AG's Report 2010 noted vacancy rates across the full cohort of NCiP funded
services of 20%, suggesting a figure of 15,000 vacancies. It then noted that the equivalent of 15,000
new places pravided through the NCIP capital investment represented a value of at least €75m. The
matter was examined by the Public Accounts Committee at its meeting of 24" November 20122.

NCIP Capital Process

A note is provided in Appendix B which draws on original NCIP materials and gives an outline of the
processes applied by Pobal to its role in the delivery of the NCIP capital programme.

Pobal's key role was tc ensure that the policy goal and objectives adopted by the OIMC were
delivered effectively. To this end, Pobal developed an application and appraisal process which was
approved by the OMC. To summarise the approach:

« Local City and County Childcare Committees (CCCs)! were funded to undertake an
assessment of local childcare provision and gaps;

e Once this was completed, CCCs, using a framework provided centrally by Pobail, invited
expressions of interests from local applicants and assessed these against their strategic
mapping exercise;

e Thereafter, the CCC invited project propesals from applicants and appraised these
applications, in a process including statutory and non-statutory stakeholders with local
knowledge and expertise;

« All CCC recommendations were reviewed by Pobal, to assist in ensuring consistancy and
robustness of process and content;

« Following this, Pobal made recommendations on funding applications to the OMC;

e The Secretary General of the Department of Health and Children presented the final
recommendation to the Minister of Health and Children for decision;

e Thereafter, Pobal managed the process of contracting the individual projects, performance
managed delivery of the project in accordance with the approval and managed the
administration and reporting of the funding and programme outputs,

The developmental process involved in this work, (including for example, the provision by Pobal of
direct mentoring, resource toolkits and support workshops) in conjunction with the emphasis on a
direct engagement and understanding of local needs added significant value to the prccess. In
particular, it helped build capacity in the early years sector which has been an important element of
the foundation for the implementation of significant national initiatives, including the Free PPreschool
Year in Early Childhood Care and Education.

! County Childcare Committees (CCCs) were set up as local support and co-ordination organisations funded by
OMC with a specific focus on early years education and childcare service development.



Demand for Early Years Education and Childcare Services

As part of its service to the NCIP, Pobal undertook monitoring and (based on this monitoring)
provided reports to the OMC. Pobal recorded demand on services by tracking the percentage of
funded services that reported a full take-up of available places and the extent of waiting lists
maintained by services. The percentage of services reporting they were operating to full capacity fell
from 53% in 2006 to 48% in 2007 and to 35% in 2008. There was clearly a reduction in patterns of
demand for centre-based early education and childcare in conjunction with the economic downturn.
This became clear in 2008 and it has provided the context for the whole early years' sector in the
intervening years. As noted by the C&AG, the unemployment rate rose from 4.4% in 2006 to 13.6%
in 2010. Actual and projected demand for early years services, alongside many other key elements of
service demand, fell heavily and quickly.

Pobal's rnore recent reports indicate that there is a vacancy rate of 20% across the full system of
some 150,000 places (including both NCIP and non-NCIP funded projects) provided by almost 4,500
services nationally. This has been the case for a number of years, with only 31% of services
reporting being full — compared to the 53% reported in 2006. There are vacancies dispersed
throughout the system and in the majority of services, often heavily influenced by specific individual
and local factors.

The indications are that services funded through NCIP have been relatively resilient, in spite of their
profile: 81% of the NCIP capital investment was into community based services, which are likely to be
more vulierable given their circumstances and the profiles of need they tend to cater for. Whilst 30%
of services across the system are community based they represent 40% of the places provided - but
in 2013 they represented only 33% of the vacancies reported. Pobal has recently undertaken
analysis of the capacity and vacancy rates? in those services which benefitted from NCIP
capital funding and notes a vacancy rate of 18% which is lower than the 20% rate reported more
generally across the early education and childcare sector. A significant fali-off in the uptake of full
time services has been responded to within centres by a significant increase in provision of part-time
and sessional services. Appendix C gives a breakdown of uptake figures by county and by service
category (full day, part time and sessional).

It might also be useful to the Committee to note that an element of protection was built into the vaiue
of the NCIP's €33m investment into private early years provision, with a minimum funding contribution
of 25% riade by the service itself.

