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Report of the Comptroller and Auditor General 

Defence Property 

I have, m accordance with the provisions of Section 9 of the Comptroller and Auditor 
General (Amendment) Act, 1993, earned out a value for money exammat10n of Defence 
Property. 

I hereby subnut my report of the above exanunat10n for presentation to Dail Eireann 
pursuant to Section 11 of the said Act. 

n Purcell 
Comptroller and Auditor General 

21December1998 
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Summary 

Smee 1990, the Department of Defence and the Defence Forces have been the sub1ect 
of several efficiency studies which have led to the commencement m 1996 of a ma1or 
rat10nalisat10n programme for defence The primary focus of reform has been on 
structural and personnel issues and on the eqmppmg of the Defence Forces Defence 
Property, although a s1gmf1cant State asset, has received less attent10n 

The purpose of the exanunat10n was to establish the nature, extent and operational 
costs associated with Defence Property and to consider current arrangements for the 
management of the property portfolio. 

Property Assets and Costs 

The Defence Properties consist of a diverse range of fac1lmes from conventional 
nulitary barracks to forts, camps, dwellmg houses and land which 1s mamly used for 
trammg purposes. The prmc1pal assets are 34 permanently occupied barracks which 
were taken over from the British Government m 1922 The Department has 
recogmsed that these barracks are not all m ideal locat10ns to serve the current needs 
of the Defence Forces and that some barracks are no longer required A plan to 
dispose of six barracks was announced m July 1998 

Detailed records of the nature and utilisat10n of properties are not centrally 
maintamed and an adequate asset register with mformat10n on the condmon of the 
properties ts not available. The current property busmess plan provides for 
establishmg an assets register by 2000. Property assets are valued only when they are 
1dent1f1ed for disposal While the questton of deternunmg the value of the properties 
has been considered, no overall estimate of value 1s available 

The exammauon revealed low occupancy of smgle and married quarters At January 
1998, 1t was found that only 36% of the 4,412 available smgle livmg-m accommodation 
umts were occupied Some 2,215 unoccupied umts were rated as substandard and are 
partially used for storage or durmg trainmg act1v1ties The property records mdicated 
that 117 out of 473 married quarters were vacant and practically all unoccupied 
married quarters were m poor condition. Smee 1988, 219 married quarters have been 
sold off and have yielded £2 3 nulhon. 

The rents charged for married quarters have not been mcreased smce 1988 The 
occupancy of married quarters includes 80 overholders (army personnel who do not 
vacate their quarters followmg thetr discharge) who are charged the standard rent plus 
10% The problem of overholding and the level of rents charged are under review by 
the Department 



Defence Property 

Expenditure associated with the upkeep of property m 1997 is estimated at some £27.2 

rmlhon which 1s 6 6% of the annual total expenditure on defence. A survey m 1994 

found that property management was the nmth highest user of rmhtary manpower 
accountmg for 404 manyears and usmg more time than other functions such as the 
mamtenance of eqmpment, mternal security operations and transport. The 
expenditure mcludes almost £16 rmlhon for property mamtenance of which nearly 
£11 rmlhon related to payroll costs m respect of the employment of over 600 c1vtl1ans 
for barracks mamtenance work. The ratio of the c1v1han payroll to materials 
expenditure m 1997 was very high despite the age, condition and location of defence 
establishments This suggests that there 1s scope for 1mprovmg the eff1C1ency of 
maintenance work 

The 1997 expenditure also mcludes £4 4 rmlhon m respect of security duty. The high 
cost of security has been attributed to the excessive number of fac1ht1es occupied and 
to not maxirmsmg the use of modern security technology or contractmg out work 
where It may be econormcally JUStif1ed. Some contractmg out has been arranged for 
the barracks recently vacated for disposal 

Management of the Property Portfolio 

The arrangements for property management were reviewed m terms of the four 
elements of strategy, structure, management mformauon and programme evaluation. 

While statements of strategy are m place generally, they do not adequately cater for 
the strategic management of property. In view of current developments, there 1s a 
case for developmg a medium term strategy to deterrmne the ongomg property 
reqmrements for the new defence structures and to max1rmse the returns from the 
disposal of surplus assets and a longer term strategy for eff1c1ent and effective 
management of property 

There 1s scope for a review of the organ1sat1on and control of property admimstratlon 
and mamtenance which should lead to more timely execution of work. The current 
shortage of officer engmeers and their deployment on non-related duties 1s havmg an 
impact on the organisation of capital work and was partly responsible for a sigmficant 
underspendmg of the budget for 1997 

In contrast to the control of contract work, the exammat10n found that there was 
msuff1C1ent mformatlon available to monitor the economy and eff1C1ency achieved 
from property mamtenance and m particular from the work acuvmes and output of 
the C1v1han mamtenance staff The standard of record keepmg should be improved 
to fac1htate the performance of periodic programme evaluations m the property 
management area 
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1 Introduction 

1 1 	 The Department of Defence (the Department) and the Defence Forces are pnmanly 
responsible for the defence and security of the State. The expenditure mcurred m 
prov1dmg these services in 1997 was £405 nnllion. 

1 2 	 The Defence Forces compnse a Permanent Defence Force (PDF) and a Reserve 
Defence Force The PDF includes the regular army, the Air Corps and the Naval 
Service and has a current strength of 11,500. The Reserve Defence Force which 
compnses the Fust-line Reserve, an Forsa Cosanta Am{ul (FCA) and the Naval 
Reserve has a current strength of 14,000. 

1 3 	 The relationship between the Department and the Defence Forces has certam umque 
features, m particular, the existence of two substantial orgamsatlons (the c1vil1an and 

nnlitary branches) to achieve the defence nnssion The Secretary General of the 
Department acts as Accountmg Officer for all Defence Vote expenditure while three 
semor nul1tary officers are responsible for the operational management of the Defence 
Forces. The Chief of Staff is responsible for the performance of the Defence Forces 
and reports directly to the Mmister He 1s supported by two deputy chiefs of staff 
with responsibility for operational act1v1t1es and support act1v1t1es, respectively. 

Defence Property 

1 4 	 Property, comprmng land and buildings, 1s a sigmfrcant non-human resource of the 
Defence Forces The property portfolio mcludes approximately 8,500 hectares of land 
and 34 permanently occupied nul1tary barracks, (mJuly 1998 the Mm1ster for Defence 
announced the closure and disposal of six of these barracks). The property portfolio 
also mcludes FCA prennses, nfle ranges and trammg grounds, married quarters at 
locat10ns outside barracks, :nrfrelds, a dockyard and numerous coastal look-out posts 
The question of deternnnmg the value of the property portfolio has been considered 
from time to time but no estimate of the value was available at the time of the 
exanunat1on. 

Property Management 

1 5 	 The property management funct10n mvolves several administrative branches on the 
civil and nnlitary sides of the Department On the civilian side the Property 
Management Branch 1s responsible for day-to-day management, mcludmg the 

maintenance of a property register, 1dent1f1cat10n and disposal of surplus properties, 
raismg and collecting revenues from the temporary lettmg and leasmg of properties 
not immediately reqmred for official use, and for fencmg, drainage and weed control 
The bulk of routme day-to-day barracks maintenance 1s earned out by attachments of 

1 
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c1v1lian employees under the general superv1S1on of the Corps of Engmeers Larger 
mamtenance and refurbishment projects are carried out under contract 

Value for Money in Defence 

1 6 	 Smee 1989, both the Department and the Defence Forces have been the subject of 
several s1gmficant external evaluat10ns which have explored the adequacy of the 

structures and resources put m place to achieve the defence rmss10n The mam 
evaluat10ns, organised by the Eff1c1ency Aucltt Group' (EAG), were concerned with 
ways of 1mprovmg both efftc1ency and effectiveness through orgamsat1onal reform 
and the mtroductlon of a strategic management approach to the adrmmstratlon of 
defence 

Figure 1 1 Reports mfluencmg management reform m Defence 

Year Title of Report 

1990 The Gleeson Report 

1991to1994 Eff1c1ency Audit Group Reports 1, 2 and 3 

1994 Defence Forces Proposals to the Eff1c1ency Audit Group 

1994 Price Waterhouse review of the Defence Forces 

1995 Review of the Defence Forces (A summary of earlier reports) 

1996 Defence Forces Review Implementation Plan 

1997 Statements of Strategy 1997 - 1999 

1998 Revised Statements of Strategy 1998 - 2000 

1998 Price Waterhouse review of the Naval Service and Air Corps 

1999 Draft White paper on Defence 
(expected) 

1 7 	 While the external evaluat10ns were wide rangmg, their pnmary focus was on 
structural and personnel issues and the appropnate equ1ppmg of the Defence Forces 
with less attention to property and property management issues. The references to 
property and property management m the reports produced on these evaluations are 
set out m Appendix A. 

