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Common Abbreviations used in this report 

 

 BMS – Building Maintenance Services 

 CCMA – County and City Managers Association 

 CPD – Continuing Professional Development 

 CSSO – Chief State Solicitor’s Office 

 DLO – Direct Labour Organisation (Direct Labour Workforce of State Industrial Staff) 

 DPER – Department of Public Expenditure and Reform 

 DSP – Department of Social Protection 

 ECF – Employment Control Framework 

 FM – Facilities Management 

 FTE – Full time Equivalent (staff numbers)  

 H&SS – Health and Safety Services 

 HRA – Haddington Road Agreement 

 ISER - Incentivised scheme for early retirement 

 JLL – Jones Lang LaSalle 

 KPI – Key Performance Indicator 

 MAC – Management Advisory Committee 

 M&E – Mechanical and Electrical 

 OGP – Office of Government Procurement (formerly NPS – National Procurement Service) 

 The OPW – The Office of Public Works 

 PAMCAM – Property Asset Management Capability Assessment Model 

 PAMDP – Property Asset Management Delivery Plan – an OPW report of 30 July 2013 

 REV – Revised Estimates Volume 

 SRO – Senior Responsible Owner 
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Executive Summary 
 

This Capacity and Capability review within the Office of Public Works (OPW), commissioned by the 

Chairman, specifically assesses OPW’s Estate Portfolio Management function. 

 

The OPW has operated for many years as a centralised Shared Service Centre – a model consistent 

with several other countries and endorsed by the findings of this review. An inconsistency though is 

the “free issue” of property to occupants – who thus have little incentive to occupy space efficiently. 

 

The OPW faces increasing challenges delivering its Property Asset Management Delivery Plan 

(PAMDP). There are too few specialists to fulfil OPW’s new wider remit and OPW’s processes and 

organisation structures need to be aligned to future needs. The OPW has demographic challenges too, 

plus known weaknesses in property data and systems. This is all challenging, but resolvable. 

 

In the future OPW will not simply be an accommodation provider for core central Departments. It must 

become the epicentre of cross-government property asset management strategies through 

communications and insight, by setting policies and standards and monitoring their adoption, by 

coordinated strategic planning and by “optioneering” across a greater population of stakeholders and 

customers. In a way the “old core OPW” becomes just one stakeholder among many in this new world. 

  

The outturn cost position for OPW services delivered from Voted funds was €639m in 2008; the 

provisional outturn for 2013 is €399m, a reduction of 37%. The OPW’s authorised staff number 

decreased by 25% and the actual headcount fell by 17% over the same period, partly because the 

Estates and Maintenance work is an increasing demand and partly because the OPW retained internal 

design capacity in professional areas to deliver additional work funded via other Departments’ Votes 

with a total value of €425m, which has been taken on during this period. 

 

The OPW’s customers appreciate the local District Offices, with their multi-disciplined teams and local 

knowledge. Centrally, occupiers are reasonably satisfied with the OPW’s end results, although not with 

the planning, communications and delivery timings. This could be improved by introducing charging 

and service level agreements to provide a basis for effective two-way performance management.  

 

The OPW has professional rather than functional staff groupings. This arrangement will not support 

effective delivery of PAMDP, with its stronger emphasis on strategic portfolio planning, policies and 

standards and multi-stakeholder engagement.  Restructuring the OPW around functional principles, 

and end-to-end project management, would free up capacity in the future.  

 

The PAMDP identified but did not quantify the benefits of implementation.  Doing this would help the 

OPW and DPER to work more in tandem in setting priorities across Government occupiers.  Benefits 

that will accrue include more efficient use of property resources, more streamlined processes across 

the public service and reduced administrative and legal costs.  The development of standards will allow 

property performance to be benchmarked and facilitate OGP in the aggregation of FM contracts.   

 

On the technology front, the OPW is already working to upgrade to modern systems; this work needs 

to align more closely with the change in organisational processes and structures described above. 
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Conclusions  
 
The OPW’s current capacity and capability will constrain the Government from achieving all PAMDP’s 

benefits, albeit that the OPW has started well without additional resources.  There is a need for new 

skills and processes, re-aligning existing structures and an urgent interim resource requirement to 

deliver on the PAMDP.  The OPW must adapt to its new dual role, become stronger in portfolio 

planning and standard setting, commission more work from external service providers rather than 

delivering services in-house, project manage the end-to-end lifecycle more effectively in the intelligent 

client role and actively manage the performance of a smaller supplier community.  

 

The nature of this change programme should not be underestimated, nor should any ongoing 

successes from PAMDP mask the extent of the transformation required.  

  

Recommendations 

1 – Boost Customer Engagement, Portfolio Planning and Programme & Project Management 

resources. 

2 – Define PAMDP’s property cost reduction and value release benefits, using them to prioritise work. 

3 – Develop a new service delivery model that will serve an enhanced existing end-to-end service and 

accommodate the needs of the PAMDP delivery. 

4 – Build on previous work with DPER to design and implement a simple property and projects charging 

regime that better incentivises occupiers’ behaviours. 

5 – Establish a set of Service Level Agreements with customers (core and wider government), with the 

aim of improving performance management in both directions. 

6 – Adopt an organisation model driven by process, not professional groupings. 

7 – Based on an explicit “Make v Buy” policy (i.e. the balance of in-house/ v external resources), and 

by the consequent estimation of numbers of staff required, go through a structured process to post-

map suitable staff and recruit others into the new roles without compromising “Business as Usual”. 

8 – Build up the Project Management role into a fully-fledged Programme and Project Management 

function not just in the delivery phase but in the early planning stages too. 

9 – Continue designing the PAMDP Key Performance Indicators (KPIs) and develop a detailed 

understanding of the associated levers of change, data flows and performance metrics in this wider 

remit.  

10 – Reduce the number of suppliers, broaden their scope working under a Help Desk and establish a 

firmer, more explicit, supplier performance management regime. 

11 – Develop a stronger culture of staff performance management. 

 

12 – Form a Business Transformation Team to re-design processes, restructure the organisation, 

integrate the technology project and manage the associated resource changes. This mainly internal 

team, complemented by consultants in key areas, would report to the Chairman. 
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SECTION 1 - Introduction 
This report presents the findings of a Capacity and Capability review carried out by Concerto Partners, working 

with RealFoundations and Jones Lang LaSalle across the Estates function of the Office of Public Works (OPW).  

 

We are grateful for the openness shown to us in this review in terms of accessing people and 

information and would like to thank the OPW’s staff for their co-operation and support. We would also 

like to thank the various Government Departments and Stakeholders that contributed time to the 

review to attend workshops and offer opinion and data through confidential interviews. 

 

1.1. Scope of Review 
The Office of Public Works (OPW) is responsible for the physical asset management of much of Ireland’s central 

Government property portfolio. The OPW’s remit includes Estate Portfolio Management (i.e. planning, delivering 

projects and maintaining the property assets), Heritage Services (i.e. day to day running of National Monuments 

and National Historic Properties) and Flood Risk Management. 

 

This Capacity and Capability Review, carried out between November 2013 and January 2014, examines the Estate 

Portfolio Management function. The review took account of the relationship between Estates services and the 

other two main business areas (Heritage and Flood service), but carried out no detailed review work in those 

areas. 

 

The Government’s Reform Programme was established in 2011.  This included property asset related 

recommendations which required the development of the Property Asset Management Delivery Plan (PAMDP) 

in July 2013. This Plan set out a number of actions both by the OPW and by the wider Public Service. The plan 

forms one of the key reference points for this capacity and capability assessment – the prime test being whether 

the OPW is able to deliver what is required. 

 

The Government appointed the Chairman of the OPW as the Senior Responsible Owner (SRO) assigned to lead 

the development and implementation of PAMDP.  

 

The actions in the Plan are grouped under the following headings: 

 Policy and Governance; 

 Communications; 

 Asset overview; 

 Benchmarking asset management; 

 Acquisitions appraisal; and 

 Standards. 

 

The terms of reference for this Capacity and Capability review are managed by a Steering Group of senior OPW 

officials led by the Chairman of the OPW, attended by a representative for the Department for Public Expenditure 

and Reform and by an independent consultant in an advisory capacity. The main objectives of the review are: 

 Ensuring that the OPW is delivering property services in this evolving environment in the most efficient 

and effective manner; 

 Delivering on the actions in the Property Asset Management Delivery Plan; and 

 Identifying areas where existing resources within the OPW may need to be strengthened, organisational 

and management structures re-aligned and working methods changed, bearing in mind the ongoing 

limitations on the overall resources available to the OPW and across the public service. 
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The key aims of the review are: 

 An assessment of the effectiveness of the OPW in delivering property-related services (i.e. office 

accommodation) to occupiers and in the management of its property assets; 

 Examining customer and stakeholder engagement with respect to communicating property strategies 

in the wider Public Service; 

 Assessing the OPW's resource capacity to lead the property asset management co-ordination role for 

the wider Public Service; 

 Identifying the organisational structure that ensures optimal delivery of the existing services and the 

Government's Reform Programme and ensuring that the Office has the people with the appropriate 

skill-sets and training required to deliver on these objectives; 

 Advising on alternative models of property asset management delivery and structure (which the OPW 

may draw on in terms of suitability in the Irish statutory and policy context), through benchmarking 

against best practice in public service property management in other appropriate 

jurisdictions/countries; 

 Implementation requirements and a high level plan for the transition; and 

 Assessing the approaches adopted by private sector bodies in relation to the management of 

property, which may be relevant to the OPW's service delivery. 

 

The terms of reference also noted some specific areas of interest, as follows: 

 Organisation/structure; 

 Governance; 

 Leadership; 

 Expertise; 

 Culture; 

 Management; 

 Technology and processes; 

 Performance management and measurement; 

 Value for money; and 

 Benchmarking with international comparators. 

 

1.2. Background 
This review takes place against a background of austerity, financial prudence, falling headcount and adjusted 

demand for property services including Garda stations rationalisation and the urgent Intreo programme delivery. 

Changes to local authority structures in the future will increase the pressures on State-wide portfolio 

management. The review also takes place at a time of change on two main fronts: new responsibilities for the 

OPW under the PAMDP and the creation of the Office of Government Procurement (OGP). 

 

With regard to headcount, OPW’s staff levels are limited centrally by the Department of Public Expenditure and 

Reform (DPER) under the Employment Control Framework (ECF).  Authorised staff numbers have reduced by 

25% and serving staff numbers have reduced by 17% (from a level of 2,002 full time equivalents (FTE) to 1,663) 

since 2008, with further reductions required in 2014. Under the Haddington Road Agreement, there is a specific 

time-bound incentive that may accelerate the retirement of some civil servants before August 20141. 

 

                                                           
1 The intention of the Minister for Public Expenditure and Reform to extend the “grace period” for payment of pension benefits to 
retiring public servants from 31 August 2014 to 30 June 2015 was notified to the OPW on 2 April 2014.  
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The level of demand for capital project services within OPW’s core vote has fallen considerably since the start of 

the financial crisis. In 2008 the size of OPW’s core capital expenditure programme was €333m but this had fallen 

to €84m by 2013. Note that the OPW Vote does not represent the full scope of OPW’s capital construction works 

because a significant element of funding comes from other Departments’ and Agencies’ Votes – the current 

cumulative value of the programme being some €425 million.  On the maintenance side, OPW’s budget in 2008 

was €74m, compared with €53m in 2013. 

 

The OPW is already positioned across central Government as a centralised shared service provider. Within the 

Estates Management remit, the OPW provides portfolio planning, estates management, capital project and 

maintenance management services to most of the main Departments. The OPW manages freehold assets and 

leasehold obligations in the capacity of an expert “Intelligent Client” on behalf of Government occupiers, whose 

role is to determine their occupancy requirements and communicate those clearly to the OPW. 

 

More recently, driven by the 2011 pan-government reform agenda, the OPW’s remit has begun to change. The 

Property Asset Management Delivery Plan sets out 30 actions which lead to an additional, wider role for the OPW 

in the future. The OPW’s core role, i.e. as a landlord across the core Departmental estate, will broadly continue 

– taking actions within the OPW’s Vote to maintain those assets in a safe, legally compliant manner to a standard 

suitable for occupation.  

 

The OPW’s new role has two primary elements: 

 As a coordinator of portfolio solutions across the wider public service , for example by helping identify 

property opportunities and surpluses across the wider property pool and marrying them up with 

emerging demands,  by identifying collective economic site development actions that would reduce 

costs, improve overall value for money for the taxpayer or provide a social/community benefit; and 

 As an expert/informed facilitator and enabler (through benchmarking and collaboration) of common 

policies and standards – such as occupancy densities, with a view to improving property performance 

including utilisation across the estate and reducing variability of solutions. 

 

These points take the OPW onto new territory. This is a role which requires consensual collaboration as well as 

a driven sense of purpose and enforcement through peer pressure and benchmarking techniques. At this stage 

the journey has started well, with both OPW and its new customers stepping forward collaboratively into the 

new space. There is a long way ahead, which will take shape more fully over the next five to seven years. 

 

One further point to mention in this background section is that the Office of Government Procurement 

(OGP)’s scope is evolving rapidly. The OGP’s mandate, scope and structure were published in January 

2014 as this report was being finalised. That there will be an impact on the OPW is in no doubt, as 

many of the OGP’s categories relate to OPW’s core services such as architecture, engineering, facilities 

management and quantity surveying. At this early stage it seems as though the OGP, with its Category 

Councils, will provide new framework contracts for OPW to use and call off. The impact on OPW’s 

resource levels at this very early stage is not possible to determine, but efficiencies seem likely. 

1.3. Our Approach 
The evidence collected that underpins this report comes from a variety of routes: 

 40 confidential 1-1 interviews with the staff listed in Appendix 1 along with an interview with the 

Minister of State with responsibility for the OPW, Mr Brian Hayes TD; 

 Four workshops with groups of staff and customers, also listed in Appendix 1; 

a) District Office Staff 

b) Junior Staff (“Day in the Life”) 

c) Senior Staff (“Look Forward/Look Back”) 
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d) Clients/Customers/Government Departments & Potential New Customers 

 A self-assessment “PAMCAM” workshop with senior managers – to determine collective views on 

OPW’s Physical Asset Management Capability; 

 Discussions with the Steering Group and the OPW’s Management Advisory Committee (MAC); 

 An anonymous survey sent to approx. 600 staff; 

 An anonymous survey sent to 49 customers; and 

 Review of OPW reports, systems and documents.  

 

Confidential interviews were also undertaken with key stakeholders within DPER. The OPW relates to 

DPER in three ways 

(i) In the discharge of its statutory functions devolved to the Commissioners; 

(ii) In its financial duties under the OPW’s Vote; and 

(iii) As a Department participating in the Government Reform Programme, for which the 

Chairman of the OPW is Senior Responsible Owner (SRO). 

