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WELFARE OF EX-SERVICE PERSONNEL: DISCUSSION

The joint committee met in private session until 9.45 a.m.

Welfare of Ex-Service Personnel: Discussion

Chairman: Apologies have been received from Senator Katherine Zappone. The purpose
of this part of the meeting is to have an engagement with representatives of the Organisation of
National Ex-Servicemen and Women and the Irish United Nations Veterans Association. The
witnesses are all very welcome. I understand this is the first time they have been at an Oireach-
tas hearing. I apologise for the lack of attendance on the part of colleagues. There is a lot on
this morning and people will probably drift in as the morning progresses. We are anxious to
give the witnesses the opportunity to put on the Oireachtas record the work they are doing, the
needs their members have and their plans for the future. This is a televised meeting so people
will be able to watch the contributions of witnesses.

I welcome Mr. Ollie O’Connor, Mr. Derek Ryan, Mr. Richard Dillon, Mr. George Kerwin,
Mr. Dan Garland, Mr. William Gilbert and Mr. Charlie Mott. I will ask contributors to make
brief opening statements and we will follow up with questions and interaction with members.
By virtue of section 17(2)(/) of the Defamation Act 2009, witnesses are protected by absolute
privilege in respect of their evidence to the committee. However, if they are directed by it
to cease giving evidence on a particular matter and they continue to so do, they are entitled
thereafter only to qualified privilege in respect of their evidence. They are directed that only
evidence connected with the subject matter of these proceedings is to be given and are asked to
respect the parliamentary practice to the effect that, where possible, they should not criticise or
make charges against any person or an entity by name or in such a way as to make him, her or
it identifiable. Members should be aware that under the salient rulings of the Chair, they should
not comment on, criticise or make charges against a person outside the Houses or an official,
either by name or in such a way as to make him or her identifiable. I remind those present to
leave their mobile phones in silent or airplane mode in order that they will not interfere with the
sound system and the broadcasting of proceedings.

I invite Mr. O’Connor to make his opening statement.

Mr. Ollie O’Connor: I thank the committee for allowing us to make this address today. I
am accompanied by Mr. Derek Ryan, a member of the board of directors, and Mr. Richard Dil-
lon, house manager of our largest residential home in Smithfield in Dublin.

0O glaigh Naisiunta na hEireann, the Organisation of National Ex-Service Personnel, ONE, is
the oldest established veterans organisation in Ireland. ONE was established in 1951 with the
amalgamation of the National Federation of Irish Ex-Servicemen and the Association of Regu-
lar Ex-Servicemen with the original intention of forming a single organisation to advance the
general welfare of former members of Oglaigh na hEireann. Currently there are approximately
1,400 members in over 40 branches throughout Ireland and overseas.

There were a number of tragic deaths of ex-servicemen on the streets of Dublin in the winter
of 1988-89. As a result of these deaths a change in focus in ONE was needed and the decision
was made to establish a residence for homeless ex-service personnel. This goal was achieved
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with the opening of the first Bri na bhFiann, a 20-bed home in Queen Street in Dublin in 1994.
Since then further homes have been opened in Letterkenny, which is a seven-bed home, and
Athlone, also with seven beds. A number of drop-in centres have been opened or are in devel-
opment to cater for welfare issues of the ex-service community and their families. The home
in Queen Street was replaced in 2005 with a new 40 en suite bedroom Bra na bhFiann in North
King Street. This currently serves as the ONE headquarters as well as our premier home.

ONE was incorporated in 2000, Reg No: 328824, and is a company limited by guarantee
without share capital. ONE is a registered charity, with Revenue No. CHY:13868 and regu-
latory authority No. RCN: 20044268. As a limited company, ONE accounts are audited and
published annually. Audits of the local branch accounts are held annually by external auditors
along with directors of the ONE.

The main object of ONE is the welfare of ex-service personnel, by way of providing ac-
commodation to homeless, elderly or disabled ex-service personnel in need of such domestic
accommodation and shelter and any other assistance required. The charity has a number of
subsidiary objectives - namely, to promote social, cultural and athletic activities; to develop a
spirit of comradeship between serving and retired members of Oglaigh na hEireann; to foster
public interest in Oglaigh na hEireann; to maintain liaison with organisations of ex-servicemen
and ex-servicewomen in the European Union; and to do all such other things as will assist in
achieving the above objectives and aims.

On the issue of funding, ONE funding is mainly achieved through fundraising. Our main
fundraiser is the Fuchsia Appeal, which runs throughout the year, with the main push taking
place in July, the month in which the national day of remembrance takes place. The fuchsia
is intended as a generic emblem of remembrance to honour those currently in service and as a
fundraiser. The fuchsia was chosen as it is apolitical, grows widely throughout Ireland and is
known in the west of Ireland as deora D¢, or God’s tears. Two Irish Defence Force soldiers,
Patrick Mullins from Kilbeheny on the Limerick-Tipperary border and Caomhan Seoighe from
Inis Oirr, did not return from overseas service in the Congo and Lebanon, respectively, and
are still officially listed as missing in action. All of the foregoing were considered when the
fuchsia was chosen. The first Fuchsia Appeal was launched in 2009 and raised €14,000. The
2014 appeal raised €56,000. This year, the amount is similar. It is our intention that the fuchsia
will be adopted as the official emblem of remembrance, and we want to see it worn widely by
the Defence Forces, those in the public service, politicians and the media in the month of July,
similar to the wearing of the poppy in the UK, and more recently in Ireland, during the month
of November and e bleuet de France, the cornflower.

Other fundraising methods include a weekly lotto, a Defence Forces race day, raffles, flag
days, church gate collections and other events. These events are organised and run by our
members within branches throughout the country. We also receive support from some serving
and retired service personnel in the form of fixed donations through their salaries or pensions.

As a charity providing accommodation within three local authority areas, we receive some
funding. However, it is disappointing that the level is so low considering the number of home-
less ex-service personnel that we cater for. Each bed in emergency accommodation in Dublin
costs approximately €28,000 a year, with beds in supported temporary accommodation cost-
ing approximately €29,000. These figures are from the State’s most recent homeless imple-
mentation plan. The nightly cost per person is approximately €75. Bri na bhFiann receives
€182,850 in section 10 funding annually from Dublin City Council. This equates to approxi-
mately €16.69 per person per night. We do not receive any funding on an ongoing basis from
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Westmeath County Council. Custume House received €1,000 in grant funding in 2015. This
equates to approximately 39 cent per night. We do not receive any funding on an ongoing basis
from Donegal County Council. Beechwood House received €350 in grant funding in 2015.
This equates to approximately 14 cent per night. These figures are shocking. However, all
three local authorities provided substantial capital funding to the homes during the refurbish-
ment and purchase stages.

ONE has a very close relationship with other veteran organisations, in particular the Irish
United Nations Veterans Association, [UNVA. In conjunction with IUNVA and the Associa-
tion of Retired Commissioned Officers, ARCO, ONE advocates of behalf of veterans. All three
organisations meet regularly and hold discussions with the Department of Defence officials
and other Departments as required. ONE and TUNVA also host training courses together, such
as welfare case worker training courses, two of which were held in 2015. A veteran’s affairs
policy has been agreed between the three ex-service personnel organisations and it is hoped this
will form the blueprint for the future of the State’s response to ex-service personnel issues and
their interaction with the Department of Defence and the military authorities while no longer
serving.

There are a number of aspects to ONE. As a unique organisation and based upon the loyalty
and comradeship that is fostered in the military, ONE ensures that there is a social aspect to
the organisation. Therefore, at national level, it regularly organises overseas trips to historical
sites, and weekend and day trips to places of interest within Ireland are organised by the vari-
ous branches. These events are all self-financing and moneys raised for charitable purposes are
used for that purpose only.

ONE takes part in various ceremonial events nationally and locally, such as the annual
Niemba ambush remembrance ceremony, which is hosted by ONE, and the national day of
remembrance. These events are an important part of our business. Military service can be ar-
duous and people have given the ultimate sacrifice both at home and on foreign service. There-
fore, we organise remembrance events that families and former colleagues attend to remember
those who have passed.

To conclude, we are primarily a charitable organisation catering for and advocating on be-
half of the needs of homeless ex-service personnel within our society. To do this we fundraise
and depend on donations and grant aid from the State. This grant aid is much appreciated, but
it needs to be increased substantially. As can be ascertained from the figures above, we provide
16,060 bed nights per year to homeless ex-service colleagues. This is a substantial figure to
cater for, considering the implications if these people were still living in the various hostels and
overnight accommodation available nationwide. We therefore are continuing during 2016 to
engage and lobby the State and other bodies for funding and resources to enable us as a char-
ity to shoulder the burden of housing those ex-service personnel, thereby relieving the already
strained Exchequer of direct responsibility. We seek this committee’s continued support and
help in raising our profile and creating public and State awareness of issues with regard to
homeless ex-service personnel.

Chairman: I thank Mr. O’Connor for his presentation and for the work his organisation is
doing. One of the reasons we invited the organisation here today was to help raise its profile
and let people know about the work it is doing. I now call on Mr. Kerwin.

Mr. George Kerwin: I am going to outline the key points in the establishment of the Irish
United Nations Veterans Association, [IUNVA, its development and its activities. I hope we can
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flesh out these points in the subsequent discussion.

During the late 1980s, there was a growing interest among serving and retired members of
the Defence Forces in the idea of establishing an organisation that would represent those who
had volunteered to serve overseas and who had made a valuable contribution to world peace.
From the departure of the first Irish volunteers to the Lebanon in 1958 to 1990, more than
32,000 Irish troops have served with the United Nations in various trouble spots around the
world. The first formal meeting to discuss the establishment of IUNVA was held in Dublin on
10 February 1990 and an interim committee was formed. At the first annual general meeting on
6 October 1990, held in the Eastern Health Board social club at Grangegorman, the constitution
of [IUNVA was ratified and the first national executive committee was elected. The constitution
stated, inter alia, that the association would be non-political, non-sectarian and non-denomi-
national. The Minister for Defence gave formal approval for the formation of the association.
Membership was to be offered to any Irish citizen who had satisfactorily completed a tour of
duty with a United Nations peacekeeping force or another UN-backed organisation, whether he
or she was serving or retired. Hence, members of An Garda Siochana and civilian personnel
who fulfilled the foregoing criteria were welcome to join IUNVA.

With a national executive established in Dublin, the next move was to establish what we
called posts throughout the country. Post 1 was established in Dublin, soon to be followed by
plans for posts in Dundalk, Wexford and Kildare. The early months and years of the organisa-
tion were hectic. Properties had to be found, a flag, crest and uniform designed and standing
orders drawn up to ensure the proper day-to-day running of the association. Today, [UNVA has
21 posts around the country, in locations stretching from Donegal to Galway, Kerry, Cork, Wex-
ford and throughout the midlands. These posts represent an active membership of 1,200. The
families and extended families of active and deceased members who benefit from the services
and activities of [UNVA also constitute quite a significant number. The pride and pleasure that
members taken in their posts is there for all to see. A post is a social club, a second home, a
home where the hundreds of photographs and memorabilia decorating the walls tell their own
stories. Post 1 ITUNVA is located at Arbour Hill and is adjacent to the 1916 plot. I extend an
invitation to all members of the joint committee to visit Post 1 to see, at first hand, exactly what
I have talked about.

The aims and objectives of the association give a very good idea of the activities of its mem-
bers. These objectives include: to provide an advice and counselling service for members and
their families; to organise social, cultural and sporting activities for members and their families;
and to establish, maintain and encourage contact with associations similarly constituted in other
countries. In order to deal with the welfare needs of members and their families the association
has a national welfare officer and there are also trained welfare offices in all of the posts. The
advice and assistance of these officers is regularly requested and greatly valued.

IUNVA works closely with ONE and has a seat on the Defence Forces benevolent fund
board. ITUNVA is often the first point of contact for former members of the Defence Forces who
have fallen on hard times. When a member or former member of IUNVA dies, we ensure, ir-
respective of his or her circumstances, that the deceased gets a proper burial which recognises
the service he or she has given. To this end, [IUNVA has purchased a number of plots in cem-
eteries throughout the country. Over half of the posts have, with the help and co-operation of
their local communities, erected monuments to those who lost their lives in the cause of peace.
At national level, the 93 Irishmen, which includes members of the Defence Forces, the Garda
Siochana and civilians, who lost their lives while serving with the UN are commemorated at an
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annual wreath-laying ceremony at the [IUNVA monument on Arbour Hill in May. Next year, the
ceremony will be held on International Peacekeepers’ Day, Sunday, 29 May, and I ask members
to note that date in their diaries.

Ceremonies are an important part of our programme every year. These include national cer-
emonies and ceremonies organised by [IUNVA, ONE, the Royal British Legion and local coun-
cils. The Irish soldier, as a peacekeeper, is second to none and his or her services will continue
to be sought by the United Nations. Peacekeeping is demanding and often dangerous work.
Adjusting to a normal way of life on returning home can make its own demands on individuals.
For these people, IUNVA will be there. For those who do not return home, IUNVA will ensure
that they will never be forgotten.

Chairman: I thank Mr. Kerwin for his statement. Deputy Mac Lochlainn has indicated his
wish to contribute and I know he must leave shortly.

Deputy Padraig Mac Lochlainn: I apologise that I must leave in about ten minutes but I
wanted to be here to listen to the presentations. I wish to acknowledge the fact that this is an im-
portant and historical occasion because it is the first time that both organisations have presented
to the Oireachtas. I want to extend the immense gratitude of the Irish people to the members
of the Defence Forces who have served at home and abroad. We are particularly proud of our
contribution to peacekeeping across the world and the reputation of the Irish Defence Forces is
immense. We are very grateful to the Defence Forces.

Today, the committee is tasked with finding out what supports that the organisations need
and how these Houses can assist that process. My first two questions are for [UNVA and I have
some questions for ONE. IUNVA ensures that members get a proper funeral and burial, which
is a hugely important support to provide. What services does IUNVA provide? Where does
IUNVA’s funding come from? I assume it would be good if IUNVA could secure appropriate
funding from State sources that would complement the fundraising efforts of the organisation.
I ask IUNVA to tease out those matters and then it will be the turn of ONE.

Mr. George Kerwin: Initially, we get €10,000 a year from the Government. Thereafter, it
costs between €70, 000 and €80,000 to run the organisation every year and the balance of that
money is raised by fund-raising events. We do not have a national fund-raising day but each
of the 21 posts raises its own funds. Each month they submit their accounts to our financial
man for monitoring. Each post looks after its own business and raises its own funds to meet its
needs.

