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THE OBJECTIVE OF THE GARDA
SIOCHANA INSPECTORATE IS:

“To ensure that the resources available to the Garda Siochana are used so as to
achieve and maintain the highest levels of efficiency and effectiveness in its
operation and administration, as measured by reference to the best standards of
comparable police services.’

s. 117 of the Garda Siochdna Act 2005)
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FOREWORD

On the day I was appointed Chief Inspector of
the Garda Siochdna Inspectorate in May, 2006, a
representative of the media asked me, “Do we need
more police in Ireland?” I responded, “First, we
need to consider what the police we have now are
doing, particularly those on the front lines.” That
is precisely what the Inspectorate attempted to do
during this review of resource allocation in the
Garda Siochana — determine the demands on front
line policing in Ireland and make recommendations

to improve service to the community.

The Inspectorate has consistently acknowledged
the strengths of the Garda Siochéna, particularly its
deep community roots and crime fighting abilities.
The Inspectorate’s purpose is to bring forward
strategic recommendations that help build on that
solid foundation. This report contains suggestions
that will enhance front-line policing and provide

better value for money.

In developing the recommendations in this
report, the Inspectorate recognised that these
are very difficult financial times and there is
limited scope to fund change proposals. At the
same time, the Inspectorate did not avoid making
recommendations that have cost implications
where spending will be necessary to realise
greater efficiency and bring Garda systems in line
with international police practice. For instance,
while acknowledging the reduction in capital
appropriation, the Inspectorate is convinced that

investment is required to plug serious gaps in

_________________ U

Garda technology. In policing, computer aided
dispatch systems and resource information
systems are not luxury items. They are standard
technologies that have been in place in most police
agencies in Europe and North America for decades
and are essential to effective police administration
and operations. Because the Garda Siochédna lacks
these technologies, it took the Inspectorate well
over a year to compile and analyse information
that is readily available to police managers and
government leaders on a real-time basis in most
jurisdictions. Where recommendations involve
significant capital costs, the Inspectorate suggested
interim measures until such time as money is

available for full implementation.

Also, the Inspectorate recognised the current
moratorium on recruitment, yet indicated that
a strategy should be developed for hiring in the
future that will bring the ratio of civilian police
staff to sworn members in line with international

norms.

Insummary, acquiring standard police technologies
and better allocating sworn and non-sworn staff
will significantly enhance front-line policing in
Ireland. Financial constraints may slow progress
but a clear roadmap with priorities for the future
must be developed. It is the Inspectorate’s hope that
this report will provide the basis for that roadmap.

Kathleen O’Toole
Chief Inspector
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INTRODUCTION & OVERVIEW

This report is the product of an inspection of
resource allocation in the Garda Siochana carried
out by the Garda Siochdna Inspectorate at the
request of the Minister for Justice, Equality and

Law Reform.

The Minister asked for an examination of current
Garda resource management systems, an analysis
of emergency and non-emergency demands for
Garda services and an examination of potential
alternative systems that would achieve better
matching of Garda resources to workload. The
Minister also sought advice on the development
and implementation of the Garda Charter proposed
in the Programme for Government. The terms of
reference for the inspection are at Appendix 1 to

this report.

Resource Allocation
— A Universal Issue

Resource allocation is a universal issue in policing.
Each year, central and local governments must
decide police budgets and determine police staffing
numbers. Police leaders must constantly review the

distribution of police officers in their jurisdictions.

Down the years, the problem both for governments
and police organisations was that they did not have
an objective means to quantify the numbers of
police officers required to meet community needs.
They relied on statistics such as the ratio of police
officers to population to help determine overall
police numbers. These statistics are, however, poor
indicators for setting police resource levels. They
are measures of what a community is prepared to
spend on law enforcement rather than what police

resources it needs.!

Counting numbers of recorded offences is not an
adequate measure of police workload either. For
one thing, police officers do a lot more than just deal
with crime. Also, different crimes absorb different

levels of police resources.

! Bellmio P. Calgary Police Service, Patrol Staffing Assessment
2004.

There is a much more structured approach
to measuring workload in the private sector.
Construction companies prepare work schedules
based on the time required to complete the
individual tasks involved in a building project.
Factory managers review plant efficiency by
measuring the time taken to produce given levels
of output. Service companies tender for business
by costing the time required to meet client needs.
The key factor in all of these scenarios is “time”
measurement. The private sector lesson for policing
is clear: a police organisation must measure and
manage police time if it is to operate with maximum

efficiency.

Leading police organisations are now using more
sophisticated means to manage police time as an aid
to resource allocation. They are using information
technology systems to measure the demand for
police services and manage the availability of
police personnel for duty. They are identifying
fluctuations in police workload, by time and place,
and matching them with appropriate numbers
of police personnel. Their aim is to have the right
numbers of police officers in the right places at the

right times to meet community needs.

Key Issues In This Report

Chapters 2 to 5 of this report review the human
resources available to the Garda Siochana and
current Garda resource allocation systems. Chapter
6 benchmarks international developments in police
resource allocation. Chapters 7 and 8 recommend a
new approach to resource allocation in the Garda

Siochana and content for a Garda charter.

A key issue emerging in the early chapters of the
report is that the Garda Siochdna does not have
systems in place to measure workload. “Time”
data from the computer aided dispatch (CAD)
system in the Dublin Metropolitan Region (DMR)
is incomplete and is not currently used for resource
allocation purposes. Outside Dublin, there is
no CAD to provide purposeful data on Garda
workload and the use of Garda time. Divisional
chief superintendents do not know their average

response time to citizen calls for service — even
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emergency calls. They do not know how many calls
are being received, the nature of the calls, or the
temporal or geographic spread of calls. Apart from
the Command and Control Centre in the DMR, the
Garda Siochédna currently accepts emergency calls
at ninety-four centres countrywide. This is set to
reduce to twenty-two next year but, even then, call
handling will still be inefficient given the size of the

jurisdiction and its population.

In the absence of systems to measure and manage
Garda workload and officer availability, the Garda
Siochana cannot achieve close matching of Garda
resources to demands for police services. The
Inspectorate’s analysis of sample CAD data from
the DMR identified a number of specific examples
of mismatching of resources to policing demands.
The analysis also revealed significant variations in
Garda response capability at different times of day,
on different days of the week and between different
areas of Dublin City.

There are also serious systems issues in relation to
managing human resources. Existing Garda leave,
sick leave and overtime systems are disjointed and
do not give Garda management the information
they need to ensure that resources are deployed to
the maximum benefit of the community. Prior to
this inspection, Garda management had already
identified the need for a modern, networked
human resource information system (HRIS). The
Inspectorate agrees that this is a pressing need but
believes that there is a more immediate requirement
for aresource management system (RMS) to manage
Garda rostering and attendance. Combined with
better CAD data and roster changes, an RMS has
far greater potential than HRIS to bring about very

significant efficiencies in front-line policing.

Recommendations

This report makes twenty-seven recommendations
aimed at better Garda resource allocation and
deployment. They include the following five

priority actions:

1. Provide essential new technologies:

e A national CAD system to manage
emergency and non-emergency response to

calls for service. The national CAD system

should be complemented with (i) a global
positioning system (GPS) to identify the
location of all on-duty Gardai for efficiency
and safety purposes, and (ii) mapping
facilities for rapid identification of crime
hotspots and other trends.

Software to analyse CAD data so as to
predict hourly demands on Garda services
and the corresponding numbers of Gardai

required for duty.

A resource management system (RMS) to
manage rostered time, leave, sick leave,
overtime, court attendance, etc. to ensure
that the required numbers of Gardai are
available for duty as required.

A networked HRIS to hold personal, service,
training and expertise/skills data for all

sworn and non-sworn personnel.

Develop and implement a new Garda policy on

telecommunications contacts with members of

the public so as to upgrade emergency and non-

emergency response. The policy should aim to:

Rationalise Garda control rooms such that
two national Garda controls rooms staffed by
trained civilian call takers and dispatchers
would handle all emergency (“999”) and
non-emergency calls from members of the

public countrywide.

Bring the new Garda national digital radio
system into operation to provide instant,
secure and reliable communications
between control rooms and all operational

Gardai.
Publicise a single Garda Siochana non-

emergency telephone number for use by

members of the public.

Negotiate new attendance rosters for front-line

uniformed Gardai that:

Comply with the European Working Time
Directive (EWTD).

Match the policing needs of the community.

Have due regard to the health and safety
needs of individual Gardai.

Provide sensible work-life balance for
Gardai.
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Maximise the numbers of Gardai available
for operational duty through a structured
programme of civilianisation, reduction in non-
core police duties, redeployment of Gardai from
inefficient station duties to more purposeful
outdoor operational duties, and introduction of
more efficient work practices, including better

organised court attendance.

Establish a resource deployment unit with
civilian analytical expertise in each Garda
region, commencing immediately in the DMR,
to achieve close matching of the numbers of
on-duty Gardai to predicted/planned levels of
workload. The establishment of the units should
be part of a new management and supervision
initiative focused on achieving optimum

resource allocation.
e Implementation  of  these  priority
recommendations will enable the Garda

Siochéna to:

e DProvide better and more consistent

emergency and non-emergency response.

e Make more time available for community
policing.

* Make sound strategic resource allocation
decisions.

e DBetter determine front-line staffing levels.

e Achieve more even workloads for individual

officers.

® Set measurable performance targets in a
Garda Charter.

e Evaluate regional, divisional, district, station

and unit performance.

* Ensure value for money.

_________________ U
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SUMMARY OF RECOMMENDATIONS

Chapter 2

Recommendation 1

The Inspectorate recommends that the Garda
Siochédna plan for future recruitment of both police
officers and police staff. The plan should aim to
bring the ratio of police staff to police officers in
line with international norms. It should identify
priority areas for civilianisation and the particular
skills and expertise required in those areas. Where
possible, advantage should be taken of future
opportunities to acquire civilian staff with the
required skills who may become available through
increased mobility across the public service. Future
recruitment of police officers should be linked to
progress towards achieving an initial minimum
target ratio of one member of police staff to every

three serving police officers.

Recommendation 2

The Inspectorate recommends a review of the
operation of the Garda Reserve for the purpose of
better defining its role taking into account practical

experience of its first three years in existence.

Recommendation 3

The Inspectorate recommends that priority be given
in the Garda IT programme to provision of a new
human resource information system and a resource
management system. Given its potential to bring
about greater efficiencies in front-line policing, the
resource management system should be developed

first.

Chapter 3

Recommendation 4

The Inspectorate recommends that the Garda
Siochana pursue opportunities, especially in
the DMR, to release sworn personnel from
administrative duties at Garda stations through

changesinstation opening hoursand civilianisation.

Recommendation 5

The Inspectorate recommends that the Garda
Siochana examine means of reducing the volume of
administrative transactions at Garda stations. The
Garda Siochédna should also examine the scope for
use of on-line application forms and arrangements

to limit the handling of cash.

Chapter 4

Recommendation 6

The Inspectorate recommends that the Garda
Siochdna adopt, as rapidly as feasible, new
rosters and work-hour policies consistent with
the European Working Time Directive in order to
safeguard the health of members and the safety of
both the Garda Siochdna and the public.

Recommendation 7
Leave records, including sick leave records, should
be created electronically on a resource management

system.

Recommendation 8

The Inspectorate recommends that Garda Siochana
records of sick leave, long-term sick leave and
injuries on duty be reviewed, standardised and
consolidated across the organisation. Records
should be formatted such that local and central
managers can quickly discern patterns requiring
intervention. Initiatives such as back-to-work
interviews should be adopted consistently in all
Garda districts supported by a training programme

for supervisors and managers.

Recommendation 9

The Inspectorate recommends an examination of
the following factors impacting Garda availability

for core police duties:

e Immigration duties.
e Static protection duties.
e Inefficient office technology systems.

e Waiting times in court.
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Chapter 5

Recommendation 10

The Inspectorate recommends that the Garda
Siochana take immediate steps to improve the
quality of computer-aided dispatch data in the
Dublin Metropolitan Region and derive maximum

benefit from it for resource management purposes.

Recommendation 11

The Inspectorate recommends that the Garda
Siochana adopt a graduated response to calls for
assistance. The Garda Siochdna should adopt the
widely accepted practice among police services in
other jurisdictions of locating a helpdesk in control
rooms to enable the needs of some callers to be met

over the phone without dispatch of a patrol car.

Recommendation 12

The Inspectorate recommends that the Garda
Siochana deploy more one-officer mobile units to
non-emergency calls in urban areas where back-
up is close at hand and use more motorcycles
and bicycles for this purpose. One-officer patrols
in extensive rural areas should be avoided. If,
in exceptional circumstances, such a patrol is so
assigned, the Garda concerned should be briefed
by a supervisor, guided by an operational protocol,

and have designated back-up.

Recommendation 13

The Inspectorate recommends that the Garda
Siochédna develop new managerial and supervisory
approaches to resource deployment based on robust

and timely data.

Chapter 7

Recommendation 14

The Inspectorate recommends that the Garda
Commissioner immediately establish a National
Resource Deployment Team to develop a resource
allocation plan for the Garda Siochadna. Ideally,
the team should include sworn personnel, a
civilian analyst and a professional project manager
experienced in the development of strategic

resource allocation in a police environment.

_________________ U

Recommendation 15

The Inspectorate recommends that the DMR
should be the pilot region for implementation of
the national resource allocation plan. Experience
gained in the pilot should inform roll-out in the

other five regions.

Recommendation 16

The Inspectorate recommends that the Garda
Siochana develop a national computer-aided
dispatch system, incorporating GPS facilities, a geo-
directory and demand profiling software (DPS).

Recommendation 17

The Inspectorate recommends that, as a first
step in the development of a national computer-
aided dispatch system, the Garda Siochana
replace the current outdated system in the Dublin
Metropolitan Region immediately. The control
room manager should report directly to the

Assistant Commissioner, DMR.

Recommendation 18

The Inspectorate recommends that, pending control
room rationalisation (see recommendations 20 and
21), the Garda Siochdna make a computerised record
of the particulars of every “999” call received at the
twenty-two divisional control rooms outside the
DMR, including the time of the call, dispatch time,

arrival time at scene and the call clearance time.

Recommendation 19

The Inspectorate recommends that the Garda
Siochana devise and publish a policy on
telecommunications contacts with members of the

public.

Recommendation 20

The Inspectorate recommends the provision of
two mirror-image national Garda control rooms
unless it can be conclusively shown that there is an

overriding case for a third.

Recommendation 21

The Inspectorate recommends that the Government
have regard to the potential to achieve economies
and efficiencies through co-location and integration
of the control room systems of the Garda Siochana

and other emergency services.
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Recommendation 22

The Inspectorate recommends that the Garda
Siochana establish a resource deployment unit in
each Garda region, commencing in the DMR at the
earliest possible date. The units would determine
the numbers of Gardai required for duty at any
given time based on predicted and planned policing
requirements. Each regional resource deployment
unit should include personnel with operational

policing experience and civilian analyst expertise.

Recommendation 23

The Inspectorate recommends that one of the first
tasks of the DMR Resource Deployment Unit should
be the development of incident data recording
standards and effective data audit procedures to
ensure the completeness and accuracy of computer
aided dispatch data. The new standards should
require immediate updating of dispatch records by
all front-line officers as their operational status (“At
Scene” etc.) changes. (Updating should be done by
means of voiceless transmissions on the new digital
radio system.) Officer safety should be paramount

when developing these standards.

Recommendation 24

The Inspectorate recommends that Garda
management and the Garda representative
associations begin discussions on new rosters at the

earliest opportunity. The new rosters should:

* Be consistent with the terms of the European
Working Time Directive as clarified in
judgements of the European Court of Justice and
accord with evidence-based good practice (see

recommendation 6).

* Provide the flexibility to have the right numbers
of Gardaion operational duty to match predicted
levels of demand for police services.

* Incorporate recognised health and safety
guidelines for shift working.

e Provide sensible work-life balance for Gardai,
giving good notice of work rotas and some

weekends free.

_________________ U

CHAPTER 8

Recommendation 25

The Inspectorate recommends that the Garda
Charter should set response-time targets for
emergency and non-emergency calls. The targets
should include dispatch-time targets for control

room staff.

Recommendation 26
The Inspectorate recommends that emergency and
non-emergency callers be given an estimated time

of arrival of a Garda unit.

Recommendation 27

The Inspectorate recommends that call takers be
trained to identify calls that do not necessitate
dispatch of a Garda unit. In those cases, calls should
be routed to a Garda helpdesk (see recommendation
11), which can give callers appropriate advice,

assistance and/or information.
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The terms of reference for this report can be distilled into four key questions:

e What is the current workload of the Garda Siochana?

* How is the Garda Siochéana allocating its human resources to meet current

workload?

* Are there better ways to allocate Garda human resources to meet policing

demands?

* What service-level targets should be included in the proposed Garda

Charter?

These are significant questions. They address the
fundamentals of daily deployment of thousands of
front-line Gardai. The answers to these questions,
together with actions taken in response to them,
have the potential to bring about major changes
in how the Garda Siochana does its business in

serving the community.

The Inspectorate recognised from the outset that
examination of human resource allocation in each
individual Garda unit would be a monumental task.
Accordingly, it was decided to focus on examining
the workload and resource management systems
of front-line uniformed Garda units, especially the
“regular” units providing a mix of response, patrol

and other proactive policing.

Review of Reports

The inspection commenced with a review of
relevant reports, published and unpublished,
including reports on resource allocation in the
Garda Siochdna and other police services. The
more significant of the reports reviewed are listed
at Appendix 2. They provided a wealth of material
on measurement of police workload, resource

allocation and roster systems.

Quantitative Data

The most demanding and time-consuming tasks
undertaken in the course of the inspection were
data collection and analysis for the purpose of
assessing current resource allocation in the Garda

Siochéana.

Data collection was problematic because the Garda
Siochana does not have networked information
technology systems that routinely collect workload
and resource deployment data. During the
course of this review, the Inspectorate collected
electronic data from (i) PULSE, the incident records
management system in the Garda Siochana, (ii)
the computer aided dispatch (CAD) system in the
Dublin Metropolitan Region (DMR), and (iii) the
Garda Regional Integrated Personnel System at
Garda Headquarters. This was supplemented by
data collected manually from five Garda divisions
that reflect the mix of Irish policing environments.
Donegal and Laois/Offaly Garda Divisions were
selected as being representative of rural policing.
The DMR South Central and DMR Western
Divisions represented urban and suburban policing
respectively. Cork City was chosen to gain insight
to policing in a major urban centre outside the
DMR. The data collected in these divisions mainly
comprised leave, sick leave and overtime statistics
in respect of 1,334 Gardai in front-line uniformed

units.

It was decided that, as far as possible, both
electronic and manual data would relate to the year
2007 (the latest completed calendar year at the time
the inspection began). Where data for 2007 was
either not available or too extensive for analytical
purposes, it was decided to focus on data for a
Garda roster period for which records were readily
available. The roster chosen covered the period
11 February to 9 March, 2008. This roster avoided
holiday periods and other factors that could skew

data analysis.
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Qualitative Data

The Inspectorate gathered qualitative data from
senior managers at Garda Headquarters and from
members of all ranks and civilian staff in the five
Garda divisions visited. During the course of this

research the Inspectorate:

e Met with Deputy Commissioner Operations,
Chief Superintendent HRM and Superintendent
HRM at Garda Headquarters.

e Met with the Assistant Commissioner DMR
and received comprehensive briefings from five
divisional chief superintendents and nineteen

district superintendents.

e Visited nineteen district headquarters and
thirty-seven Garda stations, conducting over 200
interviews and focus groups with sworn and

non-sworn personnel of every rank and grade.

e Conducted focus groups and interviews with
personnel at the Command and Control Centre
in Dublin and in five divisional call taking and

dispatch centres.

* Met with representatives of the Association
of Chief Superintendents, the Association of
Garda Superintendents, the Association of
Garda Sergeants and Inspectors and the Garda

Representative Association.

e Held individual “feedback” meetings with chief
superintendents on completion of field work.

Consultancy Support

To assist in the review of Garda rosters from a
physiological perspective, the Inspectorate was
pleased to have the authoritative support of Dr.
Charles Czeisler, PhD, MD, and FRCP. Dr. Czeisler is
the Baldino Professor of Sleep Medicine, Director of
the Division of Sleep Medicine at Harvard Medical
School and Chief of the Division of Sleep Medicine
in the Department of Medicine at Brigham and
Women’s Hospital in Boston, Massachusetts. He
is a Diplomate of the American Board of Sleep
Medicine, a Fellow of the American Academy of
Sleep Medicine and Past-President of the Sleep
Research Society.