  

Jones Lang LaSalle used its international network of contacts to carry out a high level benchmarking study 

comparing OPW's model with those found in other countries. It is important to stress that there is no “right 

answer” here, with solutions depending on geographic spread, country-specific policies regarding centralisation 

and devolution of functions, workload, market capability and management or political preference. Nevertheless, 

the comparison exercise was useful in comparing the OPW’s solution against others adopted elsewhere. 
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SECTION 2 - Current Overview of OPW  
This section presents information about OPW’s current delivery arrangements under the following 

headings: 

 
2.1  Scope of service; 

2.2 OPW’s customers and stakeholders 

2.3  Overview of the physical estate; 

2.4  Cost profiles; 

2.5  Organisation structure; 

2.6  Groups and Teams; 

2.7  Staff profiles; and 

2.8  Geographic analysis 

 

2.1. Scope of service 
The OPW has a specific Minister responsible for it, the Minister of State at the Department of Finance 

and the Department of Public Expenditure and Reform with special responsibility for the Office of 

Public Works (currently Mr Brian Hayes, TD). The legal entity of the Commissioners of Public Works in 

Ireland currently comprises a Chairman and two other Commissioners. The staff of the organisation 

are part of the Civil Service of the State. 

 

Under the OPW’s Statement of Strategy (2011 to 2014), the OPW's mission and mandate is: “To use 

our experience and expertise in our mandated areas of operation to provide innovative, effective and 

sustainable shared services to the public and our clients. The core functions of the OPW relate to three 

areas of operation i.e. Estate Portfolio Management, Flood Risk Management and Procurement2.” 

 

The OPW is primarily a service delivery organisation, using the knowledge and skills of their staff to 

respond to the needs of the Government and the public across the full range of functions assigned in 

the areas of property and flood risk management.   

 

The organisation is client-focused with a clear mandate to provide value for money to the taxpayer 

while delivering in a timely manner and being alert to sustainability issues. The demand for the OPW’s 

services comes from a range of sources such as the public, Government, other Departments/Offices, 

Agencies and the wider public service. For this reason, the majority of the staff are employed in 

operational and front line areas responding to customer needs. 

 

As well as its other functions, the OPW provides a wide range of services in the area of Estate Portfolio 

Management: 

 Advising Government on architectural matters and providing a range of professional services, 

including feasibility and planning studies, conservation and historic evaluations, client brief 

developments, advisory services on Green Procurement and Building Regulations, and 

Research; 

 Monitoring of external consultants; 

                                                           
2 Since this mission statement was drafted, the procurement function transitioned to the Office of Government Procurement on 1 January 

2014 

http://en.wikipedia.org/wiki/Minister_of_State_(Ireland)
http://en.wikipedia.org/wiki/Brian_Hayes_(politician)
http://en.wikipedia.org/wiki/Teachta_D%C3%A1la
http://en.wikipedia.org/wiki/Civil_service_of_the_Republic_of_Ireland
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 Establishing policies and standards for all Government occupiers; 

 Providing a full range of estates management and support services: 

o Maintaining buildings and legislative compliance (universal access, Health & Safety); 

o Resolving land ownership issues (encroachments, boundary issues, overholding, etc.); 

o Art Management within the State portfolio; 

 Waiver Programme under the State Property Act 1954; 

 Sourcing, assessment and acquisition of sites; 

 Management and design of major construction and procurement projects on behalf of other 

Agencies and Departments; 

 Developing sustainable energy solutions as part of “Optimising Power @ Work”; and 

 Administration of the Local Loans Fund. 

 
The Estate Portfolio Management function is a shared service provided by the OPW and involves the 

management, maintenance and development of the State’s property portfolio.   

The Estate Portfolio Management services, in Property and Heritage, are currently delivered under the 

unified heading of Estate Portfolio Management. Heritage, which falls under this function, involves in 

part the care, protection and presentation of national monuments and historic properties, although it 

is outside of scope in this review.  

 

The OPW has a wide range of in-house capabilities, for example in architecture, engineering, portfolio 

planning, valuation, quantity surveying, horticulture, botany, arboriculture and project management. 

The OPW also has property management functions primarily in relation to leases and rents; and 

maintenance of the fabric of up to 2,500 properties. 

 

The OPW-managed expenditure in respect of Estate Portfolio Management is in the order of €300m 

per annum in Exchequer funding.  This figure includes the provision and maintenance of all office 

accommodation for central Government Departments and agencies.   

 

2.2. Customers and stakeholders 
OPW has a varied portfolio of customers and stakeholders. There are three broad groups: 

 Those receiving accommodation services only; 

 Those receiving accommodation services and who also have significant property 

holdings/other interests in property aside from the office accommodation that the OPW 

provides for them; and 

 Stakeholders working collaboratively with OPW in cross-government portfolio planning and 

standard setting. 

 

2.2.1. Current clients – accommodation services only 

The following is a list of current clients of the OPW who only receive accommodation services from 

OPW: 

 An Garda Síochána;            

 Department of Children & Youth Affairs; 

 Department of Finance; 

 Department of Foreign Affairs & Trade; 
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 The Revenue Commissioners; 

 Department of Public Expenditure and Reform; 

 Department of Social Protection; 

 Department of the Taoiseach; 

 Office of the Attorney General; 

 Courts Service; 

 Central Statistics Office; 

 Property Services Regulatory Authority; 

 Property Registration Authority ; 

 Valuation Office ; 

 The Office of the Chief State Solicitor; 

 Cultural Institutions; 

 The Office of the President; 

 The Houses of the Oireachtas; and 

 A range of other central and non-central Government bodies. 

 

2.2.2. Current customers receiving OPW’s services across part, not all, of the portfolios 

under their aegis  

OPW provides a service supporting only part of some customers’ estates. These include: 

 Department of Agriculture, Food and the Marine; 

 Department of Arts, Heritage and the Gaeltacht; 

 Department of Communications, Energy and Natural Resources; 

 Department of Defence (significant property holder - vested in the Minister for Defence); 

 Department of Education & Skills; 

 Department of Environment, Community and Local Government; 

 Department of Health; 

 Department of Jobs, Enterprise and Innovation; 

 Department of Justice and Equality; and 

 Department of Transport, Tourism & Sport. 

 

These clients will generate additional workload for OPW in the future under PAMDP, involving 

increased levels of portfolio planning and cross-government property coordination. 

 

2.2.3.  Property Asset Management Delivery Plan stakeholders 

The following is a list of stakeholders currently not receiving services from OPW. Again, these groups 

will all become involved in the PAMDP wider remit in the future: 

 Health Services Executive (significant property holdings); 

 Local Authorities (have their own lands and accommodation, housing, etc.); and 

 Organisations under the aegis of various Departments.  

 

 

2.3. Overview of the physical estate 
This section provides an overview of the physical estate managed by the OPW, covering the following 

topics: 
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2.3.1  The occupied estate; 

2.3.2 The vacant estate; and 

2.3.3 Leaseholds and freeholds. 

 

2.3.1. Occupied estate 

There are approximately 2,500 individual buildings spread throughout the country. Of the total 

portfolio, 0.9 million square metres is commercial property (mainly office) and small amounts of 

storage, industrial and other specialist workspace for Government Departments and Agencies.  The 

OPW holds a large and diverse portfolio of properties in all counties.  

 

Buildings vary in size from large complexes such as Leinster House (parliament buildings) and Dublin 

Castle, to single unit Garda Stations. The portfolio includes specialised spaces such as public offices, 

laboratories, cultural institutions and heritage properties. 

 

As at 31 December 2012, Central Government occupied in the region of 862,878 sq. m. (9,287,930 sq. 

ft.) throughout Ireland. The office accommodation element of the portfolio comprises of 58% owned 

and 42% leasehold in 611 buildings, with a total rent roll of €92,165,063 per annum (as at Q4 2012). 

 

Table 1: Estate Portfolio - Office Rental Accommodation Analysis*  

 
Total No 

of Buildings 

Net Internal 

Area Sq. m. 

Net Internal 

Area Sq. ft. 
Rent PA 

Dublin Office – Owned 107 242,738.23        2,612,810  N/A 

Regional Office – Owned 139 257,975.21        2,776,819  N/A 

Dublin Office – Leased 125 216,722.75        2,332,782  €71,655,994 

Regional Office – Leased 240 145,441.56        1,565,518  €20,509,069 

Total 611 862,877.75        9,287,929  €92,165,063 

* NB - Excludes service charges 

Source: Portfolio Property Data January 2013 – Master Copy 

 

 

 

 

 

 

 

 

 

 

 

  



 

Page 14 of 62 

 

Figure 1: Overview of Estate Freehold v Leasehold 

 
Source: Property Portfolio Data Jan 2013 – Master Copy & Lease Schedule breakdown Nov 2013 

 

Approximately 28% of office accommodation is located in historic buildings that have been converted 

for new use (e.g. Leinster House and Government Buildings and the Custom House).  

 

2.3.2. Vacant Space 

An analysis of the leasehold portfolio (as at 31 December 2012) indicates that less than 1% of the office 

accommodation is vacant.  While this would appear to be a reasonably low level, the true level of 

potentially vacant space will be higher. This arises for a variety of reasons, e.g. property is provided 

free of charge so there is no incentive for Departments to occupy their spaces efficiently; historically 

space allocations have been overly generous with excessive use of cellular accommodation.  OPW fully 

accepts that its current densities, (space allocated per person), are above normal benchmarks and 

significant effort will be required to bring these into line with generally accepted norms.  Under the 

PAMDP, OPW will be seeking to achieve approximately 12m2 per person. 

  

In the international comparison study several countries have similar occupancy density challenges and 

are taking action to tighten matters up. For example Finland is moving from a “net” standard allocation 

(i.e. excluding lifts and fire routes, etc.) of 18m2 per person to 15m2 each. In the UK, the aim is to 

reduce from current levels of around 13m2 per person to 10m2 and sometimes 8m2. There is a note 

of caution about these comparisons as different space definitions of “gross” and “net” are rife and 

genuine comparisons hard to make with precision. That said, the OPW believes that Ireland’s 

occupancy densities are on the high side and there is clear potential to achieve savings as already 

identified in the Policies and Standards activities under OPW’s PAMDP initiative.  

  

The OPW has limited insight, however, into the utilisation of office space by their individual customers, 

as occupiers do not report on their occupancy. The lack of base data is an issue, as are the rudimentary 

departmental annual space surveys. Over time this situation will improve under PAMDP, with 

customer capability improving driven by the increased focus on densities and with the general drive 

by the OPW to enrich the level of asset data across the portfolio. Occupancy statistics will become 

more robust as time passes, particularly when (as is planned) the facility to receive reports from the 

28%
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PeoplePoint HR Shared Services function provides more information on staff numbers and locations to 

OPW. 

 

2.3.3. Leaseholds and Freeholds 

Since the onset of the financial crisis, the OPW has been working to reduce the costs of the leased 

estate by taking advantage of lease breaks or lease termination opportunities when they arise. 

 

Since 2008, the OPW has acquired no new property to re-accommodate staff vacating surrendered 

office space. As far as possible, staff have been relocated into existing State-owned office buildings.  

The OPW has successfully reduced the office property footprint by almost 88,000 sq. m. This 

rationalisation, combined with rent reductions achieved at rent reviews and renewals, has yielded a 

saving of almost €30m on 2009 figures. Figure 2 below shows the profile of future lease breaks and 

expiries, indicating that there is potential for significant cash savings over the coming years by 

continuing to follow this policy.  In an exception to the rationalisation, OPW has entered into a small 

number of leases to facilitate the roll-out of the Intreo Programme.  The leases are for public offices, 

not office accommodation. 

 

It should be noted that following a lease avoidance strategy is not necessarily appropriate in all 

circumstances, as leasehold solutions create useful flexibility for Government.   

 

Figure 2: Freehold and Leasehold Office Space 

 
Source:  Freehold - Portfolio Property Data January 2013 

Leasehold - Master Copy & Lease Schedule Breakdown Nov 2013 
 

2.4. Cost Profiles 
This section provides information about OPW’s costs, under the following headings: 

 

2.4.1 Funding activity for programmes; and 

2.4.2  Remuneration. 

 

0

100

200

300

400

500

600

700

800

900

1,000

2012 2013 2014 2015 2016 2017 2018 2019 2020 2021 2022 2023 2024 2025 2026

SQ
.M

. 
(N

IA
 '0

0
0

)

Year
Dublin - Owned Regional - Owned Dublin - Leasehold Regional - Leasehold



 

Page 16 of 62 

 

 

 

2.4.1. Funding activity for programmes 

The OPW services are generally delivered from Voted funds. The gross OPW provisional outturn for 

2013 is €399.205m. This represents a 37% reduction in gross expenditure from €639m in 2008.   

 

The OPW Vote, however, does not represent the full scope of the OPW activities as a significant 

element of funding is managed on behalf of other Departments using monies recouped from the voted 

Departments.  Under those circumstances, the OPW acts as an agent and incurs expenditure on their 

behalf. This amounted to €79m in 2012 of which approximately €67m related to Estate Portfolio 

Management (excluding Heritage Services). 

 

Table 2 – Details of OPW’s non-voted accounts funded by other departments 

  2012 2013 

Major Capital Works for Departments 28,923,536 31,846,410 

Rents on behalf of clients 16,631,965 14,358,303 

Maintenance Works for Departments 20,623,392 4,006,274 

Totals 66,178,893 50,210,987 

Source: OPW  

 

In addition, the OPW acts in an advisory capacity for client programmes of work.  For example, the 

project management and architectural services teams provide specialist procurement and technical 

advice to the Government and various Departments on major projects. These projects, with a current 

total value of more than €425 million, do not appear as expenditure items in the OPW Accounts (Voted 

and Non-Voted) as they are funded directly by Departments.  

 

Unitary Payments expenditure in 2013 was €48.346m of which €20.3m is capital. 

 

Table 3 provides a comparison in voted expenditure for all years from 2008, broken down by capital 

and current expenditure: 

 

Table 3: OPW Funding 

 

OPW Funding - 2008 to 2013 

  

2008 
Outturn 

2009 
Outturn 

2010 
Outturn 

2011 
Outturn 

2012 
Outturn 

2013 
Provisional 

Outturn 

2008 - 
2013 % 

Decrease 

  €000 €000 €000 €000 €000 €000 % 

Pay 111,159 106,712 97,311 94,842 91,006 89,285 -19.7% 

Capital (excl. 

NCC) 
336,453 172,658 141,232 92,781 97,833 95,301 -71.7% 

Current Non-

Pay (excl. 

NCC) 

195,159 198,980 173,836 159,828 152,173 166,273  -14.8% 
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Source: OPW 

 

2.4.2. Remuneration  

 

The Administrative Budget funded the remuneration of 608 Established staff in 2013 with a pay 

outturn of €34.064m. The pay spend in 2013 for established staff on the Estate Portfolio Management 

programme (excluding Heritage Services) was €14.978m.  