1his Group was set up m 1988 under the aegis ofthe Department ofthe Taoiseach to carry 
out efficiency studies m Government Departments 

2 




Introduction 

1.8 	 In July 1995, the Government decided to proceed with a maior reform programme of 
the structure and orgamsat10n of the Defence Forces An Implementation Group, 
reportmg to the Government, was established to prepare a fully costed plan for the 
reform and restructurmg of the Defence Forces m accordance with the findmgs of the 
EAG reviews. The plan was to detail the action to be taken in the first three-year 
phase of a proposed ten-year reform programme. In formulatmg the plan, the mam 
issues addressed were command, control and management; orgamsat10n and 
structures, personnel, logistics and material; trammg; special studies of specific areas, 
financial framework. The plan, 'Defence Forces Review Implementatzon Plan' was 
produced m February 1996 and approved by the Government m March 1996. 

1 9 	 The Government also approved a number of special studies of specific areas mcluchng 
rmhtary accommodat10n. Tb.is study was to be carried out before the end of the first 
phase of the Implementat10n Plan and to address the problems associated with the 
present barracks configuration, so that the potential for rat10nahsat10n of fac1l1t1es, 
improved operat10nal effectiveness and consequent savmgs, could be 1dent1fied and 
fully exploited. The Government directed that there would be no barrack closures 
durmg phase one of the implementat10n process covermg the period 1996 to 1998 

Statements of Strategy 

1.10 	 Both the Department and the Defence Forces have produced separate (but strongly 
mterlmked) strategy statements covermg the period 1998 to 2000 which set out the 
Defence rmss10n, the strategic objectives to give effect to the rmss1on, the programmes 
to achieve the obiectives and the associated outputs and targets. The statements of 
strategy present a clear commitment to obtammg value for money for the taxpayer m 
the achievement of the defence mission The references in the statements to strategic 
act1v1t1es associated with securing value for money and with the management of 
defence property are summarised in Appendix B. 

Objectives and Scope of the Examination 

1.11 	 A value for money exarmnatlon of defence property was considered appropriate at this 
time for the followmg reasons 

• 	 the nature and extent of property held and the operational costs of property 
management are s1gmf1cant. 

• 	 the implementat10n of structural reforms and the production of the strategy 
statements provide a convenient context for cons1dermg how the Department 
aims to secure economy and eff1c1ency from the management of Its property 
assets 

3 




Defence Property 

1 12 The overall objective of the exammat10n was to examme economy and eff1c1ency 

JSsues associated with the management of defence property and the control of costs. 
In particular, the exammauon sought to address the following issues 

• the extent, size, purpose and value of defence property holdmgs and the associated 

costs of upkeep 

• the management of the property portfolio. 

1 13 The exammauon was concerned with the management of nulitary property by the 
Department of Defence and by the Defence Forces It did not mclude an appraisal of 

property related capital projects adnumstered by Contracts Branch but chd cover its 

routme property mamtenance respons1b1lmes 

1.14 While reference 1s made to relevant reports m previous penods, most of the data used 

durmg the exanunauon for analysis purposes was m respect of 1997. 

1 15 Although some mformat10n 1s mamtamed at local level, the absence of basic 

mformat10n about the current value, conchuon and uulisauon of property, m a 

centralised form which would be suitable for analysis, prevented any assessment of the 

eff1c1ency of the utilisat10n of property 
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2 Property Assets and Costs 

2 1 	 The pursmt of economy and efficiency m the management of defence property 
reqmres that suff1C1ent property m the appropriate location and condmon, should be 
available to the Defence Forces at the lowest cost. The measurement of economy and 
eff1c1ency achieved m the provmon and management of defence property 1s only 
possible 1f smtable records of the locat10n, use, value and condition of property are 
mamtamed. 

2 2 	 In this chapter, the defence property assets are described and the associated costs for 
1997 are analysed The location, use and cond1t1on of properties are also considered 

Defence Property Assets 

2 3 	 The properties used by the Defence Forces range from conventional military barracks, 
forts and camps to dwellmg houses, huts and sites. A summary of the prmc1pal land 
and property assets 1s set out m Table 2 1 

2 4 	 The pnnc1pal accommodation consists of 34 permanently occupied barracks' most 
of which were constructed m the eighteenth and nmeteenth centuries and which were 
taken over from the Bnt1sh Government at the time of the foundmg of the Insh Free 
State m 1922. Because of this largely mherited infrastructure, the Defence Forces are 
deployed over a wide number of locations throughout the country. It 1s generally 
recogmsed that 1t 1s not the ideal conf1gurat10n for the current needs of the Defence 
Forces Figure 2.1 shows the location of the principal properties. 

2 5 	 Smee 1922 only two new barracks have been constructed-Monaghan Barracks (1976) 
and Dun U1 Neill, Cavan (1990) - although extensive alterat10ns, refurbishment and 
additions have been earned out to many of the mhented properties There have been 
two disposals of barracks - Gnff1th Barracks, Dublm which was sold to private sector 
mvestors and developed as an educational college and Collms Barracks m Dublm 
which has been restored and developed to house part of the collect10n of the Natrona! 
Museum' 

A military barracks as used in the context ofthis report describes an area ofmilitary property 
accommodating such fact!t.ttes as living-in accommodatton, married quarters, dining and 

recreational fact!tties, offices, communication centres, stores, and tratntngfaciltttes 

See Comptroller and Auditor General, Report on Value for Money Examination number 11, 
'Jbe National Museum at Collins Barracks, PN3068, October 1996 
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Table 2 1 State Owned Defence Property 

Property 
a

Curragh Camp and Lands 

Glen of lmaal 

K1lworth Camp and Range 

Kilbride Camp and Range 

Casement Aerodrome Baldonnell 

Haulbowhne Naval Base 

Other Permanently Occupied Barracks/Posts 

FCA Premises 

Fmng/R1fle Ranges 

Camps and Forts not Permanently Occupied 

b
M1l1tary Hospitals 

Land and Sites 

Houses and Apartments (Married Quarters) 

Miscellaneous (Piers, Huts, Halls, etc) 

Number 

25 

31 

9 

10 

3 

9 

473 

17 

Hectares 

1,971 

2,678 

1,370 

637 

277 

34 

699 

11 

540 

240 

3 

2 

11 

Total 577 8,473 

Notes a Although h1stoncal/y the Cu"agh Camp 1s regarded as compns1ng seven barracks, over the 
past 25 years there has been ongoing rat1onallsat1on and shanng of fac1l1t1es throughout the 
camp so that at present 1t 1s effectively adm1n1stered as a single barracks 

b Hectares represent St Bnc1ns Hospital only Other hospitals at the Curragh and Cork are 
included with the mJ/1tary 1nstallat1ons at those locat1ons 

Source Property Management Branch 
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Figure 2 1 Location of prmc1pal Defence properties 
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Rationalisation 

2 6 	 Information on the allocation of properties and their ut1hsat10n 1s not held m a 
manner which would enable a study of the cost effectiveness of its allocat10n As the 
properties were mhented without costs, the mam cost cons1derat10ns have been the 
need to achieve econormes m non-staff runnmg and mamtenance costs rather than on 
the opportumty costs represented by the current capital value of the properties 
occupied 

2 7 	 All of the reviews of the Defence Forces that have been earned out m the past decade 
have concluded that there 1s a need to rationalise the number of fac1ht1es occupied by 
the Defence Forces While 1t 1s recogmsed that some spare capacity will always be 
reqmred for operat10nal reasons the current reorgamsat10n and decrease m PDF 
numbers which have fallen by 12% smce 1988 remforces the view that many of the 
properties held are surplus to requirements On 15 July 1998 the Mm1ster for Defence 
announced the Government's mtenuon to close and offer for sale six barracks. The 
exarmnauon did not evaluate the baSIS on which the proposed closures were selected. 