Dr. Czeisler is recognised internationally as an
expert in sleep medicine and shift work and has 35
years of experience in the field of basic and applied

research on the physiology of the human circadian

_________________ U

timing system and its relationship to the sleep-wake
cycle, resulting in more than 200 published articles
in the world scientific and medical literature.
He has assisted many organisations in the US,
including police departments, in developing new
roster systems. He has received the Healthy Sleep
Community Award from the U.S. National Sleep
Foundation for his research on work schedules
among resident physicians; the U.S. National
Institute for Occupational Safety and Health
(NIOSH) Director’s Award for Scientific Leadership
in Occupational Safety and Health; the Lifetime
Achievement Award from the US National Sleep
Foundation, the Lord Adrian Gold Medal from
the UK Royal Society of Medicine (London), the
Distinguished Scientist Award from the US Sleep
Research Society and an Honorary Fellowship from
the UK Royal College of Physicians (London). He
served on the Advisory Panel responsible for the
report on “Biological Rhythms: Implications for the
Worker” by the Office of Technology Assessment,
US Congress; the Advisory Committee on Night
Operations and Human Chronobiology, Life and
Environmental Sciences Division, US Air Force
Office of Scientific Research. He was a member of
the Drowsy Driving Commission, Commonwealth
of Massachusetts and the Sleep Disorders Research
Advisory Board, US National Heart, Lung, and
Blood Institute.

Dr. Czeisler is/was a member of the Boards of
Trustees/Directors of the Institute for Experimental
Psychiatry Research Foundation, Sleep Research
Society, World Federation of Sleep Research
and Sleep Medicine Societies, Association of
Professional Sleep Societies, and Sleep Research
Society Foundation. For ten years he served as Team
Leader of the Human Performance Factors, Sleep
and Chronobiology Team of the National Space
Biomedical Research Institute of the US National

Aeronautics and Space Agency.

Dr. Czeisler met with the Inspectorate and guided
the collection of data on the actual working hours
of 1,334 Gardai in five Garda divisions. With the
assistance of Mr. Lorcan Walshe, a PhD candidate
in the field of Biomedical Engineering Research
at Maynooth University, data was subsequently
analysed and the findings presented as set out in

Chapter 4 of this report.
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The resources of the Garda Siochdna are funded by the Irish exchequer.
Excluding capital expenditure, the Gardabudgetis the fourth largestin the Irish
public service, representing 3.5% of net current expenditure by Government
departments and services.?

The mostsignificantresource in the Garda Siochdnais the organisation’s human
resources. Typically, about 70% of the annual Garda budget is required to fund
remuneration of police officers and police staff. A further 17% approximately
of the budget is allocated to superannuation.

This chapter looks at the human resources available to the Garda Siochana.
It addresses current issues around civilianisation, the lack of electronic data
to support the human resource management function and the geographic
distribution of sworn police officers, including the basis for deciding the
distribution. Subsequent chapters will examine demands on Garda services
and how the resources outlined here are available to meet them.

Garda Numbers ® Reduced scope for in-service training because

of the need to dedicate significant training

Recent Irish governments have committed .
resources to the accelerated recruitment

significant additional resources to the Garda
programme.

Siochana. The table at Appendix 3 to this report o ' . '
shows that the recorded sworn strength of the e Difficulties experienced by Gardai in accessing
Garda Sfochdna on 1 January, 2009 was 14,412

members (all ranks). This represented an increase

PULSE information at busy times, e.g. shift
changeovers, because of the limited numbers of

of 3,177 members or 28% since 1 January, 1999.° terminals available in Garda stations..

e Lack of space for newly-appointed police

The recent changed economic situation has officers and police staff, including new units of
necessitated the postponement of further Garda the traffic corps.
recruitment. While this will impact future serving o Inadequate facilities for the increased proportion

strength, a recruitment pause may alleviate some of of women joining the Garda Sfochéna.

the organisational strains that are evident following

a period of rapid expansion in personnel numbers. In some locations these strains were such that
In the course of visits to stations, the Inspectorate it appeared to the Inspectorate that the quality
noted: of Garda services to the public had become over

dependent on the goodwill and enthusiasm of

* Additional stresses on busy supervisors front-line Gardai to “get on with the job.” During

assigned responsibility for successive waves of the current pause in recruitment, the Garda

new entrants. Siochdna must address the apparent management,
supervision, organisational and technological
issues. The Inspectorate believes that a new focus
on resource allocation and deployment can lead to a

better organised, better managed, better equipped

- - and better deployed police service.
2 See Table 1A (page 26) of the 2009 Revised Estimates for

Public Services accessible at http://www.finance.gov.ie/
documents/public%20expenditure/2009/rev2009rev.pdf

3 The table at Appendix 3 to this report provide service, age
and gender profiles of the Garda Siochana (all ranks).
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Police Staff

The low proportion of police staff in the Garda
Siochdna was highlighted in the Inspectorate’s third
report* and in the review of the Irish Public Service
by the Organisation for Economic Co-operation
and Development (OECD).° Over the past ten
years, and especially in the past two years, civilian
recruitment brought the proportion of police staff
in the Garda Siochana up to over 11% of core
personnel numbers as of 1 January, 2009. While this
represents commendable progress, it has to be seen
against international policing benchmarks. Most
leading police workforces are now comprised of at
least one-third police staff.® Some police services
have achieved parity in the numbers of police staff

and police officers.

The  Inspectorate  welcomes the  Garda
Commissioner’s commitment to achieve a police
staff to police officer ratio of up to 1:37 From a
resource allocation perspective, there are important

reasons to actively pursue this commitment:

e It is contrary to efficient resource allocation
to invest significant time and money in police
officers and then assign them in large numbers
to work that can be done at least as competently

and at lesser cost by non-sworn police staff.

e (ivilian subject-matter experts, including
experts in HR and resource management,
bring much-needed skill sets and experience to
policing that allow sworn officers to concentrate
on the jobs for which they were recruited and

trained.

* Ahigher proportion of police staff would help to
reduce the pressures on front-line Garda units
arising from unacceptably high levels of officer
turnover. In the Inspectorate’s experience, it
is not unusual in larger Garda stations for the

most senior member of a uniformed unit to have

4  Policing in Ireland — Looking Forward, accessible at http://
www.gsinsp.ie

5 Page 29 of OECD review IRELAND, Towards an Integrated
Public Service accessible at http://www.bettergov.ie/
attached_files/upload/IRELAND-Towards%20An%20
Integrated%20Public%20Service.pdf

6  Page 18 of Policing in Ireland — Looking Forward,, accessible
at http:// www.gsinsp.ie

7 Report of the Commissioner’s appearance before the
Oireachtas Joint Committee on Justice, Equality, Defence
and Women’s Rights on 27 January, 2009 as accessed on
31 March, 2009 at http://debates.oireachtas.ie/DDebate.
aspx?F=]UJ20090127.xm1&Page=1&Ex=224#N224

_________________ U

no more than four years of service, and for the
majority to be either still in, or just out of, their
two-year probation period. There will always
be, and needs to be, officer turnover in front-line
units. However, the levels of turnover seen by
the Inspectorate are a matter of concern and are
contrary to the interests of the community, the

organisation and front-line officers themselves.

e The training programme for new entrants
to the Garda Siochdna is the longest among
comparable police services and absorbs
considerable resources. Recruitment of police
staff to replace serving Gardai in posts that do
not require police skills or powers is a quicker,
most resource-efficient and more cost-effective
means of increasing the operational Garda

presence in the community.

The prevailing Government budgetary position
precludes hiring of significant numbers of new
personnel to the Garda Siochana. However, the
Inspectorate recommends that the Garda Siochana
plan for future recruitment of both police officers
and police staff. The plan should aim to bring the
ratio of police staff to police officers in line with
international norms. It should identify priority
areas for civilianisation and the particular skills and
expertise required in those areas. Where possible,
advantage should be taken of future opportunities
to acquire civilian staff with the required skills who
may become available through increased mobility
across the public service® Future recruitment of
police officers should be linked to progress towards
achieving an initial minimum target ratio of one
member of police staff to every three serving police

officers.

Garda Reserve

Garda Siochdna resources have been augmented
since December, 2006 by a parttime Garda
Reserve. There are currently 410 reservists with a
further 154° in training. The Inspectorate met with
members of the Reserve during the course of the
inspection and was impressed by their enthusiasm

and commitment.

8 Transforming Public Services, Stationery Office, Dublin,
2008, pages 27-29.

9  Figures provided by the Garda Siochana as at 30 June, 2009
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Garda management must ensure that the resources
of the Garda Reserve are used appropriately
and to the benefit of the community. A crucial
consideration is that the role of the Reserve must
be clearly defined and its members must receive
direction and training commensurate with their

duties and responsibilities.

The Inspectorate recommends a review of the
operation of the Garda Reserve for the purpose of
better defining its role taking into account practical

experience of its first three years in existence.

Human Resource Information
System (HRIS)

The Garda Siochdna does not have a modern human
resource information system (HRIS). This results
in a multitude of information gaps. For instance,
the Inspectorate had hoped to analyse how Garda
human resources are allocated by function. This
would have facilitated international benchmarking
of the numbers of Garda personnel, sworn and
non-sworn, assigned to police management,
operations, administration and technical functions.
Unfortunately, the Inspectorate could not proceed
with the analysis because the necessary data was
not readily available from the Garda Siochdna and

would have been costly to compile.

The absence of a modern Garda HRIS means that
there is no single electronic repository of all Garda
human resource records. A basic personnel record
is held on a computer at Garda Headquarters for
each sworn member. This system is accessible at
Garda Headquarters only. Other human resource
records for sworn members are held locally in
Garda districts. Accordingly, there is no means
of quickly compiling organisation-wide human
resource data. For instance, Garda management
does not have ready access to complete data on

members’ experience and expertise such as their:

Assignments (other than the locations to which

members have been assigned).

* Academic qualifications.
¢ Training courses attended.
® Specialist skills.

e Languages skills

_________________ U

The problem is compounded by the fact that many
local records are not computerised and are not
maintained in a standardised format. In some cases,
there are no consolidated records, e.g. at many
stations the only available record of a member’s

annual leave is the leave sheet.

The richer the HR information available to Garda
management, the better will be the quality of their
resource allocation decisions. Garda management is
well aware of the need to put in place a new, modern
HRIS and has evaluated options in that regard. The
Inspectorate agrees that there is a pressing need for
a HRIS but believes that there is a more immediate
requirement for a resource management system
(RMS), as recommended in Chapter 7, to manage
Garda rostering and attendance. Combined with
better CAD data and roster changes, an RMS has
far greater potential than HRIS to bring about very

significant efficiencies in front-line policing.

Geographic Allocation of Gardai

Under the Garda Siochdna Act 2005, the Garda
Commissioner determines the allocation of police
officers to headquarters, national units and the
operational Garda divisions in the State. Garda
management has indicated that among the main
factors taken into account in allocating sworn
personnel are crime levels, demographic changes,

and factors relevant to the security of the state.

The table at Appendix 5 to this report shows
comparative geographic distributions of serving
Gardanumbersin 1999,2004 and 2009. Itis clear from
the table that all Garda divisions benefited from the
programme of accelerated Garda recruitment over
the past ten years. The divisions that benefited most
were the Western, Northern and Southern Divisions
of the DMR and the Limerick Division.

Of the net extra 3,177 members recruited in the ten
years to 1 January 2009, 21% were assigned to the
Traffic Corps as part of the successful programme
of measures to reduce road deaths and injuries.
Increases in traffic corps numbers accounted for
significantly greater proportions of the additional
police officers allocated to rural divisions since 1999

than was the case with urban divisions.
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GERM

In 1999, the Garda Siochdna developed a computer-
based model known as the Garda Establishment
Redistribution Model (GERM) to guide decisions
on the allocation of operational police officers.
Other police services have also developed models
of this kind.

GERM was designed to quantify the mainstream
workloads of Garda divisions and calculate the
amounts of Garda time required to meet those
workloads. The model appears to have been built
on a sound theoretical base suited to its purpose
as a “pragmatic” guide to decision-making. To be
fully effective, GERM would have required regular
updating as new workload and demographic data
became available. Absence of up-to-date data on the
use of police time, which was initially collected by
means of an activity survey in Garda districts, has
been a problem for a number of years. In its absence,
it would appear that Garda management has relied
more on subjective assessment of policing needs
based on professional experience than on objective

workload measurements.

Garda Siochdna managers need the support of
good quality workload data in deciding resource
allocations into the future. A fully updated GERM
is still relevant (the Garda Siochadna is committed
to reviewing it in 2009). However, the Inspectorate
believes that there is a need to supplement it with
more in-depth analysis of workload at Garda
district level. Later chapters of this report will

illuminate this need.

_________________ U

Recommendations

Recommendation 1

The Inspectorate recommends that the Garda
Siochana plan for future recruitment of both police
officers and police staff. The plan should aim to
bring the ratio of police staff to police officers in
line with international norms. It should identify
priority areas for civilianisation and the particular
skills and expertise required in those areas. Where
possible, advantage should be taken of future
opportunities to acquire civilian staff with the
required skills who may become available through
increased mobility across the public service. Future
recruitment of police officers should be linked to
progress towards achieving an initial minimum
target ratio of one member of police staff to every

three serving police officers.

Recommendation 2

The Inspectorate recommends a review of the
operation of the Garda Reserve for the purpose of
better defining its role taking into account practical

experience of its first three years in existence.

Recommendation 3

The Inspectorate recommends that priority be given
in the Garda IT programme to provision of a new
Garda HRIS and RMS. Given its potential to bring
about greater efficiencies in front-line policing, the
RMS should be developed first.
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In any business, and policing is no exception, measuring workload is essential
to efficient and effective resource allocation. Unless an organisation knows
how much work it has to do, it cannot begin to determine the resources needed
to get it done most efficiently.

Police services must have good quality information on the demands being
made on them in order to determine how best to allocate their human and
other resources. This chapter analyses the demands being made on the Garda
Siochana based on available data. Using calls-for-service data from the DMR
and Cork City, it highlights hourly and daily variations in the levels of demand
for emergency and non-emergency police response. This chapter also looks at
the demand for administrative services at Garda stations and the scope for

greater efficiencies.

Garda Siochdna Functions

The statutory functions of the Garda Siochana, as
set out in Section 7 of the Garda Siochdna Act 2005,
provide an overview of the different demands made
on the organisation. These functions require the
Garda Siochana to “provide policing and security

services for the State with the objective of:

a) preserving peace and public order,

b) protecting life and property,

¢) vindicating the human rights of each individual,

d) protecting the security of the State,

e) preventing crime,

f) bringing criminals to justice, including by
detecting and investigating crime, and

g) regulating and controlling road traffic and

improving road safety.”

Section 7 also provides that members of the Garda
Siochédna have “such functions as are conferred on

themby law including those relating toimmigration.”

Behind this list of formal functions is an extensive
range of service demands that are made on front-line
police officers. Indeed, the range is very extensive
and diverse. For instance, in addition to dealing
with crime and enforcing traffic laws, Gardai assist
in a whole variety of tasks related to mountain
rescues, wandering animals, hospital escorts, family
disputes, runaway children and emergency births.
The range of demands made on police officers is best

captured in the observation that people summon

police assistance when they encounter “something
that ought not to be happening and about which

someone had better do something now.”

The challenge for Garda managers with
responsibility for resource allocation is to quantify
how much of their officers’ time is taken up by all of

these different demands.

Difficulties in Measuring
Demand for Garda Services

This report focuses on the service demands of
front-line uniformed Gardai. They are the police
officers who respond to all kinds of emergency and
non-emergency calls from members of the public.
They engage in proactive police work such as
crime prevention patrols, crime investigation and
community policing. They prepare crime files and
penalty notices and attend court to give evidence.

Unfortunately, the Inspectorate was unable to
quantify all of the demands being made on these

officers for a number of reasons:

* The Garda Siochdna does not have systems in
place to routinely collect and analyse workload
data for individual units across the organisation.

e There is no dedicated Garda team or individual
responsible for monitoring workload and

advising Garda management on deployment.

10 Bittner, E. (1974), Florence Nightingale in Pursuit of Willie
Sutton: A theory of the police, in Jacob H. (ed.), The Potential
for Reform of Criminal Justice, Beverley Hills: Sage.
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e PULSE, the Garda

management system, does not capture — nor

Siochdna incident
was it intended to capture — information on
the amount of time Gardai spend dealing with

incidents.

e The Computer Aided Dispatch (CAD) system
in the DMR is the richest available source of
information on service demands (emergency
and non-emergency) made on front-line Gardai.
However, this system covers the Dublin area
only and, even then, not all incident-related data

is collected.

e Qutside Dublin, calls for service are not
recorded electronically. Apart from the Cork
City Garda Division, where a limited amount
of data on calls for service is recorded, the

available manual records are at best incomplete.

* Deployment records maintained at Garda
stations provide information on the shifts and
overtime worked by Gardai, but not the nature

of the duties on which they were engaged.

The absence of data on demands for Garda services
is unacceptable and must be addressed as a priority.
Such an absence is exceptional in modern police
services. It is also exceptional in emergency services
in Ireland. The Irish Fire and Ambulance services
already have up-to-date systems in place to meet

their data needs.

Analysis of Demand-Related Data

For the purpose of achieving some measurement
of demand for police services, the Inspectorate
reviewed the limited demand-related data that is
available from the Garda Siochana. The Inspectorate

reviewed:

e PULSE data, by Garda division, to get a broad

indication of relative workload at divisional level.

e CAD data from the DMR and manual dispatch
data from Cork City Garda Division to quantify
the workload associated with calls for service
from members of the public, determine the
nature of those calls in the DMR (emergency
and non-emergency), and identify the times of

relatively high and low call loads."

11 The Inspectorate had hoped to analyse 2008 sample data
from Donegal and Laois/Offaly Garda Divisions. Analysis
did not proceed, however, when it became apparent that a
number of Garda district headquarters had not recorded all
calls for service during the sample period.

_________________ U

e Data from consultancy reports prepared for the
Garda Siochéna (see Appendix 2) and PULSE
data to assess demand for administrative

services provided to the public at Garda stations.

Pulse Data as an Indicator of
Relative Workload

PULSE is networked to a total of 347 Garda Siochana
locations and holds information on criminal and
non-criminal incidents, including traffic incidents,

attended by members of the Garda Siochana.

Figure A shows all primary incidents recorded on
PULSE in 2007, categorised by Garda division. It will
be seen that some divisions, notably divisions in the
DMR and Cork City Division, recorded significantly
higher numbers of incidents. This indicates that
demand for Garda services is not evenly distributed
between Garda divisions and that some divisions
have a substantially greater workload than others.
These workload differences need to be measured on
an ongoing basis for resource allocation purposes

using CAD technology.

CAD Data for The DMR

In 2007, the DMR recorded a total of 436,449 calls
for service from members of the public on its
CAD system'. This amounts to an average of 1,196
calls per day (an average of three per hour per
DMR Garda district). The calls were received by
phone and recorded on a CAD screen either at the
Command and Control Centre at Harcourt Street or
at a Garda station in the DMR.

Analysis of the 2007 CAD data from the DMR
reveals two prominent daily variations in the

volume of calls received:

* The average daily peak in call volumes in each
of the six divisions of the DMR occurred in the
late evening between 20.00 and 22.00 hours.

e DMR divisional call loads were lowest between
05.00 and 07.00 hours.

Both of these findings are consistent with data
collected in respect of 97, 137 incidents recorded in

the Dublin area in January and December of 1997.5

12 A further 32,644 calls were received from Gardai who
reported incidents.

13 Proposed Framework for Rostering in the Garda Siochana,
Garda Headquarters, 20th May, 1998, page 12
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FIGURE A:
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Analysis also shows both geographic and temporal
variations in demand for Garda services. It is
apparent from Figure B that call volumes are not
evenly spread between the six divisions in the
Region. The DMR Western Division had by far the
greatest call load of the six divisions at all times of
the day and night and the highest peak in demand
between 20.00 and 21.00 hours.

noteworthy exceptions.

For instance, the numbers of

calls for service in the DMR South Central Division
remained relatively stable between 18.00 and 23.00
hours whereas there is a distinct peaking in call
loads during these hours in other divisions. Also,
the numbers of calls increased sharply in the DMR
South Central Division between midnight and 01.00

whereas call numbers in the other five divisions fell

While call patterns are broadly similar for all six during that hour.

divisions over the twenty-four hours, there are some

FIGURE B:

Numbers of Calls for Service, by Hour of Day, in the Six Garda Divisions of the DMR

in the Roster Period 11 February to 9 March 2008
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14 While the divisional comparisons in Figure A are useful, they

should not, for the reasons already mentioned, be regarded as
measures of Garda workload at divisional level. The best sources
of police workload data are properly managed CAD systems.