 

Pay for Industrial staff comes from the operational budgets for each programme and amounted to 

€55.221m in 2013 for the entire range of OPW functions, of which €10.759m related to Estate Portfolio 

Management direct labour staff (excluding Heritage Services). 

 

2.5. Organisation Structure Overview 
The Workforce Plan 2013-2018 sets out the organisational structure of the OPW. 

 

The OPW’s top level management structure is organised around the interlinking entities of the Board 

and the MAC. The Chairman reports to the Minister of State at the Office of Public Works (Mr Brian 

Hayes, TD). The Chairman is the Accounting Officer for the OPW Vote and is the SRO under the 

Government’s Reform Programme. 

 

The Board comprises the Chairman and two Commissioners; the Commissioners are the legal entity 

referred to in relevant legislation and regulations concerning the Commissioners of Public Works. The 

Board and the Directors of Architectural Services, Engineering Services and Corporate Services 

together form the Management Advisory Committee (MAC). This is the Top Level Management group 

which advises the Minister of State on policy and directs the activities and functions of the Office. 

Sections within each of the Divisions are mainly headed by senior managers at Principal Officer level 

i.e. Principals, Assistant Chief Engineers, Assistant Principal Architects and the Head of Quantity 

Surveying. 

 

Figure 3 below shows OPW’s current organisational structure. 
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Figure 3: OPW’s top level management structure 

Source: OPW 

 

2.6. Individual groups and teams 
This sub-section describes OPW’s main staff groupings relating to the Estates Management function, 

as follows: 

 

2.6.1  Property Management Services (including Valuation Service); 

2.6.2  Property Maintenance Services; 

2.6.3  Project Management Services; 

2.6.4  Architectural Services; 

2.6.5  Mechanical and Electrical Services; 

2.6.6  Civil and Structural Engineering Services; 

2.6.7  Quantity Surveying Services;  

2.6.8  Conservation including Direct Labour Workforce; and 

2.6.9  Corporate Services (proportion of central support services). 

 

2.6.1. Property Management Services  

47.43 FTE Established Staff, no State Industrial Staff. 
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The current workload includes: 

 Rationalisation of the State’s property portfolio. A unit within Property Management Services 

focuses on future portfolio planning with a view to further rationalisation of the office 

portfolio.  The initial focus is on the Dublin portfolio, where 78% of the total rent roll arises 

from 125 of the total 365 leasehold buildings.  This programme is being expanded to provincial 

cities and towns. Property Management Services maintain a “whole of portfolio” view in all 

transactions, including allocation of premises, acquisitions and disposals. This focus has 

facilitated more efficient use, and allocation, of office space to clients. Pockets of vacant space 

are kept under constant review and as far as practicable, matched to demands for space. 

Property Management Services are tasked with the negotiation with Departments to re-locate 

where appropriate as part of the rationalisation programme. 

 Waiver Application Programme:  The administration of Sections 28 to 31 of the State Property 

Act 1954, on behalf of the Minister for Finance rests with the Commissioners of Public Works.  

Under S.28(2), personal property and land vested in or held in trust by a body corporate 

immediately prior to its dissolution (other than personal property or land held by such body 

upon trust for another person) becomes property of the State in the person of the Minister for 

Finance until such time as the company is restored to the Companies Register or the Minister 

waives the interest under S. 31 of the Act.  This legal mechanism acts as a failsafe so that the 

property is never ownerless.    

 An Garda Síochána announced a programme of Garda station closures in the Policing Plans of 

2012 and 2013. The Garda identified a number of properties as surplus to requirements and 

returned them to the OPW for disposal. The OPW ascertains alterative State or local authority 

requirements for the properties and deals with requests from the political field and interest 

/community groups on proposals for alternative uses. 

 Disposal of Surplus State Properties. These comprise custom posts, coastguard stations and 

sundry other properties. This involves identifying other State uses, disposal on the open 

market or consideration of any viable community proposals. The objective in the current 

challenging economic climate is to minimise the cost to the State in managing this portfolio. 

As with any disposal strategy, and given the geographical spread of the assets involved, each 

property must be assessed on its individual merits and examined on a case-by-case basis to 

establish its suitability for disposal.  Strategies take into consideration the possibility of 

additional returns to the taxpayer, taking into account holding costs, if the market improves. 

Telecommunications masts, generating an income to the State and providing important 

communications infrastructure, often complicate the disposal strategies at sites such as Garda 

stations.  Other complications can include poor title, trespassers/encroachments, 

encumbrances and legal delays. 

 Property Management provides State-owned property accommodation on a commercial 

leased basis to a number of bodies, generating income c€2m. and manages the income stream 

from telecommunications masts/antennae located on State property c€5m. 

 Intreo Programme (Department of Social Protection). Central Government charged the OPW 

and the Department of Social Protection (DSP) with the delivery of the new Intreo Service, with 

63 Intreo Offices required by the end of 2014. The majority of the proposed Intreo Offices 

require property solutions (e.g. new buildings, new leases, fit-outs or extensions of existing 

property, etc.). Property Management Services are responsible for delivering these solutions. 
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The OPW’s staff state that this is a high profile programme which came into the OPW at short 

notice, disrupting other ongoing programmes being delivered on behalf of other departments. 

We will return to the whole subject of portfolio planning later in this report. 

 

Property Management co-ordinates responses to legal issues relating to the estate, for example: 

 Ensure compliance with the law in all areas pertaining to property such as compulsory 

registration of title, compliance with the Property Services Regulator and local taxation; 

 General legal matters around ownership. Purchases of properties and regularisation of 

boundaries and titles to the State owned portfolio; 

 Processing licence applications relating to State properties e.g. ESB Substations (c.180), 

wayleaves, BT licences (150-200);  

 Managing the use of State owned properties by third parties, i.e. Sporting licences,, filming 

licences, grazing licences; and 

 Dealing with encroachments, encumbrances, overholding and ownership issues relating to 

State properties. 

 

Property Management also carries out a wide range of general activities, for example: 

 Preparing responses to PQs (100 to date this year), representations (160 to date this year); 

 Preparing Ministerial and Chairman’s briefing material and speeches on request; 

 Liaising with other elements of the OPW to achieve results in property related matters; 

 Dealing with Freedom of Information (FOI) requests and press queries; and 

 Providing the interface between the Office of Public Works and the public on all property-

related queries. 

 

The Government’s Reform Programme, in conjunction with the PAMDP, will give rise to considerable 

additional work for Property Management Services. At a strategic level there is significant work to 

ensure a 'whole of Government' approach to property asset management under the PAMDP – in 

particular in areas such as portfolio planning, setting policies and standards and in communication 

between departments. 

 

2.6.2. Property Maintenance Services 

92.73 FTE Established Staff, 16 State Industrial Staff. 

 

This section is responsible for the care and maintenance of State Property, with staff located across 

the country.  It is based in eight Regional and seven District offices and includes: 

 Property Maintenance Administration; 

 Furniture Division; 

 Fire and Security Section; and  

 Health & Safety Services.   

 

Property Maintenance Services provides a reactive and planned maintenance service for the building 

fabric for State-owned and leased property occupied by Government Departments and State Agencies. 

It undertakes minor capital works, office fit-outs, upgrading and refurbishments. Maintenance works 

and minor capital works are funded through the OPW Vote or by the relevant Government Department 

or State agency on a pre-funding basis.  
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Under Circular 1/2013, the funding and responsibility for Departmental office premises maintenance 

were transferred to the OPW Vote as part of the Revised Estimates Volume (REV) process from 1st 

January 2013.  This means that the OPW controls the budget for the maintenance of the State-owned 

and leased properties potentially enabling more targeted planned than reactive maintenance. A 

central aim of the circular is to support OPW’s mandate to reduce the property costs of the State while 

at the same time providing appropriate accommodation for staff in the most economical way. 

 

In consultation with Property Management Services, Regional Offices provide a technical service 

particularly for the Lease Surrender and Office Rationalisation Programme. In addition, Regional 

Offices are responsible for the management, maintenance and securing of vacant properties and 

working with Property Management Services to prepare properties for disposal or for new occupants. 

 

The Furniture Division also comes under the remit of the Property Maintenance Services function. It 

manages the provision of furniture across the Government estate, maintaining a warehouse in Dublin 

to manage the surplus stock. 

 

Health & Safety Services (H&SS) is a team within Property Maintenance. It deals with all aspects of 

health and safety across the Estate Portfolio Management Division. H&SS is heavily involved in the 

management and maintenance of safety records, including the asbestos database, construction 

management safety audits, accident reporting database and training records, to ensure that the OPW 

is compliant with relevant statutory obligations. 

 

2.6.3. Project Management Services 

30.8 FTE Established Staff, no State Industrial Staff. 

 

Project Management Services delivers new buildings and refurbishment projects relating to State 

properties.  To fulfil this role the section procures, when required, any external consultancy services 

necessary across the range of disciplines involved in a project e.g. Architectural, Engineering, and 

Quantity Surveying, etc., for a client/customer. 

 

Project Management Services are located in three different areas of the country:  

 OPW Headquarters in Trim; 

 52 St Stephen's Green, Dublin; and  

 Claremorris, Co. Mayo. 

 

The current work programme supported by Project Management Services includes: 

 A diverse range of projects for core Departmental client groups and agencies, such as the 

Revenue Commissioners, the Department of Agriculture & Food, the Department of Social 

Protection and the Road Safety Authority; 

 Schools Programme - Upon request from the Department of Education the OPW is involved in 

the design and construction procurement of several schools and extensions across the 

country; 



 

Page 22 of 62 

 

 Intreo Programme - Project Management Services is responsible for the delivery of the ten 

largest Intreo Projects. Each of these projects will cost in excess of €500,000 (delivery of 54 

complex projects in cooperation with Property Maintenance Services); 

 Department of Justice & Equality - The National Children Detention Facility, Lusk, Co. Dublin, 

is an ongoing project and is being procured on behalf of the Irish Youth Justice Service, 

primarily to facilitate cessation of detention of juveniles at St. Patrick's Institution; and 

 Department of Justice & Equality & Garda Síochána - The OPW provides technical advice to the 

Department of Justice & Equality on some elements of the recent PPP infrastructure which will 

see investment in the State Pathology Laboratory, new Garda Divisional Headquarters and a 

number of Courthouses. Refurbishment and extension works to existing courthouses, along 

with new Garda Headquarters, are planned in several locations around the country and Project 

Services provides assist where required. 

 

Finally, Project Management Services have a wide range of projects ongoing in the area of museums, 

galleries and heritage sites, the majority of which are outside the scope of this review.  

 

2.6.4. Architectural Services 

41.8 FTE Established Staff, no State Industrial Staff. 

 

As Capital funding levels declined following the onset of the financial crisis, Architectural Services 

commissioned less work to the private sector, therefore, relying more on its own resources. Over time, 

the balance has shifted from a ratio of around 50%/50% of in-house/external delivery more towards 

85% being in-house. There has also been a significant reduction in the number of staff in Architectural 

Services since 2008. In 2008 there were 77 professional and technical staff in Architectural Services 

and there are now 42, a drop of 45%.   

 

The Architectural Services of the OPW work mainly internally with Project Management, Property 

Maintenance and Property Management Services in the fulfilling of their roles as outlined above, which 

is extensive.  They are involved in the Conservation and Preservation of the historic buildings that form 

part of the State property portfolio.    The Government’s Policy on Architecture 2009-2015 

strengthened the role of the Principal Architect in the OPW and added the title of State Architect to 

include the following functions: 

 

 Advising on the implementation of Architecture Policy Actions; 

  Contributing to the Government Construction Contracts Committee in developing 

procurement and contracting policies in support of architectural quality in State-funded 

projects; 

 Consulting regarding legislation and regulations affecting quality in architecture and the built 

environment; and 

 Advising Government Departments on the care of monuments and the conservation, 

restoration and re-use of historic properties. 

 

A graduate programme exists within the Architectural Services division of the OPW, with 24 graduate 

places currently sanctioned (it should be noted that graduates are not employed by the Office and are 
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not included in the ECF numbers). This has been a successful scheme although the graduates must 

leave at the end of their training period (three years) limiting succession planning for the future.  

 

Working with Property Management Services the function carries out building surveys, fit-outs, 

occupancy studies, lay-out options and brief development.   Architectural Services has had both a 

time/project and workflow management system in place since 1998 and 2012 respectively. In addition, 

there are six architects who are also qualified project managers. In addition, a library database of 

drawings, details, building and planning control requirements, specifications, etc., continues to be 

developed and updated. This has allowed Architectural Services to provide more services with less 

people as can be seen from both the OPW and non-OPW vote work it undertakes. 

 

2.6.5. Mechanical & Electrical Services 

23.5 FTE Established Staff, no State Industrial Staff. 

 

The Mechanical & Electrical (M&E) Section is involved in the design, installation and maintenance of 

mechanical, electrical and electronic services in State buildings throughout the country.  The M&E 

section provides an advisory service for the selection, briefing, management and monitoring of 

external engineering consultants appointed by the OPW.   

 

OPW were early adopters of outsourced maintenance and today the bulk of maintenance services to 

the portfolio are delivered through outsourced service provision.  This requires considerable contract 

provision and monitoring skills. 

 

The Energy Conservation Unit of M&E Section is involved with the installation of energy efficient 

technologies as well as implementation of energy efficient strategies and programs in buildings 

throughout the State. Optimising Power @ Work is a civil service-wide staff energy awareness 

campaign involving buildings in the OPW property portfolio. Over the period of the current savings 

programme across the Civil Service are estimated as follows: 

 2010 - €2.2m 

 2011 - €2.4m 

 2012 - €2.82m 

 2013 - €3.25m 

 2014 - €3.7m 

 Total 2010-14 - €14.37m 

 

The M&E Section provides advice and support to Property Management Services in relation to the 

Rationalisation programme in the reconfiguring of office space. 

 

2.6.6. Civil & Structural Engineering Services 

10.2 FTE Established Staff, no State Industrial Staff. 

 

This section provides a full suite of engineering services on construction-related matters to other 

sections within the OPW and to Government Departments.  
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The engineers form part of the design team on major projects from the preparatory stage until the 

completion of site operations. They provide civil and structural engineering services for the 

preparation of tender documents for the appointment, and management, of Civil and Structural 

Engineering consultants.  They are involved in the appointment, management and monitoring of those 

consultants. 

 

Engineering Services provides support to Property Management on the development and inputs 

required for the property mapping register and design standards under the PAMDP from within 

existing resources, as well as providing services to Flood Risk Management on civil design work. 

