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| Wel come

Distinguished Visitors, Colleagues, L adies and Gentlemen:

| am delighted to welcome you here this morning for what | believe is a very important
conference.

| am pleased to welcome the distinguished speskers including:

e Dr Maia Maguire: from the OECD and Independent Consultant, who will provide
insights from international best practicein the area

e Philip Kedly, Assistant Secretary General, Depatment of An Taoiseach with
responsibility for Transforming Public Services will give apresentation on Strengthening
Leadership in thelrish Public Service, and

e Dr Brian Cawley, Director Generd of the Institute of Public Administration will review
leadership development policy to dae.

e Dr Alma McCarthy of NUI Gaway, who will present the findings of the Report on
Leadership in the Public Service.

| Report on Leadershipin the PublicService

This conference marks the launch of the Report on Leadership in the Public Service.

This important report was undertaken last year by our Centre for Innovation and Sructura
Change (CI C) with direction from Dr AlmaM cCarthy of the J.E. Carnes School of Business &
Economi cs and her co-authors.

Over 140 senior managers from 12 Government Departments and the Office of the Revenue
Commissioners participated in the study with over 1,200 leadership surveys completed in totd.

The Report and Conference focus secificadly on the area of leadership capability in the Irish
public service.



This is very timely in the context of the new Government’s focus on reform, and the
establishment of a new Ministry for Public Expenditure and Reform, held by Minister Brendan
Howlin.

| Link with NUI Galway

Clearly any consideration of the nature of public service leadership must take account of the
politica context.

Two weeks ago a another conference in NUI Gaway on Executive Accountability and
Parliamentary Democracy, organised by colleagues in the School of Law, we heard from a range
of geakers (including the Ombudsman and former Supreme Court Judge, Catherine
M cGuinness.)

Some of the points which emerged there are rdlevant. I'd like to draw attention to some of these
insights, in the context of the contents of the rgport launched today .

| Rol e of the Minister / Civil Servant

Within the Irish public service individua Government ministers are, in a formal lega sense,
responsible for their departments as ‘ corporaions sole —that is ertities which stand aone.

Civil servants work for the government, usuadly a government department, but na for
government ministers.

Commentators have poken of the pratective dlegance of civil servants to aMinider; and have
urged reform of a sysem where senior civil servants obtain preferment on the basis of keeping
things safe and avoiding change at d | costs.

A robug, independent and raiona public service must be free from any suspicion of politica
cientdism. Civil servants, especidly senior civil servants, must fed free to act with true
accountability and trangparency.

Senior civil servants who are now charged by Government with initiating reform and managng
change must befreeto do this.

| The Need for Leadership

This brings us to the subject of today’s conference.

It is dmost sdf-evident to say that effective leadership is criticd to reform and to the
management of change.

This fine study of Leadership in thelrish Public Service confirms this.
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The study points up:

Therisk averse context of the public sector

Therigdity of public sector struaures

Poor internd communications

The challenge of managng resources effectively

The Constraints on recruitment, selection and promotion
Finally, thelack of sysems to enforce accountability.

It seemsto methat dl of this can be summarised in one phrase:

Senior leaders are currently managing and leading without the authority or indeed adequate
control mechanisms to effect red change.

It dso seems to me, Peaking as someone who has the responsibility of leading this University,
that this encagpsulates the chdlengefacingleaders in the civil service, and indeed the wider public
sector.

| Ireland Inc.

Our country isfacingaseverecrisisin its public finances. It is not simply amgor recession. The
dislocation in our economy is such that we need to recast our systems and sructures and indeed
our wider public sector.

The Irdland which emerges from this crisis will be a very different place. The public sector and
the civil service which will underpin this new economy and new society will aso be very
different.

We need leaders in the civil service and the public sector who will riseto the challenge and make
the necessary changes. But even the best people, and the best leaders, will be defested by poor
systems.

| Principle of Subsidiarity

The danger we face now, as we strugd e to correct our public finances, is that we put in place
systems, which while designed to achieve this, will further dis-empower public sector leaders and
compromise the change which is so necessary .

Centrdising control and decision making, while certainly maintaining control over spending,
could wdll inadvertently inhibit change a operationd leve.

If the civil service and public sector are to change, then leaders must have the authority to lead
while, of course, being fully accountabl e for their budgets and their organisations.

| am arguing for a system where senior managers in the public sector are gven defined budgets
and areresponsible for outputs within their organisation.
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Leaders and managers must have the freedom to allocate resources and to change processes while
working within these budgets and achieving agreed outputs.

There is no role, in my view, for a centra ‘control’ authority, in second guessing processes,
procedures and decisions made at local leve, provided alway's, of course, that decisions are made
in accordance with best practice and good governance and are within agreed budgets.

It seems to me that the principle of subsidiarity is one which we might adopt more widely and
with profit acrossthe public sector.

Decisions are best made close to the point of their implementation.

Certanly policy, and indeed, wider strategy must be agreed and communicated from the centre.
Decisions and their implementation should be devolved to those who have the knowledge and the
evidence necessary to inform good decision making.

Theissue of staffingand promotion in the Universitiesis agood example:

The Depatment of Finance of course have a legitimate concern for the budgets of Universities.
Further, gven the nature of public sector pension provision the Depatment has a valid interest
and concern for headcount.

But oncethesetargets are agreed and provided they are met, Finance or for that matter Education
and Science, have no grounds for involving themseves in the details of recruitment and
promotion etc.

This in essence is a the root of the recent public controversy surrounding the Employ ment
Control Framework.

The gpplication of the principle of subsidiarity would leave these decisions to local | eadership. In
short it would empower leaders to lead!

| Condusion / Thanks

Back then to thereport we are launchingtoday .

While as | have sad it rightly in my view speaks to the chalenges of leadingreform and change
within the existing civil service structures, | am aso struck by the positive attitudes which are
expressed in the Report.

The Report highlights

¢ A refreshing and acute self-awareness among senior civil servants;
e A strongbdief in the mission and therole of the Public Service by civil servants;
e Andawsdl-articulated need for reform and | eadership expressed by senior civil servants.

PAGE 4



This gves us tremendous confidence for the future development of the Public Service.

| Formal Launch of Report

Let me conclude then by formally launchingthe Report on Leadership in the Public Service.
| commend al who were involved in its production.

I wish this Conference every success and | look forward to its stimulating and thought provoking
output.
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