2 8 	 The Defence Forces Review Implementation Plan mcludes provmon for carrymg out 

a special study on the rat10nahsat1on of Defence Forces fac1l1t1es The study 1s 
reqmred to properly consider the econormc and social 1mphcat10ns of any proposals 
for disposal Although a disposal programme has commenced, a wntten assessment 
of the smtab1hty of all potential properties for disposal or of the specifically identified 
properties has not been made In order to maximise the value for money 
opportunmes presented by rat1onalisat10n, It 1s essential that It should be preceded by 
a comprehensive analysis which demonstrates the expected net benefits to be achieved 
and that dedicated structures to manage the disposal programme are established In 

carrymg out a review, the potential benefits and the costs ansmg from rat1onahsat1on 
need to be taken mto account Examples of these are set out m Figure 2 2 

Figure 2 2 Potential benefits and costs of rat1onailsat1on of fac1ilt1es 

Potential Benefits 	 Potential Costs 

• 	 Proceeds from sales of properties • The costs of closing fac1ht1es 

• 	 Reduced running costs • The costs of sale 

• 	 Efficiency gains from re-organising • The costs of re-locating 
act1v1t1es • 	 The loss on sales where proceeds 

are lower than the book value 

2 9 	 Good practice cntena are also essential to ensure the economic and eff1c1ent 
management of the rauonahsauon process. These should mclude the followmg 
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• 	 Settmg targets for disposals which are spec1f1c, measurable, achievable, and 
time based 

• 	 Usmg nulestones as a basis for momtormg progress on md1v1dual disposals 

• 	 A1mmg to sell property w1thm a specific time penod of It bemg 1dent1f1ed as 
surplus to requirements 

• 	 Prepanng an expenditure budget at the start of the sale and momtormg 
expenditure against budgets with s1gmficant vanances bemg investigated 

• 	 Supportmg disposal proposals with up-to-date valuations, particularly where 
delays occur m the course of negotiations 

Assets Register 

2 10 	 Neither the Department nor the Defence Forces maintam a full assets register which 
should contam the mformat10n needed to evaluate the economy and eff1c1ency of 
property management The mam central record 1s a register of property holdings on 
a computer spreadsheet mamtamed by the Property Management Branch which 
records the name, location and area of each property together with ownership details 
A senes of manual files compnsmg general files and files relatmg to each property 1s 
also held 

2 11 	 The Property Management Branch's Busmess Plan mcludes a proposal to establish an 
assets register which would address some of the linutatlons m the eX1stmg 
mformatlon The current comnutment to achievmg value for money m the 

statements of strategy and the expected programme of disposals should accelerate the 
development of mformat10n recording systems which are an essential reqmrement m 
assessmg the economy and eff1c1ency of property management 

Condition of Properties 

2 12 	 The Defence Forces property portfolio mcludes examples of the most modern 
fac1ht1es and accommodat10n but these are the except10n rather than the rule. In Its 
mtenm report m March 1992, the EAG concluded that the bmldings occupied by the 
Defence Forces are extensive m scale but frequently of poor quality. Durmg the 

exanunatlon v1s1ts to a sample of barracks/ posts confirmed that the condition of many 
of the fac1lmes was poor 

2 13 	 The Gleeson Comnuss10n reportmg m 1990 stated that the quality of accommodation 
which It observed m many locations was extremely poor and that m some cases even 
new fac1ht1es did not seem to be particularly well mamtamed It observed that a lot 
of hvmg accommodation was m use only on an occasional baSJS and was superfluous 
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Single Living-In Accommodation 

2 14 	 Arismg from the Gleeson Report, m March 1992 a class1f1cat1on and gradmg system 
was developed for smgle hvmg-m accommodation usmg the followmg three classes 

Standard 	 Accommodation that 1s considered satisfactory for long term hvmg-m 
smgle personnel because 1t meets prescribed space, fac1ht1es and 
services levels 

Sub-standard 	 Accommodat10n that 1s not considered satisfactory for long term 
hvmg-m personnel It may be smgle, two-man, four man or billet 
accommodat10n, m reasonable decorative order, with luruted 
furmture and floor covering 

Emergency 	 Billet accommodation which 1s not normally m use and 1s not 
mtended for long-term occupancy. It receives nunimal care and 
mamtenance and consequently 1s m poor decorative condmon and 
structural repair This accommodat10n 1s of a contmgency nature 
mtended for use m the event of a mass call-up of personnel 

2.15 	 An analysis of the occupancy levels of accommodat10n umts, at January 1998, based 
on the above defmmons 1s summarised m Table 2 2 The analysis shows that only 
23% of all accommodation 1s recorded as bemg occupied but this mcreases to 36% 
when emergency accommodation, which 1s normally unoccupied, 1s excluded Only 
about 50% of accommodation m a standard cond1t10n 1s occupied 

2 16 	 The Department has stated that many unoccupied fac1ht1es are used on an occasional 
basis for purposes such as trammg, recruitment, and FCA act1vmes Some of the 
accommodation blocks are partially occupied which makes rauonahsatlon difficult 
In addmon, some of the sub-standard and emergency accommodation 1s used to 
fac1htate storage of personal equipment and provide shower fac1lmes for nuhtary 
personnel hvmg away from barracks However, the high level of unoccupied fac1ht1es 
which are m poor condition would mdicate that much of this type of accommodation 
1s likely to be surplus to requirements and should be rationalised 
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Table 2.2 Gradmg of Single Living-in Accommodation at January 1998' 

Classification Standard Substandard Emergency Total 

Occupied Units 

Officers 232 286 518 
Other Ranks 400 659 1,059 

Total 632 945 1,577 

Unoccupied Units 

Officers 91 139 137 367 

Other Ranks 529 2,076 2,298 4,903 

Total 620 2,215 2,435 5,270 

Total 1,252 3,160 2,435 6,847 

Note a The table includes accommodat1on units located 1n the six ban-acks which were designated 
for disposal 1n July 1998 The total number of units involved 1n these barracks 1s 809 of 
which 115 were occupied at Janual)' 1998 

Source Barrack Se1V1ces and Accommodation Section 

Married Quarters 

2.17 In add1t1on to the permanent rrulitary barracks and posts taken over m 1922 over 
1,000 accommodation umts which had been provided for married personnel were also 
acqU1red. Between 1951 and 1982, a further 346 houses were built as married quarters 
mamly at the Curragh Camp and m Dublm. In the same period an unknown number 
of quarters m poor condmon were demolished or blocked up 

2 18 A board of officers established by the Quartermaster General' (QMG) reported m 
August 1993 that approximately 92% of married quarters were m an unsatisfactory 
condmon as a result of a lack of funds for mamtenance over a long number of years 

2 19 Smee 1988, the Department's policy has been to sell off all married quarters 
constructed smce 1954 which are located outside of barracks By chsposmg of married 
quarters the Department elmunates not only the yearly cost of their mamtenance but 
also the considerable costs associated with their adrrumstratlon. 

2 20 Under a scheme, which applies the same terms as the Local Authority Tenant 
Purchase Scheme, occupants were given the opportumty to purchase their quarters 

In October 1998 the position ofQuartermaster General was replaced by the Deputy Chzefof 
Staff (Support) 
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at favourable discounted prices Smee 1988 the disposal of 219 married quarters has 
yielded approximately £2.3 nulhon The sales prices achieved, takmg mto account the 
discounts allowed under the terms of the scheme, were m !me with the mmal 
valuat10ns placed on the properties by the Valuation Office m all cases exanuned 

2 21 	 According to records mamtamed by the Property Management Branch at the time of 
the exammat1on, there were approximately 473 units sull on hands, of which 

• 	 59 officers married quarters were occupied and 4 were vacant 

• 	 297 other ranks married quarters were occupied and 113 were vacant but will not 
be re-allocated or sold because of their poor cond1t10n 

2 22 	 Occupiers of married quarters are charged rent based on rank and the type of 
accommodat10n provided Rental charges are deternuned by Order of the Mm1ster 
made with the concurrence of the Mm1ster for Fmance. They have not been 
mcreased smce April 1988 and range from £767 to £1,402 per annum for officers 
quarters and from£155 to £19.48 per week for other ranks quarters. The property 
management busmess plan mcludes a prov1S1on for a review of rents 

2 23 	 Overholding of married quarters arises where army personnel fail to vacate quarters 
followmg their discharge. There are currently 80 overholders, of which over 60 are 
located m the Curragh Camp. In one scheme of 100 houses, 24 were overheld 
mcluding one case which dates back to 1972 Overholders are charged the standard 
rent plus an addmonal 10% surcharge. The problem of overholdmg 1s currently 
under review by the Department 

Property-Related Costs 

2.24 	 Expenditure mcurred on the property portfolio 1s charged to various subheads m the 
Defence Vote but 1s not collated or analysed to monitor expenditure trends. In order 
to deternune the total direct costs of supportmg the current level of fac1ht1es, property 
related expenditure was 1dent1f1ed and extracted from the subhead records The 
methodology adopted 1s described m Appendix C 