15 Note that each “weekday” in the chart begins at 4a.m. For
instance, the CAD incident count for “Monday” begins at 4
a.m. on Monday and finishes at 4 a.m. on Tuesday.
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FIGURE C:
CAD Calls for Service, by Weekday, in the Six Garda Divisions of the DMR
in the Roster Period 11 February to 9 March 2008
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Figure C shows that call loads in the six divisions
of the DMR vary from one weekday to another.
The busiest days are Friday and Saturday. It is also
important to note that demand is just as significant
on Sundays as it is on other days of the week. (Note:
Early and late Garda shifts work at half strength
on Sundays under the current Garda three-relief

roster.)

Emergency Response

The Inspectorate was asked specifically to analyse

demand for emergency Garda response.

TABLE 1:

Calls for service in the DMR are categorised by
four priority types in the CAD system: Emergency,
Category 1, Category 2, and Category 3. Table 1
shows the numbers and proportion of calls in each
category in 2007.

Emergency and Category 1 calls merit the greatest
speed of response. Between them, these categories
accounted for 53,559 calls, or 12% of all calls for
assistance, in 2007. This amounted to an average of
147 calls per day or roughly one call per hour per
DMR Garda division.

Numbers of Recorded Calls for Service, by Category,"” in the DMR in 2007

Emergency Category 1 Category 2 Category 3 Totals
2,756 50,803 260,938 121,952 436,449
Numbers of Recorded Incidents
(0.63%) (11.64%) (59.79%) (27.94%) (100%)
Average daily numbers of Recorded Incidents 139 715 334 1,196

16 DMR CAD data for the roster period include 6,753 incident
records that are not categorised by Garda Division. These
records are included in Figure C. They are distributed
between the six divisions in proportion to their relative
categorised call loads. Note that each “weekday” in the chart
begins at 4 a.m. For instance, the CAD incident count for
“Monday” begins at 4 a.m. on Monday and finishes at 4 a.m.
on Tuesday.

17 Emergency and Category 1 calls merit immediate response.
Emergency calls include incidents where there is a danger to
life. Category 1 calls include incidents where a serious crime
is in progress or just occurred. Category 2 and Category 3
calls are given a lower priority. Category 2 calls may, for
instance, include notification of an offence committed at a
much earlier time. Category 3 calls relate to minor incidents/
offences.



FIGURE D:

|
Report of the Garda Siochana Inspectorate 1 Resource Allocation Report
L

Numbers of Calls for Service by Hour of the Day and by Weekday in the Cork City Garda Division

in the Roster Period 11 February to 9 March 2008
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Manual Dispatch Data for Cork
City Garda Division

The Inspectorate analysed a sample of 3,664 calls for
service recorded manually in the Cork City Garda
Division during the roster period, 11 February
to 9 March, 2008. This volume of recorded calls
is comparable to that of the DMR North Central
Division. The majority of the calls were received via
the “999” system.

Figure D suggests that, as in the DMR, there
are varying levels of demand for operational
Garda services in Cork City by time of day and
by weekday. It would appear that demand levels
increase steadily during each day, peaking between
8 p.m. and 3 a.m. The highest peaks occur on Friday
and Saturday nights. It is not possible to indicate
how many “emergency” calls were received in the
Cork City Division during the period because call

records are not categorised by dispatch priority.

Demand for Administrative
Services at Garda Stations

The Garda Siochdna provides administrative
services to the public at Garda stations countrywide.
The administrative services provided in 2007

included:

18 Note that each “weekday” in the chart begins at 4 a.m. For
instance, the CAD incident count for “Monday” begins at 4
a.m. on Monday and finishes at 4 a.m. on Tuesday.

Certification of identity for (i) passport
applicants (estimated at more than 500,000 in

2007) and (ii) persons opening bank accounts.

Examination of road traffic documents that
drivers were required to produce (235,144 in
2007).

Acceptance of annual firearms licence fees
(233,120 licences issued /renewed in 2007/2008).

Provision of a sign-on facility for persons on

bail or temporary release from prison.
Certification of motor tax forms.
Acceptance of incident reports.

Processing of applications for age cards.

Administrative services are available to the public
on a twenty-four hour basis at larger stations
(mainly divisional and district headquarters).
Other stations have official opening times during
the morning, afternoon and evening. In general,
small rural stations have daily official opening
hours from 10 am. to 1 p.m. The official opening
hours of rural one-officer stations vary from one to

three hours on five to seven days per week.

The Inspectorate estimates that as many as
1,650 Gardai are required each day to provide
administrative services to the public at Garda
stations. This represents over 14% of all members
of Sergeant and Garda rank assigned to Garda

divisions and is a very high proportion by
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international standards.”” Having so many sworn
officers engaged in providing administrative
services — something that is done by police staff
in other jurisdictions—does not make best use of

resources.

The Inspectorate is convinced that there is
immediate scope to redeploy Gardai from station
to outdoor operational duty, especially in larger
urban centres, without impacting significantly on
provision of administrative services to the public.
The aim should be to provide administrative
services at the times when the vast majority of
members of the public already avail of them. A
2002 consultancy report® prepared for the Garda
Siochana found that “between 80 and 90 per cent of
customers called to a Garda station during regular office
hours, that most callers required a Garda signature (for
passport, licences, etc.)* and that very few callers arrived
during the night.”

The 2002 consultancy report estimated that revised
opening hours of stations in the DMR, where forty-
two of the forty-seven stations are open twenty-
four hours a day, would free up 240 personnel at
Sergeant and Garda rank for more visible policing
in the community and increased supervision of
Garda resources. The savings would be even more
significant if administrative services for the public
were provided by trained civilian police staff and
members of the Garda Reserve. The Inspectorate
recommends that the Garda Siochdna pursue
opportunities, especially in the DMR, to release
sworn personnel from administrative duties at
Garda stations through changes in station opening

hours and civilianisation.

The Inspectorate also recommends that the Garda
Siochana examine means of reducing the volume of
administrative transactions at Garda stations. For

instance, the majority of callers to Garda stations

19 For instance, Greater Manchester Police, which serves
a population of 2.6 million people, has thirteen 24-hour
stations as compared with forty-two such stations in the
DMR, which has a population of one million people.

20 The Garda Siochana, Review of Organisation Structures and
Service Delivery, Final Report: July 02. (The recommendations
of this report were published in Garda SMI Implementation
Steering Group, Final Report, February 2004, Stationery
Office, Dublin.)

21 Thereport’s findings on the purposes for which people called
to Garda stations are set out at Appendix 6 to this report.
The findings are supported by similar findings from a local
Garda survey of callers to Blanchardstown Garda station in
2006 - see Appendix 7.

_________________ U

attend to have a passport signed. The Inspectorate
estimates that large stations in Dublin certify the
identity of eighty passport applicants per week and
small rural stations an average of seven per week.
The need for such certification should be reviewed.
In the case of adults renewing their passport,
consideration should be given as to whether the old

passport is a sufficient certificate of identity.

The Garda Siochdna should also examine the
scope for use of on-line application forms and
arrangements to limit the handling of cash. This
would reduce the administrative burden on all

stations and leave more time for operational duties.

Recommendations

Recommendation 4

The Inspectorate recommends that the Garda
Siochdana pursue opportunities, especially in
the DMR, to release sworn personnel from
administrative duties at Garda stations through

changesinstation opening hoursand civilianisation.

Recommendation 5

The Inspectorate recommends that the Garda
Siochana examine means of reducing the volume of
administrative transactions at Garda stations. The
Garda Siochana should also examine the scope for
use of on-line application forms and arrangements

to limit the handling of cash.
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Factors such as guns, gangs, drugs, public order, and road traffic fatalities
created a strong demand in recent years for an increased Garda presence in
the community. This demand was met more by accelerated recruitment to the
Garda Siochédna than through initiatives aimed at maximising efficiency in
the use of existing Garda resources. The net result is that the Garda Siochana
is now benefiting from the additional resources that have come on stream but
significant additional benefits remain possible within current staffing levels.

This chapter examines the current availability of human resources in the
Garda Siochana from the following important perspectives:

e Rosters.

* Factors limiting the number of Gardai available for duty, e.g., leave schemes

and sick leave.

* Use of overtime to increase the availability of Gardai for duty.

* Factors affecting on-duty Gardai in the discharge of core police work, i.e.,
non-police duties, inefficient systems and processes, waiting times in courts

and training time.

Garda Siochdna Rosters

Uniformed Gardai assigned to “regular” units in
the DMR and in Cork, Limerick and Waterford
cities work a “three relief” roster. This comprises

three shifts each day as follows:

* 6am.to2p.m. (Early)
e 2p.m.to 10 p.m. (Late)
e 10 p.m. to 6 a.m. (Night)

Members of these units work twenty shifts in
a twenty-eight day roster period; seven nights,
seven late shifts and six early shifts. This allows an

average of two rest days per week.

There are four “regular” Garda units (A, B, C and
D) in each Garda division with a similar number of
members attached to each of them. Where members
work round-the-clock, three units are assigned
to work on any given day and one is rested. An
exception arises on Sundays, when units work
at half strength on the early and late shifts. This

allows each member two Sundays off per roster.

The “three-relief” roster in the DMR is unchanged
since the early 1970s. The equivalent roster in Cork,
Limerick and Waterford cities was revised in 2002.

The revision included an arrangement whereby a

district superintendent can determine the numbers
of Gardai required for the standard early, late and
night shifts. Any remaining Gardai can be required

to work from 7 a.m. to 3 p.m. or from 8 p.m. to 4 a.m.

Outside of the DMR and Cork, Limerick and
Waterford cities, there are two long established
“country” rosters. One is designed for members
attached to units that provide a twenty-four hour
service. This is broadly similar to the three-relief
rosters in the cities. The other “country” roster is
designed for members assigned to small rural

stations that do not operate on a 24/7 basis.

In 1982, two “flexi” shifts (10 a.m. to 6 p.m. and 6
p-m. to 2 a.m.) were authorised to boost the numbers
of Gardai on duty in urban areas during the busier
periods of the day. However, these shifts have had
limited impact on staffing because:

e Many districts have not used them.

e In the districts where they have been used,
relatively low numbers of Gardai have been

assigned to them.

The current Garda rosters are not serving the best
interests of the community, the Garda Siochéna or
its members. There are three compelling reasons

for urgent action to replace them:
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e Legal developments.
e The need for greater flexibility in deployment.
¢ The health and well-being of individual Gardai.

Legal Developments

The European “Working Time Directive”? (EWTD)
was transposed into Irish law by means of the
Organisation of Working Time Act 1997. Section
3 of the Act provides that its provisions shall not
apply to members of the Garda Siochédna, other
than by order made by the Minister for Enterprise,
Trade and Employment, after consultation with
the Minister for Justice, Equality and Law Reform.
In recent years, however, judgments of the Court
of Justice of the European Communities have
declared that armed forces, the police and other
civil protection services only have a limited
exemption from the EWTD. According to the Court,
the exemption only applies to activities during

exceptional circumstances, such as catastrophes.”
The EWTD includes provision for:

* A daily rest break of eleven consecutive hours.

* A weekly rest break of a minimum of twenty-

four uninterrupted hours.

FIGURE F:

e A maximum average working period of forty-
eight hours per week, including overtime. (The
average is normally measured over a period of

four months.)

In the current DMR roster, there are four occasions
when members are allowed a break of only eight
hours between shifts. There is no twenty-four hour
rest break in the DMR during the week of seven
consecutive night shifts. In the three Garda rosters
operated outside the DMR, there are four to six rest

breaks of only eight hours.

The Inspectorate analysed the working hours and
rest breaks of 1,334 Gardai in the roster period
11 February to 9 March, 2008 in the five Garda
divisions visited during the inspection. The
Inspectorate found that during this period the
members concerned accumulated a total of 5,553
breaks of less than eleven hours between shifts
(23.5% of all inter-shift breaks in the period). A
total of 1,732 of these breaks (7.3 % of the total) were
of less than eight hours duration (see Figure F).
Outside of major emergency situations this practice

should simply not occur.

Analysis of Breaks Between Shifts Afforded to the Sample of 1,334 Gardai
in Five Garda Divisions in the Period 11 February to 9 March, 2008
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FIGURE G:
Analysis of Shift Lengths Worked (including Overtime) by 1,334 Gardai
in Five Garda Divisions in the Period 11 February to 9 March, 2008
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Figure G shows that the sample of 1,334 Gardai
worked 560 shifts (2.22%) in excess of sixteen hours
in length. Twelve of these Gardai each worked a
shift in excess of twenty-four hours. The longest
shift worked amounted to thirty-three hours. While
the incidence of excessively long periods of duty is
relatively small, they involve serious implications
for health, safety and effective performance of duty.
Such excessive hours should not be worked outside

of major emergency situations.

The EWTD requires that the average time worked
in each seven-day period, including overtime,
must not exceed forty-eight hours. (The average is
normally measured over a period of four months.)
Examination of hours worked by the sample of 1,334
Gardai indicated that 189 or 14.2% of them worked
in excess of an average 48 hours per week over the
four-week roster from 11 February to 9 March,
2008 (see Figure H). Notwithstanding significant
reductions in the interim in the levels of Garda
overtime being authorised, it is still possible for an
individual Garda to work in excess of an average of

forty-eight hours per week.

FIGURE H:
Average Weekly Hours Worked by 1,334 Gardai in Five Garda Divisions
in the Period 11 February to 9 March, 2008
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Flexibility

The current rosters for “regular” units in the
DMR, Cork, Limerick, Waterford and other urban
centres are overly rigid. They result in roughly
equal numbers of Gardai being available for duty
on each shift, regardless of fluctuations in the level
of demand for police services. The Inspectorate has
seen some evidence of district superintendents in
Cork exercising the option of having Gardai work
non-standard hours during the early and night
shifts,* but there would appear to be much greater
potential to use this option to have more Gardai
on duty at the busier times of the day. (The next
chapter looks in detail at matching the supply of
Gardai to levels of demand for police services.) Even
where Garda management has advance notice of
major sporting and cultural events, e.g. All-Ireland
and international sports fixtures at Croke Park,
significant levels of overtime are incurred because
there is no provision to vary the duty start times of
an individual Garda assigned to a “regular” unit in

the DMR to meet particular policing needs.

Health and Well-Being of Members

At the invitation of the Inspectorate, Dr. Charles
Czeisler® reviewed the Garda rosters from the
perspective of the health and well-being of the
Gardai who work them. He concluded that there are
a number of features of the current rosters in need

of change. These are:

Inadequate Breaks Between Shifts

A break of eight hours or less between shifts
is inadequate as it does not permit Gardai to
obtain a sufficient amount of sleep between
shifts. As the US National Transportation
Safety Board has noted, rest time between
shifts should provide the opportunity to obtain
at least eight continuous hours of sleep, and
should “consider time needed for travel, eating,
personal hygiene, recreation, or inability to fall
asleep immediately at the beginning of the off-
duty period.”” Whenever the scheduled interval
between shifts is only eight hours in duration,

then routine daily activities, such as commuting

24 Superintendents may require some members to commence
work at 7 a.m. instead of 6 a.m., and at 8 p.m. instead of 10 p.m.

25 See page 13 of this report.

26 National Transportation Safety Board, Factors that affect
fatigue in heavy truck accidents, Volume 1: Analysis. NTSB/
55-95/01, 1995, Washington, D.C.

home from work, meals (e.g., breakfast, lunch,
dinner or snacks), social interactions with
family or friends, entertainment (television,
internet), relaxation/winding down, daily
hygiene (shower, bathing, etc), preparation
for work, and commuting from home back to
work must all occur at the expense of obtaining
an adequate amount of time for sleep. This is
why the European Working Time Directive
(EWTD) requires that every worker be provided
with a minimum daily rest period of eleven

consecutive hours per twenty-four hour period.

In contrast, the current DMR roster, for example,
has four quick changeovers that provide only an
eight-hour interval between shifts in its twenty-
eight day roster. As illustrated in Figure F
data on actual working hours from five Garda

Divisions reveal that:

e One in four intervals between shifts
(~410,000 annually, extrapolated system-

wide) is less than eleven hours in duration.

e One in twenty intervals between shifts
(~90,000 annually,

wide) is four to seven hours in duration.

extrapolated system-

* Onein fifty intervals between shifts (~40,000
annually, extrapolated system-wide) is one

to three hours in duration.

As noted elsewhere, insufficient sleep has
been demonstrated to have detrimental effects
on alertness, vigilance, psychomotor skills
and mood. # # 2 30 31 3 The ability to sustain
attention, maintain cognitive performance
and prevent attention failures deteriorates

when sleep is chronically restricted to seven or

27
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31

32

Czeisler CA. The Gordon Wilson Lecture: Work hours, sleep
and patient safety in residency training. Trans Am Clin
Climatol Assoc 2006; 117:159-189.

Durmer ]S, Dinges DF. Neurocognitive consequences of
sleep deprivation. Semin Neurol 2005; 25:117-129.

Van Dongen HPA, Maislin G, Mullington JM, Dinges DF. The
cumulative cost of additional wakefulness: Dose-response
effects on neurobehavioral functions and sleep physiology
from chronic sleep restriction and total sleep deprivation.
Sleep 2003; 26:117-126.

Belenky G, Wesensten NJ, Thorne DR, Thomas ML, Sing HC,
Redmond DP et al. Patterns of performance degradation and
restoration during sleep restriction and subsequent recovery:
A sleep dose-response study. | Sleep Res 2003; 12:1-12.
Czeisler CA. Quantifying consequences of chronic sleep
restriction. Sleep 2003; 26:247-248.

Van Dongen HPA, Dinges DF. Sleep debt and cumulative
excess wakefulness. Sleep 2003; 26:249.
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fewer hours per night for a week or longer.* *
% Stress, tiredness, irritability, distractibility
and the frequency of complaints increase,
while sociability and optimism decrease in the
face of chronic sleep loss, which significantly
increases psychometric measures of total
mood disturbance and impairs judgment. *
%7 38 3 40 Objective measures of performance,
including reaction time and memory, worsen
with each successive day that insufficient sleep
is obtained, with the degree of impairment
directly dependent on the number of hours of
sleep lost*! *> Chronic sleep restriction, such
as losing two hours of sleep per night, impairs
reaction time and driving performance by an
amount equivalent to that induced by alcohol
ingestion. *  Moreover, inter-individual
differences in the vulnerability to sleep loss,
including those resulting from sleep disorders

and other medical disorders, such scheduling
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Institute of Medicine. Sleep disorders and sleep deprivation:
An unmet public health problem. Colten HR, Alteveogt BM,
editors. ISBN:0-309-66012-2, 1-500. 2006. Washington, D.C.,
National Academies Press.

Van Dongen HPA, Maislin G, Mullington JM, Dinges DF. The
cumulative cost of additional wakefulness: Dose-response
effects on neurobehavioral functions and sleep physiology
from chronic sleep restriction and total sleep deprivation.
Sleep 2003; 26:117-126.

Belenky G, Wesensten NJ, Thorne DR, Thomas ML, Sing HC,
Redmond DP et al. Patterns of performance degradation and
restoration during sleep restriction and subsequent recovery:
A sleep dose-response study. ] Sleep Res 2003; 12:1-12.
Dinges DF, Pack F, Williams K, Gillen KA, Powell JW, Ott
GE et al. Cumulative sleepiness, mood disturbance, and
psychomotor vigilance performance decrements during a
week of sleep restricted to 4-5 hours per night. Sleep 1997,
20:267-277.

Haack M, Mullington JM. Sustained sleep restriction reduces
emotional and physical well-being. Pain 2005; 119:56-64.
Killgore WD, Balkin T], Wesensten NJ. Impaired decision
making following 49 hours of sleep deprivation. J Sleep Res
2006; 15:7-13.
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practices, place a disproportionate health and
safety burden on those most vulnerable to sleep
loss.* Based upon this evidence, Garda shifts
should be scheduled with an adequate interval
between shifts that allows sufficient time for
sleep, other than in cases of emergency.

Absence of a Policy Limiting Consecutive
Work Hours

Extrapolation of the shift duration data shownin
Figure G system-wide suggests that in the order
of ~40,000 Garda shifts annually were greater
than sixteen hours in duration, with nearly a
thousand Garda shifts annually greater than
twenty-four hours (and up to thirty-three hours)
in duration. During sustained wakefulness,
twenty-four hours of sleep deprivation has been
shown to impair neurobehavioral performance
to an extent that is comparable to a level of 0.10
percent blood alcohol content.*® 47 48 ¥ % Even a
single episode of moderate sleep deprivation,
such as staying awake for seventeen to nineteen
hours without sleep, degrades neurobehavioral
performance to a level that is equivalent or
worse than that induced by a blood alcohol
concentration of 0.05%, slowing response
speeds by up to 50% and significantly degrading
accuracy. *' Paradoxically, instead of slowing
down to preserve accuracy as reaction time
increases, sleep deprivation often leads people
to make hasty decisions based on inadequate
information. * Sleep fragmentation also impairs
next-day functioning. The effects of sleep loss
result in increased rates of errors on selective
attention tasks that require a search for targets
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Lamond N, Dawson D. Quantifying the performance
impairment associated with fatigue. J Sleep Res 1999; 8:255-262.
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in the visual field. In fact, the duration of time it
takestoreacttoavisual stimulus (simplereaction
time) averages three times longer after twenty-
four hours of wakefulness than beforehand.*
Extended durations of wakefulness also
increase the risk of attention failures—in which
the eyes begin rolling around in their sockets at
the transition from wakefulness to sleep—and
of involuntary transitions from wakefulness to

sleep, despite efforts to remain awake.