As soon as a member dies, we appoint a liaison officer to assist the family, if the deceased
has a family. In such instances, we discuss with the family whether they want an honour guard,
a flag and a piper which we can provide. If the deceased does not have a grave or a plot then
we can provide same. We deal with family, we ask them what they would like us to do and then
we provide anything that we can including, if the funeral is anywhere in the immediate area of
a post, providing a reception for the people afterwards. We look after all of their needs to the
best of our ability.

Deputy Padraig Mac Lochlainn: I am disappointed by the amount that ONE has received
from some of the local authorities and, as a Donegal man, I shall make representations to Done-
gal County Council. The organisation has acknowledged that the councils provided funding for
capital building projects and to get the houses under way. Why have the councils not built in a
reasonable allocation in their housing budgets?
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In terms of the homeless, ONE has intervened which has meant that the number of people
homeless has been reduced. Does ONE track the number of homeless persons who are ex-
service personnel? Does ONE work with other homelessness organisations on the issue? From
what I can see, ONE has not received any Government funding. I was unaware of the Fuchsia
Appeal. I like the idea of choosing the fuchsia because it is known in the west of Ireland as
God’s tears. The appeal could grow in the imagination of the Irish people. The Houses of the
Oireachtas can do more to promote the scheme and perhaps we could launch the appeal here.
The Chairman is a huge advocate of the Defence Forces. All of the time that he has been Chair-
man of this committee, he has championed the issues of the Defence Forces. I am sure my sug-
gestion is something that we will want to do in the new term. I would like to hear the ideas and
thoughts of ONE on all of what I have mentioned. The Fuchsia Appeal has immense potential
to raise funds for various organisations, if that could be agreed.

Mr. Ollie O’Connor: We receive Government funding that amounts to €40,000 per year
and we are seeking additional funding at present. We launched the Fuchsia Appeal in 2009 and
have built on it year by year but we need a big boost. We acknowledge that public relations is
a big problem in our organisation and we are working on same. Mr. Derek Ryan will talk about
the appeal in a couple of minutes.

In terms of funding from local authorities, over the years - both before and during my time
- we have made presentations to and met various regional and local authorities. On those occa-
sions they gave us the impression that their hands are tied. They have claimed that the Depart-
ment of the Environment, Community and Local Government would not allow them to support
us because originally they were given capital funding which means their hands are tied in this
area on an ongoing basis.

In terms of homeless people, we are involved with the Dublin Homeless Network so we are
in touch with all of the organisations. As part of the network, we met the Lord Mayor of Dublin
recently. We have very good communications with and received assistance from the Dublin
Regional Homeless Executive which helps us as much as it can. We have sought additional
moneys from the executive one way or another, either through projects or to add to the annual
funding. We work continuously to increase funding. Was there anything else?

Deputy Padraig Mac Lochlainn: No, Mr. O’Connor has covered all of my queries.
Chairman: Does Mr. Ryan wish to comment?

Mr. Derek Ryan: Yes.

Mr. Ollie O’Connor: Mr. Ryan will comment on public relations.

Mr. Derek Ryan: I thank the Deputies for their comments and I thank the Chairman for in-
viting us here this morning. Its an immensely proud day for ONE and for me, as an ex-service-
man, to come here to advocate on behalf of less well-off servicemen from both the Permanent
Defence Force and the Reserve Defence Force.

As the committee will know, we are not a militaristic State but we have contributed hugely
and punched above our weight in terms of the United Nations, the EU and everything else that
we have contributed troops to over the years. Public awareness in this country is lacking or is
not as robust as in other countries - including our nearest neighbour - where people take im-
mense pride in the service of those who have gone before them. My role on the board of direc-
tors of the Organisation of National Ex-Service Personnel, ONE, especially for 2016 as well

7



WELFARE OF EX-SERVICE PERSONNEL: DISCUSSION

as in previous years, has been to raise our profile through the fuchsia appeal. I am delighted
to hear Deputy Padraig Mac Lochlainn has bought into the idea and agrees that the appeal is
relevant and unique to Ireland.

There are 100,000 ex-service personnel, from both the Reserve and Permanent Defence
Force, and their families living in the State. That is a huge number of people who have given
service. We have many former garrison towns in which the military served in past decades and
more recently. There is a network and we are trying to tap into it. One way for us to raise our
profile and ability to fundraise is by getting cross-party support from Deputies, Senators and
councillors to wear the fuchsia for the month of July. They could also try to get national and
private broadcasters to buy into the concept that service to the State came at a high price which
is still being paid by service personnel who have various issues. It behoves us, as an organi-
sation, along the Irish UN Veterans Association, [UNVA, and the State to try to look after the
people concerned.

Mr. O’Connor mentioned a veterans’ affairs policy which we drafted in conjunction with the
TUNVA and the Association of Retired Commissioned Officers, ARCO. The policy sets out, for
the first time, a blueprint for how the State can interact with veterans, primarily with ONE and
the IUNVA, and then the ARCO. It sets out what the State can provide and how it should pro-
vide it. In a utopian world the State would supply everything, but we know that is not possible.
In fairness to the State, the recently retired Chief of Staff, the Defence Forces, the Department
and the various agencies involved, they have started to interact at a local level with veterans
who are preparing to leave the Defence Forces. I am speaking primarily about those who may
have medical issues. If they are in the care of consultants or similar, the care will continue af-
ter they leave the Defence Forces. The side gates of barracks, in effect, are left open in order
that when these personnel finish their military service, their medical files will be kept by the
Defence Forces and they can continue to receive their care. In fairness to the Minister, Deputy
Simon Coveney, and the Department, the recently published White Paper on Defence includes
veterans’ affairs as a policy issue. It would be brilliant if it was given priority in the future.

The next part of the policy was communications. We have had issues with the various De-
partments in recent years. Through no fault of any elected individual or civil servant, there is a
distinct lack of understanding of what the Fuchsia Appeal is actually about. The ball has been
passed from one Department to another which can be quite frustrating, although it is nobody’s
fault. In conjunction with our brothers and colleagues in the [IUNVA and the ARCO, we have
proposed that there be a communications policy drafted between the various stakeholder agen-
cies within the defence family. That policy would lay out who should contacts whom, what the
remit of each department was and who the go-to people were for various issues.

As Mr. O’Connor and Mr. Kirwan have stated, we meet the Department of Defence and the
military authorities a number of times a year in force headquarters, FHQ. We are in the process
of setting up an inter-body group to explore this issue further and hope the joint committee will
have an input. Ultimately, it is the Executive that will be responsible for implementing our
communications policy. The 2016 centenary commemorations are coming upon us hard and
fast. The Department of the Taoiseach is responsible for certain events, while various other
Departments have other responsibilities. It would be good to tighten up on who has responsibil-
ity for what. From our position, when that happens, there will not be an ad hoc approach but a
more structured one which will benefit everybody. That is basically my role.

Chairman: Mr. O’Connor wanted to come back in briefly.
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Mr. Ollie O’Connor: Deputy Padraig Mac Lochlainn asked if there was tracking of home-
less ex-service personnel. There are no statistical data other than for the people who have
contacted health managers. As with all homelessness cases, there are views and bias as to how
somebody became homeless, although it can happen for various reasons. If we have time, Mr.
Dillon might outline the situation and the problems some of homeless people have. We are not
always competent to deal with these problems and believe the State has left us with issues that
could be handled better somewhere else.

Chairman: Deputy Gabrielle McFadden and Senator Martin Conway have indicated. We
will ask Mr. Dillon for an outline later.

Deputy Gabrielle McFadden: I apologise for being late. I was on quorum duty and, un-
fortunately, I do not yet have the powers of bilocation, although I am trying.

As a Deputy from a garrison town, I am very proud of the Defence Forces and all their
members, both serving and retired, as is nearly everybody in my town. We have a very proud
history with the Defence Forces. When I was elected in the by-election last year, one of the
pictures that had been on the wall in my late dear sister’s office when I came in was a lovely
one of her with the UN veterans who had visited her in 2007. It is the only picture I stole back
out of the box and put up on my wall and it is still on it. I am happy to say the UN veterans
from Athlone are coming to visit me here in January and I will have a picture taken with them
which I will cherish.

One of the things about which I am pleased from the White Paper and the day of the sym-
posium in Farmleigh is that the ARCO and all of the organisations were named in the White
Paper. We will lobby the Minister to make sure it is not just a policy issue but that we make
them a priority. I will be very happy to wear the fuchsia in July, regardless of whether I am a
Deputy at the time.

I am very concerned about the Westmeath County Council grant for ONE. While I ac-
knowledge the allocation of capital funding, I am very concerned about a grant of €0.39 per
night. How much does it actually cost per night for a bed in Athlone?

As I am helping a few ex-servicemen, I am very conscious of post-traumatic stress disorder.
Is there a bigger picture about which I do not know? I have a couple of people for whom I am
looking out. How widespread is it among ex-servicemen and are they getting the support they
need?

Rather than talking about the broad difficulties, are there specific things we could do as
elected representatives to help the delegates?

Chairman: There were three questions asked. There is the cost of funding per night in
Athlone. There are specific issues such as post-traumatic stress and other issues. Mr. Kerwin
might also like to comment on post traumatic stress.

Mr. Ollie O’Connor: What we allow per day for food per person is €2.70. I can give the
Chairman a global figure. It costs between €500,000 and €600,000 per year to keep the three
homes open.

Deputy Gabrielle McFadden: How much?
Mr. Ollie O’Connor: It costs between €500,000 and €600,000. We employ 16 staff, 50%
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of whom would be part-time. In the homes in Athlone and Letterkenny, both the house manager
and chef work part-time as we do not have the funding. In the larger house, in particular, we
have the expense of providing lifts and meeting the fire safety regulations. We must comply
with health and safety legislation. We incur expenses that one would not normally think about.

Chairman: I presume most of the ex-service personnel would have an Army pension or
other pensions. Do they contribute?

Mr. Ollie O’Connor: About 40%.
Chairman: Would they not have the full 21 years service?

Mr. Ollie O’Connor: No, they would not. Most people who join the Defence Forces leave
without a pension. They might serve for any number of years fewer than 21 years. The way we
view it is that we served with these people and when they are in trouble, we want to help them.

Chairman: I presume that a person who would leave after three years service would be
quite young. People would be eligible for the State pension when they reach that age. Do they
make a contribution?

Mr. Ollie O’Connor: They do but it is based on their means. We provide full bed and board
service. The house manager would be able to speak on this. On average, they would contribu-
tion around €120 per week. However, the person might be in receipt of rent allowance or be
on a pension.

Chairman: Mr. Kerwin might be best placed to talk about post traumatic stress from his
experience abroad.

Mr. George Kerwin: We come up against this quite regularly. There is a problem as we
would have people who experience PTSD, who do not realise they have it. 1 was talking to a
gentleman two years ago about his near death experience when he was serving with the UN and
he told me he had not had a proper night’s sleep since that event three or four years earlier. We
have to try to talk to them and let them know there is help. We can offer a certain level of help.
We have welfare officers who will work with people who have had these experiences. We have
provided professional help for individuals from time to time but we do not have the expertise
to bring the support we can offer to the next level, which is often needed. What is required
are lines of communication to other authorities and sources, to point people in the direction of
availing of professional help for which they would not bear the cost or that we could get fund-
ing for specific cases so that we could help them. We do not know the extent of post traumatic
stress but we keep coming up against cases of it. Believe it or not, the taxi driver who brought
me to this meeting told me about his friend, who cracked up some time ago, an ex-sergeant
who badly needs help. I asked him to get in touch with one of our posts. We need to get them
to realise the situation they are in and to get people through the barrier of pride to ask for help.
We can go so far in helping those who experience post traumatic stress but we need funding to
bring that help to another level.

Senator Martin Conway: This is a fascinating discussion. I welcome the witnesses and
thank them for their presentations.

In regard to funding, we should consider what our neighbouring countries are doing. Are
the local authorities the most appropriate body to provide funding? Should the funding come
from the Department of Defence or from central government as opposed to one local authority
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stepping up to the plate? Has the option of funding from central government or the Department
been looked at? How is the service funded in other countries?

I would recommend, and the witnesses seem to have done this, that they should make pre-
sentations to the councillors as this would raise their profile and it might, as Deputy Mac Lo-
chlainn suggested earlier, get the project incorporated into the local authority housing budget.

Chairman: The Senator raised the question of comparing the supports for ex-service people
in Ireland and those available in other jurisdictions?

Mr. Ollie O’Connor: In most western jurisdictions, there would be a minister with respon-
sibility for veterans affairs. In America, there are veterans’ hospitals, education grants and other
supports for veterans. Britain, our nearest neighbour, would have a substantial veterans’ policy
and would have an Under Secretary of State with responsibility for Veterans Affairs. They
work hand in glove with the Royal British Legion and SSAFA, which are part of the decision-
making process. Similar organisations like ourselves in Britain would be very much part of the
establishment. The Organisation of National Ex-Service Personnel Ireland is a long time on the
go but is only becoming known.

Chairman: Does Senator O’Donovan wish to comment?

Senator Denis O’Donovan: [ wish to apologise for being late. I acknowledge the great
work the Organisation of National Ex-Service Personnel Ireland has done over the years. I ap-
preciate what the organisation is doing. It is great that a body exists that will protect those who
fall through the cracks. I hope that the supports for the organisation will improve, particularly
in 2016, when there should be a greater focus not only by politicians but as my colleague, Sena-
tor Conway, said by the local authorities. The general public are ignorant of what this organisa-
tion is trying to achieve. However, the organisation must be commended for the great work it
is doing. By appearing before the joint committee, the organisation is creating a focus on what
it is trying to achieve. That must be recognised at all levels from the Minister right down to
Deputies and Senators. I thank the witnesses and wish them a peaceful Christmas.

Chairman: I invite Mr. Dillon to comment on some of the points Mr. O’Connor and Deputy
McFadden raised earlier.

Mr. Richard Dillon: I manage a facility called Bri na bhFiann in Smithfield Dublin. This
is a 40-bedroom facility, of which 30 bedrooms are taken up under a homeless initiative with
the remaining ten bedrooms used for helping serving members of the Defence Forces, our own
members and other organisations which need overnight accommodation because people are in
hospitals.

The reason people present to Bru na bhFiann is as a result of the lack of social housing for
single people. The rent level in private rented sector is too high and those on pensions or in
receipt of payments from the Department of Social Protection simply cannot afford it. Issues
such as family breakdown, much of which is due to their military service, addiction and the
current Defence Forces policy on retention are also factors. We are the only armed forces in
Europe where members who do not reach a certain rank must leave. When people who join
the Defence Forces at age 17 or 18 reach 28 or 29 years, they are suddenly out of a job and the
Defence Forces do not want to know them and have no backup mechanisms for them. These
people have no accommodation and most of them will end up without a job. Basically, that is
why we are dealing with so many people at the moment.
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Chairman: Thank you. That is fascinating. You said that we are the only country with this
policy. It has been said to us that the Defence Forces are primarily made up of young people,
especially in the low ranks, as one needs to be young and fit in order to do what they do. We had
a discussion with the Minister and others in the past. There are 1,400 members in the Organisa-
tion of National Ex-Service Personnel, ONE, with 100,000 former service personnel. Is there
scope for more people to get involved with ONE and are there plans to increase membership?