 

2.6.7. Quantity Surveying Services 

6 FTE Established Staff, no State Industrial Staff. 

 

The Quantity Surveyors Section of the Estate Portfolio Management function is staffed by professional 

Quantity Surveyors servicing Estate Portfolio Management.  They deliver some work on an in-house 

basis but mainly act as an Intelligent Client by outsourcing and engaging Consultant Quantity 

Surveyors.  

 

2.6.8. Conservation - Direct Labour Workforce 

2 FTE Established Staff, 192 State Industrial Staff. 

 

A direct labour workforce of 1,055 people is employed by the OPW to carry out much of the work in 

the Building Maintenance, Drainage Maintenance, Heritage Services and Flood Relief areas. Table 4 

below shows the composition of the direct labour force, which includes highly specialised craftsmen, 

particularly in the Heritage area. The rows highlighted with an asterisk represent those working in the 

Estates Management function, with the majority of staff reporting to the Head of Conservation. 

 

BMS’s work includes a range of small scale projects, repairs to fabric and reactive maintenance on 

approximately thirty of the capital’s most important historic buildings and complexes. Services are 

provided for a range of state occasions. BMS is recognised for its expertise in building maintenance 

and has detailed corporate knowledge of complex building systems in key strategic properties. BMS 

completes minor works where security concerns would delay outsourcing. 

 

Table 4: Composition of the direct labour force 

State Industrial Staff Divisions Numbers 

Maintenance- Cleaners * 2 

Maintenance – Furniture * 10 

Maintenance – Health & Safety * 4 

Conservation – Maintenance * (BMS) 192 

Historic Properties 301 

National Monuments 301 

Drainage 245 

Total (excluding seasonal staff) 1,055 

Source: Industrial Staff profile December 2013 
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* Indicates staff are within Estates Management Function 

 

 

2.6.9. Corporate Services 

123.89 FTE Established Staff, no State Industrial Staff. 

 

Corporate Services support all the functional areas of activity in the Office, which include functions 

such as: 

 Human Resource Management and Development; 

 Financial Management; 

 Information & Communication Technology; and  

 Other services necessary for the day to day operations of the Office.   

 

This area is undergoing significant change with the implementation of HR and Payroll and Financial 

Shared Services under the Public Service Reform Plan. Resources in these areas are preparing for a 

smooth transition to these shared services. On completion of these reforms, there will be some surplus 

capacity for redeployment to the other functional areas. 

 

2.7. Staff Profiles 
The OPW has under 1,700 staff made up of professional, technical, industrial and administrative 

grades. The staff are stationed in over 130 locations throughout the country with the headquarters is 

in Trim, Co. Meath. The geographical spread of the OPW's staff and workplaces is a positive and 

necessary feature of the organisation, enabling OPW to provide responsive, localised services to 

clients/customers. 

 

This section of the report provides information about OPW’s current staffing levels, as follows: 

 

2.7.1 Age profile for all staff 

2.7.2 Incentivised Scheme for Early Retirement (ISER) 

2.7.3 Employment Control Framework (ECF) 

2.7.4 Staff numbers in Estate Portfolio Management 

 

 

2.7.1. Age profile for all staff 

The OPW has an aging workforce: 

 45% of the established workforce and 54% of industrial personnel are over 50 years old; 

 Almost 25% of established staff are over 55 years old; and 

 20% of industrial personnel are over 60 years old. 

 

The following bar charts indicate the aging profile of the OPW workforce in both the Established and 

Industrial staff compliment: 
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Figure 4: Established Staff – Age profile 

 
Source: Established Staff Profile March 2013 

 

Figure 5: Industrial Staff – Age profile 

 
Source: Industrial Staff Profile July 2013 

 

 

2.7.2. Incentivised Scheme for Early Retirement (ISER) 

Under the 2009 Incentivised Scheme for Early Retirement (ISER) the OPW has already lost a significant 

amount of expertise in areas such as Estate Portfolio Management, which is not an area that the Office 

would have identified for a reduction in numbers. This was followed by a second tranche of retirements 

in February 2012 under the preserved pension arrangements as provided for under the Croke Park 

Agreement. 
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Under the new Public Service pay agreement, the Haddington Road Agreement (HRA), which is in force 

from July 2013 to July 2016, staff aged above 50 may retire in August 2014 and preserve the pre HRA 

pay related pension benefits.  The take up on this option will not be known until May/June 2014.  This 

effectively incentivises those who are close to the full service retirement age to exit before August 

20143.  

 

Figure 6 examines what might happen, based on OPW staff data, if those Established staff aged 58 and 

above choose to retire two years earlier before they reach the age of 60. At present OPW has no way 

of knowing what the likely end position will be in between these two extreme scenarios, as the decision 

is some way off and the choice is left to each person. 

  

Figure 6: Established Staff Retirement Scenarios  

 
Source: Established Staff Profile March 2013 

 

2.7.3. Employment Control Framework (ECF) 

The OPW is implementing the Employment Control Framework (ECF) in accordance with the numbers 

set by the DPER. The headcount in OPW has remained below the ECF figures in each of the years that 

the Framework has been in place, as shown in Figure 7, partly due to strong restrictions against 

recruitment, even within the ECF limit. 
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Figure 7: ECF Authorised staff levels v Actual numbers of serving staff 

 
Source: Briefing Note – Staff numbers 

 

Table 5: Staff/ Employment Control Framework Numbers 

Staff/ Employment Control Framework Numbers 

 

2008 2009 2010 2011 2012 
2013 

March 
2013 
Rev 

% 
Decrease 

2008 
to end 
2013 

2014 
 

Established 741 703 669 656 635 631 601 18.9 570 

Industrial 1467 1,250 1,224 1,201 1,162 1,154 1,099 25.1 1050 

Authorised 
Total 

2,208 1,953 1,893 1,857 1,797 1,785 1,700 23 1,620 

Actual Serving 
(FTEs) 

2,002 1,907 1,829 1,761 1,703 1,696 1,663 16.9  

Established 717 671 644 635 604 608 608 15.2  

Industrial 1,285 1,236 1,185 1,126 1,099 1,088 1,055 17.9  

Source: Briefing Note – Staff numbers 

 

The above staff numbers are broken down by Programme as follows: 
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Table 6: Breakdown by Programme - All staff at 31 December 2013 

Programme 
Established 

FTE 

Established 

Heads 

Industrial 

Heads 

Total Return 

to PER 

Estate Portfolio Management  

(including Heritage) 

337.36 

(75.3) 

353 

(80) 

810 

(602) 

1,147.36 

(677.3) 

Flood Risk Management 82.26 85 245 327.26 

National Procurement Service  

(Inc Gov’t Publications & Election Services) 

48.9 

(11.8) 

51 

(12) 
0 

48.90 

(11.8) 

Corporate Services 123.89 132 0 123.89 

Minister of State’s Office 9.6 10 0 9.60 

Chairman’s Office & Reports 5.6 6 0 5.60 

TOTALS 607.61 637 1,055 1,662.61 

Source: OPW  

 

2.7.4. Staff numbers in Estate Portfolio Management 

The following table 7 indicates the Estate Portfolio Management breakdown per function: 

 

Table 7: Estate Portfolio Management breakdown by functions – at 31st December 2013 

 Established 

(FTEs) 

Industrial Total Staff 

(Individuals) 

Accommodation    

MAC members 3  3 

Architectural Services 41.8 0 42 

Art Management 4.6 0 5 

Civil & Structural Engineering Services 10.2 0 11 

M&E Services 23.5 0 24 

Project Management 30.8 0 32 

Property Maintenance 92.73 16 112 

Conservation (BMS direct labour) 2 192 194 

Property Management including Valuation 

Service 
47.43 0 52 

Quantity Surveying Services 6 0 6 

Subtotal 262.06 208 481 

Heritage    

NHP 31.1 301 334 

National Monuments 17.6 301 321 

Conservation Unit (Conservation  architects 

and project admin staff) 
26.6 0 27 

Subtotal 75.3 602 682 

Total 337.36 810 1,163 

Source: Briefing Note – Staff numbers 
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2.8. Geographic Analysis 
The OPW's Headquarters are located in Trim, Co. Meath.  The bulk of staff under the Estate Portfolio 

Management function is located in Trim and Dublin (various offices). Staff are also dispersed 

throughout the regions in Kilkenny, Claremorris, Limerick, Headford and Cork. In total the OPW 

workforce is located in over 130 locations throughout the country (the majority of those are Heritage 

sites and outside of the scope of this review). The following table and map indicate the main locations 

and associated staff numbers. 

 

Table 8: Established Staff Locations 

Location No of staff % of Est. Staff EPM Accommodation Staff 

Trim    

    HQ 241 37.83 100 

    Newtown 11 1.73  0 

Dublin      

   52 St Stephens Green 131 20.57 76 

   Hatch St 25 3.92 9 

   Harcourt Road 3 0.47 3 

   Dublin Castle 19 2.98 5 

   Botanics 11 1.73 0  

   Bishops Square 11 1.73 0  

   Mountshannon Rd 10 1.57 8 

   Red House 9 1.41 9 

   Collins Barracks 2 0.31 2 

   St Stephens Green - Other 1 0.16 0 

   Farmleigh 2 0.31 0 

Other        

Kilkenny Hebron Road 39 6.12  0 

Claremorris 29 4.55 10 

Templemungret Limerick 18 2.83 7 

Headford 16 2.51 0 

Waterford 7 1.10 7 

Cork 7 1.10 6 

Killarney Office Depot (2) 6 0.94 3 

Sligo 6 0.94 6 

Galway 6 0.94 6 

Athlone 5 0.78 3 

Mallow 2 0.31 1 

Portlaoise 2 0.31 2 

Dundalk 2 0.31 2 

Roscrea 2 0.31 2 

Letterkenny 2 0.31 2 

Castlebar 2 0.31 2 

Ballina 2 0.31 0 

Castletown 1 0.16 0 

Kilkenny Depot 1 0.16 0 

Arklow 1 0.16 1 

JFK Arboretum 1 0.16 0 
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Roscommon 1 0.16 1 

Tralee 1 0.16 0 

Portumna 1 0.16 0 

Mullingar 1 0.16 0 

Total 637 100 273 

Source: Established Staff Year-end figures 2013 

Please note that the figures above show Established Staff only and that some locations where there are 

small numbers of Established Staff also have a State Industrial Employee presence. 

 

Figure 8: Top Locations per number of Established staff 

 
Source: Established Staff Year-end figures 2013 

 

OPW has eight Regional Offices supported by ten District Offices which report into them as follows: 
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Figure 9: Regional and District Office arrangements 

 
The Dublin North and South Regional Offices are stand alone, without District offices. 

 

Trim accounts for the largest amount of Established staff with 241 based there. The second largest 

area and largest single location is in 52 St Stephen’s Green in Dublin with 131 Established staff. 

These two locations between them account for just over 58% of the Established staff. 

  
Figure 10: Dublin office staff numbers  

 
Source: Established Staff Year-end figures 2013 

The pie chart above shows the locations of the established staff in Dublin. The Northeast Regional 

office operates from St Stephens Green. The Dublin North District Office is based in The Red House 

while the Dublin South District Office is based in Lower Castle Yard, Dublin Castle.  
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SECTION 3 – Findings, conclusions and recommendations 
In this section we present our finding in a number of areas. We then draw them together in a 

consolidated set of conclusions relating to capacity and capability and then present the main 

recommendations at the end of the section. Section 4 builds those recommendations into an action 

plan. 

The structure of this section is as follows: 

3.1 Findings 

3.1.1  Strategic Direction; 

3.1.2 International Comparators; 

3.1.3 Self-assessment PAMCAM maturity assessment; 

3.1.4 Organisation and structure; 

3.1.5 Processes; 

3.1.6 Governance;  

3.1.7 Leadership; 

3.1.8 Performance Management and Measurement; 

3.1.9 Expertise; 

3.1.10 Culture; 

3.1.11 Technology;  

3.1.12 Decentralisation; 

3.1.13 PAMDP management; and 

3.1.14 Value for Money. 

 

3.2  Main conclusions on capacity and capability; and 

 

3.3  Recommendations, which form the basis for the implementation plan set out in 

Section 4 below. 

 

3.1. Findings 

3.1.1. Strategic Direction  

The OPW is structured as a centrally positioned shared service centre, providing accommodation 

solutions to other Government departments. This approach is fully consistent with the Government’s 

strategy under the Reform programme. The strategy is consistent with those of a number of other 

countries in the international comparison study, described below. 

The one area where the strategy diverges from other similarly positioned central Shared Service 

Centres is that OPW doesn’t charge occupants for the use of their office space – as discussed in more 

detail below. 

The OPW’s senior managers understand the strategic direction of the PAMDP and are working towards 

achieving that. Further, the OPW’s customers and stakeholders understand that strategic direction of 

travel too and are working collaboratively with OPW. 

The review team found a sufficient understanding of the corporate strategy across OPW at all levels, 

in the interview and in the survey process. 
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3.1.2. International Comparators 

This analysis was completed by face-to-face interviews by senior JLL staff with senior staff in the 

relevant bodies, with the exception of Finland conducted by telephone from UK. All information in this 

study is obtained from the organisations’ publicly displayed websites.  

A structured aide memoire was used as a guide to conversation in order to secure a qualitative picture 

of the model applied and its success, rather than a tickbox, high-volume survey approach. Countries 

were picked in order to indicate a range of models, a geographic and political/economic spread, and 

are generally those where JLL has some form of relationship which would open doors to the right senior 

contacts. Owing to different country approaches to capturing data the same metrics (KPIs) are not 

always consistently available but we have used what we can to give a picture of portfolio scale. Data 

in local currencies has been converted to € at the rate prevailing on 1st January 2014. 

Key themes are: 

a) Models 

Broadly there are two very different models: 

 A centralised approach where a single agency (or agencies, e.g. Holland) is responsible for 

some or all of the estate; and 

 A decentralised approach where occupying departments lead on estate management, and are 

guided by a central policy/monitoring body.    

 

All organisations place strong emphasis on professional skills, as part of the “Intelligent Client” role – 

whether in centralised or decentralised structures. 

 

The centralised solutions generally involve provision of the full suite of property management services, 

from estates services, to facilities management to project delivery and relocation management. By 

necessity, they require strong central approaches and controls in regard to portfolio planning and 

setting standards.  

 

b) Funding and charging 

The centralised agencies are all funded by recharging users for the volume of space occupied (either 

rent or headcount) and for fees for services. In some cases the organisation functions as a government-

owned property company taking a degree of risk, e.g. Holland and Finland. In New Zealand even the 

central policy/performance body is funded by the departments. The detail of the recharge mechanisms 

can be complex but where available we have set out the headlines under each country. 