Early Years Programmes Compliance Monitoring

| note that the situation with a service in County Galway operated by Munitearas Teo., involving a
substantial recovery of Community Childcare Subvention (CCS) was considered at the Public
Accounts Committee at its meeting of 8" October 2014 and that reference was made to the Pobal
programme compliance monitoring role. A note is enclosed as Appendix A for your further
informaton.

2 Capacity is defined as the number of places that a facility can offer on a given day and is reported under three
headings: full day, part time and sessional {See Appendix B for definitions of same). Their sum provides the
overall capacity (total number of childcare places available). In terms of uptake, services report the average
attendance under each heading (i.e. of the places available in each category, on average how many of these are
taken up on a given day). Overall uptake of places is calculated by combining full day, part time and sessional
places into a single total.



Early Years Programmes Implementation Platform (PIP)

The Department of Children and Youth Affairs and Pobal are in the process of implementirg a new
management system, for the early years programmes - called the Early Years Programmes
Implementation Platform (PIP). PIP is in the early stages of live implementation with services. Almost
66,000 children have been registered for early years programmes since it went live in Octobar. Over
the next year PiP will substantially improve the capacity of the DCYA and services on the cround to
dynamically manage service-by-service and case-by-case approvals and changes in each of the
programmes. To date, various elements of the individual early years programmes have beenpianned
and managed on a programme-by-programme basis. Furthermore, the roles that the DCYA, Pobal,
the City and County Childcare Committees and the services play have varied from programme to
programme. PIP will provide a more comprehensive, integrated set of management processes within
and across the programmes (which have a combined annual value of almost €250m) anci suppart
them with a dedicated, integrated infrastructure. PIP provides more efficient work practices, greater
visibility and control of funds and commitments for all programmes at any point in time, and allows a
more appropriate set of roles and resource deployment. This includes releasing resourcss in the
DCYA and in the Gity and County Childcare Committees currently tied up in administration into policy
development and into supporting the quality of pedagogy and care provided by services to children.

Yours sincerely

Denis Leamy
CEO
Pobal



APPENDIX A

Early Years’ Programmes Compliance Monitoring by Pobal on behalf of the Department
of Children and Youth Affairs

All services participating in the national early years programmes, including the Free Pre-School Year
in Early Childhood Care and Education (ECCE); Childcare Education and Training Support (CETS);
Community Childcare Subvention (CCS) and the Training and Employment Childcare (TEC)
Programries are contracted with the DCYA. Each place offered through these programmes is subject
to the approval of the DCYA. Pobal, on behalf of the DCYA, undertakes a compliance process to
verify, through an unannounced on-site visit, that the conditions of the various programmes as set by
DCYA anrd being delivered through 4,456 contracted services are being complied with. During the
Septembear 2013 to August 2014 compliance cycle, Pobal conducted on-site compliance visits to
2,978 DCYA contracted services involving 3,918 programme compliance reviews.

The particular case raised at the Public Accounts Committee at its meeting of 8" October 2014
related to the CCS Programme. CCS supports disadvantaged parents, providing support for parents
in low paid employment and training or education by enabling qualifying parents to avail of reduced
childcare costs at participating community early education and childcare services. There are B39 of
these services contracted with the Department of Children and Youth Affairs.

Pobal undertakes on-site compliance visit to these services. In doing so, Pobal is equipped with data
on the specific services that each service provider are to provide under each funding programme.
The on-s te compliance visit is not an audit of accounts, books or financial records of the service or an
examination of the service’s corporate governance. Itis a check on the compliance of an early years
education and childcare service provider with the particular conditions and rules of particular
programrnes that they are contracted with DCYA fo deliver. Pobal reperts visit outcomes to DCYA.
Standard checks made by Pobal in respect of CCS during the compliance visit inciude:

e \Verifying that the service is in existence and operating a childcare service,

+ Verifying that the actual number of childcare places in the service approved under the funding
programme comresponds with the number and listing approved by the Department (including
rionitoring cases of non-attendance of more than a month);

» \Verifying that parents are in receipt of the appropriate subvention and that the approved fees
zire applied and that parents are adequately informed.

Other information gathering and specific checks for each particular programme are also completed.
Services are advised at the start of each year of the information and documentation required to be
available for compliance checks.