Mr. Ollie O’Connor: There are ongoing plans, as Mr. Ryan stated earlier. It is part of our
public relations campaign and our strategic plan for the next five years. We will try to grow the
organisation. It is currently difficult to get people to join anything.

Chairman: Indeed.

Mr. Ollie O’Connor: The home seems to be the centre of life, with people watching televi-
sion or computers. People do not leave the home as much as they used to or join the various
voluntary bodies that are seeking members. We are one of them.

Chairman: That seems to be the case across the board with many organisations. The wit-
ness is absolutely right. I am conscious that Mr. Garland, Mr. Gilbert and Mr. Mott are here as
well. Do they wish to make any comment?

Mr. Dan Garland: We have only two places for accommodation. One is in the military bar-
racks at Mullingar and the other is in the Curragh Camp. We are limited to approximately three
people in those places. We were throwing around an idea at our last meeting that we might
request some of the closed Garda barracks around the country and look after the issue ourselves.
We hope we might get a few euro to help, so we can provide accommodation and have a head-
quarters. Most of our meetings around the country are held in one room in a pub or whatever.

With regard to post-traumatic stress disorder, PTSD, a girl came into our No. 1 post and
spoke to people at the beginning. That was perhaps 18 years ago. Some of the people she
spoke to appreciated her and it helped them but we could not afford to keep her on. We would
have liked to have done so. We have people coming in on Thursdays and Sundays who have
problems. I cannot say if it was PTSD, as I am not qualified to do so. We sit them down, have
a chat with them and give them a cup of coffee, a biscuit or whatever is going. We try to get
them out on to parades and the St. Patrick’s Day parades, in particular. We do that all over the
country. Currently, we are trying to organise our own pipe band. It will cost in the region of
€20,000 to organise the band with pipes, uniforms, etc. We have taken part in St. Patrick’s
Day parades in New York on a number of occasions. A number of people are going over to lay
wreaths at the Cenotaph in London and we have worked with the Royal British Legion of the
North. Currently, we are most concerned with parades but we would love to get into the issue
of premises and accommodation.

Mr. Charlie Mott: There are a few points we might have missed. All of the members of the
Irish United Nations Veterans Association, [UNVA, are volunteers; we do not get paid and we
work on our own time. There is a kind of misconception as many members of the public might
see us coming in here, dressed in our finery and say those guys are on a handy number. We do
not get paid and we do this because we care. It is the same with ONE.

We have offices around the country in Dublin, Mullingar, Fermoy, Portlaoise and Clonmel,
and they are open Monday to Friday from 10 a.m. until 2 p.m. They are manned by volunteers.
We have a girl in Dublin and a girl in Portlaoise on a work experience programmes. There is a
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turn over every year, so just as peope gets used to the job, they are moved on. We need people
on a permanent basis, as people are coming in off the streets. We have spoken about PTSD.
Last week in Portlaoise, where I am from, an ex-member came in who is in a lot of trouble. I
hope we will be able to point him in the right direction. We have an ad hoc system that we
would like to put in place properly so we can direct people to the personal support services or,
if they need it, the Army benevolent fund. We need to tie this down better. Welfare matters
are a big priority for us and we, along with ONE, have come a good bit on that in recent years.

We have 1,200 members and we have 800 subscribers. They pay us €2 per month out of
their pension and 170 of those are widows of persons who have served. It is our priority to take
care of these people as well. They have served overseas and if they come to us with problems,
we contact ONE, which takes care of them from then. The two organisations work closely. 1
thank the committee for the chance to speak today.

Mr. William Gilbert: We have talked about how we try to help those who are living with
problems but one of our objectives is to remember our dead. As far as [ know, before our organ-
isation came along, there was nothing to commemorate the more than 90 people who have lost
their lives overseas, most of them violently. We have erected monuments with those people’s
names on them. I cannot remember where they all are off the top of my head but there are at
least a dozen centres around Ireland. It is very important to us that we remember those people,
and it is one of our objectives that those people should never be forgotten.

Chairman: It is a very important point and thank you for reminding us of that.

Mr. William Gilbert: All of those monuments were erected with local contributions from
different areas. There were collections and flag days in towns and villages in which the monu-
ments were erected.

Mr. Derek Ryan: To follow up on Mr. Gilbert’s comments, today is the 54th anniversary
of the Battle of the Tunnel in Elizabethville in Congo, when three of our comrades were killed
in battle. We should remember that on this day, 54 years ago, the Irish Army went into combat
on behalf of the United Nations.

Chairman: This is a poignant coincidence.

Mr. Derek Ryan: It is a poignant day and we had a remembrance ceremony at McKee Bar-
racks on Sunday for the three deceased members.

Deputy McFadden asked what the committee could do to help the veterans, and I speak on
behalf of [IUNVA as well. Funding is our top priority. We spoke about highlighting the need for
the Fuchsia appeal. I am delighted to hear so many Deputies and Senators, including the Chair,
stating they would support this appeal in future. The last element is the idea of veterans’ affairs
and the covenant. We spoke about a covenant between the State and its organisations, including
veteran organisations. Topics for discussion among ourselves - and I hope with elected repre-
sentatives, as God willing, we will see them all in the new year - include terms and conditions
of service prior to discharge and retirement for service personnel, both reservists and Permanent
Defence Forces personnel. Some reservists have many decades of service to the State and they
do not get a pension. They are not recognised officially by the State. It is important that reserv-
ists, as well as our Defences Forces, would prior to discharge have some form of interaction
with regard to terms and conditions of service.

There is also the issue of health care. I know young men and women colleagues who have
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left the Defence Forces. While they were in the Defence Forces, things happened, and they
were in the care of psychiatric staff. The day they were discharged from the Defence Forces
the care and help stopped. A covenant would fill that crack such that the health care would
continue. It is cost neutral for the State to do that because the Defence Forces already have the
medical personnel and facilities that the former soldier would have had access to, as well as the
soldier’s file, rather than putting the soldier out the gate to join a long waiting list for a HSE
clinic.

Education is another service soldiers need before retirement. In America and in certain
European countries when servicemen are coming to retirement places are made available for
vocational training within local authorities and institutes of technology because while the skills
we learn in service are of massive benefit to the State they need to be retuned and re-honed and
given direction. There is a possibility that the State could help service personnel coming out of
service to re-skill and up-skill, thereby giving them skill sets so that they do not have to rely on
our meagre resources.

They should have priority access to State-sponsored housing schemes. If they were injured
or invalided out of the Defence Forces they need help in ensuring that appropriate accommoda-
tion is made available. Many have been discharged in recent years from the Defence Forces
with problems they believe are related to Lariam. I am not saying they are or not but it is a live
topic. Very young men and women have been discharged and are finding it hard to cope coming
out of an institution, whether they have been there for three, six or 21 years, where everything is
provided and they have to dip into a meagre pension. A half pension after 21 years as a private
is not a large sum of money. They need access to financial and tax advice prior to discharge.
When I retired from the Defence Forces the world of tax affairs and filling in tax forms was
completely alien to me but I was married to a tax consultant.

The State has a positive moral obligation to maintain the organisations that provide direct
access to support for veterans thus allowing those with unique knowledge of prior service to act
in the best interests of the veterans. Military service, like service as an elected representative,
is a unique part of Irish society that the greater public does not have access to. I know many
elected representatives who have said they would need post-traumatic stress disorder, PTSD,
counselling after their term.

Deputy Gabrielle McFadden: After a general election.

Mr. Derek Ryan: The Permanent Defence Force is not running for election every few
years. It is a huge family and with State help we could organise ourselves for health insurance
purposes. The appropriate supports should be included in the covenant to assist the transition
from military life to civilian life. I spoke about a support post-service to involve an obligation
for life to reflect the commitment and sacrifices made by the veterans and their families during
service as well as their continuing value to society. This should be properly recognised in the
support they receive but that is not the case at the moment. Those injured who have service-
related health conditions should receive additional support, which may be financial or access
to the appropriate social services. They should get some priority. The services exist but my
experience is that some people have fallen through the cracks, between the Irish United Nations
Veterans Association and our organisation, and have ended up in early graves.

Bereaved families should be included in any discussions post-service. The State has failed
abjectly and miserably in respect of families of those who have died in State service because
of its bureaucracy, not through wanton malice in any State organisation. I know families of

14



JOINT COMMITTEE ON JUSTICE, DEFENCE AND EQUALITY

deceased members have had problems when trying to interact with the State. Most recently
we were part of the Justice for Smallhorne and Barrett campaign, for two of our comrades who
were unlawfully killed while on UN service. There was a lacuna between the Defence Forces
and the State in advocating the return of the person accused to Lebanon. The veterans mobil-
ised.

We want formal recognition by the State of veterans, whether reservists or others. In the
United Kingdom when people apply for State services there is a box to be ticked if the person
is a veteran or has military service. I am assured that when people apply for State services in
Ireland they should be added as a criterion to give somebody a bit of credit for time and service
given to the State.

Deputy McFadden asked what this committee can do for us. The answer is money, money,
money.

Chairman: We can make that point. This hearing will be watched and noted by others out-
side. We will communicate with the Department of Defence and the Minister.

I welcome Senator Craughwell who is a former serving member to the committee. He may
have something to add to the discussion.

Mr. Richard Dillon: At the moment we have a 51 year old resident. He served for 21 years
in the Defence Forces. He is suffering from Huntington’s disease. Two years ago his private
landlord evicted him. We took him on as a temporary measure. He is still living with us. He is
in the third and final stage of his illness, which means he is dying. I have to work on the front
line and while all the words are fine, we are struggling with the HSE. It has granted approval
for him to go into proper care but the care home does not have the room for him. It is coming
up to Christmas and he is dying. Our facility is not the place for him but we will not put him
out on the street. That is the reality for some ex-service people. Those issues must be dealt with
in a more compassionate way. It is not good enough that somebody who gave military service
is treated like that.

Chairman: For Senator Craughwell’s information, this is the first time these organisations
have come to the Oireachtas. We are holding this hearing to give them an opportunity to voice
their concerns and issues.

Mr. Dan Garland: To follow what Mr. Gilbert said about remembering the dead, I served
in the Congo in 1960. When I joined this organisation almost 20 years ago and attended one
or two funerals I thought of the people who had died from the 32nd, 33rd and 34th battalions.
There was no briefing before we left Ireland and no debriefing when we got home. We were
handed £25 and told we had 30 days holidays and then to return for duty. We went to the Congo
dressed and equipped to travel to the Arctic.

Chairman: The old bull’s wool.

Mr. Dan Garland: I do not know how many of those people felt when they came back.
Luckily, it did not affect me but it affected many people. They are the ones we should be think-
ing of today because there are still people going out there. They now have great facilities and
they do an excellent job.

I was in Canada five years ago and found out where the veterans were located in Toronto.
They have a wing in a huge hospital there, similar to St. Vincent’s Hospital or Beaumont here.
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Ex-army doctors and nurses are employed in that wing to cater for those in the hospital.

Mr. George Kerwin: Mr. Garland referred to people’s experiences overseas. A huge part
of our history has been lost in terms of the experience of soldiers on the ground. We have put
together a group within IUNVA to go around the country and sit down with veterans of the
Congo and the Middle East to ask them what happened to them and to record their experiences.
Last year | was in the presence of some cadets in the military college and was talking about the
Suez Canal, air fights overhead and artillery coming in, and they were looking at me as though I
had come from another planet. I am one of many veterans whose experiences are not recorded
anywhere. We all learned from the people who went out to the Congo without being briefed or
prepared, with the consequences we saw, and now we are one of the best prepared and equipped
units anywhere in the world. Irish military personnel are on duty in 16 locations around the
world.

We would love to see a monument, preferably in Dublin, to what this country has contrib-
uted to making this world a better and safer place to live in. This is not just about the Army
but about gardai as well, and civilians who have gone abroad and made a major contribution to
making this world a better and safer place to live in. It should be recognised and this is some-
thing we are pursuing, so I would like members to support it.

The Irish soldier is very special overseas. | was visiting a unit as press officer 20 years ago
and there was a soldier on duty who had arrived only a month earlier. There was a footpath go-
ing into the village where he was on duty and, while I was chatting to him and asking him what
he was doing and how he was getting on with the local people, he told me to watch a schoolboy,
aged six or seven, coming down the path with his schoolbag on his way to school. As he ap-
proached the sentry the soldier came to attention, saluted the little boy and said “Dia dhuit, Mo-
hammed.” The little boy saluted him back and said “Dia’s Muire dhuit, soldier.” One cannot
train that. It was this young man’s nature, and that was his contribution to peace in the world.

Chairman: That is unique, indeed.

Senator Gerard P. Craughwell: As a card-carrying member of ONE myself, I am de-
lighted to see the witnesses from ONE and the UN vets here today. When I left the Army back
in 1980, soldiers were forgotten once they had walked out the gate. Many soldiers fell on very
hard times and I have met many who fell on hard times that were beyond belief. ONE and the
UN vets have provided a focus for former members to remain engaged and we owe them a huge
debt of gratitude for that.

On the subject of recognising veterans, it is not uncommon in other parts of the world for
veterans to have a lapel badge to identify them as veterans, and that is something we should do.
The idea of a monument to serving members from the civilian forces, the gardai and the Army is
not before time. My first recollection of the Defence Forces in Ireland was the funerals after the
Niemba massacre. It was on my birthday and I listened all night to the death march on Raidi6
Eireann. I served with Captain Gleeson’s brother, Fergus Gleeson, in Galway so I have a huge
affinity with them. We are unique in having provided an army of peace, not a fighting army.
Many of our soldiers have died in the service of peace, not war, and this needs to be recognised.

The need for pre-discharge or pre-demobilisation education was raised. In Carlow recently,
I saw 200 members of the Defence Forces of all ranks graduate with FETAC level 5, 6, 7, 8 and
9 qualifications. I commend our Defence Forces on this, as we are one of the few armies in the
world that have been brave enough to engage with education, and we now have private soldiers
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with academic qualifications similar to those of their officers. As I said at a recent EU inter-
parliamentary committee meeting on education, I am concerned by those who do not access
education. There is no requirement to access education, but when a soldier comes to the end of
his service, as Mr. Dillon said, he will need skills to survive outside the barracks. Many in this
room will recall the days when soldiers came to the end of their service and quietly lived on in a
barracks until they died. Nobody passed any remarks about the fact that a person was living in
such quarters having long since ceased to serve as an active soldier. This does not happen any
more, and soldiers now serve an average of five years. The turnover is rapid, as job opportuni-
ties are there and people are better educated. After a period of overseas travel they have greater
opportunities so they do not stay in the Defence Forces as long as they used to.