 

In Ireland, occupiers of State property do not pay any form of occupancy charge in relation to the core 

estate. Nor does the OPW charge for project delivery solutions – except when supporting Departments 

with projects outside the core office estate. To the occupants of OPW’s core office space, property is 

essentially a “free issue” item and there is little incentive to occupy space efficiently. This whole 

question of charging was considered in the development of the PAMDP and, taking on board the 

debate arising from the introduction of circular 1/13, the OPW decided that developing new KPIs on 

property management would be more effective.  As noted this approach, however, contrasts against 

the approaches of the other international organisations in the benchmarking study. Introducing KPIs 
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could be regarded as a useful first step in the direction of introducing charging, to help occupiers better 

understand their cost drivers. 

c) Services 

The key emerging themes are: 

 A shift toward outsourcing non-policy functions with several countries having recently 

achieved this or in the process of making this change; and 

 Attempts to shift positioning to a “customer-facing” client service arrangement, particularly 

exemplified by Finland and Canada, who have consciously pursued this model. 

 

OPW’s approach contrasts this trend, retaining a substantial cadre of Professional and Technical 

Services in-house, along with a significant property-related Direct Labour Workforce.  As stated above 

though, there is no right or wrong answer here when comparing approaches between countries – 

organisations choose their operating models to suit their circumstances and objectives.  

 

3.1.2.1. Summary table 

The chapters in Appendix 4 describe each country in more detail. The broad picture is summarised 

below and shows some close commonalities in the services offered by each of the two main models, 

and the way their performance is measured. The analysis columns are a crude way of seeking to 

compare countries. They show as expected that the decentralised models involve a proportionately 

much smaller establishment with some large variations amongst the central models. These reflect the 

detailed scope and model of the operation- for example in Canada the organisation is sized to manage 

a selected portfolio of Government assets, and provides services to other Departments managing their 

own assets, hence the relatively low ratios in the analysis columns.   
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Figure 11: Summary table of international comparators 

 
Source: JLL 

  

Notes 

[1] Transactions in Holland are undertaken by another Government agency. 

[2] Department of Finance in Australia sets guidance for all Government buildings and manages its own estate; the table is completed for the guidance 

function. This split role also skews the analysis the columns which are best disregarded for Australia. 

[3] The headcount data for Ireland relates to Estates Management staff only, not Heritage and Flood Relief. 
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Finland Central Market on services            270 c70   6.5 11,000 4.6 24.0 41

Netherlands Central Formula on services     [1]       760 80   6.94 2,000 5.9 9.1 2.6

Canada Central Headcount on services            3,419 30   7.4 1,795 5 2.1 0.5

USA Central Market /RoI             6,479 c30   34.8 9,184 3.7-7.4 5.4 1.4

Australia Mixed [2]              140 c30   2.9 562 NA 20.7 4

NZ Devolved  on savings            18 50   1.7 1129 NA 94.4 63

UK Devolved              60 30   9.2 5500 157 153.3 92

Singapore Devolved              NA NA NA NA NA NA NA NA NA

Ireland Central              481 [3] 36   0.9 2,500 2.8 1.9 5.2
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3.1.2.2. Conclusion 

This international comparison study has revealed a wide range of models adopted by different governments 

around the world. There is no “right answer”, with solutions depending on local circumstances such as 

government structures, geographic spread, management preferences and political policy. 

 

The main conclusions which can be drawn from this study are that: 

 A “centralised service model” is appropriate to deliver on central government requirements – it suits 

Ireland’s circumstances;  

 While the centralised model is appropriate to OPW's current client base, i.e. central Government 

Departments and Agencies, the future model would in addition require dealing with the broader 

public sector under the reform agenda, given that these bodies/agencies will retain ownership of 

their own estates; and 

 OPW and DPER should consider introducing a simple4 charging regime for its occupants, designed to 

incentivise behaviours and minimise bureaucracy. 

 

3.1.3. Self-assessment PAMCAM maturity assessment 

The review team conducted a workshop with a group of OPW’s senior managers using a self-assessment tool 

developed by the UK Cabinet Office to provide insights into capability in Property Asset Management.  

The UK Government’s property delivery model devolves responsibility and accountability to individual 

Departments, which is not the same as in Ireland.  The OPW has a centralised shared service centre approach 

to central Government accommodation with Accounting Officer responsibilities for the core office estate.  

Reflecting these differences, this workshop adapted the PAMCAM assessment model by dropping any 

questions relating to devolved property management arrangements while retaining the more general 

questions. As such, the assessment was based on 45 key questions, rather than 67. In all other respects the 

process was the same, involving self-assessment by local management and a weighted summation of the 

results. 

Interesting insights include: 

 There is a reasonable awareness of the corporate property strategy;  

 Delivering change and delivering projects is regarded as a strong competence. The OPW regards itself 

as a highly delivery-centric organisation. This finding was borne out universally in the one-to-one 

interviews with the OPW and its customers. The second message from the workshop, however, is 

that in some instances OPW delivers in spite of the processes and structures rather than because of 

them; 

 Corporate governance scored highly. The discussion revealed that this is due to a strong belief in the 

effectiveness of the Commissioner – MAC model. It also revealed, however, that many people feel 

disempowered and have to refer many trivial matters upwards for decisions. Note that this workshop 

finding contradicts the larger electronic survey sample in which 83% of respondents stated that they 

were "sufficiently/fully empowered"; 

                                                           
4 By simple, we suggest that charging is introduced at building level or floor level. More granularity can come later, such as per square 
metre or per workstation. The key point is to minimise bureaucracy and introduce a broad financial driver into the strategic occupancy 
planning process. 
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 On the subjects of capacity and capability (the focus of this report) the managers felt that the OPW 

will have to adapt significantly in the future. Both capacity and capability are lower than they should 

be in view of the OPW’s changing role and remit; 

 The OPW’s managers regard Policies and Standards as a difficult area for the OPW, in terms of their 

production, development and management internally;  

 Data systems and data management is an area of weakness that OPW already recognises and is 

planning to resolve. OPW has completed a significant scoping and requirements definition in this 

regard.  The discussion in the workshop illustrated the challenges fully, together with the need to 

resolve the situation as soon as possible; and 

 The Workshop consensus was that performance management is not a key strength in the OPW. 

Performance reporting internally and to customers needs to improve, with post implementation 

reviews not always carried out. Despite giving strong support for professional development, CPD and 

technical training, OPW does not capture learning and knowledge gained from its delivery activities 

in a systematic way. 

 

3.1.4. Organisation and Structure  

One-to-one interviews with OPW’s staff revealed several challenges arising from the current arrangements, 

with staff being organised under the two Commissioners with architectural support under the State Architect. 

The main issues are that allocation of resources are adversely affected by competing central prioritisation.  

Managers have a great deal of difficulty in assembling resources to meet needs.   The transfer of work 

between functions can be problematic in certain areas. Current resource management and work-flow 

tracking arrangements could be improved. It is understood that given its responsiveness, the OPW is called 

on at short notice and in an often unstructured way to respond to important client demands. 

 

The OPW’s customers were all too aware of the challenges, often being unclear about where their projects 

are within OPW’s structures and who has delivery responsibility. However, there are often resource and 

funding issues that impact on prioritisation which may not always be effectively communicated to customers. 

Some take on an active role themselves in order to achieve progress within OPW.  

 

The OPW’s current model could be used to a much better effect with a clearer separation of the two primary 

roles, namely Planning and Delivery, with the teams beneath MAC not organised in terms of 

skills/professional capabilities, but deployed in ways that better support the business processes.  

 

3.1.5. Processes  

The OPW was one of the first Departments in Ireland to recognise the benefits of having clear business 

processes and in obtaining annual ISO accreditation; most of OPW’s teams have local ISO 9001 accreditation 

relating to their team processes.  The OPW has also commenced the process of putting in place 

accommodation design standards, building on what was set out under the decentralisation programme and 

the standards for courts and Garda stations. 

 

There is significant scope to carry this principle still further, because not all of the OPW has achieved ISO 

9001 accreditation, (e.g. in Maintenance). More importantly, an overarching end-to-end process map, 

aligned to a functional delivery model, is not place to join everything together across OPW as a whole. This 

problem revealed itself most clearly in the “Day in the Life Of” workshop in which the participants attempted 

to deal with some typical situations faced by OPW – for example in planning an office relocation or fixing a 
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leaking roof. The participants were unable to articulate the clear steps and ‘hand-offs’ between functions 

without a considerable amount of coaching by the facilitators; this was quite revealing. This is recognised by 

the OPW and work has commenced in this area. 

 

This is not to say that the OPW did not have the capability to resolve these routine problems: rather it showed 

that OPW operates largely on personal relationships and experience. This personal relationship derives from 

the collaborative approach in delivering, at times complicated, legal or technical solutions in the delivery of 

projects and their effectiveness should not be underestimated. This reliance on personal relationships is not 

a particular issue in the short term. As the OPW’s knowledge base reduces due to retirements and as the 

requirements of the PAMDP drive different behaviours process clarity will become more important. 

 

There are a number of organisational models that can be used for property management organisations -most 

usually involve aligning resources with functional delivery tasks or business processes, rather than in 

professional disciplines. In OPW’s case the organisation is structured by discipline which has worked as a 

model for a number of years.  

 

Under the twin headcount pressures of the ECF and the risk of an increased number of retirements, plus 

following the new direction created by the PAMDP, there is a strong case for reorganising OPW along 

functional model principles rather than professional disciplines. 

 

Figure 12 below shows a typical set of functions, often seen in private and public sector asset management 

organisations. Each area of the model is typically staffed by a combination of professional and administrative 

staff, to suit the levels of demand and the nature of the work. 

 

Figure 12: Typical Property Asset Management Functional Model 

 
Source: Concerto 

 

Relating this typical set of functions to the OPW MAC-Commissioner model, a logical fit would be that one 

Commissioner or Director takes responsibility for everything to the left of the central dotted line, i.e. the 

PLANNING functions, and another Commissioner or Director takes responsibility for everything to the right 
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of the central dotted line, i.e. the DELIVERY functions. Doing so would improve efficiency and effectiveness 

and free up capacity.  

 

A reorganisation of this nature is made more pressing by the advent of the Reform programme including the 

PAMDP. The role of the portfolio planning function now becomes more prominent – both within OPW’s core 

estate (with the increased drive to find efficiencies and savings) and in the broader coordination role across 

the wider public service arena. The current processes don’t support the future PAMDP requirements and the 

resource levels are too low to deliver what is required. The portfolio planning process will have to become 

more sophisticated and be delivered with greater intensity and depth – with its resources having two 

perspectives, namely the planning of OPW’s core estate and the more strategic planning across the whole of 

the government estate. Increased staff resources will be essential for the PAMDP function to make progress, 

maintain credibility and facilitate savings release from the wider estate. 

  

The establishment of Policies and Standards in the future will be more of a visible service under PAMDP. This 

will need clear leadership, direction and support and will need to be “identifiable” to the OPW’s customers. 

Much of the future success of the PAMDP depends on having a high calibre, properly-empowered resource 

in place with clear roles and accountabilities. Building up the existing management unit for setting Policies 

and Standards would greatly help OPW fulfil its PAMDP remit in the future. 

 

There are insufficient customer engagement resources relating to the OPW’s existing scope of work. In the 

future, the OPW’s customers have to include in their own business strategy documents a statement about 

their estates solutions. Customers will have to gear up to fulfil that obligation properly and the OPW’s 

customer engagement levels will have to rise too as customers will want input and dialogue with the OPW 

as the work progresses.  

 

Furthermore, the PAMDP roles create a completely different form of relationship with OPW’s new set of 

customers. This group of people will not have a landlord-tenant relationship with OPW, but a more 

collaborative one in which everyone works together to optimise asset utilisation and value for money across 

the wider Government property portfolio. Having a clearer customer engagement process, both for the 

current landlord-tenant relationship and for the newer collaborative PAMDP relationship, supported by an 

identifiable customer engagement team within the organisation structure, will be required. 

 

The implications of the findings presented in this section are that the OPW should restructure its organisation 

to fulfil the requirements of the PAMDP, which will demand a greater intensity in key areas such as portfolio 

planning and setting standards. The Planning Commissioner/Director would have specific teams responsible 

for: 

 Business strategy development; 

 Customer Engagement (landlord-tenant plus the wider PAMDP population); 

 Portfolio Planning across the current estate plus across the new wider portfolio, at levels of detail to 

suit the two types of relationship5; 

                                                           
5 The volumes of data will increase significantly under PAMDP, as will the number of scenarios under a continuous process of 
investigation and optimisation. It will probably be the case that the site-specific challenges emerging under this process require 
intense planning input from a range of stakeholders supported by expert input from OPW including legal optimisation, economic 
appraisal, development assessment and so on. The world under PAMDP will require broad range strategic portfolio planning 
supported by thorough appraisal techniques in order to bring realistic options to the fore. 



 

Page 41 of 62 

 

 Policies and standards (again relating to core OPW occupied buildings and for the wider portfolio); 

and 

 Financial Planning and budgeting. 

 

The Delivery Commissioner/Director would have teams of people responsible for all aspects of delivery, 

namely three teams responsible for: 

 Estate Management; 

 Capital project Management; and 

 Maintenance and Facilities Management. 

 

This approach would be accompanied by a shift towards a more multi-disciplinary approach. For example the 

Policies and Standards team would comprise architects (in evolving the standard designs or modular 

workspace solutions which have recently been developed), engineers in determining feasibility, quantity 

surveyors in determining cost-effectiveness and so on. Multi-disciplinary working is not a new concept to 

OPW, as such teams have already contributed to the development of the new sets of Policies and Standards. 

This principle can therefore be extended, building on that learning to date. Fundamentally, the approach 

would be accompanied by stronger end-to-end project management – from the moment needs are identified 

to their inclusion in the portfolio plan, through the various stages of planning and then into delivery. OPW 

should increase its capability in programme and project management, providing more of an integrated 

service from start to finish – reporting on progress and issues both internally and to customers. 

 

3.1.6. Governance  

The review team considered the OPW’s governance structures and processes. The main findings are as 

follows: 

 The governance structures and processes match normal practice, with a Board and a supporting 

Management Advisory Committee (MAC); 

 Delegation Authorities are in place and recognised across the OPW; 

 The governance effectiveness is undermined by the current organisational structures and business 

processes, built around these functions.  The recommended Planning/Delivery model will address 

these issues; 

 Governance is further hampered by an absence of consistent project, estate and supplier 

performance reporting across a number of areas, which does not lead to optimum decision-making. 