Maintenance and Operational Costs in 1997 

2 25 	 Based on this methodology the mamtenance and operat10nal costs for defence 
property for 1997 are esumated to be over £27 million which 1s approximately 6.6% 
of the total Defence Vote expenditure. This is d1spropomonately high relative to 
costs 1n other areas 
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Figure 2 3 Defence Forces act1v1t1es 
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Property Management t/ :'.,,.'Vi7/r;" \11,-""-. 1i.9?f:,..,; 1404 
1Maintenance Eng1neermg \~, ,,~ ,~'m, ?'""' -- {' "'>Ii 1381 

Training Courses - r11r,-!f!!r" M";"1'/fi'-.o/~ 11368 

Sports and Recreation 1''-'1?'141;;; '" L,\_~i, ,?-er -11 347 

T ransportat1on k , , I! <:;~I1J1!/,:. ,,,,' -· :~!'-..:: 1336 

Internal Secunty Ops (Border) /,,- -,'1/".....:,, - ·!f,f : '1290 

Equipment Maintenance ~it=,='J/,'=J''=~i1'3c"!'='='c:'.:::"":____________________J 

Source 	 Review of the Defence Forces, Pnce Waterhouse 1994 

2 26 	 The sigmficance of these costs 1s consistent with the fmdmgs of an activity survey 
conducted m 1994 The purpose of the survey was to 1dent1fy the act!V!tles performed 
by all rmhtary personnel and civilian employees attached to rmhtary mstallat1ons and 
to deterrmne the top 15 activities m terms of manpower usage based on actual activity 
on the particular day of the survey (see Figure 2 3) 

2 27 	 The survey revealed that property management was the mnth highest user of rmhtary 
manpower accountmg for 404 man-years and consurmng more time than eqmpment 
mamtenance, mternal secunty operations and transportation In a commentary on 
the results of the survey, the consultants considered the rankmg for property 
management to be an astomshmgly high figure which pomted to an urgent need to 
reduce the number of barracks and contract out the property management functions 

Functional Analysis of1997 Costs 

2 28 	 The dtrect property related expenditure mcurred m 1997 1s analysed m Table 2 3 
Indirect costs relatmg to property, such as the costs of central adrmmstratlon services 
and a proport10n of Fmance and Personnel Branches costs, are not mcluded 
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Opportunities to improve efficiency 

2 29 	 The funcuonal analysis of property related costs reveals several opportunmes for 
improvmg the economy and efficiency obtamed from the mamtenance and 
admmistrat10n of defence property. Several worthwhile mitlatives have been taken 
m recent years which have resulted m econormes m the supply of heatmg fuels and 
m controllmg the level of utility costs m the barracks However, little progress has 
been made m the major cost areas. 

2 30 	 The ratio of the ctvilian payroll cost for mamtenance work to the cost of mamtenance 
materials for 1997 has been estimated at 16 1 In a sirmlar exercise earned out m early 
1997, the Internal Audit Section of the Department, usmg an estimate of stores issued, 
calculated that the rat10 of labour to materials was m the reg10n of 10 1 These ratios 
are extremely high. For example, the Office of Public Works uses a gmdelme rat10 
of mamtenance staff to materials of 2: 1. There is clearly considerable scope for greater 
economy and efficiency m routme mamtenance operations of barracks whichever 
measure is used, even when account is taken of causal factors such as the dispers10n, 
age and condmon of properties. 

Table 2 3 Property-Related Expenditure 1997 

Property Maintenance Costs £m 

Contracted -out Repairs and Maintenance 32 

Corps of Engineers and Maintenance Companies • Payroll 1 1 

C1v11tan Employees • Payroll 10 9 

Property Management Branch • Maintenance of Lands 02 

Maintenance Engineering Stores 05 
~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ 

Total 	 15.9 

Operating Costs 

Security' 44 

Ut1l1t1es • Fuel, Electricity, 011, Water and Waste Disposal 55 

Barrack Services 1 4 

Total 	 11.3 

Grand Total 	 27 2 

Note a 	 These costs include the prov1s1on of m1/Jtary security at non~mJ/1tary sites such as 
Government Bulfd1ngs and the Central Bank which were not separately available 

Source 	 Analysis by Office of the Comptroller and Auditor General of Finance Branch records 
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Property Assets and Costs 

2 31 	 The Defence Forces Review Implementation Plan states that a special detailed study 
will be earned out durmg phase one of the plan to exanune the role and disposmon 
of all etvilian personnel under the reorgamsed and restructured Defence Forces. 

2 32 	 Security costs comprise additional payroll allowances which are paid to nulitary 
personnel in respect of duties which specifically relate to the guarding and securing 
of defence eqmpment, nulitary posts and vital mstallat10ns Military personnel 
engaged m these duties are not available for other operational tasks. The 1994 activity 
survey revealed that security tasks are the second highest consumer of nulitary 
manpower The consultants who carried out the survey concluded that the high 
levels of manpower involved m this area are a function of the excessive number of 
fac1lmes occupied, of not max1nusmg the use of modern security technology and of 
failure to recogmse the potential for contractmg some of this activity to the private 
sector 

2.33 	 Subsequent to the announcement m July 1998 of the closure of six army barracks, 
private secunty firms were contracted for an mmal three-month penod, at a total cost 
of £1,700 per day, to protect five of the barracks which were evacuated If army 
personnel had been used there would have been a requuement for the payment of 
secunty duty allowances and the personnel would be diverted from operat10nal duties 
The use of army personnel would also have mvolved substantial transport costs 1n 
deployment from other barracks. 

2 34 	 The Defence Forces Review Implementat10n Plan states that there are a vanety of 
tasks, mcluding secunty, currently bemg performed by tramed soldiers which could 
be more cost-effectively earned out by civilians or by contractmg out the service 
provided It also states that a cml-nulitary study group will be established to exanune 
all of the functions earned out m the restructured Defence Forces to 1dent1fy those 
which could be more appropnately performed by cmlians. 

2 35 	 It was not otherwise possible to draw firm value for money conclus10ns from the 
analysis of costs because of linutat10ns w1thm the available mformat1on and the 
absence of non-fmanc1al activity data to facilitate the comp1lat1on of performance 
md1cators 
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3 Management of the Property Portfolio 

3 1 	 Chapter 2 has shown that the property assets used by the Defence Forces are 
extensive and diverse m nature and that the associated costs for the1r upkeep and 
operation are s1gmficant The management of these assets 1s therefore a challengmg 
task with potential nsks to value for money. 

3 2 	 The exammat1on looked at the extent to which the ex1stmg arrangements and those 
proposed contnbute to the achievement of value for money m the light of the 
extensive re-organisation and rat1onahsat1on proposals currently bemg implemented. 
The conditions needed for an eff1C1ent and effective property management function 
are 

• 	 clear strategic ob1ect1ves 
• 	 proper organ1sat10nal arrangements 
• 	 relevant management mformatlon to support dec1s1on makmg 
• 	 arrangements for penodic programme evaluation of the property management 

function and prompt corrective act10n, 1f necessary 

Strategic Objectives 

3 3 	 The defence property reqmrements will be subject to s1gmf1cant change as the 
programme of reorgamsatlon and restructunng takes place. In these circumstances 
1t is essential that both the Department and Defence Forces management have a clear 
overall strategy for property. A good property strategy would help to ensure that 
suitable property 1s available in the nght locations, as and when 1t 1s needed and at an 
econormc cost. The strategy should outlme the actions needed to brmg the portfolio 
mto !me with current and future needs, based on an assessment of the property 
currently held 

3 4 	 In relation to property management the current Departmental Strategy Statement 
sets out a number of outputs and targets mcluding the mmat1on of a review of 
accommodation reqmrements before the end of 1998; the 1dent1ficat1on of all surplus 
property commencmg m 1998 for disposal as soon as possible, a review of marned 
quarters rents on a phased baSJS from 1998, the disposal of selected married quarters 
by 2000; and the completion of a property assets register by 2000. 

3 5 	 The Statement also proposes the establishment of a new logistics orgamsat1on and 
system which will be funct10nally based as opposed to Corps based. It 1s envisaged 
that it will be fully mtegrated through the use of informat10n technology and will 
have delegated fmancial authonty m order to eradicate unnecessary procedures and 
processes 
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3 6 	 In January 1998, Property Management Branch produced a Busmess Plan for the 
penod 1997 to 1999 which set out their responsibihties and related objectives such as 
the establishment of a property asset register, the contmued identification of property 
for disposal and financial targets for rental of property and sales of marned quarters. 

3.7 	 While the strategy statements and busmess plans are positive steps, they fall short of 
a comprehensive strategic approach to property management. In the light of the 
extent of reorganisat10n and rationalisation takmg place, there is a case for developmg 
separate strategies for 

• 	 the medium term transmonal reqmrements which mvolve the determmat10n of 
ongomg property reqmrements for the new structures; a sigmficant programme 
of disposals and rationalisation and the strengthenmg of mformation systems to 
support the planning and management of the mamtenance of properties. 