Education and health are the two areas we should put some sort of funding towards in rec-
ognition of service to the State. I propose a transition period in the last two years of a soldier’s
life, to be given over to preparing him, through educational or resettlement programmes, to
enter civilian life. I acknowledge the work of ONE and the UN vets. The work done by both
organisations is incredible in the short time they have been in existence.

Mr. Ollie O’Connor: In our initial oral submission to the White Paper body, one of the
points we made was the need to prepare people for civilian life. We wanted to equate military
service with academic qualifications. I worked previously with PDFORRA and some progress
has been made in that area, with Carlow IT now awarding diplomas and degrees. We were also
looking for simple things, such as showing somebody how to do a CV. We can strip and assem-
ble a rifle but doing a CV is another thing. We mentioned transition because other forces have
arrangements for the transition to civilian life, in which the last two years, or even six months,
of the service of a soldier is devoted to preparing him for civilian life. This might include going
out to work somewhere else, and it is something we intend to push.

Chairman: A military life and life in a barracks can be quite sheltered, especially if one is
single.

Deputy Gabrielle McFadden: Everything I wanted to say has been said. Education is
included in the White Paper and I raised it with the Minister myself after the symposium. It is
a policy in the White Paper, even if it is not necessarily a priority. The Minister is clued into
the difficulties of what happens just before a soldier comes out and how difficult it is to get an
education or a job.

Chairman: We have had a very good interaction today. I apologise for the fact that more
members were not present, but it is on account of the time of year and the electoral cycle. We
were anxious to meet the witnesses. [ am a former serving member of the Defence Forces
Reserve, having served for 23 years, so I have a certain gra for things military and an under-
standing of what the issues are. ONE and the UN vets provide colour parties for ceremonial
occasions, which add to the gravitas of what happens in many areas. I thank them for that and
for the work they do with former members.

This could be one of the last meetings of this committee because an election is coming down
the tracks. Another committee will be formed after the general election but none of us knows
whether we will be members; that is dependent on the will of the people. That said, I would
invite the witnesses to keep in touch. I am surprised that this is the first time that either organi-
sation has been in the Oireachtas, given the work they are both doing. This is their Parliament
and I would invite them to make contact with the chairman and clerk of the next committee and
request an invitation to appear before it to make further representations because their work is so
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very important. If the witnesses make detailed submissions, the committee can formally bring
them to the attention of the Minister and the Taoiseach. Some of the information they provided
today can also be sent forward, with their permission.

I thank the witnesses for their attendance this morning and wish them, their families and the
members of their organisations a very happy Christmas.

Sitting suspended at 11.10 a.m and resumed at 2.30 p.m.

Changing Policing in Ireland Report: Garda Inspectorate

Chairman: We are meeting to discuss with the Garda Inspectorate its recently published
report entitled, Changing Policing in Ireland - Delivering a Visible, Accessible and Responsive
Service. On behalf of the joint committee, I warmly welcome Mr. Olson, chief Inspector;
Mr. Mark Toland, deputy chief inspector; and Ms Eimear Fisher, senior inspector. Is this Ms
Fisher’s first visit to the committee?

Ms Eimear Fisher: Yes.

Chairman: The delegates will be invited to make a brief opening statement, which will
be followed by a question and answer session. Colleagues and delegates should ensure their
mobile phones are switched off left in silent or, even better, flight mode, as otherwise they will
interfere with the sound system.

Witnesses should note that they are protected by absolute privilege in respect of the evi-
dence they are to give to the committee. However, if they are directed by it to cease giving
evidence on a particular matter and continue to do so, they are entitled thereafter only to quali-
fied privilege in respect of their evidence. They are directed that only evidence connected with
the subject matter of these proceedings is to be given and asked to respect the parliamentary
practice to the effect that, where possible, they should not criticise or make charges against any
person or an entity by name or in such a way as to make him, her or it identifiable. Members
should also be aware that, under the salient rulings of the Chair, they should not comment on,
criticise or make charges against a person outside the Houses or an official, either by name or
in such a way as to make him or her identifiable.

I believe Mr. Olson has an opening statement.

Mr. Robert K. Olson: Yes. Isay, “Good afternoon,” to the Chairman and Deputies. We do
not have any Senator present.

Chairman: Not yet.
Mr. Robert K. Olson: I will welcome them, if they arrive.

We take the opportunity to thank the committee for inviting us to present to it. Everyone
knows who we are following the Chairman’s introduction. Ms Debra Kirby used to be with
us, but her contract ended in September and she opted not to stay after being offered a vice
president’s job or something in Chicago, where she is doing well. She played a large part in
producing the report. Practically one third of it is hers.

Chairman: We wish her well.
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Mr. Robert K. Olson: I thank the Chairman.

This organisational review of An Garda Siochana covers its structure, staffing and deploy-
ment of resources. The report is primarily about putting gardai on the front line and provid-
ing sufficient numbers of people, strong leadership, supervision, appropriate equipment, good
training and the modern technology needed to deliver a better service to all communities in
Ireland. During the review the inspectorate met more than 2,500 employees of An Garda Sio-
chéana and other stakeholders.

['will turn to the report’s key findings. We found an ineffective structure that was struggling
to cope with the modern demands on Garda services. Many headquarters units have duplicate
functions in matters such as change management, policy development and oversight. To protect
front-line services, all other police services from around the globe with which we engaged in
the review have restructured, reduced the number of administrative areas and now operate from
far leaner structures, with fewer senior managers. We found that national and specialist Garda
units were very much Dublin based and Dublin focused. The current structure which encom-
passes six regions, 28 divisions and 96 districts is highly inefficient and impacts negatively on
the deployment of resources. Centralised decision-making takes place even on lower level is-
sues that could be handled at sergeant or inspector level.

On the deployment of resources, people are not always on duty at the right times, in the
right places and doing the right things. The Garda roster introduced in 2012 has reduced the
number of working days per member each year, the number of working hours per member each
year and the number of members available for duty on any given day. In total, approximately
83% of Garda resources are deployed to front-line services compared with approximately 93%
in the other services we examined. As far as we could see, gardai were not allocated according
to policing needs. An analysis of deployment data on a Tuesday morning and a Saturday night
identified that there were 48 fewer people on duty on the Saturday night than on the Tuesday
morning. With an additional shift on the Saturday night to overlap, the inspectorate expected to
see far more gardai on duty on the streets.

There is a two-tier community policing system within the organisation, with high numbers
of gardai in the Dublin area but significantly fewer in other areas, particularly in rural Ireland.
At public meetings attended by the inspectorate and at which we conducted surveys of those
present, community members reported noticing a reduction in Garda visibility in their com-
munities.

The report touches on workforce modernisation and human resources. An Garda Siochana
performs some functions that may be more appropriate to other agencies such as prosecuting
District Court cases and the transportation of prisoners on remand. In our estimate, at least
1,500 gardai are in non-operational roles that could be released for patrol, investigation and
community policing duties. At 14% of the total workforce, there is a low level of civilian staff
in An Garda Siochana compared to other police services. Most important, there is no individual
performance management system for members.

As for governance and culture, we found deficiencies in governance, accountability, leader-
ship and what we call “intrusive” supervision. The current Garda culture is inhibiting change.
While staff identified positives such as a “can do” culture and a sense of duty, many described
the organisation as insular, defensive, with a blame culture where many leaders were reluctant
to make decisions. We identified some high-risk policing areas such as untrained garda drivers
that needed to be addressed. Many previous recommendations made in inspectorate reports and
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other Government-sponsored inquiries have not been fully implemented and their benefits have
not been realised. These findings are inhibiting the Garda from performing to its full potential.

There are 81 recommendations made in this report. of which 75% can be achieved, the
inspectorate believes, at low or at cost. Some of the key recommendations are a new leaner
structure with fewer senior managers and more gardai on patrol, investigation and community
policing duties; a reduction in the number of Garda regions from six to three, eliminating huge
swathes of administration; development of multiple rosters tailored for specific Garda units to
match the deployment of these resources to the days and times when they are most needed; the
release of over 1,500 fully trained and experienced gardai from non-operational roles; the use
of gardai to perform Garda roles and civilian staff to perform office and support roles; some
national unit resources such as major investigation teams should be assigned to regions to pro-
vide a full national service as opposed to the Dublin-based service; the introduction of a new
divisional policing model that breaks down non-physical barriers to efficient deployment; a re-
duction in the number of divisions to release even more gardai for patrol duties; the divestiture
or outsourcing of functions that could be performed by other agencies; development of clear
governance structures to ensure accountability and drive performance; creation of an environ-
ment where senior managers and other staff are encouraged to speak up and make suggestions
to improve performance; the development of a strategy to improve the decision-making skills
of leaders and supervisors and to ensure that they are well-trained and have the confidence to
inspire staff, tackle underperformance and reward good work; and the introduction of a per-
formance management system to encourage good performance and for continued underperfor-
mance to provide an ultimate sanction of dismissal.

The key outcomes from these recommendations will be an increased physical Garda pres-
ence to prevent crime and reassure and protect communities in rural areas, towns and cities;
the creation of a new organisational structure that supports local policing; the development of a
modern workforce with the right balance of members and support staff; and an improved Garda
Siochana, better for the public, victims of crime and members of the force themselves. The
Commissioner now has her top team in place; new gardai have joined and the Government has
provided significant funding for crucial technology, new vehicles, new stations and refurbish-
ments. We see this as an opportunity for An Garda Siochéna to restructure and modernise. The
report has also been sent to the policing authority, the functions of which include the monitoring
of implementation of reports of the inspectorate.

The inspectorate believes that if all of the recommendations made in the report are accepted,
implemented and properly sequenced, this pathway for change will lead to a visible, accessible
and responsive police service for all the people of Ireland. We will gladly answer questions the
committee may have.

Chairman: I thank Mr. Olson for his comprehensive presentation. Has the inspectorate
indicated a timescale by which it would like the changes to be implemented?

Mr. Robert K. Olson: We listed recommendations in the short, medium and long term. In
the short term are measures that we feel could be done within a year or so; the medium term,
perhaps, within two years ago. For example, the tendering process for technology would take
two years to complete. The long term would be in excess of two years. One cannot set a tim-
escale until one starts doing it.

Mr. Mark Toland: A feature of the report is that we think many of the recommendations
should have been implemented previously and that it could be done quickly. We give ex-

20



JOINT COMMITTEE ON JUSTICE, DEFENCE AND EQUALITY

amples of gardai in administration in divisions and districts. A total of 259 gardai are sitting in
divisional or district administration units. We recommended 12 months ago that a divisional
administration unit should be created. As Mr. Olson said, 75% of the recommendations could
be implemented without cost. Some of them are policies that are drafted but have not been
published. Many recommendations could be implemented quickly and having attended public
meetings, the public wants more gardai on the street today rather than in a year’s time or in the
long term. We have focused on more gardai on patrol and the aim of the report is to get them
out of non-operational roles. Sometimes they will have to be replaced but not always and there
are opportunities to free up personnel quickly.

Deputy Niall Collins: How many recommendations, even in percentage terms, from previ-
ous reports have yet to be implemented since Mr. Olson took up office?

Mr. Robert K. Olson: I do not have the number but it is not large. This is something we
could get back to the committee about.

Ms Eimear Fisher: Of the 700 recommendations made across various reports, only five
have been rejected. The rest, therefore, have been accepted but not fully implemented. I ac-
knowledge that does not answer the question directly, but from the point of view of whether
they cannot be implemented, they have been accepted. They have to go through a process of
being implemented. It is indicative that only five have been rejected for various reasons. There
is a strategic transformation office within the Garda which has brought together all the recom-
mendations made by previous inspectorates and other inquiries. They are thematically gather-
ing the recommendations together in an effort to implement them. There is some traction in
respect of implementation but, obviously, the inspectorate would like more.

Deputy Niall Collins: Where is this falling down? Is Garda management capable of imple-
menting the recommendations? There obviously is a chronic problem in this regard.

Mr. Robert K. Olson: We believe they can. There are many recommendations, especially
on technology, that they did not have the money for and they said they could not implement
them until they had. Clearly, they are capable of implementing these recommendations. It is
just a matter of good governance and good administration and getting in there and doing it.
There is an opportunity for that to happen and we are hopeful that they will. They got halfway
with many of them, but then, for whatever reason, they were unable to keep them going.

Deputy Niall Collins: In his presentation Mr. Olson mentioned the culture of the organisa-
tion in his presentation. Is that culture averse to implementing change and being accepting of
it? Am I correct in forming the impression that the vast majority of members do not want to
change from top to bottom? Where is the problem within the organisation?

Mr. Robert K. Olson: Cultures are initiated with the structure. The force has had its struc-
ture since the foundation of the State with some adjustments; therefore, the culture of the or-
ganisation has formed around this. In that regard, the culture is designed to sustain the structure
and resist change. Our point is that one has to change the structure. If one does so, a new cul-
ture will form around it. As of now, however, the two have been in the same place for so long.
There is resistance to change, but there are ways to overcome it. We mention several ways in
the report and they include internal and external communications and marketing. It is not just a
question of internal action because many citizens are also resistant to change. They need to be
involved in the process as change is made.

21



CHANGING POLICING IN IRELAND REPORT: GARDA INSPECTORATE

Mr. Mark Toland: We did something different as part of the review. We conducted work-
shops rather than focus groups with individuals because we wanted to encourage people to
make recommendations and changes. What is really refreshing is that a significant number
of the recommendations have come from within the service, or from people who want to see
change.

Every other police service with which we engaged and visited had faced similar challeng-
es related to reduced numbers and austerity and had completely restructured its organisation.
They were far leaner at the top and had stripped away levels of bureaucracy to try to protect
front-line services. We do not believe the front line here has been protected against some of
the changes made. However, there is a desire within the organisation to see change. There are
many working groups doing very good work, but they run for extended periods, sometimes
years. These groups become frustrated. Therefore, the delivery and implementation of change
in the organisation must be borne in mind. We have been told measures have been implemented
only to find on checking that the benefits have not been realised. That is an efficiency waste.
There is a desire to change, but people want to see it happen far more quickly than has tradition-
ally been the case.

Deputy Niall Collins: Does the inspectorate believe the management of An Garda Siocha-
na paid it lip service in terms of its commitment to implementing and intent to implement-----

Chairman: [ am required to remind the Deputy about what I read at the start of the meeting.
Members should be aware that under the salient rulings of the Chair, they should not comment
on, criticise or make charges against a person outside the Houses or an official, either by name
or in such a way as to make him or her identifiable. I ask the Deputy to reframe his question
such that he will not be focusing on any individual or individuals.