Analysis of more than 100,000 job records
encompassing about 90,000 person-years of
accumulated working time in the US, together
with a formal meta-analysis of published
research studies in the international world
literature, have revealed that the relative risk
of injury or accident is more than doubled
after twelve hours of work.>* * Rogers and her
colleagues found that the risk of error was
three times higher when nurses worked shifts
of 12.5 hours or longer.*® Rates of motor vehicle
crashes in young physicians scheduled to work
for greater than twenty-four consecutive hours
were 168% higher during the commute home
from work than from shifts that afforded them
an opportunity to obtain consolidated sleep
averagingseventoninehoursinduration.” When
performing procedures during the daytime,
these young physicians had a seventy-three
percent increased risk of stabbing themselves
with a needle or scalpel after working for more
than twenty consecutive hours.®® They also made
36% more serious medical errors, including
460% more serious diagnostic mistakes, when
they worked shifts that were greater than
twenty-four hours in duration, as compared to
scheduled shift durations that were limited to
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sixteen consecutive hours.”” Due to the adverse
effects of such extended duration work shifts
on the safety of both the Gardai and the public,
it is critical that the Garda Siochéna develops
policies that prohibit this dangerous practice
outside of major emergencies.®’ Shifts (including
overtime) should be limited to a maximum of
approximately thirteen consecutive hours, as
effectively required by the EWTD, given the
requirement of eleven consecutive hours of
rest time per twenty hours.” Shifts that include
night work should not exceed eight hours in
duration, including overtime, as stipulated in
the EWTD.®

Requirement to Work Seven Consecutive
Night Shifts

The requirement to work the night shift on
seven consecutive nights in each four-week
cycle is contrary to best practice shift work
arrangements because it leads to the build up
of chronic sleep deprivation, with its attendant
adverse effects on health and safety. Since the
light-dark cycle is the most power synchronizer
of human circadian rhythms,® the circadian
rhythms of most people do not readily adapt to
working at night and sleeping during the day.** %
Therefore, most people lose about two hours of
sleep or more each night that they work. This
leads to the accumulation of chronic sleep debt,

whichisassociated with significant deterioration
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in alertness and performance.®® ¢ Occupational
safety studies have revealed that the risk of
occupational injuries and accidents increases
significantly with the number of consecutive
night shifts worked. * ¢ For this reason, the U.S.
Institute of Medicine has recommended that
night shifts should be limited to no more than
four consecutive nights.® Seven consecutive

nights of work is contrary to best practice.

Starting Time of the Early Shift (6 a.m. to 2 p.m.)

Factoring in commute time and a morning
meal, many Gardai will need to awaken
between 4 am. and 5 am. in order to report
for duty by 6 a.m. In order to get eight hours of
sleep, this would require many to go to bed at
approximately 8 p.m., which is near the peak
of the circadian wake propensity rhythm, a
time of day when it is most difficult to initiate
sleep.™ A later shift start time would align
better with the physiological sleep propensity
rhythm and reduce the tendency of Gardai to
be sleep deprived when working the day shift.
This should result in better performance and
alertness levels on the day shift and a reduced

risk of sleep-related errors and accidents.

In the course of the Inspectorate’s visits to
stations, many Gardai voiced concerns about
the current Garda rosters, especially in relation
to short (eight hour) changeovers. While fewer
Gardai were critical of the requirement to

work seven consecutive night shifts, it was
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In light

apparent from the data that many of them
availed of annual leave (or time off in lieu of
overtime) during these shifts. It would appear
that this may well be a strategy to cope with
the physiological demands of seven consecutive
night shifts.

Direction of Shift Rotation

Currently, after Gardai have been working
the late shift (2 p.m. to 10 p.m.), which usually
results in most workers going to go to bed after
midnight, they must make the transition to
working the early shift (6 a.m. to 2 p.m.), which
requires them to awaken between 4 a.m. and
5 a.m. Since the intrinsic period of the human
circadian pacemaker is longer than twenty-
four hours,” it is easier to make the transition
from late shift to night shift (akin to the shift
required for Westward air travel), rather than
making the transition from early shift to night
shift (akin to the shift required for Eastward air
travel). More than twenty-five years ago, this
was shown to increase both worker satisfaction

and productivity significantly.”

Frequency of Shift Changes

Currently, Gardai are often scheduled to make
the transition between early and late shifts
twice as frequently as necessary. Each time that
they make the transition from working the late
shift, which ends at 10 p.m., to the early shift,
which begins at 6 a.m., there is only an eight-
hour interval between shifts. While this should
not happen at all, it should certainly not happen
twice within a five-day interval, as it currently
does. Increasing the duration of time on steady
shifts has been shown to improve both employee

satisfaction and productivity.”

of the foregoing, the Inspectorate

recommends that the Garda Siochdna adopt, as

rapidly as feasible, new rosters and work-hour
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policies consistent with the EWTD in order to
safeguard the health of members and the safety of
both the Garda Siochana and the public:

e Limitation on the duration of Garda shifts to no
more than thirteen consecutive hours, including

overtime, except in emergency circumstances.

e Limitation on the duration of Garda shifts
that include night work to no more than eight
hours in any twenty-four hour period, except in

emergency circumstances.

e Limitation on the weekly work hours of Gardai
to no more than forty-eight hours, including

overtime, except in emergency circumstances.

e Provision of a minimum of eleven consecutive
hours of rest in every twenty-four hour period,

except in emergency circumstances.

e Provision ofaminimum of thirty-six consecutive
hours of rest every week, except in emergency

circumstances.

e Limitation to no more than four consecutive

night shifts, exceptin emergency circumstances.

e Commencement of the early shift no earlier

than 7 a.m.

e If shift rotation is involved, reduction in the

frequency of shift rotations.

e If shift rotation is involved, progression of shift
changes from early shift to late shift to night
shift, followed by at least two recovery days off,
whenever possible, before the transition back to
early shift.

Factors Impacting on the Number
of Gardai Available for Duty

Leave Schemes

In addition to annual leave, the Garda Siochéna
operates a further fourteen leave schemes,
including Term Time”™ and Special Leave, which
are specifically mentioned in the terms of reference
for this inspection. Five of the fourteen schemes are
statutory schemes common to all employments in
the state. The other nine schemes operate across
the public service and in larger private sector

employments.

75 This scheme was superseded on 30 April, 2009 by the Shorter
Working Year Scheme (Department of Finance Circular
E109/27/09).

_________________ U

The Inspectorate wished to carry out a full
assessment of the impact of these schemes on the
availability of Gardai for duty in 2007. This was
not practicable, however, because almost all of the
relevant Garda records are paper-based and are
not consolidated. Also, six of the fourteen leave
schemes are administered locally in Garda districts
and compilation of data would have involved
an organisation-wide review of leave files held
by individual Gardai. In the circumstances, the

Inspectorate decided to limit its analysis to:

e Data from Garda Headquarters on the numbers
of members of the Garda Siochana who availed
of the eight centrally-authorised leave schemes
in 2007. From these numbers, the Inspectorate
calculated the maximum impact of the eight
schemes on Garda availability for duty on the
assumption that each member availed of their

full entitlement (See Appendix 8).

e Data on the numbers of leave days taken under
the six locally-authorised Garda leave schemes.
For the most part, the data was collected in the
five Garda divisions visited in the course of this
inspection. This data was used to estimate the
organisation-wide impacts of the leave schemes

in question (See Appendix 9).

Both sets of data are brought together in Table
2. It will be seen that the estimated maximum
countrywide impact of all fourteen leave schemes
on Garda availability for duty in 2007 amounted to
a loss of 2.5% of total Garda workdays in that year.
This equates to a maximum loss of 3377 full-time
Gardai.

At first glance, this appears a significant “loss” to
the Garda Siochdna. However, closer examination
reveals that 82% of the “loss” (the equivalent of 277
full-time gardaf), is accounted for by statutory leave
schemes, which are a factor of all employments in
the State, and unpaid schemes (job sharing, career
breaks, term time and special leave without pay).
The impact of the remaining leave schemes (the
equivalent of 60 full-time gardai) could be more
than offset by a reduction in sick leave (see page 36)

and a revision of opening hours at Garda stations

(page 25).

76 Based on a Garda working an average of 227 days per annum
calculated as follows: 365 days less 104 rest days = 261; less 34
days annual leave = 227 days.
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There are indications, however, that the operation
of leave schemes may be having a disproportionate
impact in urban Garda districts. For instance, the
fourteen leave schemes accounted for a loss of
2,750 workdays in one Garda district in the DMR
in 2007. This was the equivalent of losing twelve

full-time Gardai or 14.4% of total Garda numbers

management needs to have ready access to accurate
information on the take-up of leave schemes at local
level to be able to determine their impact on the
numbers of Gardai available for duty. This can best
be achieved through development of an effective
resource management system (see Chapter 7 of this

report).

in the district concerned. Accordingly, Garda

TABLE 2:
Estimated Maximum Countrywide Impact of Garda Siochdna Leave Schemes on Garda Attendance in 2007

Leave Scheme Maximum* Number of Leave Days
Taken Expressed as a Percentage of

Total Garda Workdays

Maximum* Number of Leave Days
Taken Expressed as the Equivalent
Number of Full-time Gardai

(S) = Statutory Scheme

1 Parental Leave (S) 0.470 64.76
2 Job sharing 0.420 57.50
3 Career Break 0.310 42.00
4 Maternity Leave (Without pay) (S) 0.213 29.25
5 Term Time 0.050 6.87
6 Special Leave w/o Pay 0.010 1.4
7 Adoptive leave (S) 0.002 0.31
8 Special Leave with Pay 0.001 0.12
9 Maternity Leave (with pay)** (S) 0.527 72.48
10 Study/Examination Leave** 0.215 29.57
" Representative Body Leave** 0.192 26.43
12 Paternity Leave** 0.026 3.58
13 Force Majeur** (S) 0.017 2.34
14 Transfer Leave** 0.005 0.69

Totals 2.458 337.31

*In the absence of more detailed information, it is assumed that members who availed of the leave schemes listed at rows 1 to 8
took the full entitlement of leave days available — see calculations at Appendix 8.

** The figures in rows 9 to 14 are estimates of the take-up of the leave schemes in question in the Garda Siochana as a whole
based on sample data from the five Garda divisions visited in the course of the inspection - see Appendix 9.
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Sick Leave

The Garda Siochana recorded the loss of an average
of ten working shifts per member due to sick leave,
including long-term sick leave and injuries on duty,
in 2007. An average of 2.25 shifts per member was
lost through long-term sick leave.”” An average of 1.5

shifts per member was lost through injuries on duty.

The table at Appendix 10 shows a breakdown, by
Garda division, of working shifts lost through
sickness, long-term sickness and injuries on duty
in 2007. It will be seen that these three leave types
accounted for losses in divisions averaging from
3.7 to 15.5 shifts per member. Sixteen of the twenty-
five Garda divisions recorded losses in excess of the

national average of ten shifts per member.

While Garda management has taken initiatives to
reducesickleave inrecent years, it would appear that
there is scope for further reductions. Benchmarked
against sick leave in other police organisations, an
average loss of ten shifts per officer per annum is
not in line with best practice. For instance, police
services in the UK have achieved sick leave levels
as low as seven days per officer per annum.” The
average loss per officer through sick leave in police
services in England and Wales in 2007/08 was 8.4
days.”

The benefits of lower sick absence levels are
significant. Based on Garda Siochdna sworn
numbers as of 1 January, 2009, a reduction in average
sick leave of one shift per member would increase
Garda availability for duty by 14,158 shifts per
annum. This is the equivalent of adding sixty-five®
experienced Gardai at no extra cost. Achieving a
sick leave average of seven shifts per member would
be the equivalent of having an additional 195 full-
time Gardafi available for duty — a sizeable number

at a time when there is a pause in recruitment.

77 Garda records of long-term sick leave exclude absences
arising from injuries incurred while off duty.

78 Data from ten British police services indicate that six of them
had averages of less than eight days sick leave per sworn
member in 2007/08. Only one of the ten police services had
an average of greater than ten sick days. Some of the ten
British police services, including the service that recorded an
average of seven days sick leave per member, count absences
on rest days in their sick leave statistics.

79 Per UK Home Office

80 Calculated on the basis of a Garda working 218 days per
annum (365 days minus 104 rest days, 34 days annual leave
(including public holidays) and nine sick days).

_________________ U

The first step towards reducing sick leave is to put
better information in the hands of managers and
supervisors. Sick leave is recorded in the station
diary, sergeant’s diary, Form D5, Form A.85 (which
is primarily an overtime record), and Forms S2, S3
and S4. Unfortunately, notwithstanding the time
and cost of completing these various records/
returns, none of them provides management with

good quality information on sick leave trends.

At the same time, the Inspectorate was impressed
by the efforts that some district superintendents
were making to improve the incidence of sick leave
among their officers. Several superintendents cited
positive experience with back to work interviews,
which involve the superintendent meeting with
officers on their resumption of duty following sick
leave. There appeared to be a lack of consistency,
however, between districts in this initiative and in

other aspects of management of sick leave.

The Inspectorate recommends that Garda Siochana
records of sick leave, long-term sick leave and
injuries on duty be reviewed, standardised and
consolidated across the organisation. Sick leave
records should be created electronically on a
resource management system (see Chapter 7).
Records should be formatted such that local and
central managers can quickly discern patterns
requiring intervention. Initiatives such as back-to-
work interviews should be adopted consistently
in all Garda districts supported by a training

programme for supervisors and managers.

Use of Overtime to Increase the
Availability of Gardai for Duty

A total of 3,014,618 overtime hours were worked by
members of the Garda Siochdna (Garda, Sergeant
and Inspector ranks) in 2007. This was equivalent to
adding 1,737 further Gardai to the organisation, a
boost of 13% on the serving strength as of 1 January,
2007.

Figure I shows that crime investigation (19.2%)
and court attendance (18.5%) were the two largest
categories of overtime usage in 2007, followed by
crime prevention (8.5%). (Figures for the second
half of 2008 indicate a similar apportionment, even
though overtime working had reduced significantly
as compared with 2007))
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FIGURE I

Garda Siochdna Overtime in 2007 by Purpose

A breakdown of Garda overtime hours worked in
2007 is at Appendix 11 to this report. Almost 80% of
all overtime hours were worked in Garda divisions,
the six divisions of the DMR accounting for 38% of

total overtime hours.

While the 2009 overtime budget of €80m is down on
previous years, it still represents a very significant
resource that should be used strategically to provide
as much surge capacity as possible to meet front-
line policing demands. Having analysed overtime
worked in 2007 in the five divisions visited in
the course of this inspection, the Inspectorate is
satisfied that there is scope for more strategic use of
the overtime budget. For instance, the Inspectorate
sees room for a reallocation of overtime currently
spent on court attendance. While some court
attendance on overtime is unavoidable, better
scheduling should allow for a greater proportion of
court attendance on ordinary time. (As discussed
later in this chapter there is scope to reduce the
amount of ordinary duty time that Gardai spend in

court waiting for their cases to be called.)

Earlier in this chapter (Figure H, page 29), it was
seen that some of the sample of 1,334 Gardai
worked an average of more than 57 hours per
week in the roster period 11 February to 9 March,
2008. In fact, the Inspectorate has seen instances in
which individual Gardai worked more overtime
hours in the roster than they did rostered hours.
One garda actually worked 201 hours overtime in

the twenty-eight days and had only two days off.

B Crime Investigation 19.2%
@mCourt18.5%

0O Other Recurring 14.6%

O Crime Prevention 8.5%

m Other Non Recurring 7.6%
O Protecion 6.1%

@ Escorts 59%

0O Traffic Operations 4.5%

W Special Operations 3.9%

@ Public Order 32%

O Security 3.0%

O Sporting2.6%

BHQ1.6%

O Immigration 0.7%

Other gardai were found to have worked for up
to 33 hours without a break. Such practices are
hazardous from an occupational safety perspective
and raise serious efficiency, effectiveness and
civil liability issues for management. In the US,
overtime workers have been shown to have a 61%
higher injury hazard rate compared to workers in
jobs without overtime, after controlling for age,
gender, occupation, industry, and region.  Weekly
overtime should be limited to conform to the
weekly work hour limits of the EWTD,* as should
the maximal number of consecutive hours of work
(effectively limited to thirteen consecutive hours
per shift by the requirement of eleven consecutive
hours of rest time per twenty-four hours).* Shifts
that include night work should not exceed eight
hours in duration, including overtime, as stipulated
in the EWTD.%

81 Dembe AE, Erickson JB, Delbos RG, Banks SM. The impact
of overtime and long work hours on occupational injuries
and illnesses: new evidence from the United States. Occup
Environ Med 2005;62:588-597.

82 EWTD: “Member States shall take the measures necessary to
ensure that, in keeping with the need to protect the safety and
health of workers the average working time for each seven-
day period, including overtime, does not exceed 48 hours”

83 EWTD: “Daily rest: Member States shall take the measures
necessary to ensure that every worker is entitled to a
minimum daily rest period of 11 consecutive hours per 24-
hour period.”

84 EWTD: “Length of night work: Member States shall take the
measures necessary to ensure that: (a) normal hours of work
for night workers do not exceed an average of eight hours in
any 24-hour period; (b) night workers whose work involves
special hazards or heavy physical or mental strain do not
work more than eight hours in any period of 24 hours during
which they perform night work.”



|
Report of the Garda Siochana Inspectorate 1 Resource Allocation Report

Factors Affecting On-Duty
Gardai in the Discharge of Core
Police Duties

Non-Core Police Duties

Sworn members of “regular” Garda units carry
out duties that lie outside what would be regarded
as core police functions. The range of these duties
has been reduced gradually over many years and
further reductions are ongoing. For instance, the
Inspectorate welcomes the current initiatives at
an advanced stage to relieve the Garda Siochana
of the work of collecting firearms licence fees and

executing debtors” warrants.®

While progress is being made, the non-police duties
that are still carried out by “regular” uniformed
Garda units continue to represent a significant draw
on Garda numbers and time. The nature of these
duties is such that they do not require the exercise
of the powers of sworn police officers. In difficult
economic times it is more important than ever to
note that these duties can be carried out efficiently
and effectively at much less cost to the taxpayer by

properly qualified non-sworn personnel.

Two non-core police duties — immigration controls
and protection posts — absorb significant numbers
of Gardai (and overtime hours) on a full-time basis.
The Inspectorate sees value in continuing Garda
involvement in both of these areas but believes
that, in the interest of greater efficiency and cost
effectiveness, sworn officers should be deployed
only in situations in which their particular training,

expertise and powers are required.

The Inspectorate sees potential for greater
civilianisation in three areas of immigration
controls: registration and granting of permission
to remain, back office administration duties and
immigration controls at ports and airports. The
registration process in Cork, Dublin and Limerick
cities is already being done by trained, non sworn
personnel overseen by sworn officers. As well as
achieving greater cost effectiveness, this has freed
up Gardai at those locations for core policing duties
in the community. The Inspectorate believes that

there is further scope to rationalise and civilianise

85 There are approximately 233,120 licensed firearms in the
State. The Garda Siochdna handles over 4,500 debtors’
warrants annually.

_________________ U

routine registration and administration work in all
Garda divisions and that this should be examined
without delay.

Traditionally, immigration control functions at all
ports of entry into the State have been performed
by members of the Garda Siochana equipped with
the necessary investigative training, skills and
experience. This must continue in the interest of
effective immigration controls and maintaining
the security of the state. At the same time, however,
there may be possibilities for civilians with
specialised training to undertake some limited
passport control functions with the support and
direction of sworn officers. This is something that
merits closer study by the Garda Siochdna and the

Irish Naturalisation and Immigration Service.

The Inspectorate acknowledges the progress made
by the Garda management in discussions with
the Garda representative bodies in the context of
“Towards 2016” on the outsourcing of protection
posts at Garda Headquarters. There is a need
to accelerate this progress and review full-time
protection posts at other Garda locations-DMR
Headquarters and the Garda College.

There is also a need to look again at full-time Garda
protection posts at non-Garda locations. When
visiting the DMR South Central and Western Garda
Divisions, the Inspectorate noted that well in excess
of one hundred Gardai are required to fill full-time
protection posts in these Divisions. In addition,
some 18% and 11% respectively of the 2007 overtime
budgets of these divisions were spent on protection.
(Protection post duty, which is unpopular among
the majority of Gardai, has traditionally required
overtime and travel/subsistence payments as
standard.)