• 	 the longer term management of the provmon of property which is an essential 
part of the effective achievement of the defence nuss10n. 

3 8 	 The strategies should address the following reqmrements 

• 	 The need to articulate a clear vision of the overall size and nature of the required 
property portfolio based on an assessment of needs which would provide a firm 
basis for mvestment and rationalisat10n decmons. 

• 	 The need to carry out a systematic review of property holdings on the basis of 
operational reqmrements and an assessment of what would be the optimum sized 
portfolio 

• 	 The development of a property plan which would brmg together the results of 
the property assessments and reviews and the actions needed to brmg the 
portfolio into !me with current and future needs. The plan should also identify 
key acqumtions, disposals, refurbishment, mamtenance and major capital works 
and establish an mtegrated timetable and fmancial plan. 

• 	 The need for the property strategy to dovetail with the overall strategic plan for 
the Defence Forces 

Organisational Arrangements 

3 9 	 The organisat10nal and accountability arrangements for property management nurror 
those m place for the Defence Forces mvolvmg both civil service and nulitary 
elements. Property related funct10ns are split between a number of different branches 
and sections as set out m Figure 3 1 The pnncipal activmes of the mam umts are 
summansed in Appendix D 
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Figure 3 1 Organisation of Defence Property Management 
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3 10 The effect of these arrangements 1s that overall respons1b1lity, control and 
accountability for property management has not had a central focus Due to the 
dispersed nature of the function, the concentrat10n of resources and co-ordmat10n of 
effort is difficult with a resulting adverse impact on the econonuc and eff1c1ent use of 

the property portfolio 

3.11 The 1994 Pnce Waterhouse report was cnt1cal of the existmg structural arrangements 
for log1st1cs support They described the existmg support structures as over-elaborate, 
bureaucratic and manpower absorbmg and recommended a substantial redtstnbut1on 

of personnel from support act1v1t1es to operational act1v1t1es, mvolvmg a shmnung 

down of support structures They also recommended the devolvement of budget 
preparation and control functions, the contracting out of some logistics actlvltles and 
the c1v1hamsat10n of adnumstratlve posts. 

3 12 In the design of control systems, there 1s usually a trade-off between the eff1c1ency of 
adnumstratlon and level of mternal control applied. The establishment of controls 
should have due cons1derat10n to the amounts at nsk and should take account of their 
impact on t1melmess. For example, the lead-m time from mcept1on of a bmldtng 

pro1ect to the commencement of work on site can take up to two years. Although 
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the proposed delegation mmatives should improve eff1c1ency the Department should 
review the control process for the adrmmstration of bmldmg contracts and establish 
standard times for the execution of controls. 

Under-expenditure in 1997 

3.13 	 A shortage of engmeermg officers m the Corps of Engmeers and the d1vers1on of 
some engmeer officers to other work has had an impact on the efficiency of the 
execution of capital work In 1997, £10 5 rmllion was provided m the estimates for 
capital projects relatmg to new works, addmons and alterat10ns but expenditure m 
the year amounted to £3 8 million, representmg only 36% of the sum provided. The 
causes of the under-expenditure were 

• 	 failure to produce tender documents 
• 	 late production of tender documents 
• 	 long lead-m times between receipt of tender documents and placmg of contracts 

due to health/ safety requirements and m some mstances the obtammg of 
Performance Bonds from contractors. 

3 14 	 The mab1lity to progress projects as planned has been partially attnbuted to the 
staffmg s1tuat10n m the Corps of Engmeers. While the staff establishment of the 
Corps is 50 officers the actual strength m June 1998 was 41, of which 9 were either 
servmg overseas or were attending rmlitary courses In add1t1on to building and 
mamtenance engmeenng work the remammg 32 officers also perform, to varymg 
degrees, rmlitary engmeermg and other rmhtary duties. The employment of ctvilian 
engmeers and techmcians, on a contract basis, at an estimated annual cost of £0 75 

rmllion is bemg considered to enable the proposed capital and mamtenance bmldmg 
programme to be met. 

Civilian Employees 

3 15 	 At present there are some 1,200 c1v1lian employees workmg with the Defence Forces 
under direct rmlitary management Over 600 are engaged m carrymg out day-to-day 
barracks mamtenance work under the supervmon of the Corps of Engmeers The 
estimated payroll costs of these staff was some £11 rmllion m 1997 

3 16 	 The c1V1han staff are distnbuted m small detachments m each barracks A total of 47 

grades are employed which can be categonsed mto three mam funct10nal areas 
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Functional Number Nature of work 

Area 


Trades 405 	 Carpenters, plumbers, painters ,welders, fitters 

Services 60 	 General operatives, dramsmen, range wardens, 
boilermen, chimney sweeps 

Clerical/ 149 Foremen, chargehands, clerks of works, quantity 
Supervisory surveyors, draughtsmen, typists 

3 17 	 In contrast to the control over the schedulmg of contract work, the exammauon 
noted an absence of mformatlon relatmg to the work acuvmes and output of 
mamtenance staff which would allow for the proper management and control of their 
work In particular, the followmg mformat10n defic1enc1es were found 

• 	 The bulk of )Ob-related mformatlon is mamtamed locally m a manual format 
which limns the capacity to summarise and analyse and generally exanune the 
meanmg and trends behmd the data 

• 	 The full cost of 1obs 1s unknown as only the materials issued to 1obs are recorded 

• 	 There are no standard costs or targets for Jobs. 

• 	 There 1s no centralised plannmg and co-ordmatlon of the work earned out by 
c1v1han employees Plannmg 1s confmed to local level and Jobs are undertaken as 
resources become available. 

• 	 It 1s not possible to compare the cost effectiveness of the work earned out by the 
c1v1han employees with s1nular work earned out by outside contractors 

• 	 It 1s also not possible to relate the work done by c1V1han employees with the 
general condmon of properties 

3 18 	 As shown 1s paragraph 2.30, there 1s considerable scope for greater economy and 
efficiency m the use of c1v1han mamtenance staff. In the absence of adequate systems 
to manage and control the ut1hsat10n of c1V1han employees there 1s a s1gmficant nsk 
to the achievement of value for money m respect of this resource 

Re-organisation Proposals 

3 19 	 The Defence Forces Review Implementat10n Plan recogmses that organisat10nal 
arrangements need to be redesigned to fit the orgamsat10n's strategy The Plan has 
proposed that the Deputy Chief of Staff (Support) will be responsible for the mam 
log1st1cs act1v1t1es mcludmg the provmon and mamtenance of nuhtary mstallauons 
It also proposes a re-orgamsed log1st1cs structure which will combme a number of 
sections to be co-on:lmated by the Deputy Chief of Staff (Support). This will mclude 
the establishment of a Log1st1cs Section with respons1b1hty for the provmon and 
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mamtenance of bwkhngs and utilmes and barracks services. A detailed special study 
on the role and deployment of all cmlians 1s also to be earned out 

Limitations of Property Information Held 

3 20 	 It was established durmg the exarmnat1on that the data held on property 1s of very 
lirmted use It 1s not capable of provtdmg a satisfactory basis for semor management 
to measure the achievement of strategic objectives, supervise the econormc and 
eff1c1ent management of the portfolio and to momtor performance, m particular, 
regardmg utilisation and rationalisation 

3.21 	 The followmg mformation def1c1enc1es were noted 

• 	 Information 1s not recorded collectively m relation to either targeted or actual 
utilisation of property which would promote the better use and rationalisation 

of property and assist m 1dent1fymg property surplus to requirements 

• 	 Property valuations are not regularly made and are only earned out by the 
Valuation Office 1f a property 1s bemg considered for disposal This means that 
cons1derat1on of the relative benefits of the disposal of property 1s not mformed 
by mformauon about the likely fmanc1al gains. The absence of any property 
values also means that the notional cost of occupancy 1s not factored mto 

property allocation dec1s1ons 

• 	 Details of the condition of the properties are not recorded. This means that there 
1s no direct baSIS for assessing the eff1c1ency and effectiveness of the mamtenance 
of properties It also implies than no attention 1s given to the preservation of the 
value of the properties 

• 	 There 1s no lmkage between property records and fmancial records of costs 
associated with properties This prevents any routme analysis of the economy 

or eff1c1ency of property related services. 