The C&AG (Chapter 49 of the C&AG's Annual Report 2010) suggested there may be merit in
measuring attendance over a longer period of time or at various time periods. At the time of the
C&AG review, the large majority of compliance visits were notified in advance to the service. This
was because the compliance process was in its early stages and it was agreed with DCYA at the time
that the priority in the first instance was to establish:

1. Assurance on the location and existence of each of more than 4,500 services. Pobal

geocoded and mapped each service onto its publicly available Pobal Maps tool.
2. An understanding and expectation of compliance with the operators of all of the services.

All on-site compliance visits are now unannounced. On foot of the C&AG’s suggestion Pobal did
extend the attendance checking in services. Upon review, it was concluded that it involved a
significant additional effort and cost, (as well as imposition on the services), without generating any
significant difference in outcome. The practice has again reverted to taking the most recent week that



the service was fully operational for the whole week and doing a detailed check of that week against
the DCYA reference week. Pobal, as part of its compliance planning, uses risk profiling to inform the
prioritisation of services and | emphasise again that the standard practice now is that all compliance
visits are unannounced.

Services are required to sign-off on the information collected in the course of the visit. Discrepancies
between the information gathered during the visit and the data supplied to Pobal by the DCYA and/or
the City and County Childcare Committees are documented. The outcome of the compliance process
is reported to DCYA. Overall compliance levels found: ;

e« More than 70% of the programme reviews are deemed fully compliant;
» More than 20% have minor non-compliance issues related to primarily administrative matters;

« Approximately 7% are classed as non-compliant and subject to particular follow-up and
priaritised for additional monitoring.

In the event that there are potentially significant issues arising, Pobal undertakes additional
investigative checks and visits, advises the DCYA of the position and ascertains an order of
magnitude if there is a potential recovery of funding.

Cases of Significant Discrepancy Involving Recovery of Subvention:

In the case of the Naiolann na nQilean operated by Muintearas Teo.(as addressed at the Public
Accounts Committee Meeting of 9" October 2014), a compliance visit by Pobal prompted a return visit
to the service to investigate the attendance records and patterns at the service. Subsequent to that, a
detailed record of the actual attendance at the service was compiled in order to ascertain the correct
record for children registered and regularly attending the service. This was then checked against the
information that had been returned to DCYA by the service on the parental returns submitied. There
was a significant discrepancy between the actual attendance profile compared to the numbers of
children on the parental returns submitted by the service. Pobal reported to DCYA on the outcome of
the investigation. DCYA concluded that a repayment of €99,588 was required of which €67,000 has
been repaid to date. Repayments in this case are to be concluded by September 2016.

There is one further instance of significant recovery. St. Canice's Community Action Ltd. operates the
Learning Tree service in Kilkenny City. Following an investigation on the low attendance levels at the
service a recalculation of the approval amounts was completed and a repayment plan agreed. In the
case of St Canice's, a repayment of €86,081 is due of which €50,000 has been repaid to datz with the
balance due to be repaid by August 2015,



APPENDIX B

National Childcare Investment Programme {NCIP) 2006 — 2010
Application, Appraisal and Decision Making Process

1. Background Summary Information

L

Aim: The NCIP aims to provide a proactive response to the development of quality childcare
supports and services, which are grounded in an understanding of local needs.

Objectives:
e limprove the supply of early childhood care and education services for 3 to 4 year olds;
e Target the unmet need for school age childcare services;
o Support families and break the cycle of disadvantage;
= Further develop the structures for co-ordination between statutory and non-statutory actors
in the sector.

Targets

Outputs:
e 50,000 new childcare places to be created during the life-time of the Programme, of which:
e 56% - community sector
e 44% - private sector
e 20% - (10,000 places) for 3-4 year olds to provide early childhood care and
education focus
¢ 10% - (5,000 places) Schoal Age Childcare
» 7,000 additional qualified childcare workers by 2010

Outcome: A National Childcare Training Strategy will be developed to facilitate quality childcare
provision in the sector and promote a more uniform approach to training and delivery

Time-frame: 2006-2010

2. Eligible Applicants

Commurity and Private Sector Services that provide:
= (Care for babies;
e PPart time child care services;
e [?re-school and school age childcare, including wrap around services and child-minding.