Deputy Niall Collins: I did not name any individual.

Chairman: May I read it again, just to be sure? We have to be careful. Members should be
aware that under the salient rulings of the Chair, they should not comment on, criticise or make
charges against a person outside the Houses or an official, either by name or in such a way as to
make him or her identifiable. The Deputy just has to be very careful.

Deputy Niall Collins: Do the delegates believe the management of the organisation is pay-
ing them lip service? Their report speaks for itself. Some of what they have to say is shock-
ing. So few of the recommendations made in the previous reports have been implemented. Is
management stating one thing and doing another, in other words, doing nothing? What is the
view of the delegation?

Mr. Mark Toland: I found that when we introduced a new concept or something that
worked in another police service, the level of knowledge among management was particularly
low. At the start, people were quite defensive about some of our recommendations, but when
we explained how they could work and how circumstances might be different, there was far
more acceptance. We have tried to engage management at all levels to persuade it and show
that there are different ways of working. Some reluctance was related to a fear of the unknown
and different working practices. We are recommending a change to the district structure which
has been in place since the force was established. It is a major change, but I have actually lived
through it as a police officer. Once we changed, none of my senior management team would
have gone back to the old structure to work under it. There is a fear of the unknown. We know
we need to explain the recommendations. We are very keen to meet those concerned and talk
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through them. We have done so in regard to crime, in the case of which things were starting to
change following our report last year. The more engagement we have, the more we can explain
what we mean by a recommendation. We should not just hand a report over; we need to work
with management to help it to introduce something. Some of this involves significant change,
or a complete change in the way the force operates. However, the structure is creaking and
if management continues to try to operate under it, services, including 999 call services, will
suffer, thereby affecting the public. We are saying the time is right now. The staff are in place
and there is a senior management team. The funding is in place for technology, which can be
a major inhibitor.

It is very difficult to allocate staff unless one knows how busy one is and what one’s de-
mands are. The force is still operating in some locations using paper-based systems. Once the
force has the technology in place and starts to allocate resources according to need and demand,
a much better service will be delivered. That is what we are trying to do. We are trying to pro-
vide a structure. We have actually brought together what we believe to be a simple structure
for a very complex organisation. Clarity of role is important. In respect of the structure, we
found that units that started off with a particular function now carry out three or four others in
addition. Thus, they have lost the focus on their primary role. The proposed structure is about
putting them back into their primary role and getting them to focus on a distinct area of polic-
ing. Itis a question of getting other units to carry out the other functions that have been given to
some of the national units, in particular. It is a question of having clarity of role and functions.
When this is achieved, one can allocate resources appropriately. However, I do not believe
management in a position to do so.

Mr. Robert K. Olson: Owing to the change to the 2005 Act, the inspectorate now has the
ability to determine, of its own volition, whether “lip service” is being paid. We have the right
to do so. With the approval given by the Oireachtas, the policing authority will, from January,
have a very clear monitoring function in respect of inspectorate recommendations. With that
in place, it will be very clear whether lip service is being paid or whether something is really
happening.

Deputy Niall Collins: The policing authority legislation passed through the Seanad today,
I believe.

Reference was made to 1,500 non-operational roles. Are the men and women in question
largely based in the Phoenix Park? May I have a breakdown of the figure?

Mr. Robert K. Olson: We can give some numbers. I believe here is a disproportionate
number in the Phoenix Park.

Mr. Mark Toland: There are about 1,200 personnel in Garda headquarters. There are 500
roles, in particular, in Garda headquarters that we want to be considered. There are 1,211 if
one includes Garda headquarters, national units and specialist units. There are at least 259 in
divisions, regions and districts, but this does not include personnel we considered as part of the
crime investigation report. We considered front-counter services and call takers, in addition
to staff who look after people who are detained in Garda stations. These personnel were not
included as part of the review because we had already covered them in respect of crime. The
numbers are significant. For every one person deployed at a front counter, six staff are required
to run the service 24/7 for 365 days of the year. There are significant numbers of gardai in roles
in divisions and districts that we believe could be performed by trained member of support staff.
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The total of 1,500 is a conservative estimate. Some of these personnel could be released
pretty quickly. Some would need to be replaced and some have technical skills. Gardai are
being trained. This is quite a long process and expensive. Five years after recruitment, a garda
might be trained to be a fingerprint expert, which means that, in effect, one is training someone
twice. In other jurisdictions staff are brought in from universities or the business world and
trained to be a fingerprint expert. They are not trained to be a police officer first. There are
many gardai doing very good jobs and who have a high level of expertise, but they are carrying
out functions of a kind that are not performed by police officers in other jurisdictions; rather,
they are performed by support staff.

Ms Eimear Fisher: Another aspect that needs to be considered is the mindset associated
with the assignment of staff. With the SMI in early 2000, it was said it should only be by excep-
tion that a member should be assigned to an administrative position. That there is still a signifi-
cant number of personnel being assigned to administrative positions must be addressed. The
1,211 positions identified are positions we identified ourselves. In addition, a large number of
positions were identified by members and civilian staff within the organisation. The 259 are in
addition to the 1,211. There are yet more. Even the victim offices that were set up recently have
gardai assigned to them. Therefore, there continues to be a mindset issue in the assignment of
members to non-operational roles. This was identified as a critical issue in 2001. While there
may be a process to be gone through regarding the reassignment of members to purely opera-
tional posts, the cultural mindset of always considering the assignment of a member to a post
has to change.

Deputy Niall Collins: The delegates mentioned the roster. If [ understand it correctly, there
is a five-cycle roster. Is the recommendation to reinstate a four-cycle roster such that, if there
are 100 gardai available, 25 will be on duty rather than 20?

Mr. Robert K. Olson: The roster, when it went into play from a four-unit to a five-unit
roster, basically gave everybody who was on it 42 more days off. They are still working close
to the same hours, but a little less. There was no place to go for many of those bodies and they
were taken from other places. The bottom line was that 18% of the gardai who normally would
have shown up for work some mornings on the old roster did not show up because they had to
be put into the fifth unit. Gardai, as we found in our review, who should not even have been on
it were on it. For example, why does a detective have to be on at 3 a.m. on Sunday? I do not
know who he or she will interview - probably no one. Detectives need to be around close to the
courts. When the courts are open, when businesses are open and when victims are available,
that is when one needs detectives. We recommended that there now need to be many rosters
that fit the functions of those gardai. If one looks at the addendum to Chapter 2, there is a full
section with examples of rosters from other police organisations. We are not saying that they
should have a particular roster but that we should look at what certain other police organisations
are doing with their personnel. There are some pretty good rosters in there and it just might help
them develop good ones.

Mr. Mark Toland: The question of rosters is really interesting. The roster in use is one that
is primarily used by units that deal with 999 calls in many other jurisdictions - those that need
to turn up quickly to a call or deal with a non-emergency call from the public. Such a roster is
used by most police services we have examined. Most of them operate a five-unit model but
they do not put other units onto that same system. It is designed for use 24-7, 365 days a year,
not for units that contain investigation sections or people in office roles. The Garda Siochana
has far too many gardai put onto this roster who should not be on the roster in the first place, and
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there are gardai now working until 3 a.m. and 4 a.m. who are in office-based roles, which is not
a good use of resources. We are recommending a roster for those who deal with 999 calls, but
it does not allow them to investigate crimes and carry out other functions because the roster has
no time built in to allow those on that roster to go and investigate crimes and deal with victims.

Deputy Padraig Mac Lochlainn: The report made for alarming and depressing reading.
I accept that that was not their intention - certainly not the depressing part of it - because the
report is solution-oriented. I merely refer to the failure to implement previous recommenda-
tions. I refer to the fixed-charge notice or penalty points report and the crime investigation
report in which the Garda Inspectorate outlined a structure of a working group that would over-
see the implementation of recommendations. For me, it is not an issue of Garda management;
it is an issue for the Department of Justice and Equality. I note that in this most recent report
the inspectorate recommends the Department should establish formal structured processes that
co-ordinate all justice sector governance of the Garda Siochéna and related activities, and obvi-
ously the new policing authority will have a role in that. The most important outcome for the
committee on an all-party basis is to ensure that this is the last time the inspectorate publishes
a report in which the recommendations are not implemented and that there is accountability. I
would like them to define clearly, as they have done before in previous reports, their vision for
a cast-iron oversight structure that ensures that the superb recommendations of the inspectorate
are implemented. I am equally depressed and excited because I can see the potential for change
here. One would have to be stupid not to see the potential for change in what the inspectorate
has outlined. What would be an ideal cast-iron oversight structure based on international best
practice - one that we could bring in to ensure we will not be back again in a few years’ time
having the same discussion?

Mr. Robert K. Olson: Frankly, there is no such thing as a cast-iron anything. We always
look for what in my parlance would be a silver bullet that would solve everything. It is much
more complex than that. Everyone who is involved in that process has some role to play and
now, finally, in the proposed legislation, we are putting an awful lot of that right into this polic-
ing authority. That will be something to watch, and we will see how it materialises. There is
the potential, I believe, for that authority to do some good things and make some things happen.
We will have to see. However, I could not sit here and say that this thing we do in Boston is
great or this thing we found over in the United Kingdom is perfect. There is no such thing. It
is about the Government and everyone else who is involved in that wanting to make something
happen. If we have that, it will happen.

Ms Eimear Fisher: What we were concerned about was the multitude of different oversight
activity. The rationale behind that particular recommendation was that the Department take a
particular central role and that there would be some co-ordination, not to tie the hand of any
particular body but something that would involve us, for example, working with GSOC, the
policing authority and the Comptroller and Auditor General, and perhaps coming in to talk to
the Committee of Public Accounts at some stage. If there were issues that ran across the prior-
ity of those groups they would influence our work plans but not necessarily influence our inde-
pendence in how we work, and rather than having a plethora of different recommendations or a
scattergun approach, there would be some sort of centrality. We recognised that the Department
has a role, and while these new structures are being put in place, we wanted to ensure that the
Department’s position was recognised. That was the rationale behind that. Hopefully, and not
only for the new bodies that are in place, this recommendation would have an important role.

Deputy Padraig Mac Lochlainn: To summarise, essentially, Ms Fisher is saying the De-
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partment of Justice and Equality is to oversee the various bodies - the Garda Inspectorate, the
Garda professional standards unit, GPSU, the Garda Ombudsman and the new policing author-
ity - to ensure that they are complementing and, collectively, overseeing the process of change
as best they can.

Ms Eimear Fisher: [ suppose what we were saying was not necessarily that the Department
oversees in a traditional oversight role, but that it should at least facilitate. We saw that the
Department has a role in facilitating and co-ordinating matters. It obviously does not have a
statutory role in deciding such matters as work plans, but it has a central role, and that is some-
thing we wanted to recognise.

Deputy Padraig Mac Lochlainn: I thank Ms Fisher for that.

My second question relates to the worrying fact that the Garda bureau of fraud investigation
has no cyber-crime unit, and the Garda Inspectorate, in a previous report, recommended a new
system replacing the PULSE system. The inspectorate acknowledges that such a new system
is subject to available resources, but we understand that hundreds of millions of euro are being
invested in a welcome IT upgrade across An Garda Siochéna.

The inspectorate has proposed a serious and organised crime unit. It is alarming to con-
template the present situation in 2015, when one thinks about white-collar crime and the use
of the Internet for viewing images of child abuse or other criminal purposes. We need to give
An Garda Siochana the most up-to-date technology and the personnel needed to combat these
things. One of the issues I was worried about was the backlog. At one stage in 2014 there was
a backlog of 1,000 cases, some of which involved very serious offenders, and there was a pos-
sibility that some of them would get off. Maybe the witnesses would detail their vision in the
report for change and so on.

Mr. Mark Toland: Cybercrime is an emerging threat. Cybersecurity is an issue, certainly,
across the United Kingdom, Europe and the United States. There is no cybercrime unit but
that does not mean the Garda does not have skilled investigators. There are some staft who are
very skilled in forensic analysis of computers, laptops and technology, but what we recommend
is that a specific unit be created and that these skills be developed so that they are ready for a
growing number of cases. Some of the cases are complex because part of the issue is in trying
to work out the jurisdiction where the crime took place. The computer crime investigation unit
represents the Garda’s forensic capacity in terms of cybercrime at present, but just putting more
people into that unit has not helped to deal with the backlog. We have recommended - there
is an acknowledgement that the Garda will probably accept this - that some of these resources
be taken out of Dublin and put into a new Garda regional structure. If an investigator in Kerry
seizes some IT equipment and needs to have it examined forensically, it has to be driven all
the way to Dublin to be examined, and that is a waste of everybody’s time. We suggest putting
those resources much closer to the investigators, taking them out to operations and not bringing
in as much technological equipment as they are seizing at present. Currently investigators have
a dilemma when they go to an address. They think it better to seize equipment just in case it
contains evidence. If we took some of the specialist units out on those sorts of operations, they
would not be seizing the level of equipment seized at the moment. When we examined it, there
was a four year backlog and some of the cases were dismissed in court for abuse of process
because of the time taken, which is unsatisfactory for everyone concerned.

Other jurisdictions are putting their cybercrime capacity into their serious and organised
crime units. We are trying to create multi-disciplined teams so that a team is not just dealing
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with cybercrime but also human trafficking, prostitution, organised crime and drugs because the
people involved operate across three or four crime profiles.

To reassure the committee, I have found very talented investigators, in particular in the
Garda Bureau of Fraud Investigation, but they are in the wrong place. We are recommending
the creation of a new unit that has the necessary modern technology, which is certainly needed.
The unit also needs to be structured so that it can deal with the volume of suspicious transac-
tions and reports of cyber-crime it is getting.

Deputy Padraig Mac Lochlainn: The failure to implement previous recommendations has
been mentioned. One of the chapters in the report on the fixed charge processing system dealt
with cancellation of fixed charge notices and a number of recommendations were made. I am
interested in the area of statutory exemption for emergency vehicles. My understanding is that
it applies to members of the fire service, ambulance service or An Garda Siochana who receive
a fixed charge notice while in an emergency situation, that is, they are in the process of saving
someone’s life or preventing a criminal action taking place. I think everyone can accept that if
they were driving without endangering the public, the points should be cancelled. However, I
have a concern. Would the exemption be applied to a garda who is late attending a meeting?
How far is the statutory exemption stretched? It cannot be turned into a farce. The public will
buy into a member of our emergency services who is carrying out his or her duties not having
to face a penalty so long as he or she did not endanger the public when driving.