3 22 	 The eff1c1ency reviews which have been earned out have pomted out the 

reqmrements to establish adequate management mformation systems and the 
Department and the Defence Forces have recogmsed the need to put m place a system 
which will capture fully the cost of rmhtary acuvmes and provide mformauon for 
decmon makmg and reportmg purposes It 1s also proposed to develop a 
comprehensive property asset register. 
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3 23 	 In the hght of proposals for the re-orgamsauon and restructurmg of the Defence 
Forces, mcludmg proposals for a programme of barracks closures, It 1s essenual that 
a comprehensive system of recordmg property related data should be developed At 
a rrummum this system should be used to record 

• 	 all property holdmgs and the1r value, use and condmon 
• 	 the use of property and compansons agamst reqmrements 
• 	 the full operational costs agamst targets 
• 	 property 1denufied as surplus to requ1rements and awaiting disposal 
• 	 capital works planned and in progress 
• 	 programmes for property mamtenance mcluchng targets and the progress of these 

programmes agamst targets 
• 	 calculat10ns of umt costs which could be used to compare the runnmg costs of 

different bmldmgs and to momtor trends 

3 24 	 The data should also be easy to access and be capable of bemg readily analysed. 
Summary reports should be made available on a regular baSJS to semor management 
for the purposes of dec1S1on makmg and for assessmg performance agamst targets 

Programme Evaluation 

3 25 	 A system of programme evaluation 1s also an essential element of a framework for 
ensunng the ongomg achievement of value for money m the management of 
property This would enable semor management to assess the extent to which 
ob1ecuves are bemg achieved and the contmumg need for programmes and to review 
the potential for mcreasmg value for money m the service provided 

22 



Appendices 




Appendix A 
References to Property Management in Efficiency 

Audit Group Reviews and Other Documents 

Report of the Commission on Remuneration and Conditions of 
Service in the Defence Forces - 31July1990 

The Gleeson Commtssion was established on 27 July 1989 to carry out a maier review 
of the remuneration and conditions of service of the Defence Forces havmg regard to 
their separate and dmmct role and orgamsauon and to make recommendauons. 

References to Property 

'It seemed clear to the Comrmss10n, even from its necessanly cursory mvest1gat10ns, 
that faoht1es and resources, both w1thm m1htary bases and between bases, reqmre 
rat1onahsat1on' 

'The quest10n of the number of nuhtary barracks that should be mamtamed m 
particular areas 1s outside the Comnuss10n's renut There may be good local 
arguments for mamtammg a particular barracks and it is recogmsed that a military 
base can have a sigmficant role m the local economy However, considerations of this 
type must be weighed agamst the additional strams put on the personnel and fmancial 
resources of the Defence Forces The existence of muluple nuhtary mstallat10ns m 
close proxinuty to one another, for example, withm twenty nules of the city of Cork 
and m the Curragh/K1ldare area, does not seem to the Comnussion to be 1ust1fied m 
terms of military efficiency or fmancial economy. 

'The number of separate nuluary mstallat10ns which are mamtamed also has an 
impact on the standard of physical accommodauon that is provided. The quality of 
accommodat10n which the Comnuss10n observed m many locations was extremely 
poor and m some cases even new facilmes did not seem to be particularly well 
ma1nta1ned ' 

'Some of the livmg and workmg accommodauon seen by the Comnussion durmg the 
course of us v1S1ts to 1mhtary mstallauons was of a very poor standard Much of 1t 
was old or badly mamtamed or both The Comrmss10n saw sleepmg accommodat10n 
where wmdows had been blocked up by boards, washmg fac1hties which had been 
bmlt m the last century, leakmg roofs, ce1lmgs with the pamt peelmg off, workshop 
condmons which appeared to be hazardous to the health of those workmg there, 
cracked and broken floor covenng, accommodat10n blocks without washmg and tmlet 
fac1lmes, heatmg by pot-bellied stoves and guard rooms occupied 24 hours a day with 
only very basic cookmg and washmg facilmes ' 
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'On the other hand, the Comnussion saw examples of good quality accommodat10n 
and also saw evidence of the mitiatives taken at local level at some locat10ns.' 
'Overall, the Comnussion was left with the impression of a great deal of poor quality 
and badly mamtamed accommodation but also that a lot of the livmg accommodat10n 
is m use only on an occasional basis and is superfluous ' 

Recommendations 

'Facilities and resources withm nuhtary bases and between bases reqmre 
rationahsat10n ' 

'A review should be undertaken by professional management consultants of the 
management structures withm the Defence Forces, the relat10nship between nulnary 
and clVll management, the geographical deployment of the Defence Forces, physical 
asset management and the systems of pr?curement, fmancial management and 
mformat10n management which should operate m the Defence Forces and the 
Department of Defence.' 

Interim Report of the EAG Working Group on the Military Review 
(EAG 2) - March 1992 

The Efficiency Audit Group was established m 1988, under the aegis of the 
Department of the Ta01seach, to exanune the workmgs and practices of Government 
Departments with a view to recommendmg improved or alternative methods which 
would reduce costs and improve efficiency. 

References to Property 

'Most of the Army barracks were constructed durmg the eighteenth and nmeteenth 
centuries and handed over to the State m 1922 Modern purpose-bmlt accommodation 
is still the exception rather than the rule. The bmldmgs occupied by the Defence 
Forces are extensive m scale but frequently of poor quality 

'The number of permanently occupied posts is deternuned more by historical factors 
than by actual needs. The six largest locations, the Curragh Camp, Haulbowlme, 
Casement Aerodrome, Custome Barracks (Athlone), Collms Barracks (Cork) and 
Catha! Brugha Barracks, contam nearly half of the Permanent Defence Forces The 
remamder are widely dispersed The military authormes and the Department of 
Defence acknowledge that the number of occupied posts is surplus to requirements.' 

'This number of occupied posts is not only costly to mamtam, but contributes to the 
mefficient use of nulitary personnel As each nulitary post must be self-sufficient to 
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a great extent, the large number of occupied posts mcreases the number of nuhtary 
personnel prov1dmg support services (eg. dmmg fac1lmes, stores) and engaged m 
military post secunty - the latter imposes a heavy workload. Though the nuhtary 
authont1es have taken steps m recent years to rationalise facilmes w1thm posts, the 
workload generated by the excess of posts remams ' 

'As mentioned m Chapter 2 there are 37 permanently occupied barracks/ posts m the 
State The Defence Forces requ1re countrywide deployment m pursuance of the1r Aid 
to the C1v1l Power tasks and for secunty purposes m general However, the size, 
location and number of ex1stmg barracks/ posts has more pertmence to the tasks and 
consequent deployment of the Army which bmlt them (1 e the Brmsh Army) than 
to the Defence Forces of today ' 

'The Department of Defence, m consultation with the nuhtary authormes, has 
1dent1fied a number of barracks which should be closed We believe that there 1s an 
overwhelnung case for such closures which present a maJor opportumty for long-term 
eff1C1ency gams and adnumstratlve savmgs 

Review of the Defence Forces (Price Waterhouse) - July 1994 

Pnce Waterhouse, management consultants, were comnuss1oned by the Eff1c1ency 
Audit Group to carry out an m-depth exanunat10n of the Defence Forces This 
exanunat1on was part of the review bemg earned out by the EAG itself 

References to Property 

Summary ofFindings 

• 	 Umt sizes are far too small to be effective and available manpower 1s spread over 
too wide a geographical dispersal 

• 	 Generally speakmg the PDF 1s badly structured, too old, poorly tramed at the 
collective level, mappropnately eqmpped, over-manned, over-ranked and too 
widely spread m too many barracks and locations. 

The study recommended, mter aha, that there was need for a structured approach to 
barrack closures based on a detailed barracks by barracks study 

Detazled Recommendations 

• 	 Geographic deployment should be based on taskmgs 
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• 	 A separate detailed study on the barrack needs of the Defence Forces should be 
earned out to fully exploit the potential for rat10nahsat10n of fact!ltles and for 
savmgs. 

• 	 The long-term aim should be a reduct10n of about 50% m the number of 
permanent fac1ht1es occupied by the Defence Forces with a consequent reduction 
of 500 to 600 rmhtary personnel. 