Special consideration was given to support services which provided a range of the above



3. Eligibility Criteria {(Benchmarks)

3.1 Capital Funding « Applicants may apply for grant assistance of up tc €100,000,
- Private Sector towards the capital cost of developing a childcare service
facility in a catchment area where there is a demonstrated
childcare need.
« Applications for more than one grant under this scheme
g may be considered, provided the childcare facilities for which
grants are sought are in different catchment areas and subject
to an overzll ceiling of €500,000 per applicant.
e Match funding: In each case, an applicant must provide at
least 25% of the total funding required for the project.
e A benchmark of €15,000 per childcare place will apply.
e A benchmark minimum of 5 extra childcare places wil apply.
3.2 Capital Funding e A benchmark of €20,000 per childcare place® will apply.
- Community « Applicants may apply for grant assistance up to 2 maximum
Sector of €1 million.
3.3 Staffing Funding « Initial start-up staffing support for up to 3 years.
- Community/not | « These groups will be expected to achieve self-sustainability
for profit supported by parental contributions based on income.
enterprises
34 Staffing Funding e Longer term staffing support.
- Community/not | « Funding te support families and communities to break the
for profit social cycle of poverty/disadvantage.
inclusion groups

4. NCIP Key Selection Criteria

4.2 Demonstration and evidence of “Local Demand (Need)” linked to the lacal County Childzare
Committee Strategic Plan and recent mapping exercise i.e. provision of evidence of local
demand for childcare places within the catchment area, taking into account existing services,

waiting lists, housing/population growth and particular needs of children and families with
additional needs.

4.3 Demoenstration and evidence of “Value for Money” for the proposed service in line with NCIP
Benchmarks i.e. as per point 3 above (€15,000/€20,000 per childcare place; maximum grant of
€100,000 or €1m;) the averali cost of the project in relation to the intended outputs and outcomes
and campliance with the criteria and public procurement was also taken into account.

4.4 Demonstration of "Capacity” of the applicant or group to implement the project. i.e. experience
and background in childcare; management and staff structures; financial controls and staff
management systems

5. Pobal’s Delivery Approach

3 Definition of Childcare Places*: A childcare place is:-

a)
b)
c)

Sessional: 3.5 hours or less
Part-time: More than 3.5 hours and up to and including 5 hours

Full day;  Available for more than & hours and in a facility notified to the HSE zs
offering full day care




Building on the experience of the previous Programme (the EU co-funded Equal Opportunities
Childzare Programme 2000 — 2008 [EOCPY]); the key components of Pobal's delivery approach

was zis follows:

» Toinvolve and support the local County Childcare Committees in the averall application and
appraisal and decision making process to ensure that:

a) Proposals recommended for funding met local identified need and using the CCC
mapping? of local need as a tool in this regard;

b) There was no duplication or displacement of services at a local level.

e To support and build the capacity of the County Childcare Committees in evaluating

proposals and promoting a co-ordinated approach at local level

e To adopt a developmental and support approach towards applicants to ensure that the:
a) objectives of the NCIP were met
b) capacity of service providers (community and private) and the service they provide

was enhanced and improved during the life-time of the Programme.

6. Application and Appraisal Process

This was a rolling {ongoing), four stage process as follows:

WHAT

WHO

POBAL's ROLE

Phase 1

potential
applicants

Expression of
Interest from

County Childcare Committee

And Applicant

e Potential applicant
(community/private) contacts
County Childcare Committee
for information, advice and
Expression of Interest Form
and Guidance Notes

e Completed EOI is submitted
by the applicant to the
relevant County Childcare
Committee

e The CCC acknowledges and
reviews the EOQI, in particular
does the service meet an
identified local need/gap
identified by the CCC through
their strategic mapping

Provided CCCs with the

following:

s Support Warkshops on
NCIP, Application and
Appraisal Process and the
role of CCCs in this
process

e Templates and Guidelines
for all applicants

o Step by Step Operational
Guidelines and Resources
inciuding setting up and
TOR Guidelines for the
PESCS

¢ One to one mentoring and
support from Pobal
Development Officers.