It is not appropriate to comment in this report
on security arrangements for specific locations.
However, it would be remiss of the Inspectorate
not to recommend an examination by the relevant
authorities, including the Garda Siochana, of the
possibility of replacing at least some Gardai at
these locations with non-sworn security personnel.
The new non-sworn personnel would work in close

cooperation with the Garda Siochana.
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Front-line Gardai perform other non-police duties
on a part-time basis which take from the time
available for core police work. The Inspectorate has
already highlighted the inefficiencies involved in
Garda escorting of remand prisoners®. There is also
aneed to identify measures to reduce the impact on
Garda time of other escorts, i.e. transport of young
absconders from Garda stations to care facilities
operated by the HSE¥ and involuntary committals

to psychiatric hospitals.

Another matter which impacts on front-line
operational Garda time is the use of patrol cars to
transport internal Garda mail as well as warrants
and charge sheets for court appearances. These
tasks need to be streamlined immediately and
carried out by non-sworn personnel. The provision
of email facilities (see below) to Garda offices would
increase the timeliness, efficiency and security of

written communications.

Office Systems

The Inspectorate was seriously concerned about
inefficient use of Garda time arising from lack of
modern electronic office systems in many Garda

stations visited.

The Inspectorate heard anecdotal evidence
from Gardai of inadequate computer access for
preparation of crime files. This was supported
by first-hand visits to public offices and detective
rooms which had minimal computer facilities.
In some locations Gardai make up for the lack of
official computer facilities by preparing files on
their personal laptops and home computers. This
practice is not only unacceptable but results in
an inordinate amount of official time being spent
copying material to standalone computers in Garda

stations. It also:

¢ Impedes the development of well-structured,
time-saving electronic document repositories in

Garda stations.

86 Third report of the Garda Siochana Inspectorate, Policing in
Ireland — Looking Forward 2007, accessible at http://www.
gsinsp.ie/index.php?option=com_docmané&Itemid=39

87 Fifth report of the Garda Siochdna Inspectorate, Missing
Persons, Review and Recommendations 2009, page 21,
accessible at http://www.gsinsp.ie/index.php?option=com_
docmané&Itemid=39

_________________ U

e Puts Garda computers at high risk of infection
from computer viruses from home computers.
(Computers in Garda stations are typically
standalone personal computers without
internet access for updating of virus protection
software. In the Inspectorate’s experience it
is exceptional for Garda stations up to and
including divisional headquarters to have
networked word processing facilities and

electronic document libraries).

e Creates conditions for a security/confidentiality
breach because so much information is held on
mobile storage media such as disks and memory

sticks that are in circulation outside stations.

The Inspectorate has already reported on the
absence of email in Garda stations.®® Extraordinary
amounts of Garda time arebeing wasted inhardcopy
preparation, filing and photocopying because email
is not available. The advent of the Garda Siochana
Information Portal, which will make Garda
information available to all PULSE-networked
locations, will represent a significant improvement.
It will not, however, obviate the need for a much
more comprehensive Garda email system than is
currently available. Recent efficiency guidelines
from the Department of Finance recognised email
as the preferred means of communication in the
public service. Garda stations have yet to acquire
the necessary technology to that end.

Waiting Time in Court

Giving evidence in court is a core duty of a police
officer. There is considerable concern, however,
about the amount of time that Gardai spend
waiting in court for their case(s) to be called. This
time would be spent more productively on duty in

the community.

The Garda Siochdna does not measure the amount
of rostered time that Gardai spend in court.
However, in 2007, some 536,865 hours of Garda
overtime alone was incurred in court attendance at
a total cost of €24.9m. This number of hours equates
to 309 full-time Gardai.

88 Third Report of the Garda Siochana Inspectorate, Policing in
Ireland — Looking Forward 2007, accessible at http://www.
gsinsp.ie/index.php?option=com_docmané&Itemid=39
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The Inspectorate has previously expressed concern
about the amount of time Gardai spend in court.*
The nub of the issue is that Gardai are required to
attend court at court commencement time (10.30
am. in the District Court) even though some of
them are unlikely to be called to give evidence until
the afternoon. A more efficient approach could
be achieved by mainstreaming the arrangements
already operating in “traffic” courts whereby a
Garda is requested to attend at one of a number of
court times (10.30 am., 11 am., 11.30 am., 2 p.m.,
2.30 p.m. and 3 p.m.) on each sitting day.

The Inspectorate believes that Garda attendance at
court should be examined by a group comprising
representatives of the Department of Justice,
Equality and Law Reform, the Courts Service and
the Garda Siochdna with a view to achieving greater
efficiency in the use of Garda time. The Inspectorate
also believes that, for health and safety reasons,
every effort should be made to avoid scheduling
Gardai to appear in court when they are working a

sequence of night shifts.

The Garda Siochana should collect and analyse data
on the number of on-duty hours that Gardai spend
in court and identify specific strategies to bring
about a reduction. This is particularly important at
the present time given that overtime is restricted
and Gardai are required to attend court as far as

possible during their rostered hours.

Training Time

The Garda Inspectorate is a strong advocate for
continuing professional development in the Garda
Siochéna. In 2007, members of the Garda Siochéna
spent a total of 504,793 hours in training, the
equivalent of 2% of total Garda working hours

(excluding overtime) in that year.

From a resource allocation perspective, the
challenge for the Garda Siochédna is, as far as
possible, to schedule training outside of the times
of the day, week and year when there is high
demand for Garda services. A capacity to analyse
Garda workload at district level together with the
development/implementation of new work rosters

should identify more efficient windows for in-

89 Third report of the Garda Siochana Inspectorate, Policing in
Ireland — Looking Forward 2007, accessible at http://www.
gsinsp.ie/index.php?option=com_docmané&Itemid=39

_________________ U

service training. With an eye to cost efficiency, there
is a need to ensure that as much training as possible

is carried out locally in Garda divisions and on-line.

Recommendations

Recommendation 6

The Inspectorate recommends that the Garda
Siochana adopt, as rapidly as feasible, new rosters
and work-hour policies consistent with the EWTD
in order to safeguard the health of members and the
safety of both the Garda Siochana and the public.

Recommendation 7
Leave records, including sick leave records, should
be created electronically on a resource management

system.

Recommendation 8

The Inspectorate recommends that Garda Siochana
records of sick leave, long-term sick leave and
injuries on duty be reviewed, standardised and
consolidated across the organisation. Records
should be formatted such that local and central
managers can quickly discern patterns requiring
intervention. Initiatives such as back-to-work
interviews should be adopted consistently in all
Garda districts supported by a training programme

for supervisors and managers.

Recommendation 9
The Inspectorate recommends an examination of
the following factors impacting Garda availability

for core police duties:

e Immigration duties.
e Static protection duties.
e Inefficient office technology systems.

e Waiting times in court.
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Every organisation, whether in the public or private sector, aims to have
appropriate staffing levels at all times to conduct its business efficiently and
effectively. If too few employees are working when large numbers of customers
are demanding services, the result is poor business performance. Likewise,
having too many employees working at less busy times is inefficient and
wasteful. Getting it right requires constant monitoring of business levels and
matching appropriate staffing levels to them.

This chapter analyses the scope for better matching of Garda statfing levels
to workload. It looks at the numbers of recorded calls for service in the DMR
and the numbers of Garda vehicles available to respond to them.” It provides
examples of mismatching of demand and resource levels and highlights the
importance of data analysis in having the right numbers of personnel on duty
at all times. The chapter also highlights the importance of management and
supervision in resource allocation and deployment.

Garda Resource Levels and calls. This leaves Garda managers without the

Demand for Services

objective data they need to measure demand and

match Garda numbers to it.
Garda management is sensitive to changes in

policing needs in Garda divisions. The numbers Withinthe DMR, wherea CADsystemisinoperation,

of sworn members assigned to Garda divisions there did not appear to be full appreciation of the

are continually changing in light of emerging value of CAD data as an aid to determining levels of

needs and circumstances. Where necessary, Garda demand for police services. This may be due in part

management deploys overtime and specialist units to data gaps in critical elements of dispatch records.

to boost the level of Garda activity in any given For instance, data on “at scene” times is incomplete™

area. As a unitary national police service, the Garda making it impossible to establish how much time

Siochéna is capable of redeploying substantial Garda units spend responding to calls. While, some

numbers of police officers to meet particular management information is taken from the CAD

h i h .g. th . .
needs that arise across the State, e.g. the protests at system, it is not analysed to the extent required to

Ballinaboy, Co Mayo.

Whatis less evident in the Garda Siochana is routine
matching of the numbers of uniformed Gardai
on duty to anticipated levels of policing demand.
The Inspectorate found that the absence of CAD
technology in Garda divisions outside the DMR
was a significant barrier to compiling timely and
effective information for the purpose of demand/
resource matching. Without a CAD system, rural
Garda divisions have no working data on the
numbers of emergencies or other calls for service

attended or the average time taken to respond to

90 Garda vehicles respond to the vast majority of calls for
assistance. The vehicles listed as being available to the DMR
control room do not represent the totality of Garda vehicles
operating at any given time.

unlock its value as an aid to efficient and effective
resource allocation. The Inspectorate recommends
that the Garda Siochana take immediate steps to
improve the quality of DMR CAD data and derive
maximum benefit from it for resource management

purposes.

91 An “AtScene” time was not recorded for 164,177 (37.6%) of the
total of 436,449 DMR CAD records for 2007. By comparison,
during a reported twelve month period, an “At Scene” time
was not recorded in only 32 out of 222,134 CAD records of a
Canadian police service.
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FIGURE J:

_________________ U

Average Daily Numbers of Calls for Service and Garda Mobile Crews Available to Command
and Control®? in the DMR by Hour of Day in the Roster Period 11 February to 9 March 2008
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Matching Numbers of Available
Garda Response Units to Policing
Demands

The Inspectorate analysed a sample of data from
the CAD system in the DMR for the four-week
roster period from 11 February to 9 March, 2008.
The data included:

* Recorded hourly numbers of calls for service

received from members of the public.

e Recorded numbers of Garda vehicles logged-on
to the CAD system for all or part of each hour.

Figure ] shows that, overall, there were more than
enough Garda vehicles available in the Region
to service calls for assistance from the public. In
fact, Figure J (supported by PULSE data) suggests
that there were more vehicles available in the
Region than were needed between midnight and
8a.m. Some of those vehicle crews might have
been better deployed during the busier evening
period, especially from 8p.m. to 10 p.m. when
call numbers actually exceeded the numbers of
mobile crews available to Command and Control.
The Garda Siochdna SMI Review Group noted as
far back as 1998 that “having the same number
of Gardai working the regular system over the
twenty-four hour period results in a mismatch
between personnel availability and public demand

92 This chart and Charts K, L, M and N do not include traffic
corps, detective, and specialist vehicles.

93 SMI Review Group, Proposed Framework for Rostering in
the Garda Siochdna, Garda Headquarters, 20th May 1998,

page5

for policing services.” (Having more Gardai than
necessary working in the latter half of the night is
not only costly in terms of wages, it is also costly
in terms of the health, well being and safety of
the Gardai, since those work hours are the most
disruptive to the circadian timing system and the
sleep-wake cycle, and pose the greatest safety risk
to Gardai.)

Figures K and L look more closely at underlying
data for two of the six Garda divisions in the DMR
during the twenty-eight days in question. They
highlight an imbalance in call-handling capability
between divisions.

It will be seen from Figure K that the average
number of Garda vehicles logged-on in “Division
X” during each hour of the day exceeded the
average number of calls for service received. Figure
L shows a different situation in “Division Y.” In that
Division, the average number of available Garda
vehicles was less than the average number of calls
received during two periods, i.e. 17.00 to 18.00 and
from 19.00 to 22.00. This suggests that there was a
greater risk of a calls backlog in the late evening in
“Division Y” as compared with “Division X.”

Figures M and N show how call-handling
capability can vary within the same Garda division
on different days of the week. It will be seen that
the division in question had similar call-load
patterns on the profiled Tuesdays and Saturdays
between 11.00 and 21.00. Call-handling capability
was, however, substantially impaired on Saturdays
(Figure N) during these hours because fewer Garda
mobile units were available.
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FIGURE K:
Average Daily Numbers of Calls for Service and Numbers of Garda Mobile Crews Available

to Command and Control in a Selected Division (“Division X”) of the DMR by Hour of Day
in the Roster Period 11 February to 9 March 2008
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FIGURE L:

Average Daily Numbers of Calls for Service and Garda Mobile Crews Available to Command and
Control in a Selected Garda Division (“Division Y”) of the DMR by Hour of Day
in the Roster Period 11 February to 9 March 2008
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FIGURE M:
Average Numbers of Calls for Service and Garda Mobile Crews Available to Command and
Control in a selected Garda Division of the DMR by Hours of Day on the four Tuesdays
in the Roster Period 11 February to 9 March 2008
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FIGURE N:
Average Numbers of Calls for Service and Garda Mobile Crews Available to Command and
Control in a Selected Garda Division of the DMR by Hour of Day on the Four Saturdays
in the Roster Period 11 February to 9 March 2008
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The Inspectorate cautions against reading too much
into this limited analysis of four weeks of CAD data.
The Inspectorate’s purpose in presenting the results
of the analysis is solely to highlight the value of
monitoring data on the demand for Garda services
and the numbers of available Garda response units.
Ideally, the levels of available Garda resources

should increase and decrease in line with changes

in demand for services. The ultimate goal should be
to achieve the closest possible matching of resources
to varying levels of demand. This would ensure
that the response to public calls for service is well
managed and that maximum time is available for
proactive police work. This is the approach being
taken by leading police organisations in the area of

resource allocation (See Chapter 6).
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Graduated Response to Calls for
Assistance

The Inspectorate was informed that it is Garda
policy to attend the scene of each call for assistance.
This amounts to a very significant demand on
resources, especially at busy times when response
units are dealing with a backlog of calls. The
Inspectorate recommends that the Garda Siochana
adopt the widely accepted practice among police
services in other jurisdictions of locating a helpdesk
in control rooms to enable the needs of some callers
to be met over the phone without dispatch of a
patrol car.

One-Officer v. Two-Officer Dispatch

There has been considerable discussion in policing
on the merits of one-officer versus two-officer
response teams from an efficiency perspective.
Clearly, having one police officer per patrol car
would afford the opportunity to deploy more cars
and increase police visibility. It should also mean
that at any given time a patrol car would be in
closer proximity to a location from which a call for
service is made. On the other hand, there are many
occasions in modern policing when it is necessary
to have two officers at a scene. The indications are
that a two-officer patrol unit is more cost effective
than two one-officer units in responding to calls
that require the presence of at least two police
officers.** Police officer safety must be paramount in

making deployment decisions.

The standard deployment in the Garda Siochana, as
in many other police services, is two officers per car.
The Inspectorate supports this model as a general
policy. However, there are many non-emergency
calls for service that can be handled satisfactorily
by one rather than two police officers without
compromising safety. In the interest of efficiency,
a police service should have a combination of
one- and two-officer patrol units and well defined
dispatch criteria. The Inspectorate has noted that
Garda motorcycles are now almost exclusively
assigned to traffic units. There is a strong efficiency
argument for using motorcycles and bicycles in
mainstream response policing, especially in urban

areas. The Inspectorate recommends that the Garda

94 Vancouver Police Department Patrol Deployment Study,
pages 920-966, accessible at http://vancouver.ca/police/
Planning/PatrolDeploymentStudy.pdf

_________________ U

Siochana deploy more one-officer mobile units to
non-emergency calls in urban areas where back-
up is close at hand and use more motorcycles and

bicycles for this purpose.

A concern was raised with the Inspectorate about
assignments that involve one Garda patrolling an
extensive rural area at night time. The Inspectorate
shares this concern and believes that such
assignments should be avoided. If, in exceptional
circumstances, such an assignment is made, the
Garda concerned should be briefed by a supervisor,
guided by an operational protocol, and have
designated back-up. In due course, all Garda units
should be supported by GPS facilities in Garda
control rooms to identify their location for safety
purposes (see next section and page 54 of this
report).

Management and Supervision

Police managers and supervisors have a large
part to play in ensuring an efficient and effective
match of response units to calls for service. A
current difficulty in the Garda Siochana is that
there is insufficient time being given to hands-on
supervision of patrol units. Sergeants say they are
desk-bound with paperwork. Almost all of them
wish to spend more time in the field with their
units but say that they find themselves unable to do
so. In the course of interviews the Inspectorate was
repeatedly told that a sergeant’s voice is rarely heard
on Garda radio. It was also observed that there is an
absence of close working between supervisors and

dispatchers.

The absence of effective supervision impacts the
quality and delivery of Garda services on the street.
Many new Gardai are providing excellent service,
but not all are getting the mentoring and support
they require to reach their full potential. Drivers of
patrol cars are too often left to decide on the basis
of their professional instincts where they should
patrol rather than be directed to specific locations
at specific times based on scientific crime/incident
analysis. Through no fault of the officers concerned,
this leads to random patrolling, which studies show
produces random results. Absence of on-street
supervision also means that it is not unknown for
a number of patrol cars to be at the scene of an

incident even though they were not dispatched to it.
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A difficulty for Garda managers and supervisors is
that they do not know precisely where their patrol
units are at any given time. Global positioning
systems (GPS), which are now standard technology
in policing internationally and in Irish fire and
ambulance services, are not available to the Garda
Siochédna. This means that neither Garda control
rooms nor supervisors know which patrol unit is

closest to the scene of an urgent call for assistance.

Not knowing the location of a patrol unit can also
have serious safety implications. GPS is vital in
speedily locating a police officer who is in difficulty
and who is unable to call for assistance. The
new Garda digital radio system will provide the
platform for GPS. It is important that GPS be made
available to Garda control rooms and supervisors at

the earliest possible date.

Garda managers and supervisors do not have
sufficient information to support them in achieving
best possible management of their patrol resources.
They do not have consolidated data on how much
time their units spend on patrol, responding to
calls, preparing files or attending court. Given
that personnel time is the most significant cost in
policing, Garda managers need more and better
information on how their officers’ time is being
spent. The first step towards better information is
more effective collection, analysis and use of the
data that is currently available. The Inspectorate
recommends that the Garda Siochdna develop new
managerial and supervisory approaches to resource

deployment based on robust and timely data.

_________________ U

Recommendations

Recommendation 10

The Inspectorate recommends that the Garda
Siochana take immediate steps to improve the
quality of CAD data in the DMR and derive
maximum benefit from it for resource management

purposes.

Recommendation 11

The Inspectorate recommends that the Garda
Siochana adopt a graduated response to calls for
assistance. The Garda Siochdna should adopt the
widely accepted practice among police services in
other jurisdictions of locating a helpdesk in control
rooms to enable the needs of some callers to be met

over the phone without dispatch of a patrol car.

Recommendation 12

The Inspectorate recommends that the Garda
Siochana deploy more one-officer mobile units to
non-emergency calls in urban areas where back-
up is close at hand and use more motorcycles
and bicycles for this purpose. One-officer patrols
in extensive rural areas should be avoided. If,
in exceptional circumstances, such a patrol is so
assigned, the Garda concerned should be briefed
by a supervisor, guided by an operational protocol,

and have designated back-up.

Recommendation 13

The Inspectorate recommends that the Garda
Siochédna develop new managerial and supervisory
approaches to resource deployment based on robust

and timely data.
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Demands for greater efficiencies in the use of police resources are intensifying.
Faced with unprecedented pressures on public finances, the challenge for
governments and police services alike is to use taxpayers’ money to the best
possible advantage in serving the community. Because a police service spends
the bulk of its budget on remuneration of its personnel, it follows that the
search for greater efficiency must focus primarily on achieving best possible
deployment of human resources. In other jurisdictions, efficiencies have been
achieved as part of broad public service programmes aimed at delivering
better value for money. Elsewhere, more efficient allocations of police resources
have flowed from management decisions taken within progressive police
organisations. The human resource initiatives that are most likely to achieve
sustained efficiencies into the future are those that incorporate benefits for the
community, the police organisation and police officers. These benefits must be
apparent to all.

This chapter looks at three key initiatives in North Every police organisation has a responsibility to
America and the UK that the Inspectorate believes balance patrol officer numbers with patrol workload
are most relevant to developing more efficient in the various communities in its jurisdiction.
resource allocation in Irish policing at this time. Far too often, however, they do not have the
These are: necessary data or the analytical tools required to
fully comprehend all of the factors involved. This
e Achieving more balanced police officer situation is changing.
workloads, leading to improved service to the
community and increased officer safety. Currently a number of US and Canadian police
e Adopting policy on allocation of police time. services are taking more scientific approaches

o . . . inj itabl ffici
e Achieving closer alignment of police working to determining more equitable and efficient

times with patterns of demand for police allocations of their patrol officers, i.e. the front-line

. uniformed officers who respond to calls for police
services.

assistance and provide a visible police presence

Balanc e d POll ce Workloa dS in the community. For instance, the Seattle Police

. . Department uses commercial software to provide
Leading to Improved Service to o .