The interviews indicated that numerous routine issues are referred upward to Commissioners for 

one-off decisions which is not best use of their time and which create bottlenecks lower down (note 

this finding contrasts with the respectable response on Empowerment in the staff survey); and 

 The OPW’s customers ought to consult with the OPW as their business cases for new projects develop 

and mature ensuring property implications and costs are correctly presented, as required under the 

Capital Appraisal Guidelines. In practice this doesn’t happen as often as it should, or to the required 

level of insight. Consequently the OPW tends to deal with more unplanned activity than necessary 

and with proposals which may not have had the necessary technical inputs from the OPW at an early 

stage. This may partly explain the “can do” attitude which is so strongly evident across the OPW – 

staff are inevitably forced into a reactive fire-fighting mode by the lack of planning in the inception 

phases of customers’ business cases. 
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The State would benefit from the OPW getting involved with, and shaping more strongly, the  governance 

process relating to the “upstream” customer planning activities, as business cases progress from the Strategic 

Outline Case, through to Outline Business Case and finally to the Full Business Case stage as shown in Figure 

13 below. As each case matures, the OPW’s property advice and solutions will develop in detail – these early 

inputs are essential components that should feed and drive OPW’s integrated portfolio plan.  This figure is in 

keeping with the DPER Capital Appraisal Guidelines and is consistent with the work of OPW’s cross-

disciplinary team developing Policies and Standards. 

 
Figure 13: OPW’s involvement in customer business cases 

 
Source: Concerto 

 

These early business case interactions would be the responsibility of the Planning Director / Commissioner, 

with inputs also provided by experts working for the Delivery Director / Commissioner. In this sense, the 

OPW’s governance control mechanism is best thought of as a “dual key” approach, with both parties having 

to sign off customer business cases, giving agreement firstly from the Planning lead that the emerging project 

fits as expected within the portfolio plan (or that practical adjustments can be made if not) and secondly 

from the Delivery lead that the costing and delivery assumptions are realistic. 

 

Once the project has a formal go-ahead from the customer, with the approval of the Full Business Case, the 

project formally passes into OPW for detailed planning and delivery. The OPW would find that formalising 

the handover as the project passes from detailed planning into the delivery phase would copper-fasten 

governance arrangements. 

 

We make specific recommendations that address the points raised here in section 3.3 below. 

 

3.1.7. Leadership  

The staff survey revealed at face value a consistent level of concern about leadership at the OPW. The survey 

asked whether the leadership (at all levels) optimises resources across the organisation. Only 3% strongly 

agree and 22% agree with that statement. The interviews confirmed this result, with most expressing 

concerns. In contrast, the majority of respondents rate their own skills highly, so there is no obvious 

explanation for this disparity. 
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The underlying situation is far harder to determine or pin down, however, because a number of the factors 

discussed in this report probably combine and manifest themselves under the broad heading of “leadership”. 

For example, the organisation structure does not support the new PAMDP business processes – requiring 

extra leadership/management effort to make work flow smoothly across the business. Further, with 

customers who are unable or unwilling to express their property requirements clearly enough in their 

business cases it is hardly surprising that requirements seem to change frequently, requiring decisions and 

leadership interventions. With a weak end-to-end project management ethos, and with the tendency of staff 

to delegate upwards there are many reasons why the survey results show a relatively low score under the 

heading of “leadership” at all levels. 

 

The review team’s view is that by reorganising the business along functional rather than professional lines, 

by tightening up the “upstream” customer governance support, by strengthening the project management 

approach and by actively pushing down work to the right levels, the OPW can successfully address this 

position. 

 

3.1.8. Performance Management and Measurement 

The OPW’s approach to performance management and measurement is hampered for several reasons:  

 The underlying accuracy, granularity and consistency of property data, particularly relating to the 

owned estate, is weak and reduces the effectiveness of the OPW’s property asset management 

performance regime. There is a lack of clarity on data governance, on performance metrics definition 

and there is no comprehensive data model in place. This restricts OPW’s ability to provide insight 

into the performance of the estate itself, and will make enforcement of the PAMDP benchmarking 

process challenging in the future. The OPW already recognises this problem and is taking steps to 

procure a new cross-business property system (although for the reasons explained below its 

procurement should now follow on from the design of the new business processes and data 

requirement); 

 Suppliers are not routinely subject to robust performance management regimes, although there are 

examples of good practice in some areas. There is not a systematic approach to supplier management 

in place in the OPW, although it is fair to say that parts of OPW are moving the right direction. Further, 

the OPW utilises many thousands of contracts with suppliers, which in itself places a significant strain 

on any performance management process. The OPW has a major opportunity, working with OGP and 

the proposed Category Councils, to improve matters in this area by shrinking the numbers of 

suppliers, by putting more work under the oversight of the Helpdesk mechanism and measuring 

relevant KPIs. This may help in simplifying the complex data aggregation issue that such a large 

information supply chain creates; and 

 We were told in the interviews that the OPW’s approach to staff management is relatively poor, with 

little action or recognition of exceptionally strong or weak performance. The OPW, like all State 

bodies, are restricted to using PMDS system for performance management which has known 

limitations and constraints. 

 

Under the PAMDP, OPW will introduce common estates policies and standards across wider Government. In 

that situation, the levers open to the OPW to initiate change will not be the same as today (where OPW has 

a directive/landlord control mechanism). For future enforcement of polices and standards under the PAMDP, 

the OPW will have to deploy new subtler performance management techniques. For future enforcement of 
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policies and standards OPW will have to introduce new systems of performance management and will have 

to boost capability as well, discussed below. 

 

Property Asset Management is a relatively young area of professional expertise globally, having matured in 

stages over the last two decades or so (which is a short time span in the lives of most portfolios). In conclusion 

of this section, while OPW has demonstrated some capabilities in performance management, there are 

enough gaps in terms of performance management process, data, systems and capability to know that OPW 

will need to address this area in the future, especially under the more demanding and sophisticated 

environment of the PAMDP. Today’s gaps need addressing in any event, and the PAMDP requirements take 

matters to a higher level altogether. 

 

3.1.9. Expertise  

The review showed that, much as expected for a national estates shared service centre, the OPW’s staff have 

deep levels of technical expertise and competency.  

 

Most staff hold relevant qualifications. Further, people working within the OPW have accumulated many 

years of subject matter knowledge.  

 

There is a healthy ethos of training – with CPD activities fostered and supported. Evidence from the surveys 

reveals that most staff feel they have adequate levels of training. 

 

The review showed a few, crucial, shortfalls in expertise, in areas such as property management and project 

management – some relating to today’s ongoing workload and others to the future remit under the PAMDP. 

 

The immediate shortfalls are as follows: 

 Customer Engagement. OPW has defined “customer engagement” roles but in practice this is a 

“point of contact” rather than a problem-solving function; too many other OPW personnel are 

allowed to engage with the customers who consequently have difficulty establishing consistent 

relationships and working patterns. A few people (5-10) dedicated to a new stronger Customer 

Engagement function would make a big difference – their roles being to build relationships, identify 

potential demand, challenge demand constructively, and facilitate the management of new demand 

as it enters the business case approval process and the portfolio planning process. Thereafter the 

role of the Customer Engagement team would be to stay aware of progress so that when Customers 

need information there is one port of call and queries are handled promptly.  

 

Under PAMDP this requirement becomes more pressing, because existing customers will need more 

active management as the reform programme continues to drive towards further space 

consolidation and cost savings; the new customers will require facilitation and support as they 

engage with the OPW. 

 

 Portfolio Planning. Even for today’s workload, the OPW is under-resourced in this vital area. With 

the emergence of the PAMDP, with its requirement of a broader coordination across a greater 

number of Departments, the OPW will need more people, with strong leadership too. 
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The first basic requirement under the PAMDP is simple internal “agency matching” of property 

surpluses and demands on an integrated national basis. To add more value through a proactive cross-

Government town planning approach, the OPW will need to find additional resources with relevant 

skills such as: 

o Economic appraisal; 

o Planning specialisms; and 

o Development management. 

 

 Contract management/supplier performance. The OPW would benefit from boosting resources 

here. The focus on performance reporting and supplier management should be stronger. 

 

 Programme and Project Management. The review identified a lack of end-to-end programme and 

project management capability and capacity in the OPW. The positioning at present is towards the 

“project administration” end of the scale, and towards the delivery end of the process.  That said, 

the review team saw that several of OPW’s existing professionals (such as Architects) also have 

project management qualifications and there is clearly a latent capability which, if effectively 

organised and fostered, could be of significant value to the OPW. The OPW would benefit from 

deploying project managers across its whole portfolio to ensure continuous passage and 

management of all of its projects and programmes.  

 
The review also identified areas where the OPW could potentially free-up capacity with a view to 

aligning resources more closely with the new business processes outlined earlier in the report related 

to the implementation of PAMDP. 

 

 Professional services such as Architecture are to a large degree now carried out mostly in-house. 

50% of this effort (approximately) used to be procured externally, with 50% delivered by in-house 

staff. With the declining size of the capital programme the balance has shifted considerably, with 

most architectural work now carried out by the in-house teams and less procured externally. 

Although headcount in this area has fallen significantly (from 77 to 42) since 2008 there may be scope 

for further adjustments if OPW buys-in pure Architectural services in the future. Other functions 

within OPW continue to buy services externally, retaining some work in-house in order to maintain 

current know-how.   

 

 Maintenance management requirements will fall in the future, with more work being orchestrated 

by an expanded Helpdesk (both in terms of geographical reach and scope of services). Further, the 

move towards planned maintenance regimes, rather than reactive “patch and mend” approaches, 

will reduce the maintenance management workload. 

 

 Maintenance delivery is partly fulfilled through a Direct Labour Organisation (DLO). Such solutions 

are rarely found in modern Property Asset Management organisations.   There are valid arguments 

for retaining a small DLO capability in priority areas or in regard to buildings demanding specialist 

knowledge or continuous operations.  There are few compelling arguments, however, for retaining 

this capability at anywhere near current levels.  
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From the findings above, it can be seen that OPW contains areas of over and under capacity. The interviews 

indicated that some people have sufficient flexibility, either in attitude of mind or through dual qualifications, 

to be able to transfer successfully to other areas within OPW; this will help considerably as OPW plans how 

to implement the findings of this report made in the next section. 

 

The review highlighted a difficulty in the way OPW receives legal support from the Chief State Solicitor’s 

Office (CSSO). Much of the OPW’s activities depend on legal advice – for example in land title clarifications, 

with the land waiver activity, in extending or exiting lease obligations, in contracts and contract disputes and 

so on. In short, legal activity is part and parcel of OPW’s scope. The CSSO is positioned too much at arm’s 

length to be fully effective. This causes delays and there is duplication of activity – for example in maintaining 

records and accessing the same data twice.  

 

There would be a strong case for dedicating and co-locating a group of staff from the CSSO to work on a full 

time basis with OPW, based near the main OPW Estates Management team in Trim. 

 

Section 3.2, below, provides our overall assessment of capacity and capability, drawing all of the points 

together from this and the other sections. 

 

3.1.10. Culture  

One of the OPW’s main strengths is the loyalty of its staff and a strong “can-do” culture. The feedback from 

the interviews was one of pride in delivering support to Government colleagues.  The review team found 

highly committed staff prepared to “go the extra mile” to meet customers’ needs. 

 

A number of factors previously identified in this report conspire to reduce the enthusiasm of staff, including 

outdated IT systems, with regional staff unable to access good quality broadband and not being equipped 

with portable technology that would obviate daily visits to the office. This is discussed below more fully. 

Another is the lack of resource planning and allocation – with work moving opaquely through the system and 

not subject to a transparent workflow management regime. 

 

Nevertheless, a strong customer-orientated work ethos prevails throughout the OPW. Staff are loyal to the 

organisation, and believe they add value using their know-how and relationships to make things happen. 

 

3.1.11. Technology 

OPW has identified technology as a major capability constraint and this view is supported by the survey 

results. While OPW’s current technology platform needs to be improved and progress had been made in 

developing a tender to address this, the use of technology needs to be adopted as an integral and necessary 

part of the business processes.   

 

Some broad areas of concern are: 

 There is a balance to be struck between high level systems customisation and using packages “out of 

the box”, as many products have industry standard processes that the OPW might adopt. The 

approach of buying a standard estates management package has the merit of expediency but 

inevitably means that the OPW’s processes will need to be adapted. The processes embedded in the 

off-the-shelf solution may not match today’s or PAMDP’s required processes. Likewise, with the 

recommended shift made in this report towards a functional organisation structure, there will no 
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doubt be a similar misalignment between the bought solution and the desired processes and 

organisation structures. The technology solution needs to proceed hand-in-hand with the process 

and organisational design work, so that everything marries up. An interim solution with phased 

deliverables would create early wins and enable the OPW to develop an end state solution that would 

align to their future needs more accurately;  

 No additional resources have been allocated to cleansing and populating the data register – this task 

is being delivered as best it can be alongside other “day jobs”. Given this situation, the completion 

of this exercise is taking longer than expected; 

 District Offices are underserved by IT. District Offices, particularly those outside the main 

conurbations, report poor broadband connectivity and only limited use of PDA devices (their 

distribution being restricted by business case controls, rather than being a standard issue). Given the 

geographic constraints and the times required to make journeys in remoter areas any such 

technology support would make a big difference to productivity and would ease local capacity 

constraints. The OPW has an IT strategy covering this issue, but the benefits have not yet reached 

field operations; 

 There is a tendency within OPW to use low licence fee or open source software to support business 

operations. Whilst this may be economic in some circumstances, in terms of incompatibility with 

systems in other Departments and organisations, productivity is an issue when it comes to document 

sharing.  This was a strategic decision taken by the Office some time ago based on the considerable 

sums spent on license fees.  However, as other State bodies are not moving in this direction, the 

matter needs to be re-considered; and 

 To help the OPW genuinely address their information needs, they would initially need to develop a 

data governance framework, define performance metrics, produce a comprehensive data model and 

develop data flows on the OPW application stack.  Otherwise they will risk continuing to operate with 

information that is inconsistently defined, inaccurate and lacks the granularity to make insightful 

decisions. Work on this has commenced with the development of an ICT Strategy, with the definition 

of the requirements of each business area.  This has informed the proposed new technology platform 

(although as noted in this report, the IT strategy will need to be brought into line now with the 

recommendations of this report – e.g. new processes, new organisation structures and so on). 

 

3.1.12. Decentralisation 

Following the Government’s decentralisation policy announced in 2003, the OPW planned, designed, built 

and occupied a new Headquarters building in Trim, which is one-hour drive northwest of Dublin. 

 

The decentralisation process was run on a voluntary relocation basis. Consequently, many of OPW’s teams 

are split, with some people remaining in Dublin and others being based now in Trim. 

 

This ensuing split arrangement is not a good outcome for the OPW, creating inefficiencies internally which 

have a bearing both on capacity and capability. Split site working separates senior people from their teams, 

affecting knowledge transfer and management efficiency, which in turn affects capability and capacity. 

 

Figure 14 below shows the location of people based in Trim and Dublin: 
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Figure 14: HQ Trim v Dublin staff 

 
Source: Established Staff profile March 2013 

 

The review team’s conclusion is that the OPW would greatly benefit by completing the process of co-locating 

integrated functional teams, commensurate with the recommendations in this report. 