4 Mapping — CCCs, supported by Pobal, were requested to map current provision in their geographical area
and 1o identify gaps in service provision. This was in preparation for their own strategic planning and to
assis: with application and appraisal process under NCIP

§ Programme Evaluation Sub Committee {PESC) is a sub-committee of the County Childcare Commiltee set
up to revizw the Project Proposals (Phase 3 of the Application and Appraisal Process); and fo make
recommendations to Pobal/lOMC regarding each proposal; having particular regard to the strategic pricrities and
gaps identified and agreed by their Committee in relation to childcare development; to ensure that all applicants
are deall with in a consistent and transparent manner, ensure confidentiality and any conflicts of interest are dealt

with appropriately




exercise

Phase 2 Project County Childcare Committee Provided CCCs witl:
Proposal and Applicant
e CCC staff provided direct one | ¢ Proposal form templates
to one and group support to and explanatory
applicants guidelines, which included
e CCC provided applicant with details on the selection
Proposal Farm and criteria for NCIF
Guidelines * e Detailed operational
e Applicant submitted the guidelines for the CCCs.
Project Proposal to the CCC
Phase 3 Appraisal of County Childcare Staff: In respect of each rroject
Project e Reviewed each proposal proposal submitted by the
Proposals submitted and prepared CCCs, Pobal undertock the

synopsis and with reference
to the CCCs identified
gaps/needs in their area

» Presented each proposal to
the PESC for consideration

e Collated all recommendations
considered by the PESC and
submitted a “portiolio” of
recommendations to Pobal for
consideration

PESC:

¢ Reviewed each project
proposal submitted against
the "strategic identified
needs” by the CCC and their
pricrities for child
development

e Ensured consistency in how
each application was dealt
with in their area and that due
process was followed

» Presented, as agreed with
Pobal, recommendations for
consideration under NCIP

e Provided clarifications on
recommendations when
requested by Pobal

following:-

e acheck of the information
provided to ensure
consistency, accuracy and
compleieness

o areview of the local need
to ensure identified gaps
would be met at a local
level

= areview of the
achievahility of NCIP
targets and impacts
propesed for each project
proposal

e areview of the each
applicants performance to
date where they may have
been in receipt of funding
from Pobal previously/at
the time

s areview of the Value for
Money of the proposal in
relation to the '
reasonableness of the
costs and interded
outcomes and outputs in
line with NCIP targets and
benchmarks

e Sought clarifications and
liaise with the CCCs in
respect of the
recommendations

e Made recomm=andations in
terms of each sroposal to
the Pobal Appraisal Sub-
Committee, Pcobal Board
and ultimately the OMC
(Office of the Minister of

10




Children)
The OMC made the final
decision

Phase 4

Decision and
Implementation
Plan

{Pre-
contracting)

OMC communicated the
decision to each applicant

A pre contracting phase was
commenced where an
implementation plan was
prepared by each successiul
applicant, supported by the
County Childcare Commitiee
staff

Provided guidance and
support to CCCs in terms
of the implementation
plans

A detailed checklist of
requirements was
developed in terms of
legal status, tax
compliance, VAT
registration, Planning
permissions, Lease
agreements, Purchase
agreements and building
valuations; Compliance
with HSE policies and a
review of the latest HSE
Inspections Reports for
existing services;
Confirmation of
governance, policies and
procedures, income and
expenditure projects; and
projected targets

Where applicable the
Programme carried out an
Independent Building
Specialist Report and an
Independent Valuation
where the applicant was
purchasing a site/building
with NCIP funding

Pobal managed the
contract and financial
arrangements with the
grantee thereafter

11




7. Decision Making

An overview of the decision process is as follows:-

Level 1 County Childcare Committee & their Programme Evaluation Sub-Commitiee

Level 2 Pobal Appraisal Sub-Committee and Board approved recommendation

Level 3 Office of the Minister of Children (OMC) Appraisal Committee

Level 4 Secretary General of the Department presented recommendations to the Minister for
decision *

Note:

1. Not all recommendations from the CCC to Pobal were agreed e.g. the CCC could have
recommended €100,000 and Pobal recommended €40,000. At each level the recommendations
and conditions of funding were open to change.

2. This was not a competitive process, therefore there was a degree of flexibility in seeking
clarifications/ deferring recommendations at each stage of the process.

3. The process took account of the capacity of the organisations/service providers, based on the
experience of the predecessor programme EQCP.

12
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