. more balanced patrol services in all areas of the city.

the Communlty and Increased Using this software to analyse its computer aided

Ofﬁcer Safety dispatch data, the Department has established fifty-

. . .. one new beat areas for the city, grouped into five
Police services and citizens everywhere are well

aware that police workload and resources are not precincts. The beat areas, which vary in size, are

evenly distributed among all communities. These defined such that, as far as possible, they have equal

imbalances have implications for both the publicand patrol workloads and are assigned equal numbers

police officers. Communities served by relatively of patrol officers. The new beat areas, allied with the

fewer patrol officers are more likely to have to wait department’s new 10-hour shift system for patrol

. . . . . officers, have enabled the Seattle Police Department
longer for police assistance in emergency situations.

. . . . to commit to:
In high crime areas there can be an increased risk to

police officers if resources are spread thinly in the .
* A seven-minute average emergency response

effort to meet multiple demands. . . . .
time, anywhere in the city at any time of day or

night and on any day of the week.
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* 30% proactive, supervisor-directed patrol time.

e Ten patrol cars (two per precinct) free citywide
at all times for added proactive work and, if
required, to boost response in the interest of

citizen and officer safety.

Similar approaches to patrol deployment are in
place in several other police departments in the
US (Los Angeles, CA, Charlotte, VA, Richmond,
VA, Montgomery County, MD, Knoxville, TE, and
Shreveport, LA), and in the police departments
of Calgary, Edmonton, and Waterloo in Canada.
Specially-established teams are in place so that
resource deployment can be constantly monitored
against patrol workload. In Seattle, for instance, the
aim is for each patrol unit to meet the seven-minute
target emergency response time and to provide the
required 30% proactive policing time in its beat
area without assistance from patrol units from

other areas.

The GardaInspectorate isimpressed by the potential
of structured patrol deployment models such as the
one in place in Seattle. These models have a solid
statistical base in queuing theory and operations
research. In the right hands, they offer the prospect
of better service to the community, more equal
sharing of workload between police officers and
improved officer safety. They contribute significant
management information to guide decisions on
resource allocation and provide a reliable and
objective measurement of the number of officers

required in a police department’s patrol function.

Policy on Allocation of Police
Time

Time management is critical to efficiency in all
organisations, including the police. Given the
proportion of the annual budget spent on human
resources, every police organisation should have a
clear policy on allocation of police time. Information
systems should continuously track police time
allocations without imposing an unreasonable

record-keeping burden on police officers and staff.

Increasing numbers of US and Canadian police
services are adopting a policy on the allocation of
the working time of their patrol officers. The policy,
which is endorsed by the International Association

_________________ U

of Chiefs of Police and by the Police Executive
Research Forum in the USA, advocates division of

patrol officers” time into three roughly equal parts:

* Reactive time spent responding to calls for

police assistance.

* Administrative time, spent on activities such
taking statements, writing reports, attending
court, training, briefing by supervisors and

meal breaks.

* Proactive time spent on community policing,
crime prevention patrols, traffic stops,
intelligence gathering and other similar

supervisor-directed activity.

This policy creates benchmarks for police use of
time. It aims to allocate two-thirds of patrol officers’
time to operational duties. It encourages better time
management of reactive and administrative work
to enable patrol officers to spend one third of their
time on proactive duties that are highly-valued
by the public. Time allocations are tracked using

robust data from computer aided dispatch systems.

The policy finds favour with patrol officers by
acknowledging the diverse demands being made
on them. It ensures that officers get more rounded
experience of reactive, administrative and proactive
policing. For supervisors and patrol officers,
the model helps achieve a measured balance of
workload between individual members of patrol

teams.

The Garda Inspectorate sees significant merit in
this policy on allocation of patrol officer time. The
model for patrol officers is relatively simple in
concept but has the potential to be a powerful tool

in its application.

Closer Alignment of Police
Resources with Changing Levels
of Demand for Services

More and more police services in the US, Canada
and the UK are varying the numbers of on-duty
police officers and staff consistent with anticipated

levels of demand for police services.

Calculating the number of police officers and
staff required for duty at any given time relies
on identifying changes in the level of police

workload and aligning officer work schedules to
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them. Equipped with workload analysis, police
organisations are now putting in place more
flexible shift arrangements for police officers. For
instance, the Seattle Police Department is moving
from three daily nine-hour patrol shifts to a new
system of five ten-hour shifts each day to achieve
greater responsiveness to public needs at peak
demand times. Similarly, Staffordshire Police and
other police services in the UK have introduced
a variable shift arrangement (VSA) in which five
teams work a 10-week shift cycle to achieve a better
match with observed public demand for police
services, especially during peak demand times on

Friday nights.

Itisnow standard practice for leading police services
to have full-time resource management teams
constantly monitoring all relevant data on police
workload and response. The teams aim to achieve
the closest possible match between anticipated
levels of police workload and the numbers of
police officers on duty. The key breakthrough in
the UK in this regard has been the use by police
services of two sets of commercial software. One
facilitates measurement of demand for police
services through analysis of CAD data. The other
helps manage police officer availability through on-
line management of rostered hours, overtime and
abstractions (leave, sick leave etc). Together, these
systems are supporting a more structured approach

to the allocation of police resources.

L
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It is clear from the data in the preceding Chapters of this report that there is
much to be gained from a new emphasis on resource allocation in the Garda
Siochana. This chapter outlines the key steps required to bring the organisation

into line with leading police services in this area.

Information

Currently, the biggest single deficit in the
achievement of better resource allocation in the
Garda Siochana is information. Garda management
does not know the amount of police time being
demanded by the public or how Garda time is being
spent. Without this information, it is not possible to
achieve potential efficiencies in the allocation of

Garda time.

As a first step, the Inspectorate recommends that
the Garda Commissioner immediately establish a
National Resource Deployment Team to develop
a resource allocation plan for the Garda Siochana.
Ideally, the team should include sworn personnel, a
civilian analyst and a professional project manager
experienced in the development of strategic

resource allocation in a police environment.

The DMR should be the pilot region for
implementation of the national resource allocation
plan. Experience gained in the pilot should inform

roll-out in the other five regions.

CHART O:

The Inspectorate sees four elements to a national

resource allocation plan for the Garda Siochédna:

* New technologies.

e New communications policy involving control

room rationalisation.
* New regional resource deployment units.

e New rosters.

New Technologies

If sensible and necessary resource allocation is
to be achieved in the Garda Siochdna, there is no
alternative to investment in the following modern

systems:

e Computer aided dispatch system (CAD).
* Resource management system (RMS).

e Demand profiling software (DPS).

The following diagram illustrates how these
systems would fit together to provide a new
approach to resource allocation and deployment.

Proposed New Resource Allocation Approach in the Garda Siochdna

- =

CAD
Datab ase

X
Calls for Serxrvice B
Data Planned /known \s
Event
i ) Details
-A///
Demand T~
Profiling Predicted /Planned
Software Demand

=

HRIS
Datab ase
/ Name, Rank ?
"U and Location Sick
~_ Data for Leave
Roster/Leave/ Front-line Data
Sick Leave/ Overtime Gardai |
Details
™~ Resource
Management
System,
Available
For

Duty




|
Report of the Garda Siochana Inspectorate 1 Resource Allocation Report

Essentially, the new demand profiling software
(DPS) would combine call data from CAD with
inputted details of planned/known events
(festivals, sports events, protest marches, etc.) likely
to require a police presence. The combined data
would be used to generate a profile of policing
demands, which, in turn, would be used to calculate
the preferred numbers of Gardai to be on duty at

any given time.

Knowing the preferred on-duty numbers, local
Garda management would seek to achieve them by
managing abstractions from duty (leave, sick leave,
training, etc) using the resource management
system (RMS). They would be guided by demand/
resource profiles similar to the example at Appendix
12.

Adopting this new approach to resource allocation
would realise important benefits. The public
would benefit because the numbers of Gardai on
duty would be set to match the identified policing
needs of the community. Garda managers and
supervisors would benefit because they would
be better supported in matching resources to
anticipated policing demands. Police officers would
benefit by having a more even spread of workload

and increased officer safety during busy times.

Until such time as CAD, RMS and DPS are in place,
neither Garda management nor Government will
have an accurate, objective measurement of front-
line policing demands and the resources required
to meet them. These technologies are by no means
luxuries in modern police services. CAD is already
commonplace in policing. RMS and DPS are quickly
becoming standard policing support tools.

The critical first step in procuring and implementing
these systems is the development of a fully

functional and well managed CAD system.

National CAD System

Modern police services across the globe have
realised the value of investment in CAD systems.
At the operational level, the advent of global
positioning systems (GPS) and the geocoding of
addresses have added greatly to the power of CAD
in managing the response to calls for assistance

from members of the public. At the strategic level,

_________________ U

police organisations now use CAD to provide
objective measurement of policing demands for

resource allocation purposes.

The Garda Siochana is very exceptional among
modern police services in not having a jurisdiction-
wide CAD system. It is also exceptional in this
respect among the emergency services in the State.
Fire and ambulances units in the State already have
up-to-date CAD systems equipped with the latest
mapping and geocoding systems. Priority must
be given in the Garda budget to addressing this
deficiency at the earliest possible opportunity. Until
such time as this is achieved, Garda management
will not have complete and meaningful data on
operational workloads and performance and
operational Gardai will not have the full benefits of

modern support and safety systems.

The Inspectorate recommends that the Garda
Siochana develop a national CAD system,
incorporating GPS facilities, a geo-directory
and DPS, by means of a twin-track approach.
On one track, the Inspectorate recommends that
the Garda Siochdna replace the outdated CAD
system in the DMR immediately. The control room
manager should report directly to the Assistant

Commissioner, DMR.

Reliable data from a new DMR CAD system should
help achieve:

¢ Improved resource management.

e Reduced and consistent response times to all

areas of the Region.

e Balanced workloads between Garda divisions
in the Region.

e More community-focused service to the DMR

public.

Ontheother track,a CAD system should be provided
outside the DMR. Following the introduction of
ECAS (a new Emergency Call Answering Service to
be provided by a telecoms operator in 2010), all “999”
calls for Garda assistance outside the DMR will
be routed to twenty-two Garda divisional control
rooms (instead of ninety-four locations at present).
It does not make financial sense to provide costly
CAD systems in each of these twenty-two control
rooms. That must await further rationalisation of

the number of Garda control rooms as part of a new
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policy on Garda communications with members of
the public. Pending rationalisation, the Inspectorate
recommends that the Garda Siochdna make a
computerised record of the particulars of every
“999” call received at the twenty-two divisional
control rooms outside the DMR, including the
time of the call, dispatch time, arrival time at scene
and the call clearance time. This data is important
for effective management of emergency Garda

response.

Communications Policy and
Rationalisation of Control Rooms

The Garda Siochdna has long appreciated the
importance of good contacts with members
of the community to the provision of effective
police services. It is important, therefore, that the
Garda Siochana has efficient systems in place
to accept telephone and, indeed, all electronic
communications from the public in a professional,

consistent and customer-focused manner.

The Inspectorate recommends that the Garda
Siochana devise and publish a policy on
telecommunications contacts with members of the
public. The Inspectorate believes that a cornerstone

of the policy should be:

* Replacement of existing Garda control rooms
with two mirror-image national Garda controls
rooms staffed mostly by trained civilian call
takers and dispatchers to handle all emergency
(“999”) and non-emergency calls from members
of the public.

e DPublication of a single Garda Siochana non-
emergency telephone number for use by
members of the public.

e Establishment within each call centre of a Garda
helpdesk to assist callers whose needs can be
met without dispatch of a Garda unit.

* Publication and ongoing monitoring of call

handling standards.
The benefits of this approach would include:

e Improved and more consistent call handling

with constant monitoring of standards.

* Release for outdoor operational duties of Gardai

currently assigned to divisional control rooms.

_________________ U

* Quantification of Garda workload countrywide
so as to achieve better matching of the numbers
of police officers on duty to public demands for

police services.
® Vastly improved incident recording.

® Reduced pressures on busy public offices in

Garda stations.

The Garda Siochéna is already exploring the option
of reducing the number of control rooms to not more
than three. The Inspectorate recommends provision
of two mirror-image national Garda control rooms
unless it can be conclusively shown that there is an
overriding case for a third. Providing two, rather
than three control rooms would reduce capital
costs and generate economies of scale while still

maintaining resilience.

Provision of new control room accommodation and
systems will involve significant initial outlay to reap
long-term savings and improvements in service.
In the interest of minimising upfront costs to the
public purse, rationalisation of Garda control rooms
and investment in new CAD systems should be
considered in the wider context of achieving greater
efficiency in all emergency services. The State has
already made the very sensible decision that the
imminent National Digital Radio System should
be available to all “blue-light” services. Similarly, it
makes economic sense for the emergency services
to share control rooms and operate seamless CAD
services. Such an arrangement would be entirely
consistent with the OECD vision of an integrated
Irish Public Service in which people “are enabled to
work together across existing structures to allow greater
connectivity between different sectors ... [and] more
collaborative, horizontal approaches ...in responding to

societal needs.”*®

Even in the best economic circumstances, the State
and its taxpayers canill afford to fund three national
fire control rooms, eight national ambulance control
rooms and two national Garda control rooms. Many
US State and city administrations have developed
Public Service Access Points (PSAP), which are
shared control room facilities for their police, fire
and ambulance services. Gloucestershire and

Wiltshire in England have co-located their police,

95 OECD. IRELAND, Towards an Integrated Public Service,
page 13, accessible at http://www.bettergov.ie/attached_
files/upload/IRELAND-Towards?%20An%20Integrated %20
Public%20Service.pdf.
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fire and ambulance services in shared “Tri-Service”
control rooms. The Northern Territory in Australia
operates a full-integrated Joint Emergency
Services Communications Centre for police, fire
and ambulance. The Dublin Fire Service and the
Ambulance Service are already co-located in a

control room at Tara Street.

The Inspectorate considers that there are significant
advantages for the State in pursuing co-location

and closer integration of the emergency services:

e Faster, more efficient and professional service to
the public. Currently, in Ireland, when a caller
requires the services of two or more emergency
services, it is necessary to make separate
telephone calls to each service. This eats up
valuable time in life threatening situations. In
an integrated CAD system, a Garda call taker
could avoid delay by electronically transmitting
incident details to fire and ambulance

dispatchers.

* Reduced capital costs in rationalising existing

control rooms.
e Lower future operating and maintenance costs.

® Better resilience in the event of an operating

failure affecting any one service.

e Future scope both for (i) further reductions
in emergency response times and (ii) cost
reductions to the public, by accepting calls
direct from telephone subscribers without
the need for an intermediary Emergency Call

Answering Service (ECAS) telecoms operator.

The Inspectorate recommends that the Government
have regard to the potential for economies and
efficiencies through co-location and integration of
the control room systems of the Garda Siochana

and other emergency services.

Co-location/integration of the control room systems
of the emergency services is a major undertaking.
It is important that preparatory discussions and
planning commence at an early date. During this
time, no decision should be taken that would
obstruct potential sharing of control rooms or waste

money by investing in non-efficient systems.

_________________ U

Regional Resource Deployment
Units

The Inspectorate recommends that the Garda
Siochana establish a resource deployment unit in
each Garda region, commencing in the DMR at the
earliest possible date. The units would determine
the numbers of Gardai required for duty at any
given time based on predicted and planned policing

requirements.

Each regional resource deployment unit should
include personnel with operational policing
experience and civilian analyst expertise. All
members of the unit should be trained in the use
of whatever demand and resource management/
profiling systems are procured by the Garda

Siochéana.

The team leader should report to the Regional
Assistant Commissioner and liaise with the
divisional chief superintendents. Each chief
superintendent should nominate an inspector
responsible for overseeing the management of

abstractions from duty at district/station levels.

The Inspectorate recommends that one of the first
tasks of the DMR Resource Deployment Unit should
be the development of incident data recording
standards and effective data audit procedures
to ensure the completeness and accuracy of
CAD data. The new standards should require
immediate updating of CAD records by all front-
line officers as their operational status (“At Scene”
etc.) changes. (Updating should be done by means
of voiceless transmissions on the new digital radio
system.) Officer safety should be paramount when

developing these standards.

Rosters

Chapter 4 of this report makes the case for
replacement of the current Garda rosters. Itisnot the
purpose of this report to prescribe new rosters for
the Garda Siochana. That is a matter for discussions
involving Garda management and the Garda
representative associations and, by agreement,
within the framework of the Garda Conciliation
and Arbitration Council. What the Inspectorate can
usefully do, however, is suggest guiding principles

for the development of new rosters.
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New Garda rosters should:

* Be consistent with the terms of the EU Working
Time Directive as clarified in judgements of
the European Court of Justice and accord with
evidence-based good practice. Other than in
emergency situations, Gardai must work no
more than an average of forty-eight hours
per week, receive a minimum break between
shifts of eleven hours every twenty-four hours,
work no more than eight hours in any period
of twenty-four hours during which they work
at night, work no more than four consecutive
night shifts, receive a minimum of thirty-six
consecutive hours of rest every week, start the
day shift no earlier than 7 a.m., minimise the
frequency of shift rotations and rotate shifts in a

clock-wise direction.

e Provide the flexibility to have the right numbers
of Gardaion operational duty to match predicted

levels of demand for police services.

e Incorporate recognised health and safety

guidelines for shift working.

e DProvide sensible work-life balance for Gardai,
giving good notice of work rotas and some

weekends free.

In order to achieve better matching of the numbers
of Gardai on duty to the levels of police services
being demanded by the public, it may be necessary
to introduce longer shift times and flexible shift-
start times. Members of “regular” Garda units
have volunteered to the Inspectorate that they
would prefer to work longer shifts and have more
time off between shifts. The Inspectorate would
caution, however, against the introduction of long
fixed shifts such as the twelve-hour shifts worked
in police services elsewhere. These shifts may
seem attractive initially to both management and
individual police officers but the Inspectorate is

convinced that they:

e Do not support delivery of optimum police

services.

e Create safety risks for individual officers,

especially officers who drive lengthy commutes.

Dr Charles Czeisler has advised that a study of
90,000 person-years of employment revealed

that working at least twelve hours per day was

_________________ U

associated with a 37% increased hazard rate A
twelve-hour night shift combines the effects of
extended work hours with work at the circadian
nadir of alertness. The result of this combination
can be a significant decrease in alertness and
performance, with an associated increase in the
risk of fatigue-related error and accident. This is
why the EWTD restricts work hours that include
night work to no more than eight hours. Given
that full time employees on twelve-hour schedules
work fifty to 100 fewer days per year than do full-
time employees on eight-hour work schedules, such
compressed work week schedules are typically
quite popular among shift workers. Therefore,
studies evaluating compressed work weeks which
are based strictly on subjective questionnaire
data are often positive, especially since most such
studies involve the impact of twelve-hour day shifts
or employees on permanent shifts.” When workers
experienced with both eight- and twelve-hour night
shifts were asked which shift resulted in fatigue
which decreased their performance at work, eighty
percent of respondents felt that the twelve-hour
workday resulted in the least efficient performance
due to fatigue.”® In a modelling study conducted by
Ontario Hydro in Toronto, Canada, it was estimated
that human error by operators would be doubled
by a change from eight-hour to twelve-hour shifts
due to fatigue and misalignment of circadian
phase. This resulted in a seventy percent increase
in their risk assessment of a public accident.”
In addition, studies of conversions from eight-
hour to twelve-hour shifts in a power plant and
a natural gas utility conducted by researchers at
the U.S. National Institute for Occupational Safety
and Health (NIOSH) have led to the conclusion
that introduction of twelve-hour shifts result in
consistent declines in performance and alertness
and increased fatigue. Such decrements were most
prominent during the twelve-hour night shift, when

fatigue from the extended duty schedule combined

96 Dembe AE, Erickson JB, Delbos RG, Banks SM. The impact
of overtime and long work hours on occupational injuries
and illnesses: new evidence from the United States. Occup
Environ Med 2005;62:588-597.

97 Thomas H, Schwartz E, Whitehead DC. Eight-Versus 12-Hour
Shifts: Implications for Emergency Physicians. Emer Med
1994; 23:1096-1100.