The inspectorate oversaw this issue. I raised the issue in the Dail last night and am very
concerned about information brought to my attention in recent days. What is the inspectorate’s
clear interpretation of the circumstances in which a statutory exemption should be granted? I
am referring to members of An Garda Siochana driving their own vehicles. When would the
exemption be granted?

Mr. Robert K. Olson: As we pointed out in the report, the statute is a little vague and a lot
can be read into it. At the time, more than 96 superintendents were supposed to implement the
policy but it was a very vague policy and there were no guidelines. All this information is con-
tained in the report. We said it would have to be centralised so that someone who is trained and
knows the law and so forth would make the decision. This should have taken care of the matter
but the Minister went forward and appointed Mr. Justice Deery to audit and oversee the system.
I am looking forward to that process. I would like to meet the judge and we will help him any
way we can. In the report, we said we would come back and see how it is working out and that
will be in our work plan for next year. We will just have to see. I agree the statute provides it
must be an emergency but we will have to see what that means in practice.

Mr. Mark Toland: “On duty” is much easier to determine. If a garda is on duty and driv-
ing a Garda car, [ would expect the garda to notify any control room if he or she is driving at an
excessive speed or trying to catch up with a vehicle. That should all be recorded by the control
room and a supervisor should take care of it in that regard. There is tracking technology in
Garda cars but it is not switched on in all of them. The tracking system will tell us how the car
is being driven, the speed at which it is being driven and where it was at a particular time. We
are saying that technology should be switched on immediately. It is much better for vehicle
deployments but South Wales have also found it reduced collisions involving police officers
by 50%. Another police service referred to in the report found that its level of vehicle repairs
reduced by 20%. I was a police driver myself. When we know we are being monitored, we will
drive at a higher standard. The technology is fantastic and available and should be switched on.
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The concept of “off duty”, where police officers decide they will place themselves on duty
because they have seen something, is far more difficult a concept but it is still possible to check
CCTYV and a senior officer should investigate the circumstances. I would expect an off-duty
member to inform a control room and a supervisor immediately on doing something. Ideally
the member would have the registration number of the car or details relating to what they have
done but this has to be examined to ensure a garda is treated the same way another member
of the public would be treated. Was it justified in the circumstances for the officer to drive at
excessive speed or go through a red light? Some times it does occur when the garda is off duty.
This has to be examined to ensure it was legitimate and the correct action taken.

Deputy Padraig Mac Lochlainn: In January of this year, the Garda professional stan-
dards unit, GPSU, finalised a report on penalty points, which had been analysed, and statistical
breakdowns were provided. There were hundreds of cancellations over the course of a year
in respect of statutory exemptions and emergency vehicles. Would it not be prudent to audit
these statutory exemptions? It would not be a huge amount of work for the GPSU or the Garda
Inspectorate and it would reassure the public the exemption is being deployed in the way out-
lined. I do not think anyone can argue with what has been said. We do not want to punish
members of the emergency services, no matter who they are, for doing their jobs on our behalf.
However, we also want to ensure that nobody thinks he or she is above the law. Is there a role
for the inspectorate or the GPSU to play in going back and doing an audit to ensure it is being
honoured as would have been expected? The audit would be carried out in partnership with the
justice, of course.

Mr. Robert K. Olson: I mentioned earlier that this will be the topic of conversation and I
hope to meet the judge next month. The judge has an audit function. If I am also coming back
to examine it, [ will need to ask him what he is doing and what he wants to do but I am sure the
point raised by Deputy Mac Lochlainn will be part of the discussion.

Deputy Finian McGrath: [ welcome the Garda inspectorate and commend it on its work
and some of its excellent and sensible solutions. I feel strongly and passionately that the imple-
mentation of its report will result in two key things. First, it will save lives and, second, it will
save a lot of money. In the report, the inspectorate says that 75% of its work is low cost or cost
neutral work. I wanted to note that much and say that I genuinely feel passionately about the
issues raised.

My first question relates to the deployment of resources. This made my blood boil because
I have been speaking about this issue for the past ten years in the Oireachtas justice committee.
People are not always on duty at the right time or in the right places nor are they doing the right
things. We need to deal with the Saturday night-Tuesday morning syndrome. It was said that
48 fewer people were on duty on a Saturday night. Most people know that most anti-social
behaviour takes place outside pubs, chip shops and social clubs between midnight and 3 o’clock
on a Saturday night, Sunday morning. I am fuming that when the report was carried out, 48
fewer people were on duty on the Saturday night. A higher number of people were on duty on
a Tuesday morning, when practically nothing happens. Why is this happening? Does it have to
take a Garda Inspectorate to see it? Young gardai in my constituency have been saying this to
me for the past ten years. They tell me that if a garda or two were sent up to stand at the local
chippers between 12 midnight and 2 o’clock on a Saturday night, anti-social behaviour would
be reduced by 60% or 70%. Why is this still happening? I call it the Saturday night-Tuesday
morning syndrome.

Mr. Robert K. Olson: I will turn this over to Mr. Toland but what we did was carry out a
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snapshot in time. As it was never done before, it was not done quickly. As we have always said,
there is not a lot of technology and a lot of it is paper-based but we pieced it together and much
of what we said was confirmed. I will turn it over to Mr. Toland now to go through it in detail.

Mr. Mark Toland: The first thing one needs to do is to make sure one’s people are in the
right place. We are recommending that they take a critical look at where every Garda member
is positioned at the moment if they are not in an operational role. Do they need to be in that
role? We found roles that should be performed by Garda support staff. We found sergeants in
roles a garda could do, so there is an issue regarding whether it needs police sworn powers and
whether it needs to be done by a sergeant or inspector or whether it could be done by a garda.
That is the first thing.

Second, if one is going to allocate resources across the country, one needs to have a sci-
entific method of allocating those resources. At the moment, we are not convinced people are
allocated according to policing needs. If we went to Tipperary, as part of this exercise, and
looked in detail at the way it deals with calls from the public, we would find they are record-
ing these on paper systems. Asking Tipperary for this data around deployment took so much
longer than the other divisions we looked at, such as Cork city and a division in Dublin. They
were able to press a button and give us the details of all the calls they dealt with. If people are
not allocated according to need, it means places that have an older workforce where people are
retiring and where numbers are lost are disproportionately losing people because they are being
promoted or are going to other places. We are not convinced that people are assigned and al-
located according to the needs of those policing areas. It is a major issue. There will be people
who will gain from this process and those who could lose from it because one runs a process
about allocation, some people will have too many and some will not have enough. We are sug-
gesting that they introduce a system of determining demand and then allocating resources. We
think we need to build the organisation from a division upwards. It involves looking at what the
demands around 999 calls are, how many people are being arrested and what the local demands
are and building resources around that demand, building up to the regions and then building
up to headquarters because they are in place to support the delivery of local policing services.

We were quite shocked by some of the results, particularly around the number of full-time
community gardai allocated across Ireland. The numbers were very low while the numbers in
Dublin were huge. There are 540 full-time community gardai across Ireland, 328 of which are
in the six Dublin divisions. A total of 117 of those are in one division in Dublin, so one Dublin
city centre division has 117 community officers. Limerick has 50, Cork city has 27 and Water-
ford has 20. When one starts to add those up, one can see that most of the resources are in the
cities. When one looks at the rural communities, one will find that there are 14 divisions with
ten or fewer community gardai covering 365 days a year, 24/7. Two divisions - Kildare and
Mayo - do not have full-time community gardai. This is what the public is noticing because
they are the people known to the community, the people the public contact and the people who
go to community meetings. We ran this process. It had not been done before. This is some-
thing that should be run on a quarterly basis because as an organisation, one needs to know at
11 a.m. that if a major incident happens, one has the right number of people on duty with the
right skills. It is not about numbers. One needs to have a certain number of detectives or traffic
officers on duty at certain times, so it is good practice to do this. It is a snapshot in time. We
can only say this is what we found when we ran these.

Another worrying thing was the number of Garda reserves. There are 1,124 Garda reserves
but on that Saturday night across Ireland, only 34 were on duty at 11. p.m. That is a time when
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one would expect to see to them. We have met the Garda reserves. They are good people but
again, they are not being used to the best of their ability. They provide a physical presence. We
want An Garda Siochana to become an organisation that prevents crime. It involves getting out
there and having a uniformed presence to try to stop the crime from happening because that will
reduce demand.

Deputy Finian McGrath: Mr. Toland talked about 83% of Garda resources being de-
ployed to front-line services compared to 93% in other jurisdictions. I was a bit taken aback by
the figure of 83%. I was pleasantly surprised because I thought it was going to be lower than
that. I welcome the fact 83% of Garda resources are deployed to front-line services but Mr.
Toland cited the figure of 93%. What ideas does he have to bridge the gap between 83% and
93%? Where is the figure of 93% coming from?

Mr. Mark Toland: “Front-line” is quite a wide definition, so it is good news. However,
front-line refers to any unit, Garda member or civilian support staff who is deployed in a role
that has daily contact with the public. It would be things like gardai on patrol, detectives deal-
ing with victims of crime, those at front counters, call takers who are speaking to the public and
the victims’ officers because policing is not just about people on patrol. It is about those front-
line services. Most of the police services we visited have really looked at stripping back the
back office support and the number of senior managers and trying to get more people into those
front-line services. We are saying they should be Garda members and support staff. Some 10%
is a significant percentage when one looks at the workforce. The number was 12,804 which is a
significant number of members who we think should go back on to the front line. We compared
a previous inspectorate report to see if there had been any difference. There has very little dif-
ference in protecting the front line when we looked at these numbers in 2010. We expected it
to be higher than 83%.

Much can be done and the report has a number of recommendations, primarily about putting
people into front-line services, amalgamating Garda divisions, reducing the number of regions
and taking out all those layers of bureaucracy. We looked at the two Dublin city centre divi-
sions. They are both busy and are separated by the River Liffey. Within those two divisions,
there are eight administration units. The headquarters are 600 m apart, so they are very close
but there are eight administration units. There are five sergeants and 23 gardai sitting in those
administration units. We think there should be one central administration unit composed pre-
dominantly of civilian support staff and not gardai. We found a similar structure throughout the
28 divisions and 96 districts. They are keeping a traditional system and we are saying that this
is waste. They should get the administrative layers into one place and get those people back
out on to the front line.

Deputy Finian McGrath: In the section dealing with governance and culture, one sees
terms like “insular”, “defensive” and “a blame culture”. When the inspectorate interviewed
the 2,500 members of An Garda Siochana, did they understand that the public needs to have
confidence and trust in the police force? Do they get it when the inspectorate is coming up with
terms like “insular”, “defensive” and “a blame culture”? I am referring in particular to senior
management within An Garda Siochana. Do they understand that in order to have a successful
force which, as the report puts it, is responsive to the public, the public needs to have confidence
and trust in them? If they carry on like this, they are going nowhere.

Mr. Robert K. Olson: They want that trust but they are more concerned about keeping it in
the sense of what they do. This is why a lot of the things that have cropped up here over the past
few years are incidents where it was not public. It was not that they did not want to deal with it
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and, believe me, they worry about trust. For the first time in a long time, people are starting to
question some things so they are very worried about it. They want to have a good police force.
We talked to these folks. They are looking for it. The gardai on the street are doing the best
they can with what they have and how they are being governed and administered. They know
the waste that is there. There is a fear of exposure and headlines, so there is a tendency to get it
fixed but not to have it raised to the surface. I do not know if I am making sense here but that
is in the culture. They fix it and worry about it but they do not want to see it pop up in front.

Ms Eimear Fisher: When we were talking to the different people across the board, there
was an overwhelming sense of responsibility to the public. There was a consistency in focus
groups and a palpable feeling of frustration in respect of what they wanted to deliver. They felt
a sense of duty to the public. In respect of some of the positives which came out of the question
on what they considered the culture of the organisation to be, I do not think there had been an
understanding of the word “culture” because Garda culture always has a negative connotation
but there are many positives in Garda culture. It came out in the focus groups, consistently
across the country, that there was a sense of duty and can-do. There was a sense of frustration,
in that we can do as much as we can, but never say “No.” When more responsibilities are put
upon us, we do not question whether or not we can do them as an organisation. We simply take
them, rather than saying, “Where’s the priority here? If we take on a new function, what’s go-
ing to fall from this?”

There was, therefore, a sense of frustration in that but there was also a sense of frustration
about insularity and defensiveness. A persistent point across the country concerns a lack of
opportunity to be listened to and to be able to say: “I don’t think we can do this. I don’t think
we’re doing this in the correct way.” People wanted a process to be able to say that respectfully.
They do not want to be in any way disloyal to the organisation, but positively and constructively
say: “I think we could do this differently” and “Can I have an opportunity to say this?”

While those issues of insularity and defensiveness are there, we should not lose sight of
the fact that there are strengths there as well. Having asked these questions of various people
involved in the focus groups, I feel there was that sense of responsibility to the public. That
should not be lost in this report either.

Senator Ivana Bacik: I thank the witnesses for attending the committee. I join with others
in commending them on a comprehensive, solution-focused and practical report. It is good to
hear the positives, which are emphasised in the report, about the can-do culture. That is a posi-
tive aspect of the culture that was mentioned.

Looking at the implementation issue, earlier this afternoon, the Seanad passed the Policing
Authority Bill, which is now all set to come in. Mr. Olson said the report had been sent to the
policing authority and, of course, the authority’s functions include monitoring the implementa-
tion of the inspectorate’s reports. One of the reasons we have brought in that policing authority
is because of that missing link, where there has not been monitoring of recommendations. Is
Mr. Olson hopeful, or does he anticipate, that the policing authority will make a difference in
terms of monitoring implementation and following up on recommendations?

I have a question that is joined to that one. Mr. Toland said that things are starting to change
already on foot of the 2014 report on crime investigation, on which this committee had a ses-
sion. When we were debating the policing authority Bill earlier with the Minister, Deputy
Fitzgerald, she pointed out that a tender is already out for the investment in technology neces-
sary, for example, to move away from the dreadful, dated practice of paper-based rostering. So

31



CHANGING POLICING IN IRELAND REPORT: GARDA INSPECTORATE

changes are clearly in train. We have heard a lot of negatives about the lack of implementation
of the 700 recommendations, but clearly some of them are in the process of being implemented.
With the policing authority that process will, presumably, be monitored to a greater extent. It is
really about implementation and how that will work.

Chairman: Who wants to come back on that? Mr. Olson?

Mr. Robert K. Olson: We have certainly been in contact with Ms Josephine Feehily, the
designated chair of the authority. I do not know when the appointment date is but she is cer-
tainly official. She still has to get her team together, but I feel frankly very good about it. They
have the capacity to do just what Senator Bacik said - to really watch things, monitor them, keep
it up on the radar and see things through. The real proof, however, will be once it gets in place.
It is nice to set up a new thing, but what will be the outcome? It is really all about measurement.