 

3.1.13. PAMDP management 

The OPW is making good progress in mobilising delivery of the PAMDP. The stakeholders interviewed in this 

review are positive and engaged, although it would be fair to say most people have only a light understanding 

of the scale of the task ahead. 

 

OPW’s own assessment of progress, completed in January 2014, is given in Appendix 2. This shows progress 

in several areas, but with some slippage developing and with many future tasks at risk due to resource 

constraints. 

 

The OPW has not been in a position to allocate additional resources to delivering this activity, but instead 

has had to assign employees to support delivery within their “day job” workloads. 

 

The main finding, therefore, is that the PAMDP initiative is under-resourced. To get the true spirit of PAMDP 

embedded and achieving its full potential, significantly greater resources need to be brought to bear in a 

concentrated way. Section 3.3 below provides details of the recommended resources as part of the OPW-

wide business reorganisation. 

 

3.1.14. Value for Money 

There are a number of competing factors that have a bearing on whether or not the OPW provides good 

value for money.  

 

Elements in the OPW delivery of value for money include: 
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 The OPW has benchmarked selected services from time to time and found that the in-house solution 

is more cost effective;  

 Customers believe that the OPW’s service broadly offers good value for money; 

 The OPW’s approach and “macro” statistics are in line with those from the international benchmark 

comparisons; 

 The OPW does not have a robust performance management regime in place, in relation to key 

metrics with its suppliers; the OPW uses timesheets in some areas – e.g. in  Architectural Services 

and Civil & Structural Engineering but as a broad rule it is not possible to gain a total picture of the 

time inputs and hence cost inputs into projects or support activities; 

 While OPW may generally achieve favourable cost outcomes, the interviews indicated that timely 

delivery can be an issue. Late delivery can represent poor value for money by prolonging costs or by 

delaying benefits; 

 The broad net occupancy densities are above benchmark.  Partly this is due to the lack of published 

targets for Departments to aim at (correctly being addressed by the OPW now under PAMDP) and 

by the lack of financial incentives (property is a free issue); 

 If the  recommendations identified in this report are actioned, they will serve to improve the value 

release from the estate; and 

 The skills gaps in key areas are having an impact on value release and the PAMDP programme itself 

is under-resourced. 

 

One further factor is the Government-wide restriction on expenditure. One consequence of this is creation 

of a policy of “patch and mend” reactive maintenance. While that may help the immediate cash position, 

such policies represent poor value-for-money over the medium term – planned preventative maintenance 

offers better value for money on a whole life-cycle basis. The OPW is aware of this and attempting to move 

in that direction, within the constrained financial environment. 

 

In all, there are examples of strengths plus some areas where value for money could be improved. 

 

3.2. Main conclusions on capacity and capability 
The OPW’s direction of travel is the right one. The shared service model for all property services is 

appropriate. The strategy of rolling out PAMDP is a good next step (with this capacity and capability review 

being part of that plan), and in line with good practice. 

 

Resources are scarce in key areas, such as customer engagement, portfolio planning and project 

management. The balance of work that needs to be done in-house as opposed to resourced externally needs 

to be considered to allow key staff to be re-deployed to good effect within the recommended new 

organisation structure to deliver what is required. 

 

The recommendations in this report relating to new structures, processes and skills will be required for the 

OPW to continue to meet its current demands and in delivering the requirements of the PAMDP. The 

conclusion is that if the recommendations contained in this report are not addressed these factors will 

progressively combine over the next few years to restrict delivery of the vision, creating the potential for 

frustration, loss of momentum and loss of belief in the approach. 
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The overall conclusion of this review is that the OPW has the right strategic approach and strong delivery 

capabilities, but needs to develop additional capacity and specific capability to deliver on its current role and 

responsibilities together with delivery of the PAMDP mandated by Government. The recommendations 

below seek to address and resolve these issues. 

 

3.3. Recommendations 
The sections above have highlighted a number of individual issues, concerns and opportunities. Taken 

together, there are a number of recommendations regarding key actions that the OPW should take in order 

to make further progress in embedding the PAMDP.  

 

The structure of this section is as follows: 

  3.3.1  Main recommendations; and 

  3.3.2 Resource impact. 

 

3.3.1. Main recommendations 

In the list of recommendations made here, the underlined words first appeared in the Executive Summary 

and the subsequent words amplify the point. 

 
1 – Boost Customer Engagement, Portfolio Planning and Programme & Project Management resources. 

This is an immediate requirement. Putting key people in place right now will help solve current challenges 

with the roll-out of PAMDP and build for the future. Table 9 below provides further information about the 

recommended numbers of staff required. 

 

2 - Define PAMDP’s property cost reduction and value release benefits, using them to prioritise work. 

Working closely with DPER, the OPW should estimate the benefits of PAMDP in terms of direct savings, 

operational effectiveness and social impact and then develop a prioritised plan with DPER to help embed 

those savings across Government. 

 

3 – Develop a new service delivery model that will serve an enhanced existing end-to-end service and 

accommodate the needs of the PAMDP delivery. This is an important stage in the development of the future 

model. Having a clear understanding and sight of the new processes is a vital step in deciding how best to 

define organisational groupings and in deciding how many people should work in each area. It is important 

to approach this in a “top down” way, based along the principles shown in Figure 12 – adopting a detailed 

“Sum of the ISOs” approach will miss the point and lead to an inefficient and ineffective future process 

solution. 

 

4 – Build on previous work with DPER to design and implement a simple property and projects charging 

regime that better incentivises occupiers’ behaviours. Doing this will help the overall PAMDP mission – for 

example, Departments will not only be motivated to perform well in the benchmarking league tables, but 

they will also have a budget driver to minimise occupied floor space and move to lower cost solutions on a 

whole life basis. 

 

5 – Establish an effective set of Service Level Agreements with customers (core and wider Government), 

with the aim of improving performance management in both directions. This will clarify, regularise and 

tighten up the relationships between the OPW and its customers. Such an arrangement will have better effect 
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if run in tandem with a simple property charging regime as customers will be more explicitly looking to receive 

good value for money. It will lead to better behaviours all round – selection of suitable KPIs will be a key step. 

 

6 – Adopt an organisation model driven by process, not professional groupings. This is a vital step and the 

OPW should resist the temptation to create new organisation solutions without having properly thought 

through the business processes on and end-to-end basis, with PAMDP fully in mind. 

  

7 – Based on an explicit “Make v Buy” policy (i.e. the balance of in-house/ v external resources), and by 

the consequent estimation of numbers of staff required, go through a structured process to post-map 

suitable staff and recruit others into the new roles without compromising “Business as Usual”. This needs 

to be a thorough process, which starts from the new organisation´s design (recommendation 6). The OPW 

should develop detailed job descriptions for each of the roles in the future model and develop a timely, 

effective process for mapping existing staff into them or for recruiting new people as needed. 

 

8 – Build up the Project Management role into a fully-fledged Programme and Project Management 

function not just in the delivery phase but in the early planning stages too. The OPW will probably be able 

to re-deploy quite a few staff from existing teams into this new cross-business team. The review team 

encountered several people with suitable skills and it is likely that more will emerge in a thorough selection 

process. That said, the OPW will probably still need to recruit new people, in order to achieve the 

recommended levels (see Table 9 below). 

 

9 – Continue designing the PAMDP Key Performance Indicators (KPIs) and develop a detailed 

understanding of the associated levers of change, data flows and performance metrics in this wider remit. 

This will depend on having sufficient resources – the activity requires more than simple publication of KPIs 

as it is in fact a substantial change management initiative in its own right. Customers will need support 

embedding their new ways of working, as will the OPW. 

 

10 – Reduce the number of suppliers, broaden their scope working under a Help Desk and establish a 

firmer, more explicit, supplier performance management regime. This will be a time-consuming task as 

there are thousands of contracts that will need consolidating, organising under the Help Desk and putting 

under an effective performance management regime. The OPW may again need to boost resources in order 

to achieve this. 

 

11 – Develop a stronger culture of staff performance management. This is an HR-led strand of work that 

can make progress independent of the other recommendations in this section. 

 

12 – Form a Business Transformation Team to re-design processes, restructure the organisation, integrate 

the technology project and manage the associated resource changes. This mainly internal team, 

complemented by consultants in key areas, would report to the Chairman. 

3.3.2. Resource impact 

The OPW should re-assign and boost resources in key areas, to maintain progress under the impetus of the 

PAMDP programme and to help release significant savings from the Government’s property costs base. There 

will be some pluses and minuses in resource levels required over times on this transformation journey – with 

the pace determined by the OPW and by its customer departments. After one to two years OPW will be able 
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to release or redeploy significant tranches of staff as the benefits of the organisational design and process 

alignment feed through. 

 

Table 9 below shows the principal conclusions about capacity and capability. The upwards arrows indicate 

where OPW should boost resources. Likewise the downwards arrows indicate areas where capacity can be 

freed up by process definition, organisational design, external services procurement and so on. At this stage, 

it is not possible to quantify the headcount adjustments with precision because the actual outcome depends 

on the design solution and on the expected volumes of work under PAMDP. As a broad indication of scale 

though a single arrow implies 1-5 people, two arrows 6-20 people and three implies 20+.  

 

Table 9: Capacity and capability conclusions 

Capability impact Comment 
Internal redeployment 

Suggested approach 

Now 1 y 2 y 

Transformation team 

for PAMDP  

To embed change, lead re-

organisation  
  

Reassign internally, 

backfill vacancies, 

source some external 

support 

Customer 

engagement team 

To engage properly with existing 

customers and with new PAMDP 

ones 
 

  

Reassign/redeploy/ 

recruit/retrain 

Portfolio planning 

team  

including economist, town planner, 

development planner   
 

Reassign / redeploy /  

recruit / retrain 

Policies and 

standards  

Requirement rises then ebbs after 

initial peak    

Interim increase, 

assign professionals, 

backfill if necessary 

Establishing smarter 

frameworks 

Structured input to Category 

Councils    
Interim increase, 

backfill if necessary 

Framework contract 

management 
To manage contractor performance 

  
 

Reassign / redeploy / 

recruit / retrain 

Programme and 

project management 

End to end (from early planning to 

completion)   
 

Reassign Professionals 

/ redeploy /  recruit / 

retrain 

Professional services 

Buy more design and professional 

support services externally 

(managing those contracts well 

with clear performance regimes) 

   

Assign Professionals to 

intelligent client / 

strategic role  and to 

Project Management 

Maintenance 

strategy 

To accelerate move to planned 

rather than reactive maintenance   
 

Reassign / redeploy /  

recruit / retrain 

Multidisciplinary 

teams in DOs 

To cover customer engagement, 

demand management and 

maintenance 
  

 

Reassign / redeploy /  

recruit / retrain 

Maintenance 

management 

Put more work on the suppliers to 

manage regional contracts    

Staff redeployed to 

contract management 

/  strategic 

maintenance  
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Capability impact Comment 
Internal redeployment 

Suggested approach 

Now 1 y 2 y 

Maintenance 

delivery 

Transfer many more DLO tasks to 

an extended Helpdesk contract 

service 
 

  

Extend MTM, more 

External Service 

Delivery, reduce DLO 

to identified critical 

level 

IT 

Boost support for the new estates 

system (including accelerated PDA 

roll-out for DO / field operatives) 
 

  

Reassign / redeploy /  

recruit / retrain / 

Increase External 

support 

Corporate 

performance 

management 

Responsible for all performance 

reporting, dashboards, learning   
 

Reassign / redeploy /  

recruit / retrain 

Finance Fewer transactions, fewer suppliers  
  

Associated with 

Contract Management 

– will free up 

resources 

Legal support 
Embedded staff from CSSO, into 

OPW  
  

Seek additional legal 

support onsite 

Resource 

Management 

To manage resources in line with 

integrated portfolio plan  
  

Reassign / redeploy /  

recruit / retrain 

TOTALS - 
 

 

 

In the first year the net impact on OPW’s total headcount might be broadly neutral, as long as any staff 

identified in an area where capacity can be created (for example Architecture) can be re-deployed to other 

areas (for example Project Management).  If that is not possible, then more resource may be required initially 

to maintain momentum on PAMDP. In years two and three the net impact on headcount is downwards, as 

OPW benefits from the simpler business processes, from the aligned organisation structure and by carrying 

out less work in-house. 

  



 

Page 54 of 62 

 

SECTION 4 - Implementation Plan 
This Capacity and Capability review has identified improvement opportunities, ranging from boosting resources in key 

functions to carrying out a reorganisation of OPW’s planning and delivery team structures.  

This section presents a prioritised programme and recommended approach for OPW which will keep all aspects moving 

forward in a coordinated way.  

 

4.1. Timeline 

Figure 15 shows the first part of the implementation plan. While there are some “early wins” in the timeline 

below, the top priorities are: 

 To form a small team to lead and facilitate the business transformation programme; 

 To calculate the future benefits case for the PAMDP (which could far exceed the benefits to date) 

and, working with DPER, identify the main benefit-yielding activities as a basis for further 

prioritisation; and 

 To inject resources into three critical areas immediately. 

 

Figure 15: timeline (tracks 1, 2 and 3) 

 
 

4.1.1. Tracks 1,2 and 3 

This section of the plan is split into three tracks; PAMDP; Quick Wins; and Process & Organisation.  

 

The PAMDP track is already underway and a number of the activities (including the production of this report) 

are ‘in train’.  
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The ‘Quick Wins’ track will need a mobilisation phase (this applies to all other tracks) to develop a clear 

project charter, plan and resource requirements. This track has six main workstreams. The ‘Define Benefits’ 

workstream seeks to develop a high level business case for the overall programme. This should include the 

benefits case already produced through the work on the PAMDP (and benefits cases that have been 

developed relating to other tracks e.g. Technology) and be enhanced to cover the complete coherent 

programme. The investment case for this transformation programme is likely to be significant and the 

justification of resources (both internal and external) to deliver such a programme will need both Stakeholder 

support and tracking to ensure the benefits are realised. 

 

As has been stated in the findings, there is an opportunity to engage with the existing supply chain to re-

allocate work from the internal teams to external resources ‘Contract Re-negotiations/Extensions’ subject to 

appropriate public procurement regulations. This approach will generate capacity in the short term to allow 

internal resources to be re-deployed on transformational (or other) activity. 

 

By engaging with the external market on Design Services ‘Procuring External Service Delivery’ there is an 

opportunity to re-deploy staff onto other activities such as portfolio planning and programme management 

‘Interim Re-deployment’. This has the scope of providing immediate short term benefits in relation to 

portfolio savings which will help support the funding of other areas such as the technology (or this 

programme itself).  

 

If this approach does not generate sufficient head room within the organisation, there may be a case to look 

at interim support from the external market through either secondment or contracts ‘Interim Support (e.g. 

Portfolio Planning)’.  