98 Colligan MJ, Tepas DI. The stress of hours of work. Am Ind
Hyg Assoc ] 1986; 47:686-695.

99 Kelly RJ, Schneider MF. The twelve-hour shift revisited:
Recent trends in the electric power industry. ] Human Ergol
(Tokyo) 1982; 11:369-384.
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with the increased circadian drive for sleep.'” After
accounting for practice, it was found that reaction
time was significantly slower on the twelve-hour
vs. the eight-hour shift at all times of day, and that
187 percent more errors in grammatical reasoning
were expected on the twelve-hour schedule as
compared with the eight-hour shift schedule.
Furthermore, they found a percentage of signals
missed in a simple reaction time test were three to
five times greater on the twelve-hour shifts than on
the eight-hour shifts.”® They concluded that during
the latter half of twelve-hour overnight shifts,
workers were particularly susceptible to fatigue

related errors and accidents.'®*

Garda management and the Garda representative
associations already recognise that there is no
such thing as a “one size fits all” roster in policing.
For instance, the demands on “regular” units and
community policing units are different and must
be reflected in different work rosters. All future
rosters should incorporate flexibility arrangements
such as variable start times aimed at achieving the
best possible fit with predicted/planned policing

requirements.

Health and Safety

Negotiations on new Garda rosters must have due
regard to health and safety considerations at all
times. The significance of health and safety should
not lose out in the balancing of management and

officer needs that is part of all roster negotiations.

Dr Charles Czeisler has reviewed a substantial
body of research on health and safety aspects of
shift working that provides a basis for good practice
guidelines. He has indicated that, while no roster

can eliminate the need for police to work at night,

100 Rosa RR, Bonnet MH, Bootzin RR, Eastman CI, Monk T, Penn
PE et al. Intervention factors for promoting adjustment to
nightwork and shiftwork. Occup Med 1990; 5:391-415.

101 Rosa RR, Colligan M]J. Extended workdays: effects of 8-hour
and 12-hour rotating shift schedules on performance,
subjective alertness, sleep patterns, and psychosocial
variables. Work and Stress 1989; 3:21-32.

102 Lewis PM, Swaim DJ, Rosa RR, Colligan M], Booth R], Swint
M]J. Evaluation of the 12-Hour Shift Schedule at the Fast Flux
Test Facility. Westinghouse Hannaford 1995.

103 Rosa RR, Bonnet MH. Performance and Alertness on 8 h and
12 h rotating shifts at a natural gas utility. Ergonomics 1995;
36:1177-1193.

104 Rosa RR, Colligan MJ., Application of a portable test battery
in the assessment of fatigue in laboratory and worksite
studies of 12-hour shifts. Work Environ Health 1995; 18:113-
115.

the sleep loss associated with night shift work and
its attendant health risks can be minimised. For
these reasons, other than in emergency situations,
Gardai should work no more than an average of
forty-eight hours per week, receive a minimum
break between shifts of eleven hours every twenty-
four hours, work no more than eight hours in any
period of twenty-four hours during which they
work at night, work no more than four consecutive
night shifts, receive a minimum of thirty-six
consecutive hours of rest every week, start the early
shift no earlier than 7 a.m., minimise the frequency
of shift rotations and rotate shifts in a clock-wise
(forward) direction. Moreover, implementation of
the principle of staffing that is proportional to the
need for service will reduce the amount of night
work required of Gardai. These principles are
consistent with the recommendations of the Dublin-
based European Foundation for the Improvement of
Living and Working Conditions (www.eurofound.
europa.eu/),'® as noted by the Garda Siochdna SMI
Review Group in 1998, which include minimising
the sequence of night shifts, such that only two to
four night shifts in succession should be worked;
avoiding fast double-backs'””; avoiding overlong
work sequences; rotating forward; delaying

morning start; and limiting short-term rota changes.

Negotiation/Implementation Programme

Negotiation of new Gardarosters willbeasignificant
undertaking. The Inspectorate recommends that
Garda management and the Garda representative
associations begin discussions at the earliest

opportunity.

The discussions should aim for initial agreement on
a new roster for the DMR. Ideally, CAD data would
be available for the other five Garda regions before
finalising new rosters for them. In the event that
this is not the case, there may be some advantage
in implementing the new DMR roster in urban
areas outside Dublin in advance of CAD coming
on stream. Ultimately, however, maximum Garda

efficiencies will be achievable only through local

105 Bulletin of European Studies on Time (BEST) 11 (1998).
Continuous Shift Systems. (Dublin, Ireland: European
Foundation for the Improvement of Living and Working
Conditions).

106 SMI Review Group, Proposed Framework for Rostering in
the Garda Siochana, Garda Headquarters, 20th May 1998,
page 8.

107 A fast double-back involves working a full shift and
beginning another after a break of eight or fewer hours.
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Garda deployment, supervision and management
based on objective policing demands assessed from
CAD data.

The Inspectorate is satisfied that replacement of
the current Garda rosters can result in a win: win
outcome for Garda management and individual
Gardai and ensure a better police service for the

community.

Recommendations

Recommendation 14

The Inspectorate recommends that the Garda
Commissioner immediately establish a National
Resource Deployment Team to develop a resource
allocation plan for the Garda Siochédna. Ideally,
the team should include sworn personnel, a
civilian analyst and a professional project manager
experienced in the development of strategic

resource allocation in a police environment.

Recommendation 15

The Inspectorate recommends that the DMR
should be the pilot region for implementation of
the national resource allocation plan. Experience
gained in the pilot should inform roll-out in the

other five regions.

Recommendation 16

The Inspectorate recommends that the Garda
Siochana develop a national CAD system,
incorporating GPS facilities, a geo-directory and
DPS.

Recommendation 17

The Inspectorate recommends that, as a first step
in the development of a national CAD, the Garda
Siochana replace the current outdated system
in the DMR immediately. The control room
manager should report directly to the Assistant

Commissioner, DMR.

Recommendation 18

The Inspectorate recommends that, pending control
room rationalisation (see recommendations 20
and 21), the Garda Siochana make a computerised
record of the particulars of every “999” call received

at the twenty-two divisional control rooms outside

_________________ U

the DMR, including the time of the call, dispatch
time, arrival time at scene and the call clearance

time.

Recommendation 19

The Inspectorate recommends that the Garda
Siochdana devise and publish a policy on
telecommunications contacts with members of the

public.

Recommendation 20

The Inspectorate recommends the provision of
two mirror-image national Garda control rooms
unless it can be conclusively shown that there is an

overriding case for a third.

Recommendation 21

The Inspectorate recommends that the Government
have regard to the potential to achieve economies
and efficiencies through co-location and integration
of the control room systems of the Garda Siochana

and other emergency services.

Recommendation 22

The Inspectorate recommends that the Garda
Siochana establish a resource deployment unit in
each Garda region, commencing in the DMR at the
earliest possible date. The units would determine
the numbers of Gardai required for duty at any
given time based on predicted and planned policing
requirements. Each regional resource deployment
unit should include personnel with operational

policing experience and civilian analyst expertise.

Recommendation 23

The Inspectorate recommends that one of the first
tasks of the DMR Resource Deployment Unit should
be the development of incident data recording
standards and effective data audit procedures to
ensure the completeness and accuracy of CAD
data. The new standards should require immediate
updating of dispatch records by all front-line
officers as their operational status (“At Scene” etc.)
changes. (Updating should be done by means of
voiceless transmissions on the new digital radio
system.) Officer safety should be paramount when

developing these standards.
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Recommendation 24

The Inspectorate recommends that Garda
management and the Garda representative
associations begin discussions on new rosters at the

earliest opportunity. The new rosters should:

* Be consistent with the terms of the EWTD as
clarified in judgements of the European Court
of Justice and accord with evidence-based good

practice (see recommendation 6).

e Provide the flexibility to have the right numbers
of Gardaion operational duty to match predicted

levels of demand for police services.
e Incorporate recognised health and safety
guidelines for shift working.

e Provide sensible work-life balance for Gardai,
giving good notice of work rotas and some

weekends free.
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The Programme for Government (June, 2007) includes a commitment to
“introduce a Garda Charter setting out targeted Garda response times and levels of
service which the public can expect, including frequency of high visibility patrols in
urban and rural communities.”

In the terms of reference for this inspection the Minister for Justice, Equality
and Law Reform sought the Inspectorate’s advice on development and
implementation of the Charter having regard to policing charters in other
jurisdictions and currently available Garda data on response times. This
chapter responds specifically to that request.

The Inspectorate sees the development of a Garda Charter, which would set
down specific service-level commitments to the public, as a natural follow-on
to implementation of the recommendations of Chapter 7 of this report. Once
the Garda Siochdna is in a strong position to measure and manage demand
for Garda services, the time will be ripe for the organisation to make specific
commitments to the public on response times and levels of service.

Policing Charters in Other e Answer “999 ie. emergency calls, within 10
]uris dictions seconds, giving an estimated time of arrival and

undertaking to get police officers to the scene

The Inspectorate has researched charter-type safely and as quickly as possible.

commitments made by police services in other .
* Get to the scene of an emergency in an urban

countries. Typically, they comprise target times for e . . .
ypieaty, they P 8 area within fifteen minutes (four police services

answering emergency calls in the police control . . . -
& gency P aim for within ten minutes and one within

room and getting patrol units to the scene. In most .
twelve minutes).

cases, these commitments are published as key
* Get to the scene of an emergency in a rural area

performance indicators in corporate plans.

Two initiatives in other police services are of
particular interest in the context of developing a
Garda Charter. The first of these is the publication
by the Seattle Police Department of specific
response and proactive policing targets.” The
second initiative is the Policing Pledge (see
Appendix 13 to this report) published by forty-
three police services in England and Wales in 2008.
This initiative emerged from consultations on the
UK Government’s Policing Green Paper (“From
the Neighbourhood to the National: Policing Our
Communities Together”).!” Each police service in

England and Wales publicly pledges to:

108 Average emergency response time of seven minutes, 30%
of patrol officers” time spent on proactive policing and a
minimum of ten patrol cars available city-wide at all times
for proactive duty and to boost emergency response — see
Chapter 6 of this report.

within 20 minutes.

* Answer non-emergency calls promptly and,
if it is necessary to attend the scene, give an

estimated time of arrival aiming;:

o To be with a vulnerable or upset caller

within sixty minutes.

o To be with a person calling about an agreed
neighbourhood  priority =~ within  sixty

minutes.

o Where appropriate, to meet with the caller
within forty-eight hours.

e Where it is agreed that attendance at a scene
is not necessary, give advice, answer questions
and/or put the caller in touch with someone

who can help.

109 http://police.homeoffice.gov.uk/publications/police-
reform/green-paper-responses?view=Binary (Accessed on
13 March, 2009)
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As regards police visibility, the Policing Pledge
provides for neighbourhood policing teams and
other police patrols to be visible and “on your
patch” at times when they will be most effective
and when the public say they most need them.
More particularly, the Pledge commits to having
neighbourhood policing teams spend at least 80%
of their time visibly working in neighbourhoods,
tackling priorities. The teams are committed to
responding within twenty-four hours to messages
directed to them and, where necessary, providing a

more detailed response as soon as they can.

The Policing Pledge also contains police
commitments on arranging regular public
meetings and providing feedback, especially to
victims of crime. Police service also undertake
to acknowledge within twenty-four hours any
dissatisfaction expressed by a person in regard to a

service provided by the police.

Public Policing Commitments

Whatever format a police service uses to publicise
its service-level commitments to the public, it is

important that:

e The public clearly understand the standards

they can expect from the police.

e The standards are measurable, ie. they set
specific response times, visibility levels and

deadlines.

e Police performance against the standards is

measured and published.

The Inspectorate believes that these three principles
should guide the preparation of a Garda Charter.

Measurable Targets

The most challenging task in developing and
operating a Garda Charter will be the setting of
targets against which actual performance can be
measured. Without a State-wide CAD system the
Garda Siochéna is simply not in a position to report
efficiently or accurately on its actual response times
to all emergency and non-emergency calls, or the
proportion of time spent by Gardai on operational

duty in the community.

_________________ U

One option is to introduce a Garda Charter on an
incremental basis beginning with the DMR where
a CAD system is already in place. Ideally, the
introduction should coincide with the:

e Implementation of planned new CAD software
in the DMR that will include appropriate real-
time reporting facilities.

¢ Provision of capability within the Garda digital
radio system that enables all patrol units in
the DMR to update their status on the CAD
system without assistance from Control Room
dispatchers. (This is essential to improving data

on policing demands and resource deployment.)

e Introduction of best practice management
and operating procedures in the DMR control
room backed by clear policies, training and

supervision.

e Acquisition and development of expertise
in control room management and resource
deployment that is geared more directly

towards efficient and effective service to callers.

e New divisional reporting and accountability

relationships to regional assistance
commissioners focused on achieving better
matching of resources to workload in the

interest of better service to the community.

Emergency Response Times

The indications are that police emergency response
times for incidents in urban areas are tending
towards an unofficial standard of seven minutes
in Canada and the US® and fifteen minutes in
the UK. Four UK police services (Dorset, Essex,
Merseyside and West Midlands) have committed
to ten minutes in their respective Policing Pledges.
The London Metropolitan Police has committed to a
target emergency response time of twelve minutes.
In Australia, the New South Wales Police aims to
respond to 80% of urgent calls for assistance within

ten minutes.

110 Patrol Deployment Study, Vancouver Police Department
page 21, accessible at http://vancouver.ca/police/Planning/
PatrolDeploymentStudy.pdf.
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TABLE 3:

__________________ U

Garda Siochdna Response Times to “Emergency” and “Category 1” Calls in the DMR in 2007

Total
“Emergency”

DMR Division and
“Category 1”
Call Load

“Emergency” Number and Percentage of “Emergency” and
and "Category 1” Calls with an “At Scene” Time
"Category that were Responded to within:
1" Calls for
which an “At
Scene” time Seven Fifteen

is Recorded Minutes Ten Minutes Minutes

Western 9,610
Northern 7,192
South Central 7123
Southern 7,005
Eastern 5,760
North Central 5,101
Not Categorised by Division 11,768
Total 53,559

Currently, the Garda Siochdna aims to respond to
65% of all CAD calls in the DMR within fifteen
minutes and respond to 90% of all such calls
within 30 minutes. These targets are of limited
value because they do not differentiate between
emergency and non-emergency calls. (In practice,

emergency calls get priority.)

As regards actual Garda response times, the
Inspectorate analysed data on the 53,559 emergency
calls (i.e. CAD calls categorised at “Emergency”
and “Category 1”7 calls) received in the DMR in
2007. " Unfortunately, full analysis of the data was
not possible because an “At Scene” time is recorded
for only 38,273 or 72% of these calls. Table 3 shows
that, of the latter 38,273 calls, the Garda Siochéna
responded to 31,087 (81%) within fifteen minutes.

The Inspectorate went a step further in analysing
emergency response times in each of the six
divisions of the DMR (see Table 3). In this case, full
analysis was not possible because only 28,652 call
records, which included an “At Scene” time, were
categorised by division. The analysis indicated
significant variation in response times across the
divisions. The DMR South Central Division, which
is the smallest in geographical area of the six DMR

divisions, succeeded in responding to 89% of

111 A total of 436, 449 calls, emergency and non-emergency, were
recorded on the CAD system in the DMR in respect of 2007.
No data is available on emergency calls outside the DMR.

6,057 2,460 (41%) 3,289 (54%) 4,088 (67 %)
4,657 2,456 (53%) 3,068 (66%) 3,611 (78%)
4,974 3,586 (72%) 4,043 (81%) 4,410 (89%)
5,114 3,074 (60%) 3,720 (73%) 4,195 (82%)
4,200 1,768 (42%) 2,409 (57%) 3,011 (72%)
3,650 2,538 (70%) 2,863 (78%) 3,161 (87%)
9,621 7,771 (81%) 8,164 (85%) 8,611 (90%)

38,273 23,653 (62%) 27,556 (72%) 31,087 (81%)

emergencies within fifteen minutes. The equivalent
figure for the DMR Western Division, which has
the highest call load of all the DMR divisions, was
68%. The Inspectorate believes that implementation
of the recommendations of this report will result
in considerable improvement in current Garda

response times in the DMR.

Setting New Response-Time
Targets

The Inspectorate recommends that the Garda
Charter should set response-time targets for
emergency and non-emergency calls. The targets
should include dispatch-time targets for control

room staff.

Setting response-time targets for inclusion in
the Garda Charter is a matter for policy decision.
Two factors need to be taken into account. First,
the lower the target times, the greater will be the
resources required to achieve them. Second, the
targets should be achievable within about one third
of the total working time of front-line, uniformed
Gardai. This ensures that sufficient time remains
available for proactive policing and administrative
tasks (see Chapter 6).

Emergency and non-emergency callers should be
given an estimated time of arrival of a Garda unit.

In non-emergency situations, punctuality is more
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important than speed of response. If a Garda unit
is unable to respond at an appointed time, the caller
should be informed and a new appointment made.
The Inspectorate believes that the Policing Pledge is
a good template for the framing of non-emergency

response in the Garda Charter.

In line with established practice in other
jurisdictions, call takers should be trained to
identify calls that do not necessitate dispatch of a
Garda unit. In those cases, calls should be routed
to a Garda helpdesk (see page 46) which can give
callers appropriate advice, assistance and/or

information.

Call Answering Targets

It is now common practice for police services to
publish target times for answering emergency
calls. Typically, the target answering time is ten
seconds for 100% of emergency calls and, in most
cases, actual performance exceeds 90%."? Target
answering times for non-emergency calls vary

from twenty to forty seconds.

In Ireland, answering times for “999” calls are
determined from the first ring in a Garda location
and do not include the time it takes for a telecoms
operator to answer and transfer the call. In 2007, 76%
of “999” calls in the DMR were answered within
seven seconds. In Cork City Division, the target is
to answer 65% of “999” calls within fifteen seconds
and 80% within twenty seconds. In 2008, the Cork
City control room answered 96% of all “999” calls

within 20 seconds.

The Garda Charter should set the target answering
time for all “999” calls at the international norm of
ten seconds. In due course, a target answering time
of thirty seconds should be set for all calls to the

proposed non-emergency Garda telephone number.

It is important to note that the Garda Siochdna and
many police services elsewhere rely on contracted
intermediaries (telecoms operators) to answer
“999” calls. Therefore, target answering times can
be misleading to the community. The targets do
not reflect the time it takes for the contractor to

answer the call and transfer it to the appropriate

112 In the Inspectorate’s review of published statistics of
thirty-eight police services in Britain, twenty-nine of them
answered 90% or more of all emergency calls within ten
seconds in 2007/2008.

_________________ U

police location. While the Inspectorate believes
it is important for the Garda Siochédna to develop,
publish and monitor “999” call-answering times, it
must be clear that the intermediaries also play a key
role in timely response. As mentioned previously,
going forward, the Garda Siochdna should work
in collaboration with other “blue-light” services in
shared control rooms that would take calls directly
from the public, avoiding loss of valuable time in

emergency situations.

Proactive Policing Targets

The Inspectorate supports the setting of targets for
the amount of time to be spent by police officers on
proactive duties. In England and Wales, the Policing
Pledge requires that dedicated neighbourhood
policing teams spend 80% of their time visibly
working in the community. In the US, the Seattle
Police Department aims to have all patrol officers
spend about 30% of their time on proactive police

duties.

A similar approach can be taken in the Garda
Charter in relation to “regular” and community
policing units in the Garda Siochana. Efficient and
accurate measurement of performance against the

targets will rely on availability of CAD technology.

Recommendations

Recommendation 25

The Inspectorate recommends that the Garda
Charter should set response-time targets for
emergency and non-emergency calls. The targets
should include dispatch-time targets for control

room staff.

Recommendation 26
The Inspectorate recommends that emergency and
non-emergency callers be given an estimated time

of arrival of a Garda unit.