Senator Ivana Bacik: My second question is picking up on that recommendation about the
culture. Gardai need to see the creation of an environment where senior managers and other
staff are encouraged to speak up and make suggestions to improve performance. It strikes me
that this was something that came up in a number of other reports - not just the Garda Inspector-
ate’s one but also the Guerin report - that, first of all, there was a difficulty with junior gardai
on probation being assigned overly burdensome responsibilities. There was clearly a culture
where they did not feel they could say that to senior staff. How is that best approached? What
is the key thing that will work to change that culture? Is it about having more diversity in the
force? Is that one aspect?

Mr. Robert K. Olson: The Senator has hit it. Any additional influence on things is good.
Diversity of staff and the people who are there will make a difference in that culture. It is some-
thing that has been there. I do not know if the Senator was here earlier when I was explaining
how the current culture gets stuck on the same structure. With a new structure, new governance
and all of those things in place, I think clearly-----

Senator Ivana Bacik: Yes.

Mr. Mark Toland: Decision-making is something that we have found in crime. We have
found a lot of sergeants and inspectors who are not making decisions that we think are ap-
propriate to their rank. There is a lot of referring upwards and some of those end up in Garda
headquarters for things that I think are fairly low-level. There is a perception that there is a
blame culture within the organisation and that if a senior manager makes a mistake it could be
career-threatening. Sometimes that can be an excuse. That may not be the reality but some
supervisors might use that as an excuse for not tackling poor performance or making a deci-
sion. That certainly exists. We had a lot of people in workshops, at all ranks, who said they
were afraid to put their head above the parapet and say: “That won’t work,” or “We need to go
in that direction.” That is something about which we have made a recommendation. There are
ways to do that anonymously, there are staff surveys, and there are ways to encourage people to
speak up, help with improvement, and to become a learning organisation. Sometimes discipline
is used by police services as the first point in dealing with something, when they should say:
“We need to learn from this and become an organisation that learns from mistakes and trains
staff really well.”

We have lots of recommendations in the report about decision-making and creating leaders
who have the courage to step up and make those sometimes difficult decisions. These are not
always operational decisions; they are often administrative. We found a Garda unit that has 600
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files where people have referred things to them. They are things that are in garda policies, and I
think those decisions should be made at a more local level and not put up to Garda headquarters
because of a fear of making mistakes.

Senator Ivana Bacik: My final question is about something others have touched on. Is
this beyond the Garda Siochana itself? Is there a problem of culture within the Department of
Justice and Equality? This committee has previously recommended the creation of a criminal
justice inspectorate at that level. I attended a round-table meeting that the Minister hosted on 23
November to explore this possibility. Does Mr. Olson have a view on that? Is that a mechanism
that could improve oversight, particularly of the implementation of recommendations and good
governance structures in the Garda Siochana?

Mr. Robert K. Olson: Absolutely. In fact, I concur with that and have thought about it for
a long time. When one looks back at the most recent reports, including the fixed-charge penalty
issue, crime inspection, and some of the pieces of this one - I go back to the start of the inspec-
torate, with all of the other reports that we did, including on resource allocation - the one theme
that was always there was that this is not just about the gardai. They were the only people we
could really look at, however, and they have to get us what we want and we have to have access.
As regards fixed-charge penalties, if it had not been for the inspectorate, the Courts Service
could have said it did not want to talk to us. They were great - do not get me wrong. We worked
with them and they came up with some really great ideas that are working.

As regards the Courts Service, there is an issue that we mention again in the report and have
recommended before to the effect that gardai should not be transporting remand prisoners. It
ought to be the Prison Service. They do it all over the country and are professionals at it. Those
are the kinds of thing that an overall inspectorate could deal with. We could examine prisons to
see how many jobs are being done on remand. We could come up with a recommendation and
say that this is what ought to happen. We could do the same thing with the Courts Service and
the Probation Service.

Senator Ivana Bacik: At that round-table meeting, the Garda Inspectorate was mentioned
as a really good model for development and expansion.

Chairman: Can we have three brief questions from Deputy Farrell, please?

Deputy Alan Farrell: I thank our guests for coming before the committee this afternoon.
The three main issues are extracts from the inspectorate’s report. An analysis has already been
raised by Deputy Finian McGrath, but my question is somewhat different. The analysis of
employment data on a Tuesday morning and Saturday night concerned 48 gardai. The inspec-
torate expected to see far more members on duty. This has been mentioned to me privately by
members of An Garda Siochana. Is some of that to do with more junior ranks being rostered for
late-night or more anti-social hours, for example, in one division, where more junior members
of the force were being allocated the red-eye shift at 2 or 3 a.m.?

Chairman: We will get an answer to that.
Deputy Alan Farrell: Bear with me, Chairman. I have an associated question.

Chairman: [ will not. I will come back to Deputy Farrell. That is a very specific question
which is very interesting, so we will get an answer to it.

Mr. Mark Toland: We did not find that as part of the survey because we did not look into

33



CHANGING POLICING IN IRELAND REPORT: GARDA INSPECTORATE

that detail. We certainly did not get that impression when we went out and did focus groups.
Most of the young people in the organisation will be on the units that go out at the weekend,
because that is where they start their policing career. We certainly believe the district structure
means that districts in the same division - sometimes there can be four, five or six districts in a
division - make decisions on whether people have the night off and what duties they do without
someone taking a divisional look to ensure there are sufficient people on duty across the divi-
sion instead of in 96 districts. What we found on the Saturday night was that a greater propor-
tion of people were due to come on duty but were not at work. This was a significant number
of people with authorised absence. We recommend examining why 1,300 people did not come
on duty across Ireland that night. There is a legitimate reason, which is that someone gave them
the time off, but that is when people are needed and the roster was brought in to put more people
on the streets on Friday and Saturday nights.

Deputy Alan Farrell: My associated question has to do with the new roster. It is far su-
perior to the previous arrangement, but it certainly is not without its flaws. There is a lack of
centralised control for rostering nationally, never mind on a district level. It is not even done
on computer in a centralised way in some districts. [ understand, if I am not mistaken, this was
previously recommended by the inspectorate but it has not been implemented for a variety of
reasons. Surely this is something that should be prioritised by the inspectorate as a priority for
Garda management.

Chairman: We covered it earlier in the meeting.
Deputy Alan Farrell: Slightly.

Mr. Mark Toland: We identified six systems in the report, and resource management is one
of them. This can be done while waiting for a fancy new piece of technology. When I joined
the police it was done on paper. It is more time-consuming but it can still be managed in a dif-
ferent way in the interim. What we are saying is that we should not wait for the technology but
should do something now about allocating resources. We should not wait for two or three years
to get a wonderful piece of technology. It should be done now as good practice.

Deputy Alan Farrell: The technological expertise is present; it is just that the systems are
not in place.

Mr. Mark Toland: The Garda will introduce new systems, and resource management is one
of the first systems it wants to introduce. It is a good way to go forward.

Deputy Alan Farrell: On her last appearance but one before the committee, the then Com-
missioner designate corrected me when I referred to the civilianisation of duties. She referred
to it as professionalisation, and I see her point and agree with it. The professionalisation of
certain aspects - the inspectorate has readily identified it in several points in its latest report -
would free up the 1,500 members mentioned. It is clear that some of this would be at no cost,
or a relatively low cost, and there is a desire for it. As far as I recall, that meeting with the Com-
missioner took place approximately 12 months ago. Has there been, in the inspectorate’s view,
and based on this report, a significant change in An Garda Siochéna in the past 12 months in
terms of implementing this new approach to the professionalisation of certain roles in An Garda
Siochana? It was mentioned that the report is a snapshot in time, but 12 months ago, when the
Commissioner was before the committee, issues were identified with regard to bringing in in-
dividuals with specific expertise who do not need to be sworn members. This was mentioned
earlier. Has the inspectorate identified whether there would be evidentiary issues with regard to
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some of the duties they perform in back-room office environments? Would it be necessary for
these duties to be carried out by a sworn member? Is this something that was analysed?

Ms Eimear Fisher: We examined whether it was a black-and-white situation. We looked
at a situation where we want police officers to do police work and civilians to civilian work, in
whatever way once this word is used. It is not black and white, and we recognise there are situ-
ations where a police head is needed to look at certain issues, which may not be operational. We
are not black and white about it and there are some shades of grey. There are certain nuances
about functions where we may need some police involvement. There are legacy issues with
regard to moving from a police environment and member assignment to particular situations to
purely civilian situations. We recognise this also.

According to our evidence, there has not been significant change in the movement towards
civilianisation or professionalisation. Something which supports this assertion is that the crime
investigation report contained a recommendation on divisional administration and the amalga-
mation of districts and divisional administration units, but we have no evidence this has hap-
pened to date, and that was a year ago. This is the answer to the question.

Mr. Mark Toland: We have identified some pieces of legislation which specify a chief
superintendent, and we state that all of these instances should be examined. There is no need
for some of these things to be done by a police officer. There is a strategic transformation unit
and we see professional change management skills. We have identified legislation which is
unnecessary because what it deals with is not evidentiary. There are some roles, particularly
technical bureau forensic experts, involved in the chain of evidence, but in most other police
services they are performed by professionally trained support staff and not by police officers.

Deputy Alan Farrell: Does Mr. Olson wish to speak?
Mr. Robert K. Olson: No. Mr. Toland and Ms Fisher have covered it pretty well.

Deputy Alan Farrell: I have an observation on one of the points in the report, which men-
tions that at public meetings community leaders reported a noticeable reduction in Garda vis-
ibility. Was the measurement of this defined? Last Friday, the D4il debated a Private Members’
Bill on the ramming of Garda vehicles. During the course of the discussion it was stated that
approximately 53% of Garda vehicles are unmarked. Apparently, a larger percentage of the
new vehicles deployed this year are unmarked. Therefore, it stands to reason that the figure
of 53% is increasing. My question on the observation from the public meeting is how is it de-
termined whether there is or is not a reduction in the Garda presence. Is it simply a matter of
visibility and that the public is not necessarily seeing the gardai?

Mr. Mark Toland: I went to most of those meetings. The public was very supportive, and
feedback on community policing gardai was absolutely fantastic, but people have noticed that
the number of community gardai has decreased. Most of the people at the meetings represent
areas, organisations and neighbourhood watch groups. These are people in regular contact with
the Garda Siochdna in a formal environment. They get text alerts and information. They have
noticed a reduction in the number of community policing gardai and this is how they gauged it.
This was the case in every meeting we attended. People love their community policing gardai,
but they have noticed that they do not see them. Many people on the outskirts of a district or
division said they felt there was not as much visibility of gardai, which is what the Deputy is
speaking about.
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We included recommendations in the report, some of which are quite simple. Sometimes
police officers walk up and down a street, but unless they knock on a few doors and engage
people they are not seen. It could well be that gardai are out on patrol, but they need to get out
of their cars and engage people and let them know they are there. Otherwise, people do not
always see them. Sometimes this is unfair because they are out there patrolling. If they are in
the police cars driving up and down roads, quite often those in the community do not see them,
but if they knock on two or three doors and let people know they are there, and pop into a busi-
ness and let the business know they are about, it resonates with people. My police officers in
London in my last command were quite shy, with their heads down. Part of what we did was
to tell them to have their heads up and talk to people. People will remember that engagement,
whereas if the police officers walk past them they will not remember it as an engagement.
There is something about communication skills and basic people skills, and letting people know
they are there.

Ms Eimear Fisher: It is important to recognise there has been an increase in the number of
marked cars, and we noted this in the report. As Mr. Toland stated about the public presence
and visibility, the public can only recognise a presence when it is visible to them. At the same
time, there must be reassurance, because there are valid reasons for having unmarked cars. That
said, we stated in the report that the inspectorate does not believe there is a need for certain
cars which are unmarked at present to be unmarked. Detective cars may not always need to be
unmarked, and this is a specific observation made in the report. The Deputy is correct that there
is a difference between presence and visibility, which is noted in the report and is observed.

Deputy Sean Kenny: I welcome the members of the Garda Inspectorate to the committee
and I apologise for not being here earlier to hear their presentation.

I have a general question regarding whether the report has considered the role and deploy-
ment of the Garda traffic corps. I get quite a lot of complaints from constituents on this issue.
Gridlock is back in Dublin city and it is sometimes quite severe. A couple of weeks ago, a
traffic accident occurred on the M50 and the entire M50 and the north side of the city were in
gridlock for a couple of hours. I was coming into the city that morning and at Fairview, where
there is a junction of three roads, the traffic was stopped and motorists were trying to drive
through red lights and yellow boxes. There was mayhem but there was not a garda to be seen
anywhere. In situations like that, somebody is needed on the ground to stop people from behav-
ing in this manner. It would be expected in such situations that one or two gardai would be at
that junction.

This is not the only sort of complaint I have heard. I have heard complaints about traffic
congestion and parking and so on. We have others, not just the Garda traffic corps, to deal with
these issues. Dublin City Council has a traffic management policy and Dublin Bus has its own
cameras, but these are mainly interested in bus movement. Has the Garda Inspectorate con-
sidered the issue of general traffic management and its regulation? What is the Garda’s role in
that?

Mr. Mark Toland: We looked first at the structure and found there is a Garda national traf-
fic bureau and a Dublin metropolitan region traffic unit, each division in Dublin has a traffic
unit and there are traffic units throughout the country. We make recommendations about how
these should be deployed in the future and welcome the fact they are to be renamed as roads
policing, so they focus on criminals using the road networks. The traffic corps has seen a sig-
nificant reduction in the number of gardai assigned to traffic duties, as have community policing
units seen such a reduction. Many people have been lost through promotion and have not been
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replaced. We recommend that the divisional model considers how these people are deployed.

Currently, people from other units deal with serious car accidents where people are injured.
I believe traffic officers should deal with the most serious accidents. Motorways are probably
the most dangerous places for police officers to operate on. Those police officers should be
properly trained traffic officers. The report considers this issue. We recognise the need for the
Garda to clarify the role of traffic officers and to ensure they are deployed to the sort of inci-
dents identified, because these are serious issues. Officers need skills to cure traffic problems
and to deal with serious accidents and collisions.

Chairman: I call Deputy Collins and ask him to be brief because we have another session.

Deputy Niall Collins: I have a few questions, but I will begin with an observation. The
witnesses said they had held a number of public meetings and forums throughout the country.
This is good. In my role as spokesperson on justice for my party, [ have attended approximately
40 public meetings throughout the country, some of which were called by my party and oth-
ers which we were invited to attend. I have observed from these meetings that in some urban
areas there is a big disconnect between the public and An Garda Siochdna. There is a lack of
confidence in or respect for the Garda. Did the witnesses pick up on that in their engagement
in different parts of the country? Outside of urban settings, communities are a lot more open,
although they may have questions or have criticisms to make. Is there something the Garda
Inspectorate can do to advise An Garda Siochdna how to address this?