• 	 An immediate short-term target of two barrack closures should be set for 1995 
• 	 Cnt1cally review all tasks with a view to c1v1hamsat10n and/or contractmg out to 

the maximum extent possible consistent with cost effectiveness. We estimate that 
at least 700 military posts would be affected by such a review m areas such as 
secunty of mstallat10ns, adrmmstrat10n, catermg, mamtenance engmeenng and m 
DFHQ 

• 	 The property management function mvolvmg the management of barracks, 
marned quarters, barrack services and grounds 1s a low to medium benefit activity 
with high associated costs which should be targeted for reduct10ns as part of the 
proposed barrack closure study and programme 

Other References in Report 

'The current deployment of the Defence Forces over a widespread geographical 
dispersal and m a muluphc1ty of locations is dnven by out-of-date factors rather than 
by current roles and operat10nal taskmgs These factors mclude the largely mhented 
mfrastructure and h1stoncal cons1derat10ns This 1SSue will not be easily dealt with 
given the age, designation, location and local econormc impact of change m the 
current physical mfrastructure. There 1s, however, massive potential for long-term 
savmgs m this area (m both PDF and Reserve Force mfrastructure) which will need 
separate study based on prmc1ples and gmdelmes set down m this report As a general 
fmdmg, we would have to say that most of the fac1l1t1es we v1s1ted are m a very poor 
state of repair ' 

'Property management appears as the next highest user of military manpower This 
1s an astomshmgly high figure and pomts to an urgent need to reduce the number of 
barracks and contract out the property management funct10ns ' (This refers to the 
ranking achieved by property management in a military manpower analysis exercise 
carried out by Price Waterhouse as part oftheir study) 

' The two-bngade option 1s based on our conclus10n that geographic dispersal is only 
an important consideration m relation to the border area We believe that, w1thm the 
bounds of common sense m terms of ma1or populat10n centres, there are no 
overwhelrmng operat1onal 1mperat1ves, outside of the border area, which would call 
for the current widespread physical dispersal of the forces on a permanent baS!S but 
which are capable of rapid deployment as reqmred to vanous areas of the country to 
aid the civil power or otherwise to discharge the roles set down by Government We 
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do not see an on-gomg reqmrement for widespread geographic deployment other than 
m the border areas nor do we see the need for the Defence Force structures to mirror 
those of the Garda1 who are charged with the pnmary respons1b1lity for mternal 
secunty However, as dealt with elsewhere m the report, we believe that a separate 
study needs to be undertaken on the whole issue of the numbers of barracks and 
geographic deployment.' 

'There 1s a need to close barracks. Many of the barracks currently occupied exist not 
for operational reasons but for h1stoncal and/or outmoded terntonal occupat10n 
reasons. The cost of upkeep has already reached unacceptable levels and will only 
mcrease over time It 1s chff1cult, however, to be specific about exactly how many and 
which barracks should chosen and over what timetable This issue reqmres m-depth 
study m 1tS own nght ' 

'Our two bngade group opt10n assumes a programme of barrack closures Currently 
34 permanent fac1lmes are occupied by the Defence Forces The operational 
reqmrement would, we believe, only amount to about half that number m the long­
term It 1s chff1cult, however, without separate study, to 1dent1fy exactly how many 
and which barracks should close We assume that under a barracks closure policy 
about 530 ex1stmg posts could be saved. However, reahsat10n of these savmgs will be 
dependent on a barracks closure policy as most of the posts are mvolved m garnson 
functions' 

'A separate study 1s needed in this area {barrack closures) It will need to be aligned 
with the re-orgamsatlon proposals (1 e the locat10n of umts m the new structure) and 
the manpower plan (1.e. targeted force reduct10ns) Each facility will have to be 
looked at m terms of its necessity m the new structures, its mannmg levels, its market 
value and the potential to redeploy the personnel mvolved elsewhere which will also 
mean lookmg at redeployment costs m the rece1vmg facility. This study needs to be 
undertaken as a matter of urgency and any further s1gmficant mvestment m the 
current physical mfrastructure should await the outcome of that study.' 

'Realistic short-term targets should be set while the overall study 1s proceeding. We 
believe that an immediate target of two closures m 1995 should be set. In our view 
such a target 1s achievable m non-sensitive areas and could be delivered upon without 
maier d1srupt10n and without maier redeployment costs The output of the study 
should enable s1m1lar realistic targets to be set for subsequent years ' 

'(Appendix 5) Property 1s one of the most s1gmficant elements of cost (£11m) This 
mcludes the management of barracks, marned quarters, barracks services and grounds 
The cost 1s dnven by the number of mstallauons Barrack closures and contractmg out 
of these services should ensure savmgs are achieved ' 
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Defence Forces Proposals to Efficiency Audit Group - 14 June 1994 

This subnuss10n was made by the nuhtary authonttes to the EAG and contams their 
reaction to the Price Waterhouse Report and other exanunat1ons m the defence area 

References to Property 

'The Defence Forces agree wtth the PW conclusion that we are overstretched m terms 
of barrack deployment, and that ratlonahsatton will generate savmgs Pnce 
Waterhouse advocate the closure of seventeen barracks out of our present thirty four 
with no mchcat10n of how this figure was decided upon and no md1cat10n of what 
'shape' the new deployment would take We have nme nuhtary posts along the 
border and 1t 1s neither acceptable on the grounds of secunty nor 1s 1t acceptable from 
a pubhc perception pomt of view to close any one of them at this time Any 
reduction of troops, umts or posts along the border could send very wrong signals at 
this sensltlve 1uncture. The PW proposals in regard to barrack closures are very 
mcomplete - 1t seems however that their proposed PDF strength ts based on the 
closure of seventeen barracks. It ts the view of the nuhtary authonttes that the closure 
of seventeen barracks, 1s, for reasons of nat10nal secunty not possible ' 

Report of the EAG on the review of the Defence Forces - December 
1994 

This 1s the report of the third and fmal review of the EAG on the defence area. 

References to Property 

'A programme of rat10nahsatton of the use of fac1ht1es should be undertaken takmg 
mto account, m particular, the conclusions m the report {PW report} that ex1stmg 
facilities are too numerous and many require substantial upgradmg and modermsat10n 
A separate detailed study ts required m this area.' 

Review of the Defence Forces - July 1995 

This document, prepared by the Department of Defence, provides an overview of the 
recent review of the Defence Forces by the Efficiency Aucht Group (EAG) It sets out 
the background to this review and provides a summary of the analysts and conclus1ons 
of the Pnce Waterhouse report prepared for the EAG. It states at the outset that the 
Government accepts that the issues to be addressed are national pnorltles and require 
an urgent response 
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The report outlined the Government's approach to 1mplementrng the reforms 
advocated by the EAG and Pnce Waterhouse reports It decided to set up an 
Implementation Group to formulate a fully costed three-year implementation plan 
(Phase 1) for the Mm1ster for Defence. 

The report states that the Government are consnous of the fact that a number of very 
sens1t1ve issues need to be addressed. Separate studies on the rat1onahsat10n of Defence 
Forces fac1l1t1es have been recommended both by Pnce Waterhouse and by the EAG 
and will be undertaken as part of the overall 1mplementat10n process The econorruc 
and social 1mphcat1ons will be fully taken rnto account m these studies 'There are no 
plans at present to close army barracks ' 

Defence Forces Review Implementation Plan - February 1996 

This document detailed the background to the proposed Defence Forces reform 
programme, outlmed the Government declSlons taken m regard thereto and spec1f1ed 
the three year 1mplementat10n plan for Phase 1 as requested by Government 

References to Property 

'The Government rn announcrng the1r approach, subsequently stated that a number 
of areas, such as rat1onahsat1on of Defence Forces fac1l1t1es, would be the subject of 
a special study. The Government stated that there would be no barracks closed 
durrng the first phase of the plan ' 

'There are 34 rruhtary barracks. The Pnce Waterhouse study for the EAG concluded 
that there are too many barracks, many unsmtably located for m1htary needs, many 
rn very poor condition with unacceptably high upkeep costs and that barrack 
management and adrrun1strat10n takes up an unduly large element of rruhtary 
manpower.' 

'The Government have already announced, followmg consideration of the EAG 
report, that there would be no barracks closed under the Phase One plan of the 
implementation process but approved the need for study which will mclude the soc10­
econom1c aspects, rn addmon to operational 1mperat1ves.' 