Recommendation 27

The Inspectorate recommends that call takers be
trained to identify calls that do not necessitate
dispatch of a Garda unit. In those cases, calls should
be routed to a Garda helpdesk (see recommendation
11) which can give callers appropriate advice,

assistance and/or information.
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APPENDIX 1

Terms of Reference

Allocation of Garda Resources and Development and Implementation of the Garda Charter

a. Allocating Resources

To examine and report on how the allocation of Garda resources can be improved. This will include

* anexamination of the current system of managing the availability of resources within An Garda Siochana

for front line operational duties;

* an analysis of the demand for policing services (emergency and non-emergency) and its distribution
over time (through the day, week, and year). The geographical spread of such demand and the differing

requirements in urban and rural locations should be examined;

e an examination of the current resource allocation system for members of An Garda Siochdna, including
rostering and overtime, to see how well resources are made available to match demand for services and

other operational requirements;
* anexamination of potential alternative resource allocation systems to see whether there can be improvements
in the match between availability of resources and the workload;

* an examination of the consequences for resource allocation of issues such as special leave, term time

working and medically restricted duties.

b. Developing and implementing the Garda Charter
e To advise on the development and implementation of the Garda Charter proposed in the Programme for
Government which will set out targeted response times and levels of service which the public can expect

including frequency of high visibility patrols in urban and rural communities.

e To examine data currently available and to make recommendations on improving data availability on
response times and the levels of service (including frequency of high visibility patrols) provided by An
Garda Siochéna.

e To consider any similar service charters or relevant systems operating in other police services and to report
on how the experience in those services can be used in developing and implementing a system in Ireland.

e To recommend on how a system can be implemented incrementally having regard to the availability of

resources and the systems for the deployment of such resources.
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APPENDIX 2

Reports Reviewed
Calgary Police Service, Patrol Staffing Assessment, Bellmio, P. (2004)

Diary of a Police Officer, UK Home Office, (2001) (http://www.homeoffice.gov.uk/rds/prgpdfs/prs149.pdf)
From the Neighbourhood to the National: Policing Our Communities Together,

(2008) (http://police.homeoffice.gov.uk/publications/police-reform/Policing_GP/)

Garda Establishment Distribution Model, (2001)

Garda SMI Implementation Steering Group, Final Report, Stationery Office, Dublin (2004)

Neighborhood Policing Staffing Plan 2008-2012, Seattle Police Department, (2007) (http://www.seattle.gov/
mayor/issues/policing/PDF/NeighborhoodPolicing_2007_FINAL.pdf)

OECD Public Management Reviews, IRELAND, Towards an Integrated Public Service, (2008) (http://www.
bettergov.ie/attached_files/upload/IRELAND-Towards?%20An%20Integrated%20Public%20Service.pdf)

OPEN ALL HOURS, A thematic inspection report on the role of police visibility and accessibility in public
reassurance, UK Home Office, (2001) (http://police.homeoffice.gov.uk/publications/community-policing/

open_all_hours_.pdf?view=Binary)

Patrol Deployment Study, Vancouver Police Department, (2007) (http://vancouver.ca/police/Planning/
PatrolDeploymentStudy.pdf)

Proposed Framework for Rostering in the Garda Siochana, (1998)

Study of Police Resource Management and Rostering Arrangements, UK Home Office (2004) (http://police.
homeoffice.gov.uk/publications/police-reform/HO_police_rostering.pdf)

The Garda Siochana, Review of Organisation Structures and Service Delivery, Final Report: July 02

Use of Small Area Population Statistics in An Garda Siochana, Jack Swan, Institute of Public Administration,
Dublin (2005)
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APPENDIX 4

Age/Gender Profile of Members of the Garda Siochana on 1 January 2009

Numbers of Members of the Garda Siochana

Male Female Totals

934 460 1,394
<25

(6.5%) (3.2%) (9.7%)
2,108 1,046 3,154

25-29
(14.6%) (7.3%) (21.9%)
1,889 747 2,636

30-34
(13.1%) (5.2%) (18.3%)
1,518 448 1,966

35-39
(10.5%) (3.1%) (13.6%)
984 158 1,142

40-44
(6.8%) (1.1%) (7.9%)
1,954 206 2,160

45-49
(13.6%) (1.4%) (15%)
1,895 65 1,960

50+

(13.1%) (0.5%) (13.6%)

11,282 3,130 14,412

Totals
(78.2%) (21.8%) (100%)

Source: Garda Siochdna

Service/Gender Profile of Members of the Garda Siochdna on 1 January 2009

Years of Service

15-19 20-24
Male 2,874 1,734 1,579 878 788 1,851 1,578 11,282
Female 1,376 775 472 218 92 168 29 3130

Totals 2,019 1,607

Source: Garda Siochdna
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APPENDIX 5

Distribution of Members of the Garda Siochana, 1999, 2004 and 2009

Garda Siochana Numbers, All Ranks, on 1 January

1999 2004 2009

Garda Headquarters, Including Garda College and Garda

Siochana Information Centre 1.084 973 1,059
Regional Resources 202 237 260
National Support Units 428 861 904
Carlow/Kildare 242 270 376
Cavan/Monaghan 368 377 418
Clare 234 245 337
Cork City 557 617 675
Cork North 239 245 299
Cork Western 234 241 309
DMR Eastern 382 358 471
DMR Northern 613 632 783
DMR North Central 594 635 715
DMR Southern 474 538 640
DMR South Central 705 681 787
DMR Western 542 626 788
Donegal 450 424 4388
Galway West 324 345 453
Kerry 242 266 341
Laois/Offaly 281 272 336
Limerick 427 472 634
Longford/Westmeath 238 243 341
Louth* 261* 253* 296
Mayo 262 274 329
Meath* 221* 228* 301
Roscommon/Galway East 241 248 294
Sligo/Leitrim 260 267 318
Tipperary 306 313 384
Waterford/|Kilkenny 322 347 457
Wexford* 237* 252* 278
Wicklow* 265* 277* 341
Totals for Garda Divisions 9,521 9,946 12,189
Totals 11,235 12,017 14,412

* These divisions were established since 2004. The 1999 and 2004 strengths shown are notional divisional strengths based on the
numbers of Gardai (all ranks) who served at the stations comprising those divisions on 1 January of those years. Further boundary
changes since 1 January, 2009 are not reflected in this table.

Source: Garda Siochdna
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APPENDIX 6

Reasons for Calling to Garda Stations

— Extract From a 2002 Consultancy Report Prepared for the Garda Siochdna

“A survey of all stations in the DMR for one week was conducted between 6am on 1 March and 6am on 7
March. This survey consisted of a log of all callers by time and day of calling and the reasons for calling. A

summary of the findings is shown in Figure 6.1.

FIGURE 6.1

Reasons for Calling—Overall Percentage Breakdown

Total

Report Produce Named Garda Visit E Advice Number

Region Crime/ Other

. Documents Garda Signature Prisoner Book Directions of Callers
Incident

DMR 9% 7% 12% 35% 2% 7% 15% 11% 25,388

SER™? 5% 4% 5% 44% 1% 3% 19% 19% 5,940

The main reason for calling during the period of the survey, which represented almost 9,000 callers to Garda
stations and accounted for 35% (DMR) and 44% (SER) of all callers, was [to obtain] a Garda signature on a
form. These were mainly motor tax renewal forms and passports. Less than 9% of callers reported crimes or

incidents.

FIGURE 6.2

Times of Callers

Region

DMR 22% 31% 25% 11% 5% 3% 3%

SER (24 hr. stations) 29% 38% 22% 6% 3% 1% 1%

113 South Eastern Region
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Taking into account the times of callers the survey shows that in the DMR about 11% of all callers do so
between 10pm and 8am. In the SER this figure is less than 5%. If we consider the reason why people called to
the stations between 10pm and 8am an interesting picture emerges, which questions whether there is a real

requirement for the stations to be open as indicated in Figure 6.3:

FIGURE 6.3

Percentage of callers between 10pm and 8am

DMR % of all after SER % of all after
Category of Caller Description hours callers hours callers
A To report crime/incident 14%"* 13%
B Produce documents 8% 4%
C Require Garda signature 24% 17%
D Visit/enquire about prisoner 4% 6%
E Sign bail book 8% 3%
F Ask advice/directions 18% 30%
G Called for named Garda 13% 6%
H Other 10% 22%
Total 100% 100%

If a station were to be closed during the hours of 10pm and 8am, then categories B, C, D, E and F could be
discounted as this type of business could be conducted during daytime opening hours... [If] meetings with
named Gardai (category G) were rescheduled and some proportion of other callers (category H) were extracted,
then it could be said that only a small proportion of callers to stations after hours could be said to demand an

immediate service.”

114 It should be noted that the percentages in this table relate only to persons who called to stations in the DMR and SER between 10p.m.
and 8a.m. Accordingly, for example, the 14% of persons who called to a DMR station between 10p.m. and 8a.m. to report a crime/incident
represent only 1.5% of all callers over the twenty-four hours, i.e. 14% of 11% = 1.5%.
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APPENDIX 7

Survey of Administrative Services Provided to Callers to
Blanchardstown Garda Station

The survey was carried out by local Garda management from 3 to 9 April, 2006. It recorded the purpose(s)
for which 1,723 people called to the station during that period. The results showed that almost 63% of callers
simply wished to have a form countersigned, collect a form or produce documents. Just over 11% called to

report a crime. Less than 7% of people called to meet a Garda.

FIGURE E:
Purposes for Which 1,723 Persons Called in Person to Blanchardstown Garda Station
During 3 to 9 April, 2006'°
O Form for Signing 38.45%
m CollectForm 17.23%
O Reporta Crime 11.11%

0O Bail Sign On 10.46%

m Produce Docs 7.52%

@ Meet a Garda 6.94%

m Other 4.29%

O Seek Advice 3.70%

m Prisoner Visit 0.29%

The Inspectorate has no reason to believe that the kinds of transactions carried out at Blanchardstown
station are any different to those at any other station. The nature of those transactions is such that, as in other

jurisdictions, they can be handled effectively without reliance on police powers.

115 Survey of Persons Calling to Blanchardstown Garda Station — April, 2006, Garda Siochédna, Blanchardstown
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Estimated Maximum Impact of Centrally-Authorised Garda Siochana Leave Schemes on Garda Attendance

in 2007

Leave Scheme

Parental Leave

Job sharing

Career Break

Maternity Leave
(without pay)

Term Time

Special Leave
without Pay

Adoptive leave

Special Leave
with Pay

Numbers of
Members
who Availed
of Leave

210*

115

42

83

24

Maximum
Leave
Entitlement
(Days)

70

113.5

227

80

65

40

70

Maximum
Number of
“Leave” Days
Taken (Column 2
x Column 3)

14,700

13,053

9,534

6,640

1,560

320

70

27

Maximum Number
of Leave Days Taken

Expressed as a
Percentage of Total
Garda Siochana
Workdays**

0.470

0.420

0.310

0.213

0.050

0.010

0.002

0.001

Maximum Number

of Leave Days Taken
Expressed as the
Equivalent Number
of Full-Time Members
of the Garda
Siochana***

64.76

57.50

42.00

29.25

6.87

1.41

0.12

* The 2007 number was not available. This is the annual average of the number of members granted parental leave in the five
years from 1 January, 2004 to 31 December, 2008.

** There was a total of 3,122,453 Garda Siochana Workdays in 2007

*** The equivalent numbers of full-time members were calculated on the basis of annual attendance for 227 days i.e. 365 less 104
rest days and 34 days annual leave.
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APPENDIX 9

Impact of Locally-Authorised Garda Siochdna Leave Schemes on Garda Attendance in 2007 in the Five

Garda Divisions Visited in the Course of the Inspection

Leave Days Taken Estimated Leave Days

Expressed as a Taken in the Garda

Percentage of Siochana as a Whole

Members’ Total Estimated Number Expressed as the

Number of Workdays in the Five of Leave Days in the Equivalent Number

Leave Days Divisions (675,487) Garda Siochana asa  of Full-Time Members

Leave Scheme Taken in 2007 Whole in 2007* o
Maternity Leave (with pay) 3,561 0.527 16, 455 72.48
Study/Exam Leave 1,458 0.215 6,713 29.57
Representative Body Leave 6,000%*** 26.43
Paternity Leave 177 0.026 812 3.58
Force Majeur 121 0.017 531 2.34
Transfer Leave 32 0.005 156 0.69
Totals 5,349 0.790** 30,667 135.09

* The figures in this column were calculated by applying the percentages in the previous column to the Members’ total workdays
in 2007(3,122,453). For example, the estimated number of maternity leave days taken in the Garda Siochana as a whole in 2007
was 16,455 (3,122,453 x 0.527%).

** The equivalent numbers of full-time members were calculated on the basis of annual attendance for 227 days i.e. 365 less 104
rest days and 34 days’ annual leave. For example,

16,455/227 = 72.48.

*** This estimate was calculated on the basis of Garda Code provisions rather than on information collected in the five Garda
divisions visited.
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APPENDIX 10

Average Number of Garda Siochana Shifts Lost in 2007 Through Sickness, Long-Term Sickness and

Injuries of Duty

Average Number of
Working Shifts Lost per
Officer in 2007 Through

Sickness (Excluding
Long-Term Sickness and
Injury on Duty)

Average Number of
Working Shifts Lost per
Officer in 2007 Through

Long-Term Sickness'®

Average Number of

Working Shifts Lost per

Officer in 2007 Through
Totals

Garda Headquarters,

including Garda College L 208 o e
Regional Resources 4.91 0.30 6.55 11.75
National Support Units 6.05 2.38 0.39 8.82
Garda Divisions

Carlow/Kildare 8.36 2.43 0.58 11.37
Cavan/Monaghan 9.02 1.66 2.44 13.12
Clare 5.88 3.39 1.12 10.39
Cork City 7.44 1.32 1.91 10.67
Cork North 4.87 3.86 1.25 9.98
Cork West 4.93 2.60 2.13 9.67
D.M.R. Eastern 2.38 1.04 0.27 3.70
D.M.R. North Central 6.01 1.59 0.77 8.36
D.M.R. Northern 2.53 2.54 1.35 6.43
D.M.R. South Central 7.07 2.31 0.99 10.37
D.M.R. Southern 4.84 0.69 0.23 5.75
D.M.R. Western 6.12 2.59 1.00 9.71
Donegal 9.59 1.69 2.72 13.99
Galway West 4.88 3.53 2.03 10.44
Kerry 9.02 0.82 1.83 11.66
Laois/Offaly 7.51 2.79 1.46 11.77
Limerick 7.76 2.4 1.38 11.55
Longford/Westmeath 6.13 1.89 1.65 9.67
Louth/Meath 7.57 4.43 3.93 15.93
Mayo 6.93 2.34 0.65 9.92
Roscommon/Galway E. 7.77 2.10 3.02 12.89
Sligo/Leitrim 8.12 2.88 0.60 11.60
Tipperary 8.52 2.47 4.51 15.50
Waterford/Kilkenny 6.53 3.97 2.51 13.01
Wexford/Wicklow 7.69 2.43 1.42 11.55

Garda Siochana as a whole

Source: Garda Siochdna

116 Garda records of long-term sick leave do not include absences arising from injuries incurred while off duty
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APPENDIX 11

Distribution of Garda Siochdna Overtime (Hours) in 2007

Numbers of Overtime Percentage of Total

Hours Overtime Hours

Garda Headquarters, including Garda College 172,771 5.73%
Regional Resources 215,444 715%
National Support Units 233,732 7.75%

Garda Divisions

Carlow/Kildare 62,026 2.06%
Cavan/Monaghan 66,035 2.19%
Clare 65,114 2.16%
Cork City 66,924 2.22%
Cork North 33,036 1.10%
Cork West 40,360 1.34%
DMR Eastern 114,066 3.78%
DMR Northern 223,265 7.41%
DMR North Central 204,567 6.79%
DMR Southern 109,750 3.64%
DMR South Central 212,408 7.05%
DMR Western 271,749 9.01%
Donegal 70,134 2.33%
Galway West 55,526 1.84%
Kerry 45,633 1.51%
Laois/Offaly 81,156 2.69%
Limerick 106,182 3.52%
Longford/Westmeath 74,295 2.46%
Louth / Meath 117,736 3.91%
Mayo 44,162 1.46%
Roscommon/Galway East 51,932 1.72%
Sligo/Leitrim 62,842 2.08%
Tipperary 72,643 2.41%
Waterford/|Kilkenny 61,235 2.03%
Wexford / Wicklow 79,895 2.65%
Sub Total for Garda Divisions 2,392,671 79.37%

TOTALS 3,014,618 100.00%
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APPENDIX 12

Example of a Police Demand/Resources Profile

Mo of Police Units

OIS 1923 (R 07 M5 1923 0307 NS 19230307 M5 19230307 1151923 0307 111519 23 03 07 1115192303

Tuesday Wednesday Thursday Friday Saturday Sunday Manday
1710372008 18032004 10403/2000 2040372009 211032004 20372008 23032004

I Response Staffing Level

wem Freferred Response Staffing Level

B Below Prefered Response Staffing Level
I Neighbourhood Policing Staffing Level

NOTE

In this example, the police service in question has managed to maintain staffing levels in its response teams for
the coming seven days that, for the most part, are greater than or equal to preferred staffing levels. The objective
of the service’s resource management team is to achieve demand/resources profiles that do not include “red”
areas, i.e. times when resources are below the preferred response staffing level such as 15.00 to 19.00 hours on

20/3/09 in the example above.
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APPENDIX 13

Policing Pledge Template Published by the UK Home Office'”

POLICING PLEDGE £}

THE POLICE SERVICE N ENGLAND AND WALES WILL SUPPORT LAW
AE(DING CITIZENS AND PURSUE CRIMINALS RELENTLESSLY TO KEEP
YOU AND YOUR NEIGHBOURHOODS SAFE FROM HARM. WE WiILL:

1 vy o o ik welk dgron and rerpee! vy e hove i e o onr serncen o e thar
e vl oy
1 Tromids s wieh infor sttt s pom b wheo vour debcined ghbotions) Py Teme whom
e e el B B ot e ik b vt ik e
L Fowwn potg Nghbingtocd ooy oo ol other prolica pesrs a eiin ad v vl path o tarn
bt et il by et e s vl el o et e e, T vl o Pl i g e
tolam v drom anghbeniood |nevas menr dhann dvobinty e nan The vl od o el 67
thra e bk weilany v sghbowhoed kg v w rseme ol s vl i ol
L Repad i e mengy el w v Soghbearhood Poboog Tesm wwrben 23 bown nd whes:
o), peoele d Wi el e ume 8 o e 02
Lt e v et |1 i, ey b e sk sy 8 revmmines
o gz, g o o vkl ind o e o posbls b bt e, e il e e e i |
mann ol wrad ove vl ) o
L Nwwnt all mow ot el piomty B oandanon v maded, wal o e gy = 0 el
ol wed
v e e oo ot s s B w1 i
o 1 v e callng o g v st b el with v oy will b 4 e benriond.
e e cppossty’ il s ¢ ssgured, we il e il ey w11 e,
v Mdrrureh i gpepr:, v ol ke @ GO b E L b e 0 whiow kb
il ke
o [ agread it stvadune it nok weorman wy all i pom e, e o d ot
it poach vl e o whe Can lefp
T Aoy epda bl mestng w0 ager vew oo, o bt ke o e, g oo chaa e mest
wou bl ey e ey meraden o o commmeery Thes will snade oppramstes vch 2 g,
et bewiagy s jdes et o Wk wll b wteged b St ocd am b s epusien.
Toray ol amatprncan e o e,
B Mrovndy smarbll ki on prrgren, il o fecad e s puoecang e, T el o prowcs.
of i e, ifvimwioa ne Gealr oo md vher Lpprand i o brgle in mae, S of
what s v o e G b ke o angiberood ek sl emera e e
o ot i et
e ey b o o e g walh o B e o o ke el e of
ml_-\qlﬂ.hhl‘.hhh*uhlvi_lhq‘.ﬁ-
el b g w0 etk
W ksl o dnatedatye v e werics o Loy el nihe Yot of ipesgpnn e
bl el v e it e a1 b il b bl g v ot el e
ot e shea o o al e e e whar vl e o v e nd S gt
WE WANT 10 DO OUR BEST FER YOU BUT IF WE FIL T0 MEET OUR PLUEDGE WE WILL
LWk YS EXPLAN WY T kS MOT BEEN POSSIELE 0N THAT DCCASION T0 DELVER THE
HIGH STLRDAGDS 10 WABCH WE LAMRE M YOU BESERVE.

YOUR LOCAL NEIGHBOURHOOD POLICING TEAM IS:

208

FCR) Mk el P AR Jwey OO OO e

The heam work v prrie w ik S gibonctod Mamager Ao ek

o bt o by i Bk 10002 %7 il p -l g Rl oo okt k.
il ok by bl pseretiangn o the Yoonst T Coommusnaty comim o mromd Sutaedlo o
P th il

1 oo call e ol il o om0 el et e e e o et e Db

Who to call when

Cdlh it e b o s e ol e o vl Bebarwd ok e s menkd b
e 0 el ek

Call 0 i woy e s gy et St gt b T,

Call e 20 b ws-cmmerpene v call ot O] TR LIV o b i s e, e
ragkrahdee

Wl ke e o st s e ook ol mon g back o v s o cher
i el o .

Local Priorities for action and information

Voo caly gyend povmn

1. Sezmt v gy ceabng v L agh etzmm

L Ytk mited wrocad b af e shoppeg oo

1 T ippng o e ommen

Ewery mmemth w2 will prvhuce e waaps e o was et vt snform e bt peceic coe
o wad o 1 cheal wdk vt o Thr iefonag o vl be grves o e b new

ol i e e et nebom vrador e andraer sl i be el e qumy
(R yrTRp——y

Complaints

o e v e & ey of o

o otk puble e

w vt the aeghbowhred prbnag e be o by el - v vl o back o e witen i, el

w dhererienthe oo Ul Commible be o, ¢l ot lerier -t will be ko] weha [
ol it il el ot P e v e,

The [olice actarewiedgr a conplat show our o ki 2 bown, el wo b ot will e banded g
e opgreruT v ik i prrse b semeons dhow e sacenm vl o whar v e pangte 30
[ [

117 Accessible at http://police.homeoffice.gov.uk/publications/police-reform/Policing_Pledge.pdf?view=Binary