Mr. Mark Toland: In my experience, and I think the situation is the same in Ireland, it is
much harder to get people in cities to engage in neighbourhood watch and community alert
schemes. I live in rural Ireland and local people are much better known to each other and there
i1s more of a community spirit. The Garda Siochéna has struggled to introduce neighbourhood
watch schemes in high crime areas and to get local people involved in these schemes.

We did not find a disconnect between community gardai in Dublin and Cork city in com-
parison with gardai in rural Ireland. We found it very interesting that the community gardai
were valued in both areas. What we found was that when people were told to ring their local
garda station by community gardai, they did not always get the most appropriate response and
sometimes they felt their call was not welcomed when they rang up to support something. That
is a problem when people contact or ring a Garda station to report something such as anti-social
behaviour or a quality of life issue. We found that gardai in the cities are much busier and they
struggle, because of the volume of calls, to deal with quality of life issues whereas gardai in
more rural areas have more time to deal with those issues.

Ms Eimear Fisher: It is important to add that the issues the inspectorate raised through all
the different reports are not only issues that arise in Ireland. Most of these issues are ones that
have been faced by other police forces. Therefore, to answer the question regarding what the
inspectorate can do, it is here to point out areas for improvement. These issues have been faced
by many similar organisations and it is not as if the Garda Siochana has a monopoly in regard
to difficulties and deficiencies that arise. We look at the solutions that have been applied in
other jurisdictions, successfully or not, to see whether they might apply here. On the issue of
confidence, there is no reason the public should not feel confident in and trust the Garda. There
are some areas that can be improved, but many other forces face similar issues.

Deputy Niall Collins: People often say they rang the Garda station but nobody got back to
them or that they made a complaint and nobody got back to them. This is a common complaint
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I hear, but all I can advise them is to put everything in writing in an e-mail or letter. What is the
protocol in regard to such calls or complaints? Is it at the discretion of the garda at the other
end of the phone?

Mr. Mark Toland: Most police jurisdictions have moved to a small number of control
rooms for emergency calls and non-emergency calls. Most jurisdictions, including Scotland
and the PSNI, have a 101 system the public can use to call a designated, dedicated control
room. Currently, people here ring their local district station. Sometimes there is one person
there dealing with the counter and answering the phone. This is not an ideal system as these
people have ten or 12 other things to deal with. My experience is that public complaints reduce
considerably when police services move towards a control centre which answers calls quickly.
Most members of the public do not expect a police officer to arrive immediately for something
non-serious, and providing people’s phone calls are answered and they are told their complaint
has been noted, most people are happy. However, currently phones ring out and the telephony
system is not great. Also, the gardai people are ringing are doing two or three other jobs. Not
to criticise them, they do not have the time to speak to the public to get to the bottom of the
problem and to deal properly with the inquiry.

Deputy Niall Collins: On the issue of Garda stations, I understood Garda management was
to conduct an impact analysis in the areas where they close Garda stations. Some 139 Garda
stations were closed throughout the country. However, that impact analysis was not carried out.
Has the Garda Inspectorate examined the impact of the closure of Garda stations in these com-
munities or at how the policing service has been affected as a result or at the impact on crime
levels? Has it done any analysis of that or does it propose to do so?

Mr. Robert K. Olson: No, we did not. That was beyond our remit and we would not have
been able to do it. However, the question gives me an opportunity to comment on Garda sta-
tions. Nowhere in our report do we recommend the elimination of any stations. What we
recommend in regard to the new functional model is the need to use and operate differently the
stations in place. We want more officers out of the stations than sitting in them.

Chairman: I have a brief question. Mention was made earlier of the issue of lean manage-
ment. [ understand this is a science or approach for management, that it is not just a vague term
and that it refers to a specific, focused approach. Has the inspectorate recommended a particu-
lar form of lean management or technology for the Garda Siochana?

Mr. Robert K. Olson: I do not know if we grabbed a textbook title for this. However, when
we looked at how the organisation was managed, we found too many decisions are made at the
top. There is a lack of clear policies with guidelines. Many decisions, for example, are made by
a chief superintendent when they ought to be made by a sergeant or an inspector. It goes back
to these other cultural issues where people do not want to make decisions. We believe authority
needs to be pushed down. Management needs to count on those people below to make those
kinds of decisions, with governance at the top of it. In doing so, one does not need all of those
folks. We received a submission from the Garda Representative Association, GRA, which rec-
ommended the whole rank of assistant commissioner be gotten rid of. We felt that was going
a little too far. We did think it was an inefficient system with six assistant commissioners and
that it would be much more efficient and effective with three.

Chairman: Many companies and organisations have taken on lean technology with a spe-
cific, focused approach. I was just wondering if that is what Mr. Olson meant.
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I thank the representatives from the inspectorate for attending. I wish the inspectorate well
in its future work and in its engagement with the new policing authority. I thank the delegation
for its interesting engagement with the committee. This committee might not be in existence
for much longer as we are facing into an election. The inspectorate has been helpful to the
committee over the years. I thank it for that engagement and wish everyone and their families
a happy Christmas.

Sitting suspended at 4.01 p.m. and resumed at 4.03 p.m.

Parole Board Annual Report 2014: Discussion

Chairman: On behalf of the committee, I welcome Mr. John Costello, chairman of the
Parole Board.

Witnesses should note they are protected by absolute privilege in respect of the evidence
they are to give to the committee. However, if they are directed by it to cease giving evidence
on a particular matter and continue to do so, they are entitled thereafter only to qualified privi-
lege in respect of their evidence. They are directed that only evidence connected with the sub-
ject matter of these proceedings is to be given and asked to respect the parliamentary practice
to the effect that, where possible, they should not criticise or make charges against any person
or an entity by name or in such a way as to make him, her or it identifiable. Members should
also be aware that, under the salient rulings of the Chair, they should not comment on, criticise
or make charges against a person outside the Houses or an official, either by name or in such a
way as to make him or her identifiable.

Iinvite Mr. Costello to make his opening statement. I apologise more members are not pres-
ent but we had a long session previously. Members are fatigued as a result.

Mr. John Costello: I am conscious that in my written submission I did not mention victims
or their families. We receive many written submissions from victims and their families which
we take seriously. They would also affect any decision we reach. In any decision the board
makes, we must bear in mind it is correct for the protection of society.

I have been privileged to be chairman of the Parole Board for the past four years. There
is incredibly good work being done under the radar by all the staff in the Prison Service, the
Probation Service and the psychology and educational services. Obviously, there are a few bad
apples. However, by and large, from my experience, we see very vulnerable prisoners being
treated exceptionally by staff. That is the positive story but there are negative ones too.

I have great admiration for Peter McVerry. He recently said that not one prisoner has been
improved in prison. I have to contradict him, however. Ironically, we mainly deal with lifers.
As they are in for a minimum of 15 years, there is time given to let them rehabilitate themselves.
We have seen very dangerous and vulnerable people completely rehabilitated over 15 to 20
years. Unfortunately, there are some who it will be impossible to rehabilitate and who will
always be a danger to society.

When we visit prisoners, we make three key points to them. First, they have to serve their
punishment; second, they must rehabilitate themselves; third, they have to be low risk for reof-
fending. The big philosophical debate we come across in practice is about when someone has
served their punishment. Sometimes, there is a conflict between the rehabilitation of a prisoner
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and the serving of his or her sentence or punishment. When Michael Donnellan, director gen-
eral of the Prison Service, attended our training day, he made the point that the length of time
a person is in prison should not be the most important factor when it comes to rehabilitation.
In other words, quite often, there is an appropriate time for someone to be granted periods of
temporary release or to be moved to an open prison. There is no doubt that prisoners for life can
become institutionalised. If they are imprisoned for too long, it may be too late to rehabilitate
them fully and settle them back into the community.

The Parole Board only deals with a small number of prisoners. Only 344 life-sentence
prisoners come under our jurisdiction while only 273 prisoners serve a sentence of ten years or
more. On balance, we might only recommend parole for four or five prisoners a year. At least
70 former life-sentence prisoners are out in the community who have not reoffended. That is
a sign parole is working. On average, only one life-sentence prisoner comes back into prison
during the year.

We compiled statistics in 2013 which showed that only 24% of prisoners who were accused
of murder pleaded guilty in the courts. However, in prison, when they were found guilty of
murder, over 90% admitted their guilt. They had no incentive to plead guilty in the courts. This
needs to be dealt with and I have suggested a reform. If a person pleads guilty, there is no men-
tion in the appropriate legislation that this factor should be taken into account when considering
parole. It is a major omission. Ifit could affect their parole decisions, it would incentivise more
people accused of murder to plead guilty.

The Parole Board deals with many fixed-term sentence prisoners, say of ten years or more.
They get an automatic 25% remission. For example, a prisoner sentenced to ten years gets out
after seven and a half years. Quite often a number of these prisoners are going to reoffend be-
cause there are no post-release supervision orders. There is an onus on the Judiciary to make
more post-release supervision orders because the Probation Service does not have any require-
ment to help these offenders. There is a role for the Judiciary to improve. I read recently that
a private firm in the UK helped the post-release supervision of prisoners. That firm was paid
on the basis of results. In other words, if former prisoners did not reoffend, the private firm got
paid. I do not know how it worked out but it was a very interesting idea. The incentive was they
got paid if the offenders did not reoffend. It is interesting that we do not have an open prison for
women. There is no training of board members but I have gone back to college and studied for
an MA in criminology. One of the issues we looked at was private prisons. In Australia, 20%
of prisons are private and those prisons have strict values to which they must adhere. It occurs
to me that an open prison for women could be constructed privately on the Australian model. I
throw that suggestion out.

My final point is totally irrelevant but refers to something that could have changed the face
of history. In the American presidential election of 2000, George Bush won in Florida by 537
votes. If the prisoners of Florida had had a vote, they would have voted Democrat and George
Bush would have lost the election. World history would have changed. I end on that note.

Senator Ivana Bacik: That is a very interesting note on which to end. I thank Mr. Costello
for coming in to us. He has raised a significant number of issues in his report and submission.
I apologise but I have to be up in the Chamber shortly and cannot stay long.

I disagree with Mr. Costello on private prisons. If one looks at the literature and experience
of private prisons in the UK and US in particular, they have not been a happy experience. The
problem is that the number of people in them tends to expand as prison places become avail-
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able. This committee has produced a report suggesting there should be a lower use of imprison-
ment and that prison should be a last resort. I do not agree it is a good road to go down, although
I agree with Mr Costello that we should have an open prison facility for women.

On a more serious note, Mr. Costello spoke about the issue of the guilty plea as a factor
when reviewing a prisoner for parole and said it is not currently a factor the Parole Board can
consider when reviewing a prisoner for parole. Did he make the point that admission of guilt
in a more general sense is a factor?

Mr. John Costello: It is not mentioned in the legislation on temporary release. We are
bound by the 2003 Act.

Senator Ivana Bacik: The 2003 Act.
Mr. John Costello: It is not one of the factors listed in the Act.

Senator Ivana Bacik: In other words, even a subsequent admission in custody cannot be
considered.

Mr. John Costello: No.

Senator Ivana Bacik: Mr. Costello said that only 16 of the 255 offenders the board re-
viewed had not accepted responsibility.

Mr. John Costello: Yes.

Senator Ivana Bacik: I presume that included people who had not pleaded guilty but later
admitted responsibility.

Mr. John Costello: Yes.
Senator Ivana Bacik: The board cannot take either into account.
Mr. John Costello: No.

Senator Ivana Bacik: There is a corollary that if one were to remove the mandatory life
sentence for murder, it would deal with the problem in another way in respect of that specific
group, which I have argued before, because currently there is no incentive for them to plead
guilty. I accept Mr. Costello’s point that it should be built in.

In terms of the 29 prisoners who refuse to participate in the parole process, what proportion
are they of the overall prisoners who are eligible for consideration? Does Mr. Costello think
that should be changed in the legislation? Should it be possible for prisoners to participate in
parole without losing the rights and privileges they are currently fearful of losing?

Mr. John Costello: The main problem, which I have set out in the written submission,
seems to be that they lose rights for temporary release and also lose other privileges. It is just
prison practice. It should not affect their existing rights but it seems it does. I have not had
a meeting with the prison governors and I want to do that in the new year and raise the issue.
One prisoner who was moved to Loughan House after four years said he did not enter the pa-
role process because he would not have been moved there so quickly had he done so. There is
something seriously wrong.

Senator Ivana Bacik: Is Mr. Costello saying that we do not know exactly what is wrong?
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Mr. John Costello: No, it is prison policy.
Senator Ivana Bacik: It is prison policy.
Mr. John Costello: Yes, but there is no legal basis for it.

Senator Ivana Bacik: That is very interesting and worth highlighting. It is counter-intui-
tive that it would be the case.

Mr. John Costello: It is, yes.
Senator Ivana Bacik: I thank Mr. Costello and apologise for having to leave.

Chairman: Mr. Costello has mentioned care, supervision and support after prison. Does
the Parole Board engage with organisations such as Care After Prison in Dublin, the Church-
field Community Trust in Cork, the Cornmarket Project in Wexford or U-Casadh in Waterford?
What is Mr. Costello’s knowledge and view of the work they are doing?

Mr. John Costello: In May this year we visited Mountjoy and I brought along Stephen
Doyle who works full time in Care After Prison and who was a prisoner granted parole after 13
and a half years. He came with us to Mountjoy and spoke to 50 lifers and told them what he did
to get parole and rehabilitate himself. He is encouraging other lifers to start rehabilitation work
from day one. He has said he will come to more prisons with us to talk to groups of lifers about
the work he does in Care After Prison and to incentivise them to rehabilitate themselves from
day one. The first review is not until after seven years and quite often many of the prisoners
have not done any rehabilitation in those seven years.

Chairman: I thank Mr. Costello for being here today and I apologise there were not more
members present.

Mr. John Costello: At least the committee has the report.

Chairman: We have the report.

Mr. John Costello: I was delighted to quote Nelson Mandela.
Chairman: We saw that in the report. Would Mr. Costello like to read it?
Mr. John Costello: It is a nice note to end on. Nelson Mandela said:

It is said that no one truly knows a nation until one has been inside its jails. A nation
should not be judged by how it treats its higher citizens, but its lowest ones.

Chairman: He spent quite a while in prison. I thank Mr. Costello for being here today and
for his engagement with us. I wish him and the board every success for the future and a happy
Christmas.

The joint committee adjourned at 4.20 p.m. sine die.
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