'It 1s acknowledged that the question of barracks rat1onahsat10n, and more particularly 
their closure, 1s a very sensitive local and national issue It will need careful study 
from a number of perspectives The precise terms of reference and the modus 
operandi of the proposed study will be drawn up as part of the 1mplementat1on 
process. It 1s clear, however, that such a study must address the future mfrastructural 
needs of the Defence Forces havrng regard to the secunty s1tuat1on, the reqmred 
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disposit10n of rmhtary resources and the progress m relation to re-eqmpment and 
mcreased mobility The study must also take full account of the econormc and social 
imphcauons of any proposal ' 

'In the meantime expenditure to modermse rmhtary mfrastructure will contmue 
Between 1992 and 1994 almost £20 rmlhon was spent on mamtenance and 
refurbishment of rmhtary mstallat10ns throughout the country. This year (1996) a 
total of £13.5 rmlhon has been provided for this purpose Proposals m this area will 
be considered havmg regard to the new orgamsat10nal arrangements arismg from the 
creation of the new brigade structure and new umts within this structure.' 
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Value for Money references in the Defence 
Statements of Strategy 1998 · 2000 

Department of Defence Statement of Strategy 1998 - 2000 

Mission 

The openmg words of the defence nuss10n are "to provide value for money nulitary 
services" The phrase 1s further defmed as prov1dmg services and d1schargmg roles m 
a value for money way, that 1s, econonucally, eff1C1ently and effectively 

Action programme 

A white paper on defence will be published m 1999 to provide a 5 - 10 year 
framework w1thm which Defence policy can evolve and to provide a programme for 
on-gomg reform for the Defence orgamsat10n 

The Department of Defence 1s to become a policy led Department with day to day 
adnumstrat10n delegated to the nuhtary authonties. There 1s to be a flexible approach 
to the management of Defence which will seek to manage its own environment and 
mfluence m a pro-active way the controllable elements of the environment 

As part of the comnutment to customer service, a key focus 1s on puttmg structures 
and arrangements m place to 1dent1fy and deliver value for money 

Strategic Objectives and Performance Management 

The strategy statement 1dent1fies result ob1ect1ves and enablmg objectives. One of the 
enablmg objectives 1s to develop and sustam a value for money ethos and m so domg 
promote a flexible orgamsat1onal approach to respond to the needs of government and 

secunty. An orgamsat1onal review programme and a VFM programme are envisaged 
to achieve this ob1ect1ve 

Specific outputs and targets are 1dent1f1ed for all strategic ob1ect1ves The more 
relevant proposals are as follows 
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Result Objective - Ministerial Support 
Property Management 

The specific proposals m respect of property management are 

• 	 Inmate a review of Defence Forces accommodat10n reqwrements before the end 

of 1998 

• 	 Contmue the process of disposal of married quarters m an orderly way with all 
quarters (apart from a small number at the Curragh) disposed of by 2000 

• 	 Rents for married quarters are to be reviewed and updated on a phased basis 
begmmng m 1998 

• 	 All surplus property will be 1dent1f1ed commencmg m 1998 and will be disposed 

of as soon as possible 

• 	 The property assets register 1s to be completed by 2000 

Enabling Objective - Defence Forces Review Implementation Plan 

A new top level management system 1s bemg mtroduced and a new Strategic Planmng 
Office has been established 

In the fmanc1al management area, achmmstrative support systems to facilitate fmancial 
delegation will be developed and the use of mult1-annual budgetmg will be extended 

The realignment of fmancial subheads will contmue. 

Enabling Objective· Value for Money 

The organ1sat1onal review and VFM programme 1s concerned with the development 
of an orgamsat10nal approach which emphasises flexibility and the ability to review 

the results achieved and the approaches adopted 

Structures will be re-designed to better fit with the orgamsatlon's strategy 

Busmess plannmg will be used as a mechanism to harness each Branch's contribution 
to the achievement of the nussion and objectives. The plans will take full acconnt of 

cross functional lmkages. 

A particular focus of the strategy statement 1s the importance of generatmg and 
mamtammg a strong value for money orientation m all areas A JOmt c1vil-nulitary 
audit and VFM comnuttee will be established m 1998. VFM evaluat10n capab1l1t1es 
will be developed and the business plans will have a VFM element. 
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Specific targets are to alter the pay: non-pay expenditure ratio from 80 20 towards 
70 30 and to further develop the management accountmg system to show programme 
costs and outputs 

Defence Forces Statement of Strategy 1998 - 2000 

The statement of strategy of the Defence Forces also contams a strong value for 
money agenda This 1s reflected principally m the followmg areas 

Discussion of the Domestic Environment 

The need to provide better value for money 1s identified as a driver for the process of 
reform which 1s described m terms of 

• 	 a more streamlmed command and management arrangements 

• 	 greater devolution of dec1s10n makmg authority and respons1b1hty, mcludmg 
budgetary respons1b1l1ty 

• 	 simpler, more operat10nally focused orgamsational structures and systems 

• 	 improved trammg and eqmpment regimes 

• 	 a better balance of expenditure between eqmpment and personnel costs 

• 	 improved age profile and personnel policies 

• 	 umt deployment to suit current respons1b1ht1es 

The danger of a selective approach to the implementation of reforms and ongomg 
pressure to contam public expenditure are presented as external threats m the 
environmental analysis. 

Enabling objectives targets and outputs 

Logistics and Equipment 
The target 1s to acqmre, mamtam and manage assets and material for the Defence 
Forces at the appropriate level of operational readiness m a cost effective manner 
Asset management and mamtenance pohc1es which provide value for money are 
1dent1f1ed as a contributor 

Financial Management 
Fully devolved fmanc1al authority and greater awareness of the cost of resources 
uuhsed are seen as key elements of the fmanc1al management targets 
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Information Management 
The target 1s for a fully mtegrated strategic mformat1on system to ensure the most 
effective and eff1c1ent delivery of adnumstrat1ve and management services 

Planning and assessment 
The target 1s to plan and evaluate act1v1t1es, procedures and processes to venfy 
attamment of objectives and standards m a cost efficient manner This 1s to be 

achieved through an assessment programme which measures performance v1s-a-v1s 
objectives and targets and which complements the work of the Auclrt Comnuttee 
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Property-Related Costs Methodology 


Financial Records 

1 	 The exanunation noted that certa10 aspects of the record.mg of expenditure h10ders 
the extraction of relevant information for the analysis of costs Although the f10ancial 
management system operated by the Department provides for the chargmg of 
expenditure to cost centres, some of which relate to specific military units/locat10ns, 
a high proportion of expenditure was charged to general cost centres. For example, 
electricity mv01ces for all property locat10ns were charged to one cost centre. 

2 	 A further difficulty encountered was some 10consistancy m the recording of fmancial 
transact10ns where there were multiple descriptions for the same location or where 
a reference to locat10n was onutted entirely 

3 	 The development and operation of a f10ancial record10g system which charges 
expenditure agamst property cost centres, allows for the apportionment of 
expenditure and is flexible enough to provide for the extract10n of multiple views of 
the data is a prerequisite for a proper understandmg of property cost trends. 

4 	 A fully developed performance measurement system would further require the 
mtegrat10n of the f10ancial cost10g records with non-f10ancial data concernmg the 
usage and condition of property to facilitate the product10n of meanmgful economy 
and efficiency mdicators. 

Property Costs Methodology 

5 	 Due to the hnutat10ns 10 the fmanc1al records, the follow10g methods were used to 
calculate property costs dur10g the course of the exanunat10n 

• 	 The f10ancial transact10ns relat10g to property as recorded m the Fmancial 
Management System (FMS) for 1997 were summarised and analysed us.mg file 
mterrogat10n software - Interactive Data Extraction and Analysis (IDEA). 

• 	 Expenditure 10 respect of utilities was estimated based on work earned out by the 
Barrack Services and Accommodation Branch 

• 	 Certa10 expenditure items were apportioned based on the actual outturn for 
related expenditure head10gs 
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Organisation of Property Management Activities 


Unit 

Property Management 

Branch 

Contracts Branch 

Quartermaster·General's 

Branch 

Directorate and Corps 

ofEngineers 

(Maintenance) 

Civilian Employees 

Barrack Services and 

Accommodation Section 

Main Activities 

• 	 Mamtaimng the Property Register 

• 	 Rentmg of privately-owned property 

• 	 Lettmg of Department's lands and properties 

• 	 Lun1ted maintenance 1n relation to drainage 

encroachments, fencing, and the control of 

noxious weeds 

• 	 Momtonng and assessmg plannmg apphcat10ns 
which may affect the Department's property 

• 	 Regular perambulauon or mspectlon of properues 

• 	 Ensuring compliance with legal requirements 

• 	 Ident1f1cat1on and disposal of surplus properties 

• 	 Adm1n1strat1on of married quarters 

• 	 Evaluates proposals 1n relation to and makes 

arrangements for the procurement of bmldmg and 

engineering services 

• 	 Overall responsibility for the provlS!on and 
maintenance of military accommodat1on and 

facilities 

• 	 Provide technical d1rect1on and advice 1n relation 

to bu1ld1ng and maintenance contracts, health and 

safety requirements, fire prevent10n and buildmg 

regulauons 

• 	 Provide a planning and design service for contacts 

and preparation of tender documents 

• 	 Superv1s1on of contractors 

• 	 Responsible for the day-to-day mamtenance of 
bmldmgs and for supervlS!on of civilian 

employees 

• 	 Day to day routine maintenance of barrack 

bmldmgs 

• 	 Provision of essential services and operational 

requlS!tes such as beddmg and utensils, heat, light 

and power for barracks 
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