 

Finally on the ‘Quick Wins’ track, the need to undertake a detailed review of the customer agreements and 

the charging mechanisms ‘Customer Agreement and Charging for Occupancy’ has been identified. These are 

technically two separate strands of activity that are interlocked due to the potential opportunity to 

incorporate new charging mechanisms within the new customer agreements. If this can be undertaken 

quickly then it should be actioned. However, as is more likely, agreeing new charging mechanisms may 

demand more consultation and time; it may be necessary to separate the design of the property charging 

activity from the task of establishing service level agreements. The OPW should adopt a flexible approach in 

this area – the preferred approach being to deal with both topics together and the fall-back being to separate 

them.  

 

The third track, ‘Process & Organisation’, follows a standard approach to delivering organisation change. 

Firstly there needs to be confirmation and agreement on the functional model. The functional model details 

what ‘work’ will be undertaken by OPW in the future. There is a clear link here with the customer agreement 

in Track 2. It is expected that the functional model will be detailed to a sub level that has approximately 100 

specific sub-functions.  

 

The next stage involves generating a high level process design that aligns with the functional model. It is not 

expected that the process maps (the methodology for developing these will need to be agreed) will be 

beyond level 2/3 at this stage. We stress the importance of driving this from a “top down” position, along 

the lines of Figure 12. Following a “bottom-up” aggregation process on a “sum of the individual ISO’s” 

philosophy will produce an ineffective and inefficient approach. Once the process maps are agreed then the 
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business volumes for each process need to be assessed and this information used as the basis for a detailed 

organisation design.  The detailed organisation design will include a structure chart and this will be used to 

commence the internal re-deployment process. The selection process may phased to assign staff to the 

senior positions in the new structure first, enabling ownership of the developing solution. This has significant 

change management benefits.  

 

Once selections have been made, mobilisation can commence with training and handover of responsibilities 

where required. Communication is vital through this process and it should be as consultative as practical 

within the timescales.  

 

4.1.2. Business transformation team 

A largely home-grown (i.e. internal) business transformation team, with consultant support in selected  areas, 

reporting directly to the Chairman is needed in order to facilitate and embed this transformation and thus 

realise the proper potential of the PAMDP. 

The recommended composition of this team is shown in Figure 16 below. The important feature is that 

respected managers from OPW take up positions as work stream leads in the four main areas of the 

transformation, namely: 

 Process/Procedure and Organisation Design;  

 Procurement Solutions; 

 People solutions; and 

 Technology solutions. 

 

It is unreasonable to expect that OPW will have internal resources familiar with this scale of business 

transformation activity so it would be normal to seek consultancy support to assist with the principles of each 

work stream. That said, it is important from two perspectives that senior managers from OPW lead each work 

stream – firstly to give credibility to the solutions and secondly to retain ownership as the work progresses 

from design of the solutions into live operations. Continuity is very important. 

 

The longevity of the Business Transformation Team would be of the order of two to three years, depending 

on OPW’s pace and on interdependencies with running the current “business as usual” activities.  
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Figure 16: Recommended Transformation team 

 

 

4.1.3. Benefits case 

To provide greater focus on the PAMDP activities, OPW should articulate the benefits expected to flow from 

the whole programme and should assign responsibility to people for delivery of milestones and work streams.  

 

Articulating the benefits case overtly will position the programme properly as a high priority activity across 

Government and will support the case for sustained investment in key additional resources. 

 

The OPW has already made various assessments of the benefits of the PAMDP approach and should build on 

this work in pulling together an overarching prioritised benefits case for the whole programme. Working with 

DPER, this will form a useful basis for prioritising future activities under PAMDP and for ensuring 

departmental stakeholder focus based on mutually agreed commitments and targets. Given the work done 

in this area already by the OPW, the main effort will be in assembling the case and in working with 

stakeholders to ensure by-in to the underpinning policies, standards, processes and behaviours. 

 

4.1.4. Immediate injection of resources 

Irrespective of the process design and organisational design activity which soon follows, OPW should boost 

resources in key areas immediately in order to deliver the PAMDP intentions. These areas are: 

 Customer Engagement – to work with existing and new customers in supporting development of 

their property strategies, their project needs and in being the main focal point for the enduring 

relationship between OPW and each Department.  Current staff should be assigned to this role; 

 Portfolio Planning – to boost capacity and capability in this key area. More resources are needed 

immediately to carry out core portfolio planning activities; OPW will need support from town 

planners and economists as well in fulfilling its wider role under PAMDP.  There is a need to recruit 

staff to this area; and 
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 Programme and project managers – to take single point responsibility for managing projects from 

inception to completion as they make their way from the Strategic Outline Case though to handover. 

These project managers are needed right away both under the current organisational model 

(organised in professional groupings) and in the end state model (aligned more in support of business 

processes). 

 

4.1.5. Establishing new business processes and a matching organisation design 

The business process design has two primary aspects – firstly designing and developing the detail of the 

PAMDP processes and secondly in developing OPW-wide business processes that flow on an end-to-end basis 

rather than within professional resource silos. The organisation design solution will then drop the current 

arrangements in which people are aligned to professional disciplines and instead place them in groups that 

support those processes. 

 

The aim after six months of work would be to have signed off business processes in place accompanied by a 

new supporting organisation structure. 

 

4.1.6. Clarifying customer interfaces and realigning people with the new organisation structure 

The next phase of the transformation programme involves redeploying or hiring new people to populate the 

new organisation. As described earlier in the report, some people may be retiring earlier than predicted 

under the Government-wide incentive scheme and there will be a degree of flux in any event for the OPW to 

manage. There will be much to do here, to assess existing staff against the new job descriptions. Some staff 

can in all likelihood “post map” directly to the new roles. Others will have to be recruited and others will have 

to be re-skilled or re-deployed, all under the protective spirit of the Haddington Road agreement. It may be 

the case that the OPW needs a short-term (one to two years) boost to its resources in order to inject 

additional capability at pace as part of this transformation programme, while waiting for the process design 

and the organisational change projects to come to fruition thus enabling full re-deployment and adjustment 

of other resources. 

 

There is a clear critical path to follow in this sequence – the process design comes first, followed by the 

organisational design, followed by roles and responsibilities design, followed by job descriptions, followed by 

an estimation of the volumes of effort required in each function. Only then will it be possible to commence 

re-deployment – i.e. when the size and shape of the new OPW is known and properly reflecting all that will 

be required under PAMDP. 

 

There is an important strand of work to do in engaging in more detail with existing and new customers. It is 

one thing for OPW to develop new templates under PAMDP for reporting and communication but it is entirely 

another to bring those new customer processes to life and embed them. OPW has a pivotal role to play here 

in coaching its current and new customers, in helping embed understanding and generally to be the driving 

force behind rolling out the PAMDP. The new Customer Engagement staff (see the previous phase) will have 

to work closely with the various customer groupings an with OPW’s internal staff (for example the Portfolio 

Planners, the Policies and Standards team, the project managers) in establishing an excellent customer-

centric service in which all parties understand the processes and associated roles. 
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4.1.7. Procurement activity and the technology project 

The last main phase of activity is to procure more services externally (i.e. with little work delivered in-house) 

and to stagger the upgrade of the Estates Management technology solution as shown in Figure 17. 

 

The procurement activity will focus on two broad areas: 

 Professional service procurement – covering arrangements with external architects, engineers, 

quantity surveyors. These services will be procured on a call-off basis, by OPW acting as an Intelligent 

Client. While design work will continue to be done in-house; the majority will be purchased – 

presumably under yet-to-be-defined categories run by the emerging Government Procurement 

Services. The procurement effort here will be devoted to establishing effective call-off arrangements 

and to developing a robust performance management regime so that the bought-in services are 

delivered to the levels requested by OPW. Time will be required for training OPW’s people in 

extending and deepening the art of this way of working, whereby success comes from careful 

specification of the service, from project managing it and from managing performance; and 

 The maintenance procurement activity is very important. OPW can obtain significant benefits from 

widening the call-off contracts for reactive maintenance under the Help Desk regime. OPW can also 

benefit by deepening the current approach towards planned maintenance. In both cases there is a 

need for considered and thoughtful procurement strategy development, followed by perceptive 

tendering and evaluation of competitive bids for these services.  

 
With regard to the technology solution, the recommended implementation approach is to adopt an interim 

solution first, before progressing to an end-state solution. There are two reasons for this. First, the process 

design and organisation design referred to above will take up to a year to complete to a reliable level of detail 

to enable full systems procurement – waiting for a complete answer will introduce an unacceptable delay to 

the technology upgrade. Secondly, the OPW can make significant progress by adopting smaller “off the shelf” 

technology modules and running on these as interim solutions for a number of years. In due course the data 

held in them can migrate into the comprehensive estates management system, so that work is not lost and 

the benefits are retained. An evolving procurement approach would give the OPW considerable benefits both 

in terms of flexibility and of data cleansing and data management. 
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Figure 17: Timeline (tracks 4 and 5) 

 

 

4.2. Tracks 4 & 5 
As previously mentioned, both the ‘Procurement’ and ‘Technology’ tracks will need a mobilisation phase to 

develop a clear project charter, plan and resource requirements.  

 

With regard to the ‘Procurement’ track, there is a need to generate a category plan with Government 

Procurement Services for the major service areas (e.g. Facilities Management, Professional Services, 

Construction and Estates Management) so that a clear procurement approach is articulated and agreed. 

This exercise will include an assessment of the market and an estimate of the volumes of work that OPW 

will procure over the next few years.  

 

Once the category plan(s) is/are agreed, then a standard procurement approach (e.g. RFI/RFP) can 

commence for those services that have the largest beneficial impact on OPW. Track 4 may have further 

procurement phases (that are detailed within the category plan). At this stage only phase 1 is shown on the 

plan.  

 

The mobilisation stages will need to be carefully managed to ensure that there is no significant drop in 

service to the end user.   

 

Track 5 has been split into two elements. The ‘Interim Solution’ includes aspects such as documenting a 

data governance framework, producing a performance metric framework (and defining some initial 

OPW PROJECT TIMELINE

TR
A

C
K

 4
 ‘P

R
O

C
U

R
EM

EN
T’

TR
A

C
K

 5
 ‘T

EC
H

N
O

LO
G

Y’

H2 2013 H1 2014 H2 2014 H1 2015 H2 2015

M
O

B
IL

IS
A

TI
O

N

CATEGORY PLANNING

RFI / RFP

SELECTION

GO-LIVE

M
O

B
IL

IS
A

TI
O

N

SOLUTION REVIEW, FRAMEWORKS

INTERIM TECH RECOMMENDATION

INTERIM SOLUTION DESIGN

BUILD / TEST / DEPLOY

*GO-LIVE

REQUIREMENTS

DESIGN

PHASE 1 BUILD

GO-LIVE (END OF H1 2015)

PHASE 1

PHASE 2

PHASE 2

GO-LIVE (END OF 2015)

DEPLOY

EN
D

 S
TA

TE
 S

O
LU

TI
O

N
IN

TE
R

IM
 S

O
LU

TI
O

N

MOBILISE



 

Page 61 of 62 

 

performance metrics), producing a comprehensive data model and developing data flows on the OPW 

application stack.   

 

The key aspect of the interim solution is to improve the management information in the short term for 

OPW as the end state solution is a long term complex project and will not be available for some time. It is 

expected that Business Information (BI) tools and perhaps data aggregation tools may be part of this 

interim solution. This work is not nugatory as it will inform the requirements of the end state solution and 

some technology (such as the BI tool) may become part of the end state solution. 

 

The second track relates to the ‘End State Solution’ for technology.  There has already been work in this 

area but this will need to be re-aligned with the ‘Process & Organisation’ and ‘Procurement’ tracks to 

ensure a holistic solution is developed. There is also a strategic decision to be taken on whether a full 

Integrated Workplace Management System (IWMS) continues to be the correct option for OPW or whether 

some form of data aggregation solution (internal or external) would be more appropriate. This analysis is 

part of the initial requirements stage identified.  

 

It is expected that any solution will have a common design with phased build and deploy phases. Change 

management will be critical here and is often underestimated on technology projects. Also the need to 

ensure clean accurate data is available needs to be factored into both the interim and end state solution 

technology programmes.   

 

4.3. Critical Success Factors 
Our experience is that the success of the delivery of the enhanced PAMDP will depend on: 

 Strong, visible sponsorship from senior management; 

 Management of all stakeholders to ensure buy-in at all stages and clear communications at all stages; 

 Management of the people issues; 

 Management of the interface between the transition project and business as usual; 

 Clear accountability and focus on the realisation of benefits; 

 Management of expectations, e.g. to give the new arrangements time to bed down; 

 Creation of sufficient momentum to carry the implementation through resistance and to ensure benefits are 

realised on programme; 

 Clear allocation of responsibility for all deliverables and commitment to complete them by the agreed 

deadlines; and 

 A dedicated change team, fully resourced and with the right skills and experience, whose objectives are aligned 

with the project and who will not be distracted by ‘business as usual’ issues. 

 

4.4. Issues and Risks 
The following key issues and risks need to be considered for the next phase: 

 Human Resources processes (internal) – The length of time required for redeployment of internal candidates 

in line with OPW procedures; 

 Human Resources processes (external) – The length of time required for advertising, interviewing and working 

notice periods for external candidates; 

 Management Time – The internal redeployment process is highly likely to absorb senior management time and 

there is a risk that they will be distracted from maintaining business as usual service during a period of intense 

change; 
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 Union involvement – Consultation between OPW Human Resources and employee representation needs to be 

effective on the staff appointment/post-mapping processes; 

 Communication – Other programmes have shown that by using open communication techniques with staff on 

both good and bad news bears dividends in terms of staff goodwill; 

 Training – It is absolutely vital that all staff, whether in similar jobs or completely new to the OPW are trained 

in the new processes and the new culture; 

 “Baton passing” – Individuals will need to pass information and jobs onto those taking over new positions. For 

the sake of ‘business as usual’ it is vital that this is planned and monitored; 

 Procurement – The timescales for the delivery of the changes can be a constraint on the delivery timescales; 

 Change Management – Transformational change cannot be brought about without changing individuals; not 

only their skills, but also their ways of working and their beliefs, and perceptions, about the organisation. This 

is not always easy to achieve. To achieve successful change a project needs to move staff through from 

understanding the change to acceptance and then real commitment to the change. Not all staff will need to be 

fully committed to the change, some may ever only understand and accept the changes; 

 Voluntary retirement – The potential overall reduction in staff numbers means that voluntary retirements are 

likely to be required. This type of offer may not be available to all and there is a risk that insufficient numbers 

of the desired categories of staff will volunteer. The budget for voluntary retirement can be substantial and 

this needs to be set aside prior to commencing on such a programme; and 

 Budgets – Agreement needs to be reached on where and how this project is funded.